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Pear, Marwick, MircurrLrn & Co.
G. 12 O, BOX 1089

SAN <JUAN. PHERTO RICO OO9306

August 12, 1971

Dr. Ramdn Mellado

Secretary of Education
Department of Lducation
Commonwea, th of Pucrto Rico
Hato Rey, lPuerto Rico

Dear Dr. MMellado:

Ve have completed ouv srvudy on Administrative Utility Analvisis and
Progrzms of Vecational Educait ivan for the “roa o F Uoeai fonal and Technical
Educacion f the Department Tomsation. the cuilt Ty Ls a summary of the
recenmend. Clons included in the main body of the Report.

BACKCROUD
Presently, the Area of Vocational and Technical Education is headaod
i by Dra. Maria Socorro Lacot, Assistant Scerctary of Vocaktional and Techaical
Fducation, Educutional services arce oflered to young and adults in seven voca-
i tional schools, eight high schools with vocational departments, two technological

institutes and 376 sccondary schools with vocational programs. Basically, the

N

A.V.T.E.‘is structured in eight programs managed by Program Directors and the
educatiocnal services are carried out at three levels: central, regional and
scheool districts.

The A.V.T.E. is facing a compound problem of having an incréasing
student population and number of programs to implement with a limited budget at
its disposal. This situation nrecessitates a continuing effort at searching
% o alternative uses of its funds in an attempt to derive the most effective utili-
zation from the services it has at its disposal.

IeRiC
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Being aware of thie continuous need to apply modern administrative
management techniques to cope with the expansion in the scope of the vocational
programs, the Department of Education decided to hire the services of Peat,
Jdarwick, Mitchell & Co. t conduct an Administra ive Utility Analysis of the

Area of Vocational and Technical Education.

OBJECTIVES
Thz principal ol juctives ol the Administracive Utility Analysis were:

. Indicatica 7 areas .. ove- —ortl -l adwim seombive
pyramidi- -,

. Optimum utiiization of available human resources.
. Tdentification of areas of activity duplication.

. Determination of new scrvices and required personnel
tn adequately adminisier those services.

. Tmprovement and acceleration of administrative pro-
cedures such as: purchasing, budgeting preparation
and hiring ol personnel.

. Provision for more active participation in the

administration of the Program from the regional
and local levels.

SRMMARY OF RECOMMENDATIONS

The recommendations set forth in this Report should be implemented
in light of the economic and budgetary conditions of the Program, federal funds
available and availability of personncl,

The following is a summary of our recommcndations. The recommenda-
tions are classified according to the following groups:
i _ a. Central and Program Level Organizational Structure

b. Regional Tevel Organizational Structure

; c. Planning and Budgeting

. d. Systems and Procedures
Q
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e. Personncl Evaluation'and Policies

f. Salary Structure

g. Personnel Requirements

h. Coordination with other Covernment Agencies
i. Legislation

{a) Central and Prograwm lLevel
Opgaizat “onal Struetare

1. Restructure Central Organization to provide the flollowing central
level positions:

Asgistant Secretary of Vocaticnal and Technical
Edueation

. Assistant rto. the Assistant Secretary of
Vocational and Technical Education

Executive Office consisting of:
Execulive Assistant )

Assistant for Programs (1)
. Head of Tuteragency Relations and Prowotion
Director of Instruction
. Uead of Administration
. Head of Information System:
llcad of Planning, Bﬁdgeting and Evaluation

- . Head of Vocational Rescarch and Curriculum
Development

. Head of Professional Training
The Director and the five Office Heads will directly report to the
Assistant to the Assistant Secretary for Vocational and Technical Education.

2. Establish an Exccutive Office attached to the Office of the
Assistant Secretary. The Executive Office should have the following members:

Executive Assistant

borobnmains

. Aecsistant of Programs
e
ERIC
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3. Establish an Office for Interagency Relations and Promotion,
attached to the Office of the Assistant Socretary, with prime responsibilitcy
for the improvement of communications and relations with government agcnciué,
the community and otlier institutions.

4. Distribute the present functions and responsibilities of the
Research Coordinating Unit among the following units of the proposed

organization:

Vocational Rescarch and Curriculum Develovpment OFfice
i

. Vocational Research
. Curriculum Development

Professional Training Office

. Coordination of Teacher Training
. Coordination of Researcher Training

Information Svstems Office

. Compilation of Educational Statistics
Dissemination of Reseaich Tnformation
. HMaintenance of a Research Library

Vocational Cuidancc Program

. Follow~up of Vocational-Technical Graduates
5. A central clericai pool should be established under the supervision
of an experienced secretary and within the scope of responsibilities of the
Office Services Unit. The pool shiould be formed by selecting a specified number
of secretarial personnel from the individual program units. [The recommended
number to he selected from epch program is specified in the body of the Report.

6. Organize ten program units headed by Program Directors who report
directly to the Director of Instruction. The recommended program units are:

. Industrﬁal Arts

. Health Occupuations

. Vocational Tndustrial Education

. Technical Education %
. Vocational Agriculture Education

. Home Lconomics Education

. Businoss Education

- Distribution and Marketing Education
Q
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. Vocational Guidaice
. Specinl Prograoms
The following recommendations are peneral guidelines which-we proposa,
based on the findings and conclusions with regard to the internal management
structure and operating methods of the individual vocational-technical programs.
These guidelines will provide a base for establishment of a Ffunctional
organizalion structure for each vocational-techuical program which in our
judgement is a prercquisite to the other steps which we consider essential to
improving the effectivencss of program administration.
The present and recommended organization charts for the vocational

programs are included in the Appendix of this Study Summary.

Industrial Ares

We recommend that the Industrial Arts Program be orzanized ia two
major functional areaz reporting to the Program Dirvector. Each fuuctional arca
should be placed under the responsibility of an Assistant Program Director - an
Assistant Director of Operations and an Assistant Dirvector of Adminiutration.
The curriculum developwent and training function shonld Le rem. 2d to the Area
level units designated in our central level organization as responsible for
those functions.

The operating function within Industrial Arts should be further
divided into two groupings of the educatiounal regions. Fach of these groupings
would be placed under 2 CGeneral Supervisor. The educational regions could be

grouped as follows:

General Supervisor A Jeneral Supervisor B
San Juan . Ponce
Arecibo Humacao
Mayaguez : Caguas
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The scope of our review did not cover the lower cchelon positions
within this program; however, the observations made in our visits to the
regions and the interviews conducted at the central program level indicate
that the present ratio of tcachers to General Supervisors - over 0 to 1 -
is too large. We reccommend that the number of the regional persoﬁncl should
be increased by not less than six supervisors and five teacher coordinators.
The recommended distribution of supervisors and ﬁeachor coordinators by regio
should be based on the number of teachers in the region.

The Assistant Director of Adwministratien should be responsible for
the coordination of procurcment, personnzl appointments and physical plant.
It should also include assistance to the Program Divector in development of

plans and budgets and in repovting of operations.

Health Occupations

At this time, the Health Occupations Subprogram is a part of a
larger program of Vocational Tudustrial Educatibn together with Trades and
Industries (T. & T.), Manpower Development and Training (M.D.T.A.), and Work
Incentives (W.I.N.).

In the next section of this chapter, we recommend the scparation of
T. & I., M.D.T.A., and W.T.N., from Hecalth Occupations aud the establishment
of a distinct program unit in which the three would fit.

Analyzing the prescnt structure of Health Occupations in light of
currenl operating requirements and projected growth, we come to the conclusio
that some restructuring is nccessary Lo strengthen the Program's functioning.

We recommend that Health Occupations be established as a separate
program with a Program Director reporting directly to the Director of

Inscruction,

vi
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The Program Dircctor, in addition to plamning and budgeting reépon-
sibilities as well as the preparation of reports . operations, would have
responsibility for the cor.dination of all procurcwment functions within the
Health Occupations Program. Persconnel appointments and school and shop
facilities would also be under his responsibilicy.

The Assistant Dircctor of Opervations would be assisted by a
Supervisor in charge of school accreditation, #nd a Coordinator in charge of
Pharmacist's Assistants courses. He will also coordinate and plan operalions
of the General Supervisor.

We recommend that a staff of General Supervisors be established to
carry out the actions genciated by the Health Occupations Program. TInitially,
we recommend that the Program be represcated by three Ceneral Supervisors, one

H for every two regions. Thercfore, a total of three permanent General
Supervisors positions should be recruitzd and assigned to this program to
provide cffective supervision of field operations.

Vocational Tndnstrial Lducation

Trades and Industries (T. & I.)
Manpower Development and lraining (M.D.T.A.)

4 __Work TIncentives (W.1.M.)
1 After cxamining the individual scope of T. & I., M.D.T.A. and ¥.T.N.

Subprograms and considering their present location within the organizational
i structure, staffing at central level, projections for enrollment, number of
teachers for the next fiscal year aand their interrvelationships, wve conclude
the following:

. The Subprograms should remain in the
org«nizational structure in which they form
part of Vocational Industrial LEducation.

. The relationsliips betwecen the Subprograms is

i oo significant and their relative location in an
organization should reflect this.

ERIC

Aruitoxt provided by Eic:



viil

We, therefore, recommend that a Program Unit be established in which
T, & T., M.D.T.A. and W.I.N. Subprograms arc grouped toguiher under one
Program Director.
The Program Director will have two Subprogram Directors and an
Assistant Dircctor reporting to him:
. Subprogram Director for T. & I.
. Subprogram Dircctor for W.IL.N. and I1.D.I'.A.
. Assistant Dircctor of Administration
The Subprogram Director for T. & I. and the Subprogram Dircctor
for W.I.N. and M.D.T.A. would have direct ruesponsibility for the operations
of theilr programs. Theilr inputs, ideas, plans and reeommendations should be
implemented through the Vocational ILadustrial Educaticn Program Director and
; thelr respoective Assistant Divectors of Operations.
The Subprogram Dircctor of Trades and Industries will have thrgc
Assistant Directors ws follows:
. Ausistant Director of Regular Programs

. Assistant Divectov of Special and Coopervalive
Programs

. Assistant Dircetor of Operatiouns
The Assistunt Director of Regular Programs wonld have staffl respon=
sibility for the implementation of the approved plans affoecting the regular
program of instruction in T. & I[. He would initiate actions and recomaendations
related to this program area which would be implemented chrough the Assistant
Director of Operations.
The Assistant Director of Special and Cooperative Frograms would

; 1 have responsibilitics similar to those described above for the Special and
<

ERIC
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The Assistant Director of Operations is responsible for the field
operations of T. & T. He has a stalf of three Arca Supervisors whe in turn
work through the General Supervisors attached to the educational regions. FEach
Arca Supervisor will be responsible for two regions and will work directly with
the Assistant Regional Directors of Vocational~technical Education in matters
aiffecting T. & I.

Training and curriculum development activities should be removed to
the central level units responsible for those functions.

We believe that strengthening of the organizational structure at the
ceutral program level in this case has to go hand-in~hand with strengthening
the supervisory effort at roglonal levels. In our visits to the educational
regions, we observed the workload of the T. & T. supervisors and this further

E strengthens cur recommendations lor increasing the number of regional

supervisors,

The followinyg is our recommended level of General Supervisors:

’ Proposad  Present  Increase

San Juan 4 2 2

T Ponce 3 1 2
Mayaguez 3 1 2

Arcecibo 3 1 2

} Caguas 2 1 1
: Humacao - 2 1 A
Total 17 7 10

——

The staffing level of Industrial Coordinators should remain constant.

These levels take into considcration the establishment of a regional
level Administrvative Unit which would absorb a greal part of the administration
and business management dutics whi.ch currently arc being accomplished by the

Regional General Supervisors.
O
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The ¢ rogram Director for W.T.N. and M.D.T.A, will have twvo

Assistant rect as follows:

. Assistant Ditvector for Special Programs
. Assistant Director Qf Operations

he Assistant Director for Speciual Proprams will be assisted by Ltwo
Area Supervisors. These two Supervisors with offices at the central program
level will have responsibility for coordiration with the Regional General
Supervisors through the corresponding Assistant Regional Directors for
Vocaticnal and Tcchnical Education.

All fieid operations concevning M,D.T.A. and W.T.N. ¢ bprograns will
be the responsibility of the Asgsistant Director of Opuerations. The Assistant
Director of Operations will direct the M.D.7.A. Subprogram and he will also
implement the recemmendations of the Assistant Dircetor for W.I.N.

We recommend that a staff of Regional General Supervisors be estab-
lished to carry out the actions gencratcd by the central programs group.
Initially, we believe that the W.L.N. and M.D.T.A. Subprograms be represented
by one General Supervisor in each region with the exception of the 3adn Juan
Region which, due to the concentration of courses should have two. Therefore,
a total of seven Cencral Supcivisors should be recruited and assigned to those
Subprograms to provide effective supervision of field operations.

The Assistant Director of Administration will have responsibility
for matters concerning personnel, purchasing, facilities and for supportive
clerical and administrative scrvices to the other members of the Central
Program Staff. lle will also assist the Program Dircctor in the development

of plans and budgéts for the three Subprograms and for the entire Program

Unit.



Technical Fduecation

The position of Progzam Director is vacant; the Dircctor o

basl

s acting as Program Director. TIdeally, the candidate to fill
this position should have direct experience «s Director of a Techunological
Institute. We recommend to upgrade the salary level of this position to make
it attractive cnough to be considered favorably by an Institute Director,

The four-year plan calls for a sizeable increase of operations. Tha
number of teachews is plaaned to increase from 38 to 36 teachecs in. 1972, 93
in 1973 and 128 in 1974.

The recommended ovganization structure takes into consideration the
planned increase in operaticns. Tentative recommended target dates should be
adhered 1f the plannad increase materializes.

Recompmendad target dates are as follows:

. Acsistant Divectov of Adwinistration - 1971-72

. Assistant Divector of Cpcrations - 1972-73

Vocational Agricullure

(o4
AT L

We recommend that the ovganizational structure of tha Vocational
Agriculture Program be modified to reflect the critecia set forth for the

development of the arca level organizational structure.

e

o]
~

stant

199]

The Program Director should have the Ffollowing three As
Directors reporting directly to him:
. Assistant Direcctor of Administration

. Assistant Director of Future Faners of
America

. Assistant Direcctor of Operations

Q
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The Assistunt Dircector of Administration should be responsible for
coordination of equipment purchases, persommel and school facilities. He

should be the .vogram Director's principal assistant in the development of

plans and budgets and in the prepavation of reports of operations. UWe belicve

that considering the projected level of program operations for the coming
fiscal year, it will not be necessary Lo add additional positions to the
administrative function of the Program.

The Assistant Director of Operaticns will cversce all field opera-
tions (including the specialized schools) of the Progrem and closely follow up
the implementation of thae approval plans., f{le will have four Cencral
Supcrvisors to assist him in accomplishment of these functions,

The Supervisors will be assioned as follous:

. Adult Programs - a staff advisory position,
This supervisor will dmplement his recominended
actions through the Assistant Directov of

Operations.

. Specialized Schools - will ba able to implement
actions directly.

. Ragion Crouping "A" - responsible for field opera-
tions in the San Juan aad Avecibo Regions.

. Region Crouping "B - responsible for field opera-
tions in the Pouce, Mayaguez, Caguas and Humacao
Rogions. '

The establishment of the Administrative Units at regional level and
the introduction of an Assistant Regional Divector of Vocational-Technical
Education in each region will cunable the present Regienal Supervisors to work
more effectively and to spend less time in administrative matters. For this
rcason, and since the projected level of teachers for the next fiscal year is

equal to the current year, no additional reinforcement is needed in the number

of Regional Supervisors for this Program.
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Home Economics Fducation

The Home Economics Education Program should be restructured organi-
zationally as follows:

The Director of the Program should have three Aszistant Directors
reporting to her; an Assistant Dircector of Administration, an Assistant Dirvector
of Wage Farnings and Adult Nome Makiﬁg Prcgrams, and an Assistant Director of
Operations.

The Assistant Director of Operations should be responsible for all
operational aspects of the Program in the ficld. He should have two Ceneral
Supervisors veporting to him: cach Supervisor will ba gesponsible for three
educational regions - one should have responsibility for the San Juan, Mayagunz :
and Humacao Regions and the other should be vesponsible for the Ponce, Aréciho
and Caguus Regions.

The curreni ovganization shows specilalizaticn of supervision at
central level (vegular program, adult and 'out=of-~schocl program'); however, tho
regional organization does not follow the pattern as ralatively low enrellment
in the special group courses does not justify independent regional supervision.
We believe that in order to better coordinate the control of operations, the
supervision at central.l&vel should be unified under tho Assistant Dirvector of
Operations.

The Assistant Director of Wage Earnings and Adult Home Haking
Programs should provide technical assistance to the Assistant Dircctor of
Operations in the development, implementation and control of courses tveaching
these special groups. -

The Assistant Director of Administration retains responsibility Ffor
coordination of purchasing and personnel activities as well as assisting the
Program Director in planning and budgeting activities and in preparing reports

of operations.
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Training and curriculum deyc]opment activities should be transflerred
to the appropriate areca level units charged with thofe reo onsihitivi unacr
the recommended organization.

We recommead the reinforcement of the Regional General Supervisors by
increasing the present number by six. All supervisors will be responsible for
operations of the regular and the special programs conducted by Home Fconomics

Education.

Business Education

The Business Hducation Program should reflect the organizational
. : . . &
philosophy ecxpressed in the ovganization structure recommended for the arca-
level.  7Two major fupctions - each headed by an Assistant Dirvcctor —~ should
report directly to the Program Director - Operations and Administration.

The Assistant Divector of Operations shouid ba respoasible for all
operational aspects of the Program in the field. To properly distribute this
vorkload, we rccommend that four positions be created. directly under him.
Thesa positions would be manned by Ceneral Supervisors as follows:

« General Supervisor of Special Programs

. Generul Suparvisor of Cooperative Programs

. General Supcrvisor of Regional Group A, which
includes the educational Regions of San Juan,
Arecibo and Mayaguez

. General Supervisor of Regional Group B, which
includes the aducational Regions of Ponce,
Humacao and Caguas

All curriculum and teaching materials devclopment functions and the
related positions should be transferred to the proposed central level curricu-
lum group.

The present configuration of Regional Coordinators for special pro-
grams and of Regional Coordinators for cooperative programs - one Coordinatot

per region - should be maintained. However, the stuaff of Regional Gencral
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Supervisors for the regular progiam should be strengthenad by adding one
Gereral Supervisor for each region.

The AssTstant Director of Adwinistration should have responsibility
for purchasing, poersonnel and equipment in addition to assisting the Program
Director in the a...as of planning, budgetiné and reporting of operations.
After examining the (iscal projections for the next year, additional staff is
not necaessary for the Assistant ){reétor of Administration Lo accompl{sh his
functions effectiveiy. We belicve that the majovity of problems that came up
in the past with regard to purchases and appointments of personuel, will be
resolved at the rep’ wal level with the addition of the Assistant Regional
Director of Administ ~atior and his stafc.

Disstributiova and Marzeting

Fdcation

The Distribulicn and Morketics Sducation Program does not have a
clearly defined orgenizat!-nal structure and assignacnt of Functions. ﬁe
recommend that in order to achieve a betier degree of operating effectiveoness,
the Program should be resrructurced organizationallv and Functions should be
clearly defined and assign .

The Director of the.Distribution and Marketing Education Program
should have two positions reporting dircotly te him - an Assistant Director
of Adziinistration and an Ausistant Dircc.or of Operatjbns. Considering the
present enrollment in the Pregram, we rece mend chat the position of Assistant
Director of Operations shonld not be estadhlished at this time; however, we do
include it in the pioposed organization :hart as we believe that it will be
necessary when the Piigram achieves a Z.otal enrollment of approximately 18,C00

students.
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The Assistant Direcltor of Administration 11 be responst

woordination of purchases, personnel appointmend, and for assisting the
Program Director in matters related to program planning, budgeting and prepa-
ration of reports of operations. Training and curriculum development Ffunctions
should be removed to the area-level units charged with those rcsponsibilitieg.

The Assistant Director of Operaticns will be responsbile for all
matters related to ficld operations of the Program. He should have two Arca
Supervisors reporting directly to him at central program level ~ one responsible
for cthe San .Juan, Arccibo and Mayagucez Regions, the second one responsible for
the Ponce, Caguas and Humacao Regicns.

The present levels of staffing at regional level - seven Coordinators
for Adult Programs and six Ceneral Supervisors -~ appear adequate when the pro-
jections for program growth for the next fiscal vear are taken into considera-
tion. We recommand, howewver, that an additional posirion of Coordinator for
Adult Programs be established when total enrollmeat For rhis category reaches

9,000.

Vocational Guidance

The organization structure of this Program is product oriented. The
structure apparently evolvad gradually as new programs were implemented or the
need for a specific activity became apparent. The result is a product oriented
organization structure in which similar tasks should be grouped in a more
éffective way. We recommend to reorganize this Program in four main arcas
following the recommended organizational structure guidelines for the central
and regional levels. The program should be structured around the follo&ing four

areas:
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1. Administration

An Assistant Diroctor of Administration should head this arca with
the following responsibilities: purchase coordination, personnel appoiutments,

budgeting, planning and monthly reports of operations.

2. Operations

An Assistant Dirvector of Operations should head this area with
opaerational responsibilities on all the programs. This organization is in Line
with the lack of specialization of the Regional General Supervisors. Reporting
to the Assistant Director of Operations there will be two Area Supervisors with
combined oparationa’l vesponsibilitics over the vocational counselors for

elemental, ruval aveas and vocational scheols.

3. Teshoical Unit

This unitc will act as support or service unit to the operational
group. It will be responsible mainly fur the preparation of guidance films
é and class materials.
. At the regional level, currently, a total of seven Regional General
Supervisors cover approximately 408 sccondary schools and niune elementary
schools. We recommend to hire six additional Regional General Supervisors to
bring the supervision of these guidance counselors within é more manageable

ratio.

4. Follow-up
An Assistant Director for Tollow-up should be responsible for the
administration of the Follow-up Program. A minimum Follow-up Program should

include the follow-up study of graduates each year for three years after

[Jp—
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graduation and every five ycars thereafter. The Follow-up Program should
provide data related to each individual's employment and status and an evalua-
tion of the Vocational and Techunical Fducation Pregram.,

Neighborhood Youth
Corps

The Neighborhood Youth Corps Pregram has unique characteristics
inherent to the kind of services offered to the students. The main function
of the Program is to motivate and help retain the students in scheol through
financial assistance, in the form of joh opportunities.

The benefits derived.from the services providéd by this Program
are directed to the general student body rather than to the students enrolled
in vocational and technical education. The generai nature of the Program im-

plies the nced to revise its organizational location ia the Area of Vocaticnal

and Technical Education. After analyzing the present structure of Neighborhood

Youth Corps Progrum, its operational characteristics and wmost of all the nature
of the Program, we recommend that the Program be taken out of the Arca of
Vocational and Technical Education. We suggest locating the Neighborhood Youth

Corps Program with the Scholarships Program of the Department of Kducation.

Special. Programs

The Special Programs Unit will receive additional work inputs as a
result of the expansion of its services Lo cover exemplary projects started
through other laws.

We believe that in order to aceémmodate this additional workload and
to provide a sustained level of operating effectiveness, an additional position

should be created at the Assistant Director's level.

ERIC
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The recommended organizational structure for this Unit is composed
of the following positions:
. Program Director

. Assistant Program Director - Projects for
Disadvintaged

« Assistant Program Dircctor - Projects for
Handicapped

. Assistant Program Director - Exemplary Projects

(b) Regional Level Organizational
Structure

1. Restructure the Regional Qrgauization to +incowporate the following
executive positions:

. Assistant Regional Director of Vocational-—
Technical Education

. Assistant Regional Dircctor of Administration

. Coordinator for Community Relations aned
Promostion

2. Provide the following clevical positions an the regional level:
. Budget and Statisties Technician

. Coordinator for Purchasing, Maintenance and
Contractval Services

. Coordinator for Office Services and Personnel

The Coordinator for Office Services and Personnel should have direct
supervision ovar the sccretarial pool.

3. Increase the number of Area Geneval Supervisors for Vocational
Programs by five supervisors. Specific increases by program are included in
Chapter XI - Budget Requirements.

4. Increase the number of General Supervisors for Vocational Programs
at regional level by 44 supervisors. Specific increases by program are in-
cluded in Chapter XI - Budget Requirements.

5. Increase the number of Coordinators for Vocational Programs at

regional level by six coordinators. Specific increases by program are included
in Chapter XI — Budget Requirements.
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Directors and General Supecrvisors and include thaiy inputs about regional necds.

C

6. Restrict the use of professional and adwinistrative transitory
position:s at centval and regional level to those positions which will nobk be
permancntly required. Create regular positions for personnel needs which have
been identified as continuing. ’

7. TFurther studies should be conducted to determine the feasibility
of establishing multi-program training for Reglonal General Supervisors with
the purpose of qualifving supervisors in two or wmore Vocational-Tcchnical
Programs. Lf this cross—training can be achicved, it will result in improved
utilizetion of Regional Supervisors since in a single visit te a school they
could cvaluate the progress of several programs.

Lc) _Planning and Budecting
1. We recommend that the preparation of progress repocts of different
programs be removed from under the responsibility of the Planning and
Fducatiocnal Development Unit. Fach Program Director should prepare a menthly
report ol cperaticns.

2. 'the responsibility and the roles of the warious parties involved
in the preparation of the budget should be stated more clearly.

3. Budget procedures should provide more partiecipation to Regional

4. The budget format should be expanded to include a manning table or
Il l

other devica indicating the number of approved budgeting positions for each

salary account. :

5. A sysLematic review process should be established through which
ecach reserve and expenditure itcm in the budget is analyzed and adjusted to
acknowledge changes in federal grants.

6. The A.V.T.E. should develop an integrated Planning and Budgeting
System based upon clearly stated goals and objectives. ‘The clements of a woll-
developed, properly integrated Planning und Budgeting System arce iucluded in
the body of the Report under Planning and Budgeting System, Appendix A.

7. The A.V.T.E. should request to the Bureau of the Budget to con-

sider the incorporation of Ffixed operational expenses into the statce budget Lo
avoid thie possibility of eliminating a program due to lack of federal funds.

(d) Systems and Procedures

1. Purchasing procedures should be reviewed to speed up the
purchasing-to-delivery cycle. We recommend to reduce the number of approvals
and to decentralize the purchases at the regional and school district levels.

2. A Systems and Proccdures Unit should be established in the central
organization structure under the Head of Information Systems. This unit
will be responsible for the control of forms within A.V.T.E. and will establish
proper coordination with the Planning Division of the Department of Education.
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3. Model proposals and ~eck lists should be developed to simplify
the proposal preparation proces:r=  ad to reduce the time and number of
exocultives involved in its rar .o

4, Modify the presc- . sstem of approvals for persouncl appointmonts
by establishing lower approving levels. The proposed system is shown in the
body of the Report under the Personncl Section ~f the Svstems and Procedures
Chapter. The proposed approval system will siwmplify the appointment process,
roduce its cycle time, and improve feecdback of information.

5. Review the system of payments to part-time teaclhiers elimivating
approvals aot required for fiscal control and ztreamlining the feodback of
inforwation to allow prompt correction of errcrs and minimize the delay in
processing.

6. A Yolicy and Procadures Manual for A.V.T.K. should be developed
tu hetter gulde operating personnel in the accomplishment of their tasks.

7. The present practice of scading internal correspondence through
all levels of supervision wvatlil 1t rveaches the intended voceipicar should be
changed.  Communications sheould be sent drrect?y to the intended receiver
with information copies to Lhe diffcreor manageuwsot lTevels.

8. A preregistration program jor vooat ionab: technical courses should
: be established to Insure better plancing and courss Informat jon coverage for
potential scudents. The clements of thoe proposad po cpistration svstom are

i included in the body of the Report.
i
\ (¢) Personnel Evaluation and
i Policies

1. Requirements For education:l work exporvience in a vocational arca
f should be discentinued for administralive positions not dircctly related to the
‘ teaching or immediate supervision of the programs.

2. Contiunued attention should be given te "professional leave to
study with salary.'" The poussibility of increasing the number of this type of
leaves should be considercd.

3. Leaves and promotions affacting personnel assigned to special
projeets should be carefully scheduled so as to minimize impact on the Project.

4. A.V.T.E. should establish its own training programs to supplement
the present training programs (Professional Leave to Study with Salary, and
Summer School). A Professional Training Office sheuld be creatad to organize

: pre-service, in-service and continuing education training programs.
1
:
5. A formal written personncl evaluation procedure should be
4 developed and implemented in the A.V.T.L.
1

e
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(E) Salary Structurc

AV E, should develop a new salary senle which will enable it to
successfully compete with other governmaent agencies, business, and univer-
sities in attracting and retaining qualified managerial and administrative
personnel,

Considerations which should be taken into account in the developnent

of a revised salary scale are included under Chapter IX -~ Salary Structure.

(p) Personnel Requirements

Staffing levels at the central and regional lévels should be revised
in accordance with the recommendations listed in the Perzouncl Requivements
Chapter of the Report.

A comparison with the prescent staffing leveis indicating the net
increase or decrease of personnel in éach position in included 1o Chapter XU -
Pudgell Requirements.

(h) Coordination with other
Governmont Agcencies

1. An in~-depth study of the nreds, present facilities, biuding con-
tracts and future expectations of education in health-related occupations as
offered by the Department of Health and the Department of Education should be
conducted.

This study should focus on strengthening the coordination of re-
sources of both Departments for training personnel in health-related
occupations.

2. AV.T.E. should investigate and analyze the objectives of the
Vocational Agriculture Program as related to thosc of the other government
agencies involved in this Arca.

This study should consider the possibility of coordinating efforts

and resources which could effectively fulfill the needs of the agricultural

e e o A o —m



| R

?:)—.-,.-4»“

I
ERIC

Aruitoxt provided by Eic:

XAL L

(i) Legislation

1. The possibility of providing financial aid to students pursuing
regular vocational-techuical courses should be investcigated,

2. The salary scale of the Arca of Vocational and Technical Education
should be reviewed,

We were most pleased to be able to participate in this important
project, and enjoved our association and the cooperation received from your
managenent personnel during thoe study,

Yours truly,
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