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Abstract:
Given the importance of the study of organizations, especially in the educational field,
this article intends to base the need for organizational diagnosis in educational units as
a way to improve their performance in fulfilling their social responsibility. First, the
methodological design is described, which contemplated the application, procedure
and interpretation of qualitative methods and techniques such as: document analysis,
in-depth interview, brainstorming and the SWOT matrix in the study of Human
Resources Management (HRM), Culture and Organizational Climate, subcategories of
organizational diagnosis analysis. The population studied was composed of 60
employees of the entity, 30 of them formed the sample. In the end, the action plan is
proposed as an essential step in the process and the results of its application.
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1. Introduction
In recent times, organizations have reached an important boom where the

competitive challenge they face in most activities is constantly intensifying and
consequently they are obliged to develop new behaviors to correct their objectives in
these environments. Many institutions are not exempt from the need to resort to these
changes through interventive diagnosis, which constitutes an important and necessary
tool in the development of labor organizations to obtain a comprehensive knowledge
of them through a detailed description of the current state that let you know where
they are, where they want to go, how they should project the path to get there,
contributing to their optimal functioning and the implementation of their own
development.
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There are several investigations that include the organizational diagnosis in
different sectors [1,2,3,4,5] with emphasis on the study of varied topics such as
Human resources management, culture and organizational climate [6], among other
purposes, with the aim of obtaining positive changes in the development of labor
organizations from a psychosocial perspective. On the other hand, organizational
diagnoses focused on educational fields are not sufficient [7,8,9,10,11] as schools,
universities, polytechnics, but the studies directed to these centers mostly focus on the
teaching-learning process and the processes linked to it. However, the educational
units are also labor organizations that require a comprehensive analysis of all their
processes and their current situation to achieve changes that favor organizational
development and social learning in order to improve their functioning.
The Andrés Berros Macías Industrial Polytechnic Institute of the municipality of

Trinidad is located in the Armando Mestre Popular Council. It emerged in 2004 as a
new modality of study. It shows a modern architectural structure composed of 17
installations. It constitutes a small work group composed of 38 men and 22 women. In
the center different specialties are studied. As for the occupational category, there are
teachers who teach the subjects of general training and technical education and other
different specialties. There are also non-teaching workers who belong to the service
sphere.

It is an educational center that has been showing some problems in its operation,
from which it is proposed as a general objective: To base the need for organizational
diagnosis in educational units as a way to improve their performance in the fulfillment
of their social order.

The work was extremely important because it allowed for an integral diagnosis
from an organizational point of view in an educational center, on the aspects that
typify the physical, psychological, social, cultural and human resources environment.
It offered the opportunity to make a detailed description of the state taking into
account the potentialities; In addition to identifying the main problems, needs,
strengths, weaknesses, opportunities and threats of the center, as well as possible
alternative solutions. Another significant aspect of the research was the ability to
motivate and sensitize the active participation of workers in the process of change and
learning resulting from the diagnosis of the center, making them protagonists of their
own development

2. Materials and Methods
It constituted a qualitative investigation, this paradigm was assumed because “Study

reality in its natural context, as it happens, trying to make sense of, or interpret the
phenomena according to the meanings they have for the people involved” [12].
The use of the case study applied to the organizational diagnosis has been based on

several authors who specify, among other elements, that it is a research strategy that
focuses on the understanding of the dynamics that occur in specific scenarios, paying
attention to their particularity and complexity [13]; which is widely used in
organizational analysis as a contemporary phenomenon within the context of real life
[14], as well as this type of study tends to focus the situation on a limited number of
facts and situations to be able to address them in depth necessary to understand them
in a holistic and contextualized way [13,14,15].
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Fassio concludes: "The qualitative approach is relevant and recommended for the
study of the organization in depth (case study / s)" [15]
The case study carried out followed the phases of the organizational diagnosis and

studied its categories of analysis, Human Resources Management (GRH), Culture and
Organizational Climate from a group of methods and techniques such as:
• Document analysis: It was used during the review and consultation of the

literature related to the subject under study, for the logical historical foundation of the
research process. Reference was made to official internal documents such as the
disciplinary regulations, which allowed to know the rules that govern the behavior of
workers in the labor discipline. The analysis of the document of the general workforce
of the workers was also carried out, where all the representative data that characterize
the work group of the organization is captured, made it possible to obtain an integral
knowledge of them and distribute them by classification ranges. The characterization
of the center was also discussed, which contributed to familiarization with the
proposed project, understood as the mission, vision and strategic objectives pursued,
related to them. These documents were studied at first with the objective of
characterizing the organization in a general way.
• The in-depth interview: it is a research technique that was characterized by direct

contact between the researcher and the members of the organization. Specific
questions were presented that left open the nature of the responses, which contributed
to greater confidence based on the ability of respondents to express themselves freely.
The opinions, feelings, criteria and attitudes of the members of the organization on
different aspects were taken into account and information about personal concerns and
needs regarding the organization was obtained. Two interviews were conducted, one
to characterize the organization and know its general level of operation and the other
with the purpose of characterizing its Human Resources Management In general, it
allowed to know and deepen its functions, ways of proceeding, as well as its Main
problems and needs.
• Brainstorming: it is characterized by being a participatory technique, integrated by

the researcher who directs the process and the members of the organization, who
raised all the current problems of the center, listing in order of priority according to
intensity, extent and perception That the workers had. It was done with the purpose of
identifying the fundamental problems that affect the proper functioning of the
organization.
• Participant observation: it is a technique that was used to obtain information in a

direct, systematic and objective way about the real characteristics of the organization
and consolidate the general impression of the Institute and the context in which it is
developed. This method was applied throughout the entire research process and in
each of the techniques developed allowing enriching the results obtained on the
categories of analysis treated.
• The SWOT matrix: was used to identify weaknesses (D), strengths (F), threats (A)

and opportunities (O) of the organization, through a brainstorm as a participatory
technique, where workers contributed their assessments Regarding the subject. It
made possible through his study not only to identify (D and F, A and O), but also to
project actions to turn weaknesses into strengths and mitigate threats. This idea was
the main objective for its application.
Participants:
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The research population consisted of the 60 workers of the Andrés Berros Macías
Industrial Polytechnic Institute of Trinidad; 30 formed the sample that was
characterized by being non-probabilistic, since they were intentionally chosen by the
researcher following the voluntary nature of the subjects as the main selection criteria.
This procedure is common in qualitative research, in this regard it is pointed out that
“qualitative studies are carried out in general from non-probabilistic samples” [15,16].
“These can be determined a priori or gradually defined during the research process. In
the first case (representative samples, intentional, accessible, among others) ” [15].

3. Results and Discussion
• The organization has defined its mission as the integral professional technical

training of the students of the middle level of the territory and its vision is to be the
polytechnic center of municipal reference with a human capital endowed with the
professional skills that respond to the integral formation Professional technique of
middle level students.
• It has an organizational chart that responds to its hierarchical and functional

structure.
• It is an educational organization for the provision of services where two trades are

studied: the average technician for students with ninth grade in civil construction,
operation of transport and roads and, the skilled worker in students who do not exceed
this degree in masonry profiles, electrical installations, textiles, carpentry, hydraulic
installations, automotive mechanic, among other trades.
• They have norms and rules that govern the development of activities and the

fulfillment of the labor discipline as well as work methods to achieve the objectives
set.
• Presents values that are promoted and shared in the organization among them:

responsibility, industriousness, patriotism, honesty, solidarity being reflected by the
collective as aspirations to improve and deepen them.
• The center has an unwritten history that only exists in the memory of some

workers and most of them do not have an integral domain of the entity's vision, of its
history, so it influences the knowledge of its culture.
• The interpersonal relationships established between managers, between workers,

between managers and workers are generally manifested in an adequate manner,
although interdepartmental conflicts were evidenced due to generational differences
and the lack of preparation of new teachers.
• They establish in general a proper communication system and the exchange of

information that flows both formally and informally, where there is active
participation of workers in work orientations and in the decision-making process at
the organizational level. Criticism is also used as an educational element and the
misconduct is sanctioned according to the disciplinary regulations.
• They have professors with experience in professional technical education and have

general mastery over the social project of the center, its functions and tasks, being
consistent with their job. However, there are difficulties in the process of selecting
new staff because personal characteristics are not adapted to the job, which is due to
the deficit of teachers who present and have a negative impact on work discipline.
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• Spaces for improvement and training such as master's degrees, methodological
preparations according to workers' requirements are promoted, which do not fully
respond to the immediate needs of the organization because all human, material and
financial assurances are not created for The development of the courses.
• There is dissatisfaction with the physical and environmental conditions of work,

poor lighting and ventilation of some premises, high temperatures and noise. There
are also difficulties in the construction status of certain classrooms, departments,
workshops and the warehouse.
• Workers assume a negative attitude and little motivation to solve problems. In

certain situations, the entity does not have sufficient capacity to adapt effectively to
the changes that affect its operation, nor do they have sufficient learning skills to deal
with them since they do not tolerate conflict to some extent as an element of
organizational development.
• They have little training to develop the initiative, innovation, good and new

projects. They present a pessimistic perspective regarding the achievement of the
expected objectives in the immediate and mediate future since they do not have all the
necessary conditions created, which has a significant impact on the state of
psychological well-being of the majority of the members because they do not they feel
satisfied with their individual needs in the active life that they establish in the entity.
• It was also possible to verify external, positive aspects that significantly influence

the center, where opportunities are identified, among them: the existence of organisms
in the territory related to the specialties that are developed in the organization, the
disposition they receive from some institutions linked to the needs of the pre-
professional practices of students in some specialties (civil construction, electrical
installations, transportation operation, automotive mechanic) and the alternatives of
the modality of self-employment of trades in the territory that are of interest to the
center to practice.
After performing the analysis of the results, and as a consequence of the

organizational diagnosis, an action plan is drawn up. According to [17]: “The
Organizational Diagnosis is an experiential activity that involves a group of people in
an organization ... interested in proposing solutions to problematic situations ...
undergoing a self-analysis that must conclude with a concrete action plan that allows
solving the situation problematic. ”
Based on the objectives to be achieved in the action plan, the actions, oriented to the

workers, are described. In addition, the participants, responsible, the frequency and
the human, technical and material resources necessary for its implementation are
required.
Action plan as part of the organizational diagnosis to improve the performance of

educational units in the fulfillment of their social order:
Objective 1: Strengthen the ability of workers to adapt and learn from problems at

the center
Action 1: Development of group dynamics with workers where debate and

reflection on the confrontation of problems and other issues of related interest.
Action 2: Model problematic situations where conflicts arise and their possible

solutions and then encourage their debate from their experiences.
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Objective 2: Strengthen the pre-professional preparation of new teachers.
Action 1: Conducting seminars, workshops, advice to new teachers related to the

contents of their subjects and of a methodological and pedagogical nature.
Objective 3: Improve working conditions in the center and areas of teaching

activities.
Action 1: Management with the superior instances of the territory the material

resources for the repair and maintenance of the work places.
Objective 4: To promote the integral formation of the students in the center from

the fulfillment of the curricula.
Action 1: Management with municipal managers, companies and community

organizations work centers and spaces for pre-professional practices of students in the
specialties of carpentry, hydraulic installations, roads, masonry and textile apparel.
Objective 5: Improve the organizational climate of the center and increase the unity

and integration of workers
Action 1: Development of group dynamics with the group of workers that make up

the different areas of the entity to discuss the nature of interpersonal relationships
between members of different departments
Action 2: - Carrying out various activities in groups that promote cohesion and the

sense of belonging among the members of the center on significant dates, both for the
organization and for its members.
Goal 5: Educate workers about Organizational Culture
Action 1: Execution of talks, conferences and debates on topics related to the

history of the center, its vision and other significant aspects that denote its
organizational culture.
Objective 6: Encourage compliance with training plans for center leaders
Action 1: Management with the training department of Education cadres the

realization of training, courses and other ways of overcoming with the managers and
interested staff of the center.
In all the actions the participants were: the workers of the center and the trained

personnel (psychologists, methodologists, municipal director) according to the case;
The main resources were: specialized personnel, teaching means (books, brochures,
folding, magazines), recorders, stores, chairs and tables. The actions were carried out
with a quarterly frequency for a more systematic control.
Main results of the Action Plan to improve the performance of educational units in

the fulfillment of their social order
Once the designed actions were applied, the status of those aspects that during the

diagnosis constituted problems was verified. The results reflected a better work on the
part of the management of the center in solving the weaknesses identified; Given the
poor management of pre-professional practice, managers made work agreements with
companies in the territory to ensure the incorporation of students and respond to the
study plan. They also improved working conditions by recovering some premises and
others receiving maintenance, as there were poor physical and environmental
conditions in the main spaces of the center.
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The preparation of the Institute's workers was also achieved through training
courses including: computer, related to teaching didactics and others of interest to
teachers; Emphasis was placed on the participation of novice professors, and during
the diagnosis the poor improvement on the part of teachers in particular of the
youngest ones emerged. Both results are important because both the improvement of
working conditions and the preparation of staff constitute cardinal indicators in the
organization for the fulfillment of its mission. [18] affirm: the human development
dimension, the labor conditions dimension, and the productivity dimension…. They
intertwine allowing the identification of key organizational success factors.
An essential result of the action plan due to the low tolerance and problem solving

was the change in the behavior of the workers and the learning of positive attitudes
towards the resolution of problems by the reinforcement of appropriate attitudes in the
labor performance of certain workers and from Modeling situations. In this case, the
modeling allowed to work only some of the objectives set and that is to say of [19,20,
21]: “modeling is a component of a global intervention strategy”, so the rest of the
results were due to other techniques such as group dynamics.
The reflection by the workers of their main problems; the assessment of their

individual and group position before them, as well as the recognition of negative and
positive attitudes in the resolution of the identified conflicts were the most significant
results based on the group dynamics developed. This technique was essential in
strengthening the capacity for adaptation and learning of workers to the problems in
the center and that is how [22] refer “constitute a means to foster closer relationships,
developing attitudes of cooperation and establishing emotional ties between group
members. They also facilitate the search for solutions to the problems, the resolution
of internal conflicts of the group, the integration and intergroup communication, the
development of the critical sense and make the group work more effective”
The group cohesion and the sense of belonging were also strengthened during the

process, since given a new vision of the problems and a better assessment of the group
also changed the perception towards the organization and its members.
Before the implementation of the action plan, there was little knowledge of the

institution’s history, of the elements that identified it, however, from the development
of talks, conferences and debates, the interest and knowledge of the institution's
culture grew. These techniques are widely used in solving problems resulting from
diagnostic organizations. Authors such as: [23,24] refer to them as part of the action
plan or in the organizational diagnostic process itself.
During the development of each of the proposals there was an exchange between

the participants that allowed the knowledge of stories, anecdotes related to the center,
learn from the experiences of the guests the routines and traditions of the institution,
as well as the main shared values in the organization throughout its existence.
In summary, to the extent that the actions were developed, the solutions to the

problems detected were implemented and with it the climate of the organization was
gradually optimized. A better physical and psychological environment was perceived,
expressing itself in the interpersonal relationships of the center.

4. Conclusions
The organizational diagnosis is a necessity in the educational units since it allows to

know in depth its current state from the application of a group of methods and
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techniques that guarantee it. Indicates the categories of analysis that from their
perspective offer that integral vision of the teaching unit as an organization as it
addresses from the organizational culture (thoughts, attitudes, values, customs), the
climate (physical and psychological environment, satisfaction of their needs
individual) and human resources management (analysis, planning, organization,
motivation and control).
Based on the problems detected in the organizational diagnosis, an action plan was

elaborated in which the participation of the participating subjects was guaranteed. It
was necessary to define the objectives of the actions to be followed, the participants
and those responsible; the necessary time and resources, both human and technical
and material, taking into account the development potential of the center's workers
and other trained people who acted as external facilitators.
The results of the actions demonstrated the changes achieved in the functioning of

the organization from the individual and group learning of the members of the
institution.
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