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EXECUTIVE SUMMARY

This report presents the findings and recommendations from a study of problems in the employee-hiring
processes of the Y deta Independent School District (Y1SD), El Paso, Texas.

On September 18, 1998, Y1SD dementary and secondary personnel representatives discussed problems
concerning employee-hiring processes with a systlems-anaysis team of El Paso-area-based studentsin the
Graduate Schoal of Library and Information Science (GSLIS), The University of Texasat Audtin. YISD
is experiencing difficultiesin streamlining employment procedures in order to reduce the amount of time it
takes to hire gpplicants for various positions within the digtrict. The school digtrict is congtrained by locd,
date, and federa hiring regulations and must abide by these stipulations.

For example, for administrative positions, atwo-week period is currently the average length of time for
hiring someone dready with the didrict for adifferent pogtion within the didrict. The average length of
time for anew employee to the didtrict isten days. The Y1SD recognizes thet in its hiring processes, it
suffers from deficiencies in speed, efficiency, and process ddlivery. The repeated question is"What can
be implemented or corrected to make the hiring of individuas more efficient?’

The team carried out a systems andlysis of pertinent aspects of the current Y1SD employee-hiring
processes during September, October, and November 1998. The team's detailed analysis of these
processes is presented in Section 2 of this report.

Section 3 of the report presents the team's recommendations for changes in the employee-hiring processes
that the team believes will speed up these processes and make them more efficient.

The team's principa recommendations include the following:

Asaure that necessary funds exist before posting or advertising positions (if new positions)
Require gpplicants to fully complete application before being consdered for ~ employment
Require gpplicants to supply certified document from the Texas Department of Public Safety
(DPS) concerning any crimina record

Impose atwo-week window for return of reference form

Provide timely ddivery of papers among campuses, departments, and administration
Consolidate or diminate money funds within didtrict

Provide training or safeguards for system in order to improve qudity of personne gpplication
packages

Use a Web-based system (i.e., an intranet) to improve communication among departments,
applicants, references, and other agencies

Decrease length of time that jobs remain posted

Sdlect a standing committee to interview prospective employees on scheduled dates to
diminate ddays in hiring process

Restructure Personnel Department

O 00 O 0000 O0O00



1 INTRODUCTION
1.1 Background of the Sudy

The study began in August 1998 with conversations among Mr. Gerald Whitman, Director of Elementary
Personnd, and Ms. Martha Dominguez, Director of Secondary Personnel, both of the Personnel
Department of the Y deta Independent School Digtrict (Y 1SD), and Professor Ronald E. Wyllys, of the
Graduate School of Library and Information Science (GSLIS), The University of Texasa Audtin (UT-
Audtin). At that time Prof. Wyllys was preparing to teach once again aclassin Systems Analysis and
Evaluation at The University of Texas at El Paso (UTEP) during the Fall Semester 1998. The class was
part of aseries of graduate-level classes that have been offered regularly since 1991 by UT-Austin with
the generous cooperation of UTEP, and that enable El Paso-area students to earn the degree of Magter of
Library and Information Science (MLIS) from UT-Audtin.

In those conversations Mr. Whitman and Ms. Dominguez indicated that they fdlt it could be useful to the
Personnd Department if sudents in Prof. Wyllyss class studied the employee-hiring processes of YISD in
order to explore possibilities of speeding up the hiring processes and making them more efficient. Asa
result, Mr. Whitman and Ms. Dominguez met with the systems-anadysis class on September 18, 1998,
presented an overview of the Y1SD employee-hiring processes, and invited the students to undertake a
study of these processes. On October 2, at the next meeting of the class, Ms. Cheryl Davis, Director of
Budget for YISD, provided the students with additional understanding of how the Budget Officeis
involved in the hiring process and how it interfaces with the Personnel Department in accomplishing hiring
for the YISD.

1.2 The Systems-Analysis Team and the Task Groups

As the students began to plan their study of the Y1SD employee-hiring processes, they soon decided that
the subgtantia differences in the hiring processes for various categories of personnd warranted a
multifaceted approach to the study. Accordingly, the students organized themselves into four subteams, or
task groups, to study in detail the hiring processes for adminigtrative, ancillary, paraprofessond, and
professona personnd.

The Adminigrative Personne Task Group was composed of Ms. Martha Blair, Ms. Sarah Boling, Ms.
Myra Brown, Ms. LiliaHerrera, and Ms. Rebecca Quiroz.

The Professional Personnd Task Group was composed of Mr. Savador Anchondo, Ms. Marcia Fullman,
Ms. Margarita Gutiérrez, Ms. Santa Pefia, and Ms. Brenda Y oung.

The Pargprofessiona Personndl Task Group was composed of Ms. Martha Andrade, Ms. Lourdes
Garcia, Ms. Anna Hernandez, Ms. Kelly Higgins, and Ms. Rebecca Jackson.



The Ancillary Personnd Task Group was composed of Ms. Jeny Breard, Mr. Daniel G. Cruz, Mr.
Hector Escobar, Ms. Cynthia Schulze, and Mr. Mike Y eager.
2 FINDINGS

2.1 Generd Findings
2.1.1 Job Classifications

YISD classfies postionsinto four categories administrative, professond, paraprofessond, and ancillary.
The adminigrative category includes principals, assstant principas, and counsglors. The professond
group congsts of teachers, coaches, librarians, and nurses. Clerks, secretaries, and aides condtitute the
paraprofessond category, and the ancillary category is defined as custodia staff, cafeteriaworkers, bus
drivers, and like support personnel.

2.1.2 Current Employment Process

Job vacancies occur for two basic reasons: as a replacement for someone who retires or resgns, or asthe
result of anewly created position within a department or on a particular campus. Before apogdition is
advertised, it must be funded and approved by the Budget Office. A Personnd Action Form (PAF) is
created by the Personnel Department, the job is advertised, and applications are received and reviewed
for completeness. Demographic information is entered into the Applicant Tracking System (ATS) in order
to gain pertinent background information on the gpplicant, viz., educationa and work experience, and
crimina history background (if any).

References are obtained viathe United States mail, or through telephone interviews. Once the applicant
has been cleared with respect to crimina history, a contract is offered. An assignment form is created by
the Personnel Director, and copies of the form are distributed to the Employment Office, payroll data
entry clerk, and campus or department in which that postionislocated. A more detailed description of
the current employment process is presented below.

Currently, the Personnd Department seeks to improve the efficiency and time involved in each application
it processes. The department continues to do the magjority of the process on paper, by hand, and
hierarchically from person to person. The steps, and the sequence in which the steps take place, delay the
gpplication process as well.

2.1.3 Interviews

The Director of the Budget, the Personnd Specidists for the various types of postions, and the secondary
and dementary personnel representatives provided valuable facts and details for this report. These
individuas targeted various areas in the process as causes for delays and lack of expediency. According
to these directors and specialists, the bases for the delays in the process are that the processis now very
sequentid, and that lack of communication and organization between the Budget and Personnd depart-
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ments exists. Problems mentioned by both the Personnel Department and the Budget Office are
presented and detailed below.

The task groups aso conducted interviews with personnd directors from other school digtrictsin order to
obtain further information for the purposes of background and comparison.

2.1.4 Other Research Methods

The systems-analysis team also conducted tel ephone calls and World-Wide Web searches to obtain
information concerning techniques used for hiring in other school didtricts in Texas, software tools for
personnel management and fingerprint analys's, and other related matters.

2.1.5 Definitions

The following definitions are, in part, adapted from the Y deta Independent School District Budgeting
Instruction Manual 1998-99

Applicant tracking system: A system that will alow for tracking gpplications and applicants through the
hiring process, with Web-page development, résumé and cover-letter builder, and scannersto provide for
keyword searches of gpplications and résumés. Thiswill help in the hiring process by having the
information easily accessible to dl adminigrators involved in the hiring process.

Daily Rate Amount of money prorated each day based on the number of workdays during the year.

Decision memorandum: If anew position is requested the organi zation requesting the position must
submit a decision memorandum through the appropriate cabinet member to the Associate Superintendent
of Human Resources. All new positions must be advertised. The decison memorandum must include
the identification of afunding source and an appropriate job description. All positions will be assigned to
pay grades based on the job-description appropriations and competitive market rates. The Human
Resources Department submits the decision memorandum and proposed job description to the Superin-
tendent, or designee, for gpprova. The organization’s supervisor islater notified of the decison through
the Human Personnel Department.

Feeders. Feeder schools are the eementary and middle schoolsin the immediate attendance area of a
high school. Students that attend these e ementary and middle schools go on to a designated high school.

Job Analyst (also personnel analyst): Defined by the Dictionary of Occupational Titles, origindly
published by the U.S. Department of Labor Employment and Training Administration 1991. Collects,
andyzes, and prepares occupationd information to facilitate personnel, administration, and management
functions of an organization. Consults with management to determine type, scope and purpose of study.
Studies current organizationa occupationa data and compiles distribution reports, organization and flow
charts, and other background information required for study. Observes jobs and interviews workers and

4



supervisory personnel to determine job and worker requirements. Analyzes occupationa data, such as
physica, mental, and training requirements of jobs and workers and devel ops written summaries, such as
job descriptions, job specifications, and lines of career movement. Utilizes developed occupationd data
to evauate or improve methods and techniques for recruiting, selecting, promoting, evauating and training
workers, and adminidration of related personnd programs. May specidize in classfying positions
according to regulated guiddines to meet job classification requirements of civil service system and be
known as Position Classifier (government service))

Paraprofessiona Testing Procedure: A pre-applicant testing procedure offered to potentid paraprofes-
sond applicants. (Thisis amandatory testing procedure for dl potentia gpplicants not yet certified for
desired-posted position.) Each test is administered by one of two designated facilitators. There are two
types of tests. Onetestisfor clericad placement. The other test isfor ingtructional-aide placement.
Clerical tedting: 1) is offered three times aweek, 2) conssts of typing, editing, spdlling, math, and
grammar, and 3) takes gpproximately one hour and fifteen minutes to complete. Fifteen people are
alowed to take the test at any onetime. Indructor-aide testing: 1) is offered three times aweek 2)
conggts of handwritten exercises in math, spelling and grammar, and 3) takes gpproximately thirty-five
minutes to complete. Forty people are alowed to take thetest. According to the Texas Education
Code (TEC), 21.041(b)(2), the test isrequired by State Board of Educator Certification: All pargprofes-
sgond certificates shal be permanent.*

Paraprofessional: A person trained to asss aprofessond. The following terms are defined by the
Texas Education Code:

230.560 Role Description: (1) The Educational Aide/Instructor Aide isassgned and performs
routine tasks under the and supervision of a certified teacher or teaching team; releases the teacher
from routine tasks and participates in selecting, planning, organizing and evaduating; heps the
teacher with clerica operations,; helps the teacher supervise sudents in routine movement from one
recregtiona activity to another; helps supervise the playground, bus, lunchroom; helps the teacher
prepare and use ingructional media; duplicates ingructional materias for teachers; performs
classroom clerica operations under the supervision of a certified teacher; or performs equivalent
activities determined by the loca school didtrict.

230.560 Role Description (4) The Educational secretary performs assigned routine clerical
tasks under the direction and supervision of professona staff; performs genera office tasks such as
routine filing; as directed, maintains records, such as attendance, student transcripts, reports,
gencils, letters, and documents; operates office equipment; issues consumable teaching and office
supplies, maintains supply inventory; performs other duties as assgned at thefile clerk leve; or
performs equivaent activities determined by the school didrict.

Personnel Action Form (PAF): Form that isto be prepared and submitted for gpprova of the following:
filling of anew postion, ddetion of a postion, replacement of a postion, pay level or assgnment change
or other changes such as, a change in funding source. The budget administrator of the specific organiza-
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tion or the adminisirator’ s supervisor must authorize Personnd Action Forms. Personnd Action Forms
should be prepared and submitted as soon as aprogram is Sarting. It is submitted to the Budget Office
for vaidation of budget.

2.2 Findings Concerning the Hiring of Adminigtrative Personnd

From the moment a campus proposes the need for a position to befilled, the first step, to the find step--
gpprova made by the Superintendent--the process is accomplished mainly by hand. A computerized
method or methods of processing gpplications would greetly improve the efficiency and time of each
application process.

The flowchart created to map out the administrative application process indicates each hierarchicd step
that is taken from the first step of the process to the final step. Often the delay, according to the Personnel
Department, exigts with the applicants who submit incomplete and/or incorrect goplication information.
Thisinitidly begins the application process, and without a complete and/or correctly filled out application,
it delays the entire application process.

Currently, according to the Budget Office, the finad department involved in the gpplication process, the
incorrect and/or incomplete information from the Personne Department del ay's the processes that must
take place in the Budget Office before the entire application process is complete. The Budget Office has
acquired a computerized system, and is working on improving it.

2.3 Findings Concerning the Hiring of Professona Personnd

In this section, we report our findings from an analysis of the hiring process for the Professond category
of personnd inthe YdetalSD. The process was replicated in a physica model through aflowchart. The
flowchart provided a visud format in which to detect and reflect upon causesfor delays. Research,
interviews with other members of the YdetalSD system, interviews with personnel directors from other
school digtricts, and discussions with other teams in the Systems Analysis course were other sources of
information.

2.3.1 The Personnd Action Form

Of critical importance is the process involving the Personnd Action Form (PAF). The PAF documents
both a request for personnel and the corresponding confirmation from the Budget Office that funds are
availablefor that position. Therefore, it isavitd and necessary document. However, the PAF processis
redundant in nature.

In an interview with Mrs. Celia Sdlazar, principa at YdetaPre-K Center, Mrs. Sdlazar stated that the
PAF is sent to the cabinet representative (team leader) more as a courtesy than as ameans of information.
In aphoneinterview with Ms. Aurora Lackey, secretary for the personnel directors, the task group



learned that "the PAF keeps their immediate supervisor informed.” Also, the team leader actsasa
clearinghouse for new positions that are created or for existing positions that need to be filled.

Genera observations by the task group are that:

The PAF is handled by too many people.

Adminigtrators have delegated the task of completing the PAF to staff members.

Training of gtaff is needed to ensure forms are completed correctly.

Thereisaquestion as to whether the signature of the cabinet representative is necessary. It
appearsto serve as aformality rather than a requirement.

The PAF is usudly routed through campus mall.

Time delays are caused by the present system.

Because of difficulties with the PAF process, personnd are not placed in atimey manner. Once aneed
and funds for personne are confirmed, job announcement and recruitment isinitiated. The issue of
timeliness arises epeciadly when a position needs to be filled immediately.

2.3.2 Challenges in Obtaining References

Once the need and funds for personnel are confirmed, a job announcement and recruitment are initiated.
The Personnd Department also faces chalenges with the five references an applicant isrequired to
provide.

1 The reference letters are mailed out.
Responses to the reference | etters are awaited.
1 In some cases, responses are never received.

After an application is submitted, reference forms are mailed out to the references listed on the gpplication.
Personnel employees must then wait while references are en route, received by the person designated on
the gpplication, completed, mailed, and received back in the administration office.

2.3.3 Problems with the Criminal-History Check

Another mgjor area of concern in the application processis the crimina-history check. This process done
may take up to a month.

The crimina-record-check procedure of a potential employee of the YdetalSD isa particularly difficult
time restraint in the hiring process. Overdl, the crimina-record-inquiry procedure is time- consuming.
Thisis due to the nature of the investigative procedure and the absence of loca agenciesthat could
provide this type of record investigation. According to the Records Manager of the YISD, Ms. Olga
Burrola, the present procedure isto hold al crimina record investigation requests until atota of 10 to 12
requests are gathered, and then the group of requests are sent to Austin for a preliminary “ sounds-like
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query” search. This procedura restraint, the bunching of requests, results from expressed preferences of
the Department of Public Safety in Audtin,

If any of the investigation requests are returned with possible matches to the name issued in the request,
further information, in the form of afingerprint card, is sent to Audtin for complete verification. In Audin
each possible match is examined and compared to the origind inquiry’ s fingerprint card by atechnicianin
order to diminate al possble records that matched the initid investigation’s * sounds-like query” name.
Communications with the Texas DPS confirmed that the individua examination of each request is
sometimes more time-consuming than isusua. The Texas DPS is the only agency thet provides crimind-
record checks for the school didtricts of Texas. During certain times of the year the numbers of requests
submitted are substantia, and this causes longer processing times for al crimina-records requests. Thisis
not to say that something could not be done locdly by the YISD to reduce the procedurd time for
criminal-record requests.

At the request of Audtin’s crimind investigative services, the YISD is obligated to hold crimind-record
requests until the required minimum number of requests have accumulated. During peek hiring times for
the Y1SD, accumulating records requests is not a problem, because of the high volume of requests
collected. But there are times throughout the year when hiring is done less frequently by the Y1SD.
During dow periods of hiring, crimina-record requests can be held for undetermined amounts of time il
the prescribed number of requests have been collected. The need to accumulate records is the culprit in
this procedurd time lag.

The second procedurd timelag is the actual method of investigation used by the DPS for these criminal-
record requests.

2.3.3.1 Redundant Entry of Data. In the current application process, the applicant’s demographics are
entered as many as four times into four separate systems. This replication of the demographicsis due to
the lack of an overd| networked system. The more instances of input of the data, the greeter the
likelihood of errors, which cause further time delay. Accurate data entry is essentia to keeping precise
records. Also, the replication of datais another area which causestime delays.

2.3.3.2 Saff Training and Its Effect on Delays. A lack of understanding by the staff of the variables
involved in the hiring process exigts.

1 Administrators delegate authority to staff not knowledgegble in the process.
Steff in different departments do not understand their role as it relates to the whole process.
1 Clericd staff areleft out of staff development.

Lack of understanding by individuas involved in the processis codtly in terms of resources. Some mem-
bers of the YISD staff expressed a desire to be informed of and understand the whole process from
beginning to end, not just their particular portion of the procedure. They felt thet training in the overdl
process would be beneficid. The staff doing the actua inputting need to be empowered with knowledge
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of the complete process. If someone does not recognize the importance of a correct code on a PAF in
the comprehensve sequence of the hiring process, he or she will be less likely to ensure the meticulous
completion of those seemingly inconsequentia data

2.3.4 Time Needed to Acquire and Complete an Application

The time required for an gpplicant to physically cometo the Ydeta | SD offices, pick up an gpplication,
take it home, fill it out, and return it to the adminigrative offices is cumbersome. Applicants do not
currently have an option to complete ajob application online. Also out-of-state applicants are unable to
physicaly come to the adminidrative office and pick up an gopplication. They must wait for the gpplication
to be mailed or for arecruiter to cometo their area, causing further delay.

2.4 Findings Concerning the Hiring of Paraprofessona Personndl
2.4.1 Introduction

The pargprofessiona task group identified severd problemsin the hiring process for the Y deta Independ-
ent School Didtrict. It was our objective, as active participantsin the analysis procedure, to offer
suggestions and recommendations in each of the targeted problem areas that could be successfully utilized
by the Y deta Independent School Didtrict to perhaps create an improved work environment conducive to
amore efficient flow process. Recommendations are described later in this report. Administrators were
interviewed and surveys were conducted initidly, in order to familiarize the task group members with the
hiring process.

Flowcharts have been utilized to compare the current Situation with the process after recommendations are
applied.

In addition, two inserts have been added to the gpplication in response to concerns addressed in the
survey, aswell asin response to our persona observation as members of the paraprofessiona group.
Oreinsertislabeled “Map of Ydeta Independent School Didtrict,” and the other islabeled “ Sdary
Information.” Both inserts target the need for applicants to be more knowledgesble about the job position
in order to make wdl-informed choices. These darifications will benefit not only the applicant but will aso
expedite the entire process.

Information for recommended Applicant Tracking Systems was extracted from al sources, including
survey information, interviews, and persond observations would indicate thet the Y deta Independent
School Didtrict is prepared to implement one of such mentioned systems. At thistime, our opinion isthat
the implementation of such a system would be conducive to the immediate and long-term objective of the
Y deta Independent School Didtrict to streamline the hiring process.



|| sag i

|. .|

7 Freygiapl e F|ZRpnERU| FRIIEND
g peiM PaffAAL 3R 1BHA]D T
’ LR = RN FY ' AAP| P S LTEN 'y
—— - . [ — L - .
PRI LIEE A]
. FUEDAdde |0 13
B 3853 B8P BN
paasacld PUE Yoo
: AR BI8p @ uawD AE
| JERUEIU L0 AlELal piE BUGLEDIY

_Euu__.w_h
Lt 9 LanEzadde

PR e B sy LEg

m[_l.l.. v |

| 1BA B IR snpeUTee |

1L e B L oy pa i

i FECTIRIEET
&) Pael Pt o poe - Bl (B JOErUTA D
ENEY LRI Ry FEal,| |E2LHE|T 17y =] |

HE H|R33p ..__u 16521
FIL3 USR] 2Ry
B} HBE
o nogsag
uSyENdde T

Y I [RRET
al w38 jueapdy

. e

" pemeed pUE puanidde
W uysad Qo

sjeuorssajoldered 1o] ssasald Suln uainn

10



1ho Pl 51 Faonvsad e pol mbsay
e LLIMU) 2jyauag pue B3
usrib 0 gwin B BB B BILL

R IALLAGI LT, 1
juaugLodde s8YEW pUB
ucgEcd sdaooe Juedddy

unzed QUi pa.ayn e
pRGeU S e dey

[exoudde wEpn Br4vd puR
3aeya puneXix-eq pue
zuoqenpent 1oy ipEe

PratEwal 8l 3]y

!

S ENUFD T pAPUGNE
= alowuadesd
pelIABs 5
HIPFUET B 30

I

UR13 SANERAMKUEE A]
EINPUGS pUE
sE-uc pajnpayes
315 BRI EL|

Euwsaalll Ul pelearaL:
B dau guesdde
yalys sapsen (edaung

0 [BRUFD IR
=a[ jeE1dde 1B 0
U3 WL dde aayew Bdeeud

s ST L

.-

slediau 4 vf LSS S
gueadde pspgent jo 50

WEERIUITEG Lotey

sTeuoIssajoxirIe g J0J ssadol] FULITE JUSLIn))

P adne-a) £ 1
1511 U0 pau oy
pa||ypasag =30l Jayo gal eyo
_\ El UDIys0g *I EaUap jueoydde §|

2.4.2 Survey Results

A survey was conducted to identify problems and concerns of the Y1SD personnd staff. A graph will

indicate the mgor problem areas of the hiring process. Thissurvey islabeled “ Survey Results from YISD

daff.” A second graph, labeled "Pargprofessonas,” shows the number of applicants for the time period
between April to September 1998. It compares the large number of interested applicants to the actua

number hired. This graph reflects the lack of timeliness due to a high volume of data-entry application

processing.
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The survey endeavored to pinpoint ingde ingde perception from the aff of related problemsin the hiring
process. All employeesinvolved in the hiring process were notified by the YdetalSD administration about
the voluntary survey.

Measures were taken to ensure confidentidity. The person filling out the survey was to identify only the
department he or she worked for but not his or her name. The completed survey wasto be placed in a
sedled envelope. These envelopes were then placed in alarger clasp envelope marked “UT-Ausdtin
Survey”. Thislarge envelope was placed in a centrd location and supervised by an employee from YISD
for tamper-free results. One week later, the envelope was picked up by one of the UT-Austin students.

The survey conssted of the following two open-ended questions:

1 Please list three things you would like to see improved in the hiring process.

This question was meant to be generd and open-ended in order to alow the employees responding
aufficient freedom. Thiswould give the survey an dl-around view of the processes involved and dso
prevented “coached” answers.

2. Please describe what you seeis working well and would like to leave as is.

The purpose of this question was to identify aspects of the hiring system that are currently working well
and should be left asis. Thisfeedback isimportant becauseiit is difficult for those who do not utilize the
current system from day to day to see what actually works and could be improved upon instead of done
away with. Thiswas critica for those of us working from the pogition of observers.

Overdl, members of the Human Resources Department generated a positive ‘fedl’ for the department.
Severa employees sated that the staff felt that they worked well as ateam and that there was congtructive
collaboration among the different departments. Some members emanated confidence in the leve of thelr
skill and training and ultimate job execution. Inclusively, agenerd pride was apparent in the applicant-
screening process, which is adetermining factor in the protection of the sudents that attend the Ydeta
Independent School Didtrict.

However, even those who seemed most satisfied made suggestions and recommendations in areas that
they felt warranted improvement. What followsis a synopsis of their responses. These responses will
provide indgght and direction, as people who know their job and are therefore in a unique position to make
congiructive and crucid observations offer them.

Among certain responses there gppears to be a generdly pervasive feding of isolation and lack of
communication. There are personnd who fed out of the information loop. These staff members would
like to see ashift from what is at present aformd dratified structure; to a more open, dl-inclusve
environment conducive to idess, input, and information sharing from everyone. This could take the form
of such ample actions as welcoming dl staff members to weekly mestings.

Also, there are gaff members that would like to see ‘in-house’ mobility facilitated and a greater ease of
access bility to jobs that need to be filled. Some of these same respondents suggest that attendance at
gpecia training classes and workshops needs to be encouraged and provided.
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Other suggestions for improvements include a desire to see more of the paperwork put online. The
department is working towards this end at present and the fedling is that the sooner it can be implemented
the better.

Severd employees would like applicants to be better informed about the position that they are applying
for. Thereis specid reference to the pro rate procedure and salary information.

A few department members would aso like to see an end to principas and adminigtrators bypassing the
hiring system. It isfelt that these few individuds should work more with proper procedure and the
personne department.

To conclude, the survey responses included a suggestion for aletter of natification to be sent to applicants
informing them of their hiring status. Not only is this seen as an gppropriate and professond act of
courtesy, it would aso reduce the amount of time for people applying for optiond positions. A letter of
notification could aso iminate time-costly actions generated by gpplicants, such as telephoning the
personnel department to inquire about their hiring status.

(Note: In the survey, 11 surveys were returned for atotal of 28 separate responses.)
2.4.3 Identification of Problems

2.4.3.1 PAF Tracking and Budgetary Concerns. Currently, there are jobs that are being posted
before the Budget Office approves the funding. Idedlly, school administrators should concurrently send
out PAF forms required for budget approva and Decison Memorandums, a procedure for posting
expected jobs. Sometimes, for any number of reasons, the required forms are not concurrently sent. If
the hiring process is completed and the PAF has not gone through the Budget Office for approval, then
the hiring processis put on hold. The PAF should be approved prior to the posting of ajob announce-
ment.

2.4.3.2 Testing Proceduresfor Clerical and Teacher Aides. Under the current procedure, test scores
for both clericd testing and indtructor-aide testing are mailed within three to five days to potentia
gpplicants, even though tests administered to potentia clerica applicants are immediately graded
eectronicaly. This crestes adelay by prolonging the time the potential gpplicant must wait to continue the
gpplication process. To speed up the process, test results should be made immediately available. We
recommend an electronic formatting of the ingtructor-aide test. A handwritten test that has to be graded in
the same manner could aso be a cause for unnecessary delays.

Applicants who do not pass atest must wait at least a 30-day period before being retested. Thisalowsa
prolonged delay and causes the potential applicant’ s paper work to be on hold until the test is successfully
re-taken. Thiswaiting period is due to the fact that there is only one test model for each procedure. The
walit for test-score results prolongs the period before a potentia applicant could retake the test and
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continue the gpplication procedure, and this can contribute to delays in filling positions.. A rotation of
different tests will dleviate thisissue.

2.4.3.3 Job Clarification and Job Posting Accessibility. Many of the available job descriptionsin the
job listings and job-posting announcements are outdated and possibly mideading. Itis crucia for job
gpplicants to have precise information regarding the position in question in order to make wdl-informed
choices.

Oftentimes job requirements change with time owing to any number of circumstances, including technol-
ogy. Thekey to a successful hiring experience requires that any changes be recorded and continuoudy
updated. We offer two recommendations for fulfilling thisgod. First and foremog, it isvitd to promote
‘inhouse accessihility. This contributes to genera empowerment, mohility, and job satisfaction.
Subsequently, it isimportant to widen the scope of where job postings are located “ out-of-the-box” so
that the likelihood of qudified gpplicantsis raised.

2.4.3.4 Job Position Locators. The Y deta Independent School Didrict includes awide expanse of area
of many individual high school locations surrounded by their "feeder” schools. 1t would not be unusud for
apotentiad gpplicant, especidly an gpplicant unfamiliar with the school system, to be unfamiliar with the
location of the job posted. Using a Soccoro Independent School District Map Locator as a prototype,
we developed asmilar model for Ydeta We hope that the availability of amap asaninsart in the
gpplication, either paper copy or on-line, might assuage any doubts about actud job accessbility due to
job location. Again, it is our assumption that the actions of awdl-informed job applicant can only
potentially serve the entire employment process.

2.4.3.5 Job Salary Information. To continue in the vein of possible application inserts, we would like to
refer to a suggestion based exclusvely on our survey results. With specid reference to the pro-rated
procedure employed by the Y deta Independent School System, it has been brought to our attention that
many applicants, especiadly those unfamiliar with the school system, are unaware of what this means and
how it affects the deployment of wages. The addition of a Sdary Information List with at least, aconcise
explanation of what pro-rated means could serve to benefit not only the job applicants, but dso the entire
employment process.

2.4.3.6 Applicant Tracking. Applications cannot be tracked, because of the absence of an efficient
gpplicant-tracking system. Adminigtrators must make an gppointment to review potentid employeefiles,
thus prolonging the interviewing process. An gpplicant-tracking system would alow the administrators to
obtain gpplicant data at their own convenience.

2.5  Findings Concerning the Hiring of Andcillary Personndl
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2.5.1 Inspecting the Application

The firg difficulty detected in the procedure of hiring ancillary pogtionsin the Y deta Independent School
Didrict (Y1SD) involves the ingpection process of the application. First and foremogt, it must be
acknowledged that language barriers keep many applicants from correctly filling out the application. El
Paso is located on the border of Texas and Mexico and therefore has alarge Hispanic population.
According to the County and City Data Book for 1991, El Paso County has a Hispanic population of
69.6 percent. Of that 69.6 percent, 64.8 percent speak only Spanish at home, indicating that over haf the
population of El Paso isather bilingua, communicating in both Spanish and English, or monolingud,
gpesking only Spanish. According to the initid processing clerksin Personndl, language barriers present
the greatest problem in processing the ancillary applications. These clerks spend an inordinate amount of
time reviewing and explaining gpplications, instead of concentrating on their primary job respongbilities.

2.5.2 Format of the Application

The second problem discovered during the inspection of the ancillary application processisthe format of
the gpplication itsdf, which incdludes the level of comprehension a which it iswritten. Asthe goplication is
currently written, the job candidate is required to answer open-ended questions in longhand. Open-ended
questions often lead to inconsistencies and confusion when processing the gpplication, as the applicant
may not use universa terminology in answering. An example of this may occur when the applicant is
asked to state which pogition he or sheis applying for. The gpplicant may respond in one manner, and the
processing clerk understand in another, causing the applicant's file to be considered with the wrong job
posting. Also of noteworthy importance is the fact that the application form utilizes terminology thet is
beyond the realm of common understanding. For instance, when asked to list any convictions of felonies
or offensesinvolving mord turpitude, the applicant may regard the term "mord turpitude’ as ambiguous
and undefined. The uncertainty of this term often leads to incorrect information. As the current formeat
and vocabulary invite these difficulties, the processing clerks are required again and again to spend time
explaining and correcting the gpplication.

2.5.3 Reception Policy for Applications

Ancther impediment afflicting the hiring sysem of the ancillary position is the prevailing reception policy for
applications. Currently, the Y deta Independent School Didtrict reviews the application with the gpplicant
in effort to detect any incorrect or incomplete information on the application form. Only then can the clerk
begin the processing. Also, at present, applications received after the deadline are processed and entered
into the database, even though the gpplicant will not be considered. Findly, gpplicants not meeting the
minimum qudlification requirements are likewise processed and put into the system even though they will
not be consdered. These problems unfortunately cause an enormous amount of time to be wasted doing
unnecessary tasks.
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2.5.4 Criminal-Background Check

In regard to the criminal-background check, the current system appears to be cumbersome. Application
clerks do not submit fingerprints upon initid processing of the gpplication, but wait until the Texas
Department of Public Safety (DPS) responds with a synopsis of the applicant's criminal history to a
magnetic tranamisson of an goplicant's identification. Furthermore, gpplication personnd submit only the
name of the gpplicant when seeking crimind-arrest information in the "sounds like" database of the Texas
Department of Public Safety. As a consequence, numerous, abeit possibly important, erroneous results
arererieved. For example, an goplicant with the common name John Smith may collectively cause well
over one-hundred crimina arrests to be returned for names sounding like "John Smith," which may include
"Jon Smith," "J. Smithe," and "Juan Smiff," just to name afew. Findly, personnd clerks do not send
|etters requesting resulting dispositions of crimina arrests to the relevant courts until once again after the
DPS responds to the magnetic tape transmission, even in those cases in which the gpplicant has affirmed a
crimind arrest on the gpplication. In effect, this causes the gpplication to stagnate, and the processing
must be put on hold until the letter is eventudly returned. Thus, the entire system is unnecessarily

impeded.
2.5.5 Managing the Individual Application within the Pool

A fifth ddlay in the processing of ancillary gpplicationsis due to the great amount of time spent managing
the individua gpplication within the gpplication pool asawhole. The sdection process beginswith a
status check of the "Personnel Action Form" (hereinafter referred to asthe "PAF"), better known as an
indicator of the wheregbouts of the gpplicant's file amongst or within the application hierarchy. This
externa form beginsin the Personnd Department. It isthen manually passed from department to
department, requiring gpprova by each before being handed off. This present system unnecessarily relies
on human beings to initiate and continue the process of routing the form, assuming complete, correct, and
timey information in the process. Unfortunately, in many instances the results are neither complete, nor
correct or timely. Thisin turn causes additiond friction within the system.

2.5.6 Checking the Applicant's Credentials

The checking of the gpplicant’s credentials and requisite qudificationsis aso aconcern. At present, the
Personnel Department checks for credentials after the application has been processed and prior to the
interview, but not--surprisingly--during initia screening. This again dlows for unqudified gpplicants to be
entered into the applicant database, which thus acquires superfluous entries.

2.5.7 Scheduling Reviews of Applicants Files

According to an educator who Sits on interview committees from time to time, one obstacle in the present
system involves the contacting of the individua campuses to schedule atime to review files of gpplications
for apogtion. Thisrequires principas to schedule atime that is convenient to come to the Personnel

office and physicaly review the files, which inevitably causes conflicts and delays.
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2.5.8 Problems with the J.D.Edwards System

According to Mr. Jerry Reinhart, Director of Management Information Systems (M1S), the J.D.Edwards
system would best be described as being initsinfancy. That is, the Personnel Department aong with the
Budget Office have been formdizing the implementation of the J.D.Edwards system into afully usable
operating sysem. Thisimplementation has, unfortunately, been four yearsin the running. The reasoning
for thisddlay: The YISD isthefirst school digtrict in the state of Texas to purchase the J.D.Edwards
system and attempt to use it within the non-profit public sector. In other words, J.D.Edwardsis geared
towards the private business sector. Other problemsinclude: Odd caendar functions for the payroll
system (payroll module), as well as problems implementing the control module. This latter externd factor
has | eft the Personndl Department dependent on the MIS department for computer services. Otherwise,
they would not be able to process applicant data at al.

2.5.9 Completion of the Paperwork

The find systematic problem found in the hiring of ancillary postionsis the completion of paperwork.
After an gpplicant has been offered the job and accepts the position, the Personnel Department only then
begins a pre-employment checklist. During the interim, nat only is the hiring information twice docu-
mented, once within the file and again on the PAF, but the gpplicant is required to come back and fill out
numerous other forms, including aW-4. Thistime-consuming and tedious task once again has deleterious
effects on the timdliness of the hiring system.
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3 RECOMMENDATIONS
3.1 Recommendations Concerning the Hiring of Administrative Personne

Thefollowing isalis of recommendationsto Y1SD for improving the current hiring process for adminis-
trative pogitions within the didtrict.

3.1.1 Eliminate Discrepancies between Job Vacancy Postings and Funds Available

According to the Y1SD personnd specidist for adminigtrative positions, &t times there seem to be
discrepancies between job-vacancy postings and the funds available for positions. This problem should
be clarified, and a strict statement of policy should be issued and followed by both the Personnel and
Budget Offices.

3.1.2 Keep Applicants for Administrative Positions Informed of Openings

Even though remaining abreast of current openingsis the respongbility of the applicant, we recommend
that applicants for principd, or for any of the individua positions lissed on DEA-R3 of the administra-
tive/professond pogtions bulletin, should be kept informed of openings and should complete gpplications
formsthoroughly if anew postion isdesired. We recommend that applicants be informed if their
goplications are incomplete, especidly if the position has not been filled, so that their gpplications may be
entered into the gpplicant tracking system. The gpplicants must inquire about their application status within
five working days &fter the three-week advertisng window closes.

3.1.3 Encourage Applicants to Supply Their Own Criminal History Clearances

Applicants must supply certified documentation from the Department of Public Safety (DPS) regarding
their crimind history and/or record. We recommend that Y 1SD investigate the possibility of decreasing
delay times by providing gpplicants the option of obtaining their own clearances of DPS or crimind history
or records, ingtead of waiting for the Y1SD to initiate a request to the DPS. This would streamline the
demographic data-entry process.

3.1.4 Impose a Two-Week Limit on the Time for References to be Submitted

When an initia application requires references, or when references need to be updated, we recommend
that a"time-frame" (two-week window) be imposed on the returned references in order to avoid

unnecessary delay.
3.1.5 Expedite Mail Pick-Up and Delivery within YISD

A drictly adhered to policy must be established for pick-up and delivery of mail, both intra-district and
U.S. mail, between the Personne Department and the Budget Office. Precise methods for stamping and
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dating mail when received and when items mailed are imperative. Thiswill not only ensure prompt and
efficient mail service, but aso provide better communication and cohesiveness among al departments
within YISD.

3.1.6 Reduce by Consolidation the Variety of Fund Categories

The Y1SD personnd specidigt for adminigtrators informed our group that Y1SD has over 100 different
money funds. These funds need to be andyzed, and decisions made either to consolidate or abolish funds.
This action would possibly provide more funding for needed positions within the digtrict. Consolidetion
would alow more and easier control and supervision of monies, and thereby save time for the Budget
Office.

3.1.7 Provide More Training for Personnel Department Employees

To improve completion of gpplication packets, and to educate administrative applicants concerning the
hiring process, the Digtrict should provide training or safeguards to establish quality contral, efficiency, and
consistency at the outset of the gpplication process. Prospective employees must be informed about the
hiring steps, the documents required for employment, the education mandated for each position, and the
number and criteria essentia for references. This action could save time and €iminate the unnecessary
step of returning gpplications, or voiding applications, because of improper or incomplete information, or
for lack of appropriate references or for an insufficient number of references provided.

3.1.8 Establish an Intranet for YISD

A proficient method to update and improve communication within and between the Personnel Department
and the Budget Office (and, indeed, among al Y1SD departments) would be to ingtdl a WebCT or smilar
Web-based system, i.e., and intranet for Y1SD. Employees, applicants, references, campuses, and
agencies could interact with each other quickly and confidentialy. Group discussons could be hdd ina
more timely and efficent manner.

3.1.9 Establish a Two-Week Window for Applying for Advertised Positions

The YdetalSD Principas Information Packet (PIP) appears weekly on Mondays and includes, anong
other information, the notice of available postionsin the digtrict. The deedline for inclusionisthe
Wednesday before the Monday the packet isissued; thus, if ajob posting is not submitted by Wednesday
for the following Monday, aweek-long ddlay isincurred at the outset of the process of trying to fill the
position. The job line and the Web page of the El Paso Times also advertise openings. Thejob lineis
updated every Monday; the Web page, weekly; and job openings are dso listed in the weekend edition of
the newspaper. Currently, individua job postings provide athree-week window of opportunity for
gpplicants to apply with the Y1SD Personne Department. A more expedient time limit would be atwo-
week window.
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3.1.10 Establish a Standing Committee to Interview Applicants

After references have been mailed, and a supplemental application form is completed by "pool™ applicants,
interviews are held. We recommend that the interview selection committee be a sanding committee
composed of members of the campus communication committee, or some such committee. Such a
standing committee would replace the present practice of forming an ad hoc committee. The standing
committee should have advance notice of meetings and interviews to avoid any delay in the hiring process.

3.1.11 Restructure the Personnel Department

We recommend that the Personnel Department be restructured by consolidating various subdepartments
within Personnd that duplicate tasks performed on each gpplication. Thiswould save money and time,
and would reduce redundancy.

3.2 Recommendations Concerning the Hiring of Professona Personndl
3.2.1 PAF Refinement

Of crucid importance to the system is the PAF process, with stress on the necessity for correct informa:
tion from the initiating individud. Until the J.D.Edwards system is utilized for the PAF, it is essentid thet
adminigtrators complete the PAF correctly and in its entirety. Presentations by Mr. Whitman, Ms.
Dominguez, and Ms. Davis, and interviews conducted at the Y deta | SD administration offices provided
ingght on alack of understanding about the importance of the document. Employeesfail to grasp the
importance of the role of individua departments and their contributions to the hiring process. Delays
occur when Budget staff must research information that adminisirators (or their gppointees) include on the
PAR The cabinet representative should identify the mistakes and hold the appropriate individua
accountable. Thereis no excuse for the PAF to arrive at the Budget Office incorrectly filled out.

3.2.2 Expediting Return of References

In order to accelerate the hiring process, we recommend that an applicant’ s references be telephoned.
Ms. Rose Hamilton, of Tornillo 1SD, and Ms. Alice Guerra, of San Elizario ISD, stated that their
respective didricts forward acceptable gpplications to a campus that is scheduling interviews. Each
campus s Ste-based committee chairperson or administrator cals the references listed on the application,
and the committee decides whether or not to interview that gpplicant. In the case of YdetalSD, it may be
advantageous for central office personnel to call references since several campuses may wish to interview
the same applicant. Phoning references will diminate waiting on references to be mailed out, completed,
and findly returned to centrd office. This recommendation will save Y detalSD gpproximeately oneto
three weeks timein the hiring process. Another advantage to caling referencesis that the person
answering the reference questions may be more honest and frank because they are providing ord, rather
than written, answers. (Ord references are less susceptible than written references to possible future
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litigation.) The digtrict or campus requesting the references will likely get a more representative picture of
the gpplicant and will get that better picture in considerably lesstime.

3.2.3 Possible Methods of Streamlining the Criminal-Record Check

To greamline the crimina- record check procedure, there are two possible recommendations that can be
explored by the YISD. Our first recommendation is amore immediate solution that the YI1SD can
investigete for congderation. The second recommendation is long-term and may prove beneficia for the
entire date; it involves possible suggestions the Y1SD could make to the Texas Legidature.

3.2.3.1 Immediate Solution: Consider Joint Submission of Requests for Criminal-History Checks
We recommend that the Y1SD explore with other El Paso-area | SDs the possibility of consolidating the
entire El Paso ared s school didtrict requests for criminal-history checks. Because of the particular
restraints that the Texas DPS puts on the minimal number of requests that can be sent at atime, each
digtrict in the areais obligated to hold its requests. Forming one central processing point for al requests
would reduce the amount of time needed to accumulate the minima amount of records requests. It could
aso provide a permanent central crimina-records databank for dl the digtricts. In acentrd office,
records requests would accumulate more rapidly, and thus the amount of time needed to collect the
required minimum number of records requests would be reduced.

An additional benefit of this procedura change would be the creation of a central databank that could be
shared by al the digtricts. An employee that transferred from one digtrict to another could easily be
investigated through the centra databank. Recent crimina record checks could be done through the local
police department at the request of the applicant. Mogt applicants are residents of El Paso or the nearby
area, and for them there would not be a need to reinitiate a new state-wide criminal-record check. The
local police department can and will conduct a crimina-record check, for asmall fee and with proper
identification, to any person requesting their persond records. The investigative results could be sent via
conventional mail directly from the police department to the YISD’ s Personnd Department. This would
ensure againgt any tampering with the information. Any out-of-state crimina-record check requests could
be held at this central office and would be accessible as any other records.

All schoal digtricts are accountable to the Texas Education Agency (TEA), and within the TEA there exist
Regional Education Service Centers as part of the Agency structure. Since dl Texas school districts dso
answer to the TEA, apossible location of a central databank of criminal-record checks could be housed
within the local Education Service Center, Region X1X. A proposd to Region XIX to create a centra
regiona crimina-record-check databank could be submitted by the loca digtricts, with the Y1SD asthe
initiating didtrict of the proposd.

3.2.3.2 Long-Term Consideration: Use New Technologies for Checking Fingerprints A related
recommendation involves alonger time commitment but may prove highly beneficid to al 1SDs and
severd other agencieslocaly and state-wide. The examination of each individua fingerprint record by an
individua technician is, to al considerations, out-dated. With our nation’s remarkable improvementsin
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technology, one state in particular has gpplied technologica advancements to their crimina-records
searching procedure. The state of California has a very sophisticated online fingerprint-searching system.
This system provides a quick examination of al fingerprints held on record in the Sate.

If the State of Texas could convert its crimina record investigation to this or a comparable type of system,
the YISD and dl the digtricts in the state would benefit. All fingerprint records could be searched online,
and this could be done locdly by a designated terminal at DPS facilitiesin the El Paso area. Agencies
benefitting from this system would not only be local but dso satewide. A proposd, initiated by YI1SD
together with other 1SDs and any other El Paso-area agencies that would benefit from this type of online
system, could be presented, through the local state representatives, to the state legidature for consider-
aion.

3.2.4 Broaden the Use of Network Technology

Networking eliminates the redundancy of many basic tasks. Unique technology has produced a new
process which is essentia to overcome obstacles to timeiness and exemplary results. With shared
databases, information can be accessed smultaneoudy by any department needing information relating to
an gpplicant. Information technology can eiminate the need for separate unitsto work in isolation and be
alienated from the process as awhole.

When the system is networked, workers are more likely to see the whole process and recognize their
respongbility in the total system. Employee contributions create a sense of accomplishment and work
becomes more satisfying and substantive. Empowering personne with the ability to make decisions dso
addsto their productivity.

3.2.5 Conduct In-House Training for Employees

We propose that Ydeta | SD conduct in-house training for employees. Seminars should be provided for
al personne dedling with the PAF and other components of the system. New dtaff especidly need to be
trained and empowered with the knowledge of the entire process. In-service training for administratorsis
of crucia importance to the system, with stress on the necessity of correct information. Until the
J.D.Edwards system is utilized for the PAF, the administrator or his or her gppointee, must be trained to
process the PAF correctly.

We recommend that YISD:

1 Provide ongoing seminars for dl personne dedling with the PAF, especidly as new gaff
become part of the system. Training provides an opportunity to increase the number of
complete, accurate PAFs sent to the Budget Office for gpprovd. This, in turn, would
decrease the time that has, up until now, been needed to “clean up” the PAFs.

1 Schedule in-service training sessions or workshops for administrators.
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1 Utilize opportunities to provide in-service sessons and workshops during adminigrative
retreats or the summer interim.

3.2.6 Establish a System for Online Applications

An online gpplication would be a viable dternative for the professonad group, and probably for other
groups 0. YdetalSD would want to hire individuas who were at least somewhat comfortable with
technology. An online application would confirm the gpplicant's abilities with technology and greetly
reduce the time involved in processing the gpplication. 1t would aso be advantageous to verify the
completed application online before sending it to the next segment of the process. It is generdly
consdered amistake to try to fix a problem; rather, changing a process radically will produce better
results. This concept may seem a drastic maneuver, but the results could be outstanding.

Finaly, a networking system needs to be put in place by which the PAF can befilled out at the school ste
and sent to the Budget Office dectronicaly.

3.3 Recommendations Concerning the Hiring of Pargprofessona Personne
3.3.1 PAF Tracking and Budget

The Budget Office should gpprove the PAF prior to the posting of the job announcement. Because this
does not aways occur, we think that perhaps measures could be taken to ensure appropriate procedures.
Thiswould gpply to both new and replacement positions. Our suggestion is Smple, but we hope effective.
Whether the Decison Memorandum is sent in paper form or eectronicaly, the job should not be posted
until the PAF has undergone proper procedure and has been officidly approved. This proceeding would
reduce the time involved in hiring new employees. Therole of principas and adminigtrators should be to fill
pogtionsin atimely manner.

3.3.2 Job Analyst

In order to better assist the hiring process, it is proposed that the digtrict hire ajob andlyst. The analyst
would be responsible for updating descriptions of dl jobs. This position need not be full-time. However, it
isimperative that updating be done on aregular bads to maintain maximum efficiency and uniformity in the
hiring process. Thereis dso dectronic technology available to assigt in this matter.

3.3.3 Job Postings

Currently there are several ways to obtain information about job openings. A person can cal or vidt the
YISD Centrd Office for job postings. Often job openings are publicized in the local newspaper.
Employees who are dready with the Y deta Independent School Didtrict can also receive informeation
through a publication known as the Principa’ s Information Package. This publication is sent out weekly
to dl campuses. Usudly this paper is put in alocation of public access such as the faculty lounge or the
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library. The difficulty in thisStuation is that there is only one copy available for the entire campus
personnd. It is suggested that the modd used by the El Paso Independent School Didtrict (EPISD)
should be used. A newdetter named The AdCom is published and disseminated weekly to al EPISD
digtrict employees. Besides news items of interest to employees, job postings for dl levels are featured.
Because everyone receivesindividual copies of job postings, no one encounters any stigmafor looking at
other opportunities.

3.3.4 Testing Proceduresfor Clerical and Teacher Aides

Testing for paraprofessonas s currently computerized. However, the results take between three to five
days to reach the applicant. Scoring should be done immediately, and the results should be made
available the same day. The gpplicants will then be able to ascertain if they can proceed with the
gpplication process, or should make appointments for future testing.

Applicants who find it necessary to retest should be alowed to do so within one week. Severd versons
of the test should be available so that the applicant can be given anew test. The gap of 30 days between
testing will be diminated, thus making the process fadter.

Persons who are gpplying for teacher-aide postions will till take the written-composition portion of the
testing. However, with the remainder of the testing streamlined, greater overal speed will ill be achieved.
The grestest change proposed is that gpplicants will be notified of their scores the same day they test.
Testswould be graded by the end of the day they were taken. If the test is passed, then the applicants can
continue with the hiring procedure.

The Centrd Office can aso post the scores at acentrally located bulletin. Applicants can dso cdl the job
line with a pre-assgned code to access their score at any time. This same-day notification would gregtly
speed up the application process, because applicants would know whether or not they could continue
with the gpplication or will have to reschedule atest date.

3.3.5 Applicant Tracking

The application process can be improved by investing time and money on an applicant-tracking system.
Thiswould hdp the clericd daff save time in data entry. Among the possibilities would be the implemen-
tation of one of the following software programs.

Trak-1t is an gpplicant-tracking system with an array of featuresthat is easy to learn and use. Screensfor
gpplicant data collection, status and history, and for online résumé information are easily accessible by
clicking on an icon. Mass updates of any database file, WordPerfect merge files, Excel files, Lotusfiles,
and ASCII files provide easy set up and changes for security purposes. Various options are offered such
as the Scanner module, which scans résumeés in seconds and searches for keywords that will identify the
résumés with most keywords, so that these réesumés can be reed later by an actual person. This
electronic sorting will help the personne gtaff in reducing the time that is required to read one résumé at a
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time. The résumé with the most keywords within its text will be the priority résumé and one of the first
brought up on the screen by the administrators. The networking of this software will keep al saff
informed about the status of gpplicants. The Web Publishing module markets the job openings world-
wide, and it would also make it possible to receive gpplications via the Internet. Potentid gpplicants could
aso email résumés and/or applications, and the gpplicant could aso reed the verification of results. A
courtesy message or notice would be sent to indicate that the information has been received. The Trak-It
vendor will provide staff support and training. The software can aso be accessed on atrid basis before
purchase. Starting cost is $700 per system. The system is available to use on Netware, Windows NT, or
Appleshare networks. For additiona information, go to http:/www.trak-it.con/AT-Overview.html.

HR Computing and Applicant Tracking/HR Tools system, from Jamestown Area L abor-Management
Committee, is another program that is recommended to help reduce hiring time. This system tracks skills,
education and referrds. User-defined input fields dlow customization of the program to fit the needs of a
particular inditution. The applicant kills are entered manualy, and this alows thorough searches for
qudified applicants. The tracking status indicates where the hiring processis. Note tabs are avalable to
leave messages and comments. Systemn requirements are: Windows 3.1 or 95. Cost dtarts at approxi-
mately $700 per system. For more information, go to http://www.jalmc.org/wpr/a-appt.htm.

The third software recommendation is Applicant Smartware from S. Reynolds & Associates, Inc. This
software is compatible with other software, but its basic purpose is to improve an gpplicant tracking
system. It tracks and reports applicant data status and developed around the concept of reducing
personnel time of inputting data. Applicants can select more than one position, and the gpplicant tracking
system will select candidates by keyword search. 1t will help reduce “per hiring” costs by searching for
candidates by location and specific skills. It interacts with word processors and generates a résumé-
acknowledgment letter automaticaly. Through an immediate courtesy |etter, gpplicants learn that receipt
of their applicationsis being acknowledged. The cogt for this software starts at $1,200 per user, or
$1,800 for 4 or more users. For further information, go to http://www.applicantsmartware.com.

Another recommendation isfrom the HR Press. the Applicant Tracking/HR Tools system. It tracks
kills, education, departments, positions gpplied for, current status, and referral sources. The system is
customized to specific needs. It has a built-in processor, tracks status changes, and provides unlimited
record capacity. Hr Presshasa“Table of Contents’ which offers other software products from A to Z,
for example: BackTrak for Windows. This software will automate your background verification for
crimind, driving, credit reports and other search functions. Jobdescription software is dso available that
offers anew method for writing and maintaining job descriptions to help in the process of writing job
announcements. The cost arts at approximately $700. For more information, go to
http://Aww.hrpress-software.com

3.3.6 Enhance the YISD World-Wide Web Page

The YdetalSD Web pageisinformative, but specific modifications will be needed to aid the gpplication
process. A tracking system will aso provide Web-page development for résumés and cover letters. The
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system will dso include online Web-page development and scanner capabiilities to facilitate scanning
printed résumés. A software program with such features will help the application process. Firdt, the
résumé, letter of interest and gpplication will be delivered to the centrd office by web or viae-mail. The
gpplication must be filled completely. An incomplete or incorrect application cannot be sent to the
Personnd clerk to initiate the gpplication process. This step will help the clerk in that al incoming
goplications will be completely filled out, and the process of gpplicant tracking will run more smoothly.
Any problemswill immediately be brought to the attention of the data-entry clerk who receives gpplica
tionson adaily basis a the clerk's workstation. Second, the application will automaticaly be entered into
the tracking system, which will help the application, and ultimately the hiring process, move more quickly.

At present, at the time of viewing the Web page, an interested gpplicant will not to know to go to “ About
Us’ in order to get to the “ Employment” link. Once in the employment link, Adobe Acrobat Reader has
to be downloaded to view ajob description. This process should be smplified or the gpplicant may
become disinterested to apply for position. If the YISD Web pageis ble, the employment
opportunities should aso be available for viewing. An online gpplication will help the hiring process. See
the Y1SD Web site, hitp://www.yd etaisd.tenet.edu/

3.3.6.1 Application Inserts

Map Insert:

Theinformation provided on the map is as follows: name and location of school, name and business
number of adminigtrator, and physica location of the school. The purpose of providing a geographica
map showing the generd location of Y deta Independent School Didtrict schools serves many purposes.
Applicants can utilize the map to focus on the area of preference for employment. Also, applicants may
need to know the actua location of awork site due to trangportation issues. Another advantage of
providing amap is that it serves as a handy reference to gpplicants or anyone who needs to know the
name of the administrator at a specific school or needs an address or telephone number.

The primary purpose of the map insart isfor gpplicants to utilize it to indicate their campus preference to
the personnd department. Another reason the map will be a useful tool isin the caseif a position becomes
available the applicant would not waste time if the job isinaccessble due to physica location or other
regrictions.

Job sdlary insert:

Interested candidates many times are unaware or uninformed about salary rates for the different levelsin
the clerica pogtions. Thisinsert will help the gpplicant better understand the pro-rate sdary for a pecific

position.

3.3.7 Recommendations for General Improvement of the Paraprofessional Hiring Process
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Thetraditional approach views an organization as avertica structure. Recently, horizontal or team-based
organizations have become increasingly popular. These types of organizations emphasize facilitation of the
bus ness process by streamlining the workload.

The vertical gpproach creates boundaries that discourage employee interaction and delineate and
accentuate the gaps between levelsin the hierarchical arrangement. These gaps help to lower the level of
cooperation and communication within the structure. The lower the leve in the hierarchy, the grester the
gap. Inresolving issues, agreater amount of time and energy is consequentialy expended and thereisa
better chance of miscommunication and frustration. Often, an inevitable degree of ‘ powerlessness among
employessis cultivated.

The principd gtarting point for changing from vertica to horizontal management is a clear and efficient
understanding of the entire work process. The objectiveisto improve flow management and work qudlity
and increase vaue for clients. “The key isto dign market needs, corporate strategies, and each of the
core business processes, to identify the disconnects; and to ensure that each process adds vaue from the
client’s perspective.” (Kaakotaand Whinston 414) Successful implementation is achieved through
employee empowerment, improved communication, and the elimination of unnecessary work.

Even if aforma plan of horizontal management is not adopted, there are Strategies that can be employed
that will be beneficid to everyone. Employeesthat fed good about their work environment will be more
likely to stay longer and will offer ahigher level of contribution and cooperation.

Some of the sirategies offered in David Foot’s “ 13 Head and Heart Suggestion,” are ideas for recruiting
and retention that can be applied by amost any company. These ideas begin with hiring the right people
for the organization from the Sart.

Culturd suitability within the department environment is as important as al other qudifications. Educate
everyone on what to look for in prospective employees and encourage them to recruit wherever they go!
Support “in house’ hiring through informd recruiting efforts. Reward referrals and subsequent hires.
Comb your database for employees who rejected previous offers and former employees who may want to
return. Remember the World-Wide Web!

Inform your employees that though jobs are different from one another, they are each asimportant. Itis
necessary to make Staff fed that they are part of agreater misson or purpose. Thisaction is one step
closer to job contentment. Begin with new employee assmilation.

Itisvitd to make peoplefed ‘a home within the first two months of employment. Immersethem in
company culture, structure, business processes, and skills. Spend on training and education for each
employee. Establish a mentor program.

Employees will support that which they creste. Encourage them to think, create, suggest, and improve. It
will take time but working toward an environment where there is not afear of repercussion, especidly
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when something does not work the way it was meant to, reaffirms meaningful priorities. 'Y ou want
everyone to work toward improvement. Each individud’sinput is of vaue.

Improve the work environment. Don't underestimate the value of a pleasant work environment. Ina
recent survey, eighty-nine percent of 11,000 respondents said that atmosphere mattered most to them in
their work place. Bigger cubicles and offices, better lighting, better food, exercise facilities, nicer furniture,
are only some of the possible considerations.

Don't let communication stop when employees leave. Treat former workers as dumni with lifetime
affiliation. Send updated directories and newdetters. Everyone likes parties and events where people can
eat and catch up with what people are doing.

Even if people don't respond, they are more likely to recommend candidates and act as ambassadors.

Make sure that people know how much they are gppreciated. Thank staff members at mesetings, post
praises on bulletin boards, print complimentsin newdetters. Mix heavily publicized recognition awards
with ussful rewards such as flextime or training. Incentive and recognition programs won't mean athing if
base salaries are below market rates. Be sure to collect market data at least twice per year.

3.3.8 Concluding Comments on the Paraprofessional Hiring Process

The current system of hiring pargprofessonals does an admirable job of handling many gpplicants. There
are severd dgnificant steps that the Budget Office and the Human Resources Department can use to make
the process move even more effectively.

The primary recommendation is to automate the system using a multi-functiona tracking system. By
implementing such a system, anyone in the Budget Office and the Human Resources Department can
check on the status of an gpplicant's paperwork. By being able to track the gpplication at its various stops
delays can be avoided by making key persons more keenly aware of taking action in atimely manner.

In the interim, while waiting to implement the technology to asss in this endeavor, it is strongly suggested
that a communications regrouping should be considered to better improve information dissemination for all

daff regardiess of pogtion. By understanding wheat is occurring at different levels, staff can better serve
potentia applicants and others.

3.3.9 References for the Recommendation Concerning the Paraprofessional Hiring Process

13 Head and Heart Suggestions, [database on-linel (COMPUTERWORLD, INC., 1998, accessed 1
December 1998); available from hittp://www.computerworld.com/home/festures.nsf/al/981012mgt2;
Internet.

Applicant Smartware, in APPLICANT TRACKING SOFTWARE [database on-ling] (Jacksonville,
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HR Computing-The Human Resources software Store Form JALMC, in JALMC S CATALOG OF
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(Jamestown, New York: JALMC, 1998, accessed 2 December 1998); available from
http:/Amww.jamc.org/wpr/; Internet.
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Principal Gloria Olivas of Scotsdae Elementary, interview by pargprofessond group, 15 October 1998,
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Sheryl Davis of Y deta Independent School Didrict Administration, interview by pargprofessiond group,
16 October 1998, El Paso, Systems Analysis Class, El Paso.

Terry Bond of Y deta Independent School Digtrict Adminigtration, interview by pargprofessiona group,
28 October 1998, El Paso, Systems Anayss Class, El Paso.

U. S. Department of Labor, Employment and Training Adminigtration. Dictionary of Occupationd Titles,
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School District.

3.4 Recommendations Concerning the Hiring of Ancillary Personnel
3.4.1 Mergethe Personnel Action Forminto the J.D.Edwards System

The first recommendation from the ancillary category is to merge the function of the Personnd Action
Form (PAF) into the J.D.Edwards Human Resource Information System (HRIS). At its present stage,
the MIS department aong with the Budget office, are implementing the payroll module into the exigting
JD.Edwards system. This éectronic function of the PAF should diminate the tedious paper work that has
to be routed. Since thisis an externa activity outside of the Personnel Department, it would be well
advised to keep track of this eectronic flow of information when consdering purchasing an gpplicant
tracking system (ATS; discussed infra).

3.4.2 Suggestions for a Tracking System for Personnel Applications

According to Ms. Martha Dominguez of Personnel Management, the Personnel Department is currently
consdering purchasing an “automated application tracking sysem” (ATS). When congdering purchasing
such amagjor software system, Y 1SD should complete an in-depth analysis of the proposed software.
Rather than liing individua software packages, we are offering suggestions for the initid stage of
acquiring such anew system. One of us having worked with Pat McClintock, who is an information
systems consultant with RMG Consultantsin Chicago, we fed the following suggestions would aid in the
development process of acquiring a good application tracking system.

3.4.2.1 Depending on the complexity and cost of a new system, arequest for proposa (RFP)

may be needed. Ensure that the functiondity of the desired system requirements are listed down in the
gppropriate modules. When describing the required module action, make sure that a detailed overview is
given o that there is clarity of communication between Y1SD and the software vendor ().

3.4.2.2 Besuretoinclude dl technica detalls of the existing computer system and/or any other future
computer components that may be added. Such items include communication features (e.g. 100BaseT,
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network layouts, and configurations), database environment (i.e., whether or not Y1SD isrunning an
object-oriented database or arelational database), and possible expansion needs for the future.

3.4.2.3 Fed freeto include any desired module options in the RFP, regardless of how far-fetched the
option might sound. Many software companies are continuoudy engaged in software development for
new technology and/or options. In fact, it isnot unheard-of for a computer-software devel opment
company to return an RFP with accommodeation software to run desired computer options, or a projection
date indicating when the option software may become available.

3.4.2.4 Inas on standardization of computer-hardware and -software compatibility. Such itemsinclude
standards for dl of the Open Systems Interconnection (OSl) Reference Modd (1SO7498 and related
gtandards), ANSI-compliant, data-structure platforms (i.e. records held in an Oracle compliant environ-
ment), and for structured-query language (SQL) compatibility to ensure that datawill be capable of being
manipulated for future needs.

3.4.25 When looking for vendors to whom to send an RFP, Y1SD may consider choosing from a State
of Texas Qudified Information Service Vendors (QISV) ligt. Thislist of vendors smply meansthet the
State of Texas has given gpprova to market such sysems within the sate. Thisisadso asign of software
companies having a reputable sales and/or service record.

3.4.2.6 Abovedl, ancethisisan externa software system outside of J.D.Edwards, ensure full
compatibility with the existing J.D.Edwards system. Also inquire asto details of data conversion
into and from existing operating systems.

3.4.3 Additional Recommendations for the Employee-Hiring Process

We ds0 offer additional recommendations, asde from those dedling with the devel opment stage of
acquiring anew ATS.

3.4.3.1 Onerecommendation isto include the setting up of functionality controls that provide for the
necessary flags when conducting eectronic confirmations. For example, if the proper consent was not
given by the originator of the position, or someone else involved in the dectronic process, the system
would smply not alow any further processing. This festure would prompt the user to provide fast access
and prompt ddlivery of required actions on a pending request function.

The indtitution of this recommendation into the process would €iminate congtantly checking the status of
the external PAF form in the various departments. A quick status check on the termind is dl that would
be required for proper authorization on a particular position that has been given clearance. Thus, the error
of processing an application on the erroneous assumption that the Budget Office has dlocated or
authorized funding for that particular position would be diminated.

3.4.3.2 Since automation is going to be aredlity for both the Budget and Personndl Departments, proper
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steps must be taken to make the trangtion as smooth as possible. A couple of recommendations exist but
must be amplified to ensure an easy trangition.

3.4.3.2.1 Firgt, establishing good communication with the Management Information System (MIS)
Department or other departments in charge of trangition would provide clear guideines for setting up
projection dates. By doing this, it alows the Personne Department to establish planning guiddines for a
new trangtion. Also providing proper feedback with the MIS Department during the implementation
stage of setting up anew computer system would eiminate smal errors and possibly greater errors down
theline

3.4.3.2.2 Second, at present, the principals at each individua campus are required to schedule time to
review gpplications. A recommendation would be to incorporate an ATS system for external users
outside of the Personnd Department that can be accessed online for review of applicants from the
individua principa's campus. An article by John E. Spirig states that an applicant-tracking system alows
for both the Personndl Department as well as managers to track the status of events on an applicant. Such
events include interview schedules, names of interviewers, eval uation results, contacts, and other eventsin
the interviewing process. Thiswould diminate an enormous amount of time spent on scheduling conflicts.
Instead of spending one day reviewing files and then scheduling the appropriate interviews, principas
could review gpplicants files and schedule interviews in the same day, thus shortening the hiring process at
the very least by aday.

3.4.3.3 Another timesaving option that may be considered by Y1SD would be to ook into a* computer-
ized employment job screening system”.  The concept of “ computerized job screening” was firgt
pioneered in 1979 by Brooks Michell, who was then ateacher at Southern Methodist University in Ddlas,
Texas. YdetalSD could, amazingly, utilize this “employment computerized job screening system” before
the applicant even takes an application.

This screening system would hopefully expedite the gpplication process by diminating gpplicants not
qudified for employment. By requiring an applicant to answer a set of basic screening questionsin hisor
her preferred language, determinative answers can be delivered via computer over a push-button
telephonic keypad, or dternatively viathe World-Wide Web, for ajob compatibility analyss. In other
words, the applicant responses are automaticaly coded (e.g. "Abnormally accepted”, "Requires more
information", "Raises serious concern’, etc) for competibility with the requirements of the position being
goplied for. Interestingly enough, the screening system aso tracks how much time an applicant takesto
answer aquestion (e.g., if the gpplicant hestates before answering the question), which may indicate
purposeful fagfication of answers, andogous to present day polygraph capabilities. If given an overdl
positive score, the applicant would be digible for further processing; otherwise, he or she would be
immediately diminated.

In addition to this job-screening system, Y deta |SD may want aso to incorporate a“ criteria vaidity
scoring module’ for budget accountability. Various different companies have utilized this screening system
and have had favorable outcomes in processing gpplications in atimely, effective, and efficient manner.
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3.4.4 Consider a Web-Based Application System

When it comes to the acceptance of new technology by the end users, Martha Dominguez had a great
suggestion. Sheislooking into a system that is Web-based. In other words, the end user has the option of
acustomized interface (with proper modification of course), consdering that a Web-based interface
system accepts hypertext markup language (HTML). Thisisadrong feature that is not available on
Windows- or text-based systems; with such systems, once you purchase a package, you are basically
suck with its interface, unless the software manufacturer provides for customization. Again, with an

HTML interface, if users didike the screen arrangement, MIS could customize the screen template.

3.4.5 Provide Training to Employees

Lastly, when converting to a new automated system, ATS training should be definitely consdered. This
alows the employees to become familiar and comfortable with the new system. A series of workshops
and training schedules should be established in advance to ensure a smooth transition of Personnd's
current process. Follow-up training should also be arranged to ensure full knowledge of the system
software. Documentation provided from the software vendor should also be included in any training
programs for future referral purposes.

3.4.6 Create a New Application Formfor Ancillary Positions

To ensure complete and correct gpplications, YISD should create a new application form for the ancillary
postions. Thefirs suggested improvement isto cregte a bilingua application in recognition of the high
number of Spanish-speaking individuas applying for ancillary positions. The second improvement involves
the language of the application. The book Business Process | mprovement, by H. James Harrington,
suggests that an application form should be written at alevel of comprehension three grades below the
education completed by the typical gpplicant. Accordingly, in El Paso, since only 63.7 percent of the
population of individuas twenty-five years and over have completed high schoal, the gpplication for
ancillary pogitions should be written at a ninth-grade comprehension level. Therefore, wordy concepts
like "morad turpitude’ should instead be replaced by easer-to-understand language. The last change
involves smplifying the gpplication. The gpplication needs to include more questions that involve checklist
answersingead of lengthy written answers.

Simultaneoudy, if the Personnel Department would provide gpplicants with an laminated insert thet listed
al ancillary positions currently available, this might ensure gregter consstency amongst applications,
thereby providing for easier routing when it comes to placing the form in the proper pool of consideration.
Thisinsert, for example, would provide the applicant with ajob number that corresponds to the gpplica
tion. In turn, thiswould undoubtedly aso dlow for faster data entry into the computer system.

3.4.7 Createa "For Office Use Only" Section on the Application

To facilitate the proper verification of credentials among potentia gpplicants, we recommend that a section
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be included on the gpplication that islabded "For Office Use Only”. Within this section, verification of
credentias such as afood handler's card or certification, licenses, and other pertinent information would
be confirmed by the gppropriate supervisor or authorized person, thereby eiminating the need to
photocopy these documents in contravention of current policy. It isimperative that this gpplication step be
completed before the gpplication will be processed any further.

3.4.8 Sop Accepting Late, Incomplete, and Incorrect Applications

The current system tolerates late, incomplete, and incorrect gpplications. Moreover, unqudified
gpplications are accepted aswell. Applications faling into these circumstances are processed into the
system even though these gpplicants will not be legitimately consdered for hiring. Thisistime wasted on
processing futile gpplications. Therefore, we recommend that an unwavering policy of zero tolerance be
adopted for late, incomplete, and incorrect applications.

We further recommend that this policy be ingtituted through a disclosure statement that conveys to
gpplicants its importance, possibly in a congpicuous manner with large bold (or italicized) type atop the
formitsdf. YISD may adso want to includein this statement an explanation of purpose that conveysto the
gpplicant the necessity of such aharsh policy. For example, “The sole am of adeadline in this application
process isto provide for efficiency and does not in any way interfere with the good intentions of this
employment office and itsinclusive policy of consderation for adl without regard to immutabilities, abeit as
long as the form is submitted in atimely fashion.”

3.4.9 Institute Early Fingerprinting of Applicants

Although our Federd Condtitution has only implicit substantive rights to privacy, the state of Texas has
taken up express provisions to account for the lack thereof in regards to state crimind records. These
provisions have been codified in “Vernon's Texas Annotated” under the dictates of Chapter 411, which
datesin pertinent part:

Crimind history records obtained from the [ Texas| Department [of Public Safety] under this
subchapter [ Sub-Section .084] isfor the exclusive use of the authorized recipient of the information;
and may be disclosed or used by the recipient only if, and only to the extent that, disclosure or use
is authorized or directed by statute;] ...or court order.

At firg glanceit gppears asif an individud’ sright to privacy concerning state crimina records is absolute.
Upon closer ingpection, however, the state of Texas has undoubtedly weighed the detriments versus the
advantages of such ahard and fast rule, and concluded that individual privacy should not be put above
preventable potential human harm. Thislogic has lead to the adoption of alaundry list of express
exceptions dlowing for dissemination of crimina records.

One such exception is codified under Chapter 22 of the Texas Education Code, which entitles a school
digtrict to query or access an individud's crimind history. Unfortunately, Y deta Independent School
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Didtrict's current system of crimind history background checks does not seem to fully account for this
dipulaion of entitlement. Therefore, it is suggested that Y ISD begin afinger-printing card system upon
initial reception of the application form so asto properly retrieve all available higtorical crimind informa:
tion on hand at the Texas Department of Public Safety instead of the limited, and often inaccurate,
information that is currently being returned. This fingerprint card would be forwarded with the origina
magnetic crimina check, thereby diminating the need to resubmit this card at a later date under separate
processing guiddines. In any event, this card has to be submitted if the tape returns a possible match, no
matter if in error or not, so why not eiminate this superfluous resubmit step? Moreover, because the
fingerprint card provides additiona background information from the job candidete (i.e., the address,
DOB, physcd atributes, etc.), alot of confusion with applicants with smilar names could be diminated.

Alternatively, it has been suggested that dl of the school ditricts within El Paso should come together in a
community meeting with state and local representatives with the god of creating a system whereby
gpplicant fingerprints could be duplicated by € ectronic means and forwarded via modem to a state-run
database of fingerprint imagesin Audtin, Texas. Such a system would undoubtedly be smilar to the
system that is currently being used by Texas to diminate the wefare fraud that previoudy plagued the
“Lone Star System”. Such an eectronic fingerprint-duplication system may possibly even dlow for a
same-day response to acrimind history inquiry (pecificaly, an arrest), hopefully diminating the two- to
four-week time lag currently dowing down Y detas processing of gpplications.

3.4.10 Speeding Up the Processing of Applicants Who Have an Arrest Record

Another time-saving suggestion is to immediately send off crimina-court disposition letters upon initid
submission of the application by ajob candidate who postively indicates that he or she was arrested for a
crime involving mora turpitude (discussed supra). This would abolish unnecessary waiting until the results
from the "sounds-like" query are returned from the DPS two to four weeks later.

34.11 Pre-Employment Checklist

Our fina recommendation concerns the final paperwork section. The pre-employment checklist should
begin with the initial application process and continue through the system in tandem with the applicant.

For example, asthe certification is verified, the pre-employment checklist should smultaneoudy reflect this
sep. Thiswould get rid of the need to refer to other sources that have the information on the checklist. It
would dso diminate the time that is spent verifying informetion that has dready been processed.

3.5 Gengd Recommendations

In re-engineering, jobs change, attitudes and efforts of empowered workers change, a sense of ownership
and teamwork prevails, and the focus shiftsto results. If the emphasisis on employees exercisng
judgment, they must be educated to increase their insight and understanding of the overdl process, not just
trained to perform a particular speciaized job. If the YISD employee feds he or she makes a difference,
that he or she has ownership of problems, that he or she belong to ateam, and that he or she must be
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congtantly learning, the hierarchical structure will give way to aflat organization where people take pride in
the accomplishments of others. The employeesin this new structure will need to have sdlf-discipline and
be motivated to work as part of the self-directing team. Continuing education is necessary over the
lifetime of ajob. Hexibility is essentid. Technology “enables organizations to bresk old rules and cregte
new ways of working, that is, to re-engineer.” (Hammer and Champy, 1994)

Re-engineering will be disruptive and those not comfortable with technology will object to these changes.
Leaders and people in high positions need to be fully educated and committed to re-engineering. This
trangtion will be difficult and should not be rushed. Persuading the people in the organization that mgor
change will be profitableis vitd.

A vision statement which focuses on operations and includes measurable objectivesis critica to begin the
re-engineering. Thisvison needs to be communicated clearly from Mr. Whitman and Ms. Dominguez.
These two individuds have the credibility and clout to diplomaticdly articulate the vison and to gain the
support of employees. Strong executive leadership will accomplish more than many other tools which
would betried. True re-engineering will change practicaly everything, including people, jobs, managers,
and vaues. With the power of technology, Y1SD can break away from old rules and create new ways of
working efficiently.
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