
Chapter 2: The Gambia 
Gibou Njie & Sulayman Fye 

Population (1989):  822,000 
Population Growth  Rate (1980-88):  3.3% per annum 
Land Area:  11,300  square kilometres 
Capital: Banjul 
GNP per Capita  (1988):  US$220 
Year of Independence: 1965 
Primary School Gross  Enrolment Rate  (1990):  59.0% 
Human Development  Index  (1987):  0.094 

The Republic of The Gambia i s a narrow territory stretching nearly 500 
kilometres alon g the River Gambi a fro m th e west coas t o f Africa. Th e 
country ha s a  shor t coastlin e o n th e Atlanti c Ocean , bu t i s otherwis e 
surrounded b y Senegal . Englis h i s th e officia l language , an d th e 
principal vernacular s ar e Mandinka , Ful a an d Wolof . Abou t 8 5 pe r 
cent o f th e inhabitant s ar e Muslim , whil e mos t o f th e remainde r ar e 
Christian. 

The Gambi a wa s formerl y a  Britis h dependency . I t becam e a 
separate colon y i n 1888 , having previousl y bee n par t o f Sierr a Leone . 
Full interna l self-governmen t wa s achieve d i n 1963 , and Independenc e 
was gained i n 1965. A  constitutional change in 1970 made The Gambi a 
a republi c unde r th e presidentia l leadershi p o f Si r Dawd a Jawara . 

In 198 0 the governmen t wa s oblige d t o as k neighbourin g Senega l 
to dispatch troops to help The Gambia maintain interna l security under 
the terms o f a  mutua l defenc e pact . A  mor e seriou s threa t wa s pose d 
by an attempte d cou p d'éta t i n 1981 . Senegales e troop s agai n entere d 
the capita l and quickl y crushed th e rebellion. Shortl y afterwards, plan s 
were announce d fo r th e merge r o f Th e Gambi a an d Senega l i n a 
confederation t o b e calle d Senegambia . Howeve r a s th e 1980 s pro -
gressed initia l proposal s wer e greatl y modified , an d i n 198 9 th e ide a 
was abandoned . 

The economy depends mainly on agriculture, and about 70 per cen t 
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of th e populatio n live s i n rura l areas . Groundnut s ar e th e principa l 
agricultural export . I n recen t year s touris m ha s becom e increasingl y 
important, an d no w contribute s approximatel y 1 0 per cen t t o GDP . 

1. The System o f Education 

Primary education in The Gambia i s free bu t not compulsory. Childre n 
are expecte d t o ente r schoo l a t th e ag e o f seven , an d t o tak e th e 
Common Entranc e Examinatio n a t th e en d o f Grad e 6 . Candidate s 
who ar e successfu l ma y procee d eithe r t o a  four-yea r cours e i n a 
secondary technica l schoo l o r t o a  five-year  hig h schoo l cours e whic h 
leads to the Genera l Certificat e o f Education (GCE ) O  Level examina-
tion, with a  possibilit y o f a  furthe r tw o years t o GC E A  Level . 

Recent decade s hav e brough t rapi d expansio n o f th e educatio n 
sector. I n the period 1976-86 , primary school enrolments increased 17 4 
per cen t fro m 25,00 0 t o 67,000 . Hig h schoo l enrolment s ros e 12 3 per 
cent, from 2,20 0 in 1976 to 4,900 in 1988; and secondary technical school 
enrolments gre w by 134 per cent , from 4,60 0 in 197 6 to 10,90 0 in 1988. 
However, populatio n expansio n ha s reduce d th e growt h o f enrolmen t 
rates. Th e 199 0 primar y schoo l gros s enrolmen t rat e wa s just 5 9 pe r 
cent, an d th e ne t enrolmen t rat e was just 5 0 per cent . Moreover , onl y 
35 per cen t of primary school leavers were able to continue their forma l 
education i n secondar y schools . 

In 198 8 th e governmen t publishe d a  ne w initiativ e entitle d 
Education Policy  1988-2003.  Th e document calle d for structura l refor m 
to creat e a  6  + 3 + 3 + 2 system. Accordin g t o th e plan , th e si x years o f 
primary schoolin g wil l b e followe d b y a  three-yea r middl e schoo l 
programme. Th e resultin g nine-yea r basi c educatio n cycl e shoul d 
eventually b e availabl e t o al l Gambia n childre n an d wil l prepar e 
school-leavers bot h fo r self-sufficienc y and , fo r thos e wit h suitabl e 
ability, fo r furthe r academi c schooling . Th e syste m wil l also expand t o 
meet th e demand s o f a  growing population . Th e governmen t aim s by 
2003 to increase th e primar y schoo l enrolmen t rat e t o 75 per cen t an d 
the primar y t o secondar y transitio n rat e t o 60 per cent . 

The ne w syste m wil l als o hav e t o mak e provisio n fo r th e 4 0 pe r 
cent o f Gambia n childre n wh o currentl y hav e n o acces s t o primar y 
school, and fo r th e estimated 7 5 per cen t of the population ove r the age 
of 1 5 who ar e functionall y illiterate . Th e respons e t o thi s situation ha s 
been th e developmen t o f non-forma l educatio n focuse d o n functiona l 
literacy. 
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2. The Ministry o f Education, Youth, Sports &  Culture 

Despite the four function s name d i n the title, this ministry has only two 
main componen t parts . On e i s Education , an d th e othe r i s Youth , 
Sports &  Culture . Educatio n i s the large r an d mor e prominen t o f th e 
two, and indeed the Ministry is commonly referred t o as the Ministry of 
Education rathe r tha n by its longer title . Thi s chapter focuses primaril y 
on what use d t o be calle d th e Departmen t o f Education . 

In 1988, the government undertook a  major revie w of structure and 
operation o f th e ministry . Th e wor k wa s assiste d b y tw o consultant s 
recruited through th e UK Overseas Development Administration . Th e 
consultants' principa l task s were to : 

i) examin e th e structur e o f th e Departmen t o f Educatio n i n 
relation t o th e ministr y a s a  whole; 

ii) mak e recommendation s o n way s t o integrat e th e function s o f 
the Departmen t o f Educatio n int o th e Ministr y o f Educatio n 
in order t o creat e a  single administrativ e an d manageria l unit ; 
and 

iii) examine th e suppor t units , an d mad e recommendation s fo r 
their futur e operation s withi n a  restructured ministry . 

The consultants ' repor t (Garve y & Wood 1988 ) contains many valuable 
insights an d observations , som e o f whic h ar e outline d i n thi s chapter . 
The repor t contribute d t o th e decisio n t o remov e th e separatio n 
between th e Departmen t an d th e Ministr y o f Education . 

Figure 2. 1 shows th e organisatio n char t fo r administratio n o f th e 
education function. Th e Permanent Secretary (PS) is the administrativ e 
head, chie f advise r t o th e Ministe r an d chie f accountin g office r fo r th e 
entire Ministry. Belo w the Permanent Secretar y is the Chief Educatio n 
Officer (CEO) , wh o i s th e Ministry' s chie f professiona l advise r o n al l 
educational matters . H e exercise s direc t professiona l contro l ove r th e 
Divisions o f Schools , Services , an d Planning , and i s required t o ensur e 
their effective coordination . Th e CEO also provides professional advic e 
to th e Ministr y o n technica l education , vocationa l trainin g an d non -
formal education . 

The thre e Division s hav e a  measur e o f autonom y i n day-to-da y 
management an d planning . Th e sam e i s tru e o f th e thre e majo r 
statutory bodie s -  th e Gambi a Colleg e Board , th e Nationa l Librar y 
Board an d the proposed Nationa l Counci l for Technica l Education an d 
Vocational Trainin g (NCTEVT) , whic h wil l b e th e successo r t o th e 
board fo r th e Nationa l Vocationa l Trainin g Projec t (NVTP) . 

A separat e win g of the Departmen t i s headed b y the Deput y Per -
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manent Secretar y (DPS) . H e ha s tw o Unde r Secretarie s responsibl e 
respectively fo r programme s an d fo r administration . H e i s als o 
responsible fo r th e account s section . Th e DP S i s a generalist adminis -
trative office r who , like th e Permanen t Secretary , ca n b e move d fro m 
one ministr y t o another . Th e presen t DP S cam e fro m th e Ministr y o f 
Tourism. H e handle s suc h genera l administrativ e matter s a s finance , 
transport an d offic e services . 

The Project s Implementatio n Uni t i s responsible fo r implementa -
tion o f donor-assisted projects . Becaus e o f the sensitive nature o f such 
projects, wit h donor s ofte n havin g direc t acces s t o th e Minister , th e 
Permanent Secretar y prefer s PI U problem s t o b e referre d t o hi m 
personally. Th e Schoo l Building Uni t use d t o be a  separate entit y bu t 
has now been integrate d wit h th e Project s Implementatio n Unit . 

A senio r managemen t tea m operate s unde r th e chairmanshi p o f 
the Permanen t Secretary . I t comprise s th e CEO , th e DPS , th e 
Directors o f th e Division s o f Schools , Services , an d Planning , th e 
Principal o f Gambi a College , and th e Directo r o f Technica l Educatio n 
& Vocationa l Training . Th e tea m shoul d mee t a t leas t onc e a  mont h 
to revie w an d monito r implementatio n o f plans , draw u p programme s 
of action , and advis e the ministe r generall y o n trends within th e sector . 

3. Centralisation an d Decentralisatio n 

As th e educatio n secto r expanded , th e governmen t decide d a s par t o f 
the ten-yea r Educatio n Polic y (1976-86 ) t o decentralis e educationa l 
administration. I n 1976 , four region s were established , namely : 

Region Headquarter s 

Region 1  Banju l an d Komb o St . Mary Kanifin g 
Region 2  Wester n Brikam a 
Region 3  Lowe r Rive r Kerewa n 
Region 4  Macarth y Islan d Divisio n &  Bass e 

Upper Rive r Divisio n 

Regional education officers ar e responsible for the implementation 
of educatio n polic y an d fo r th e managemen t o f school s withi n thei r 
regions. Th e fou r regiona l centre s ar e foca l point s o f th e schoo l 
sub-systems. Thei r staf f combin e administrativ e an d professiona l role s 
in a manner which reflects the components and functions o f the Ministry 
itself. 

Each regiona l educatio n offic e ha s thre e professiona l educatio n 
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officers, wh o ac t a s local representatives o f the Ministry. Th e Principa l 
Education Office r (PEO ) i s th e loca l representativ e o f th e Permanen t 
Secretary, an d i s accountabl e immediatel y t o th e Directo r o f Schools . 
He is the senior educationist in the region, responsible to the Permanen t 
Secretary throug h th e Directo r o f School s fo r implementatio n o f th e 
national polic y an d fo r maintenanc e o f good practic e i n schools . 

The Principa l Educatio n Office r i s assisted by a Senior Educatio n 
Officer (SEO ) an d a n Educatio n Office r (EO) . Collectivel y th e tea m 
is responsible for : 

- recruitmen t an d postin g o f unqualifie d teachers , 
- deploymen t o f qualifie d teachers , 
- monitorin g o f schoo l standards , 
- distributio n t o th e school s o f resources , supplie s an d material s 

from th e Centra l Stores , 
- inspectio n o f school s (i n conjunctio n wit h th e inspectorate) , 
- appraisa l o f teachers , 
- checkin g school records (pupi l admission, attendance , etc.) , and 
- approvin g payment s o f transpor t allowance s fo r teachers . 

The staf f ar e appointe d b y th e Publi c Servic e Commission , an d ar e 
posted t o th e region s b y th e Permanen t Secretary . However , th e 
regional staf f ar e directl y responsibl e t o th e Directo r o f Schools . 

Although ther e ar e fou r regiona l educatio n offices , man y educa -
tional service s ar e manage d centrall y fro m th e Ministr y o f Educatio n 
headquarters i n Banjul. Majo r decisions , e.g. on recruitment, disciplin e 
and transfe r o f teachers , ar e take n a t th e centra l level . Becaus e th e 
regional educatio n office s ar e under-resourced , th e capacit y ha s no t 
been develope d t o mak e a n objectiv e assessmen t o f professiona l 
activities t o facilitat e th e tas k o f makin g importan t decisions . Th e 
Education Policy  1988-2000  recognises th e nee d t o strengthe n th e fou r 
regional education offices . Durin g the plan period , increase d responsi -
bilities wil l b e place d o n th e regiona l office s i n financia l management , 
in the monitorin g an d administratio n o f schools , in the developmen t o f 
professional service s fo r teachers , an d i n direc t involvemen t i n th e 
regional developmen t o f education . 

4. Specialist Unit s within the Ministry o f Education 

(a) The  Planning Unit  is responsible fo r gathering data from th e school s 
through th e regiona l education offices . Th e unit als o advises the senio r 
management o n the interpretation o f such information, an d analyses the 
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statistical consequences of policy options which may be under considera -
tion. Th e uni t comprise s a  Principa l Educatio n Planner , a  Senio r 
Planner, and a Planner/Statistician. Th e officer responsibl e for buildin g 
projects i s als o attache d t o thi s unit , an d report s t o th e Permanen t 
Secretary through the Principal Education Planner. Th e unit is currently 
computerising al l it s statistica l dat a an d carryin g ou t analyse s o f th e 
annual statistic s an d th e schoo l mappin g survey . A  clerica l office r an d 
a typis t hav e bee n adde d t o th e staf f t o assis t i n dat a processin g an d 
reporting. 

(b) The  Curriculum  Research  &  Development  Unit  (CRDU)  i s i n th e 
Division o f Services . I t wa s establishe d i n 197 6 wit h assistanc e fro m 
Unesco, an d ha s bee n chiefl y responsibl e fo r th e developmen t o f 
curricula an d syllabuse s fo r th e primar y an d secondar y schools . Sinc e 
its inception the unit has produced a  new curriculum fo r primary grades 
1 t o 6 , and ha s prepared teachers ' manual s an d pupils ' workbook s fo r 
the subject s taugh t i n tha t curriculum . 

(c) The  Book  Production  &  Materials  Resources  Unit  (BPMRU)  ha s 
developed ove r th e year s int o a n effectiv e printin g an d publishin g 
establishment wit h section s for editing , graphics, audio-visua l work an d 
printing. Th e uni t form s anothe r win g in the Division o f Services , an d 
works closely with the Curriculum Researc h & Development Unit . Th e 
BPMRU doe s no t hav e the capacity to publish al l text books an d othe r 
needs, an d th e system  stil l relie s heavil y o n oversea s publishers . 
Nevertheless plan s ar e i n han d t o develo p the nationa l capacit y i n tex t 
book printing . Despit e it s small size, the education secto r ha s over th e 
years developed a  structure which i s responding t o the requirements o f 
an expandin g educatio n system . 

(d) The  Inspectorate  als o work s closel y wit h th e curriculu m unit . A 
Principal Inspector, a Senior Inspector and 11 Assistant Inspectors cover 
both primar y an d secondar y technica l schools . However , hig h school s 
are no t inspecte d a t all . 

On th e administrativ e side , difficulties aris e fro m th e fac t tha t al l 
inspectors are based in Banjul. Th e Garvey & Wood report (1988 , p. 10) 
recommended tha t they be posted out to the Regional Education Office s 
to wor k unde r th e contro l o f th e Regiona l Educatio n Office r an d i n 
close collaboratio n wit h th e Warden s o f th e Teachers ' Centres . Th e 
principal rol e o f Assistan t Inspector s i n th e situatio n wher e man y 
primary teacher s ar e unqualifie d shoul d b e t o advis e an d assis t th e 
schools o n a  week-by-wee k basis . Thi s canno t b e don e effectivel y i f 
their contac t wit h school s depend s o n periodi c visit s fro m Banjul . 
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In smal l educatio n systems , inspectio n o f primar y an d middl e 
schools presents less of a problem than inspection of secondary schools . 
The chief difficulty i n secondary schools is the need to secure inspectors 
who ar e specialist s i n the ful l rang e o f subjects . Th e recommendatio n 
of th e Garve y &  Wood repor t (1988 , p.10), which may also have som e 
relevance t o othe r smal l states , was (i ) tha t th e Senio r Inspecto r carr y 
out the regulatory inspection of high schools each year, and (ii ) that th e 
Senior Inspecto r appoin t a  pane l o f advisor y subjec t specialist s fro m 
serving teacher s eithe r i n th e Gambi a Colleg e o r th e hig h school s 
themselves. Thes e specialists would visit and advise subject department s 
on professiona l practice , an d woul d advis e th e Senio r Inspecto r o n 
performance an d standards . Suc h inspection s coul d b e conducte d a s 
panel inspections every few years, or could be carried ou t a t the specifi c 
request o f th e Senio r Inspecto r o r th e inspecte d departmen t o n a n 
occasional basis . 

(e) Accounts. Th e centralise d accountin g syste m require s th e prepara -
tion o f monthl y salar y voucher s t o b e handle d b y th e Accountan t 
General's Departmen t o f the Ministry o f Finance &  Trade. Neverthe -
less th e basi c informatio n o n teachers ' salarie s an d allowance s i s 
provided by the Accounts Section o f the Ministry o f Education. Salar y 
print-outs ar e sen t t o thi s uni t b y th e Treasur y fo r verificatio n befor e 
salaries ar e released . Plan s ar e i n han d t o establis h a  managemen t 
information syste m i n th e Divisio n o f Planning , t o ensur e a n effectiv e 
computerised recor d o f al l education personnel . 

(f) The  Non-Formal  Education  Services  Unit  doe s no t a t presen t hav e 
a substantiv e Directo r bu t i s managed b y an Under Secretar y who als o 
has responsibilit y fo r th e Nationa l Commissio n o f Unesc o an d wh o 
administers o n behal f o f th e Permanen t Secretar y th e area s o f Youth , 
Sports an d Culture . 

Non-formal literac y teaching in The Gambia i s largely a voluntary 
activity, and a s such sits uneasily with management o f the large salarie d 
formal schoo l structure . Thu s while the presen t arrangemen t whereb y 
the unit is directed under the 'administrative' rather tha n the 'educatio n 
services' sectio n o f th e Ministr y seem s slightl y anomalous , ther e i s n o 
good reaso n t o chang e i t given th e unit' s presen t leve l o f activity . 

5. Work not Undertake n 

The Ministry of Education, Youth, Sports & Culture does not undertak e 
all the task s which would b e undertake n b y such a  ministry i n a  large r 
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country. Th e lac k o f inspectio n o f hig h school s ha s alread y bee n 
mentioned, a s has payment o f salaries which is the responsibilit y o f th e 
Treasury Departmen t i n th e Ministr y o f Financ e &  Trade . A  furthe r 
function i s personnel recruitment an d promotion, which is the responsi -
bility o f th e Personne l Managemen t Offic e o f th e Offic e o f th e 
President. 

The Gambi a als o lack s expertis e i n assessmen t o f examinatio n 
candidates. Thi s limitation applie s not onl y to O and A Level s but als o 
to professional an d technical subjects such as accounting. Th e proble m 
is partl y solve d b y membershi p o f th e Wes t African  Examination s 
Council (WAEC) , whic h set s regiona l examinations . Membershi p o f 
WAEC als o includes Nigeria , Ghana , Liberia an d Sierra Leone . Thes e 
countries ar e muc h large r tha n Th e Gambia , an d thei r manpowe r 
resources in assessment and related matters are much better developed . 
Pupils i n Th e Gambi a als o si t examination s se t b y suc h bodie s a s th e 
City & Guild s o f London . 

6. Personne l 

(a) Expertise 

The publi c servic e i n genera l ha s foun d i t difficul t t o recrui t qualifie d 
nationals fo r senio r positions . On e facto r contributin g t o thi s proble m 
is persistent emigratio n t o internationa l organisations , universitie s an d 
companies. T o redres s thi s situation , th e governmen t ha s conducte d 
periodic salar y review s an d ha s increase d financia l rewards. . 

In orde r t o bridg e gaps , th e governmen t ha s als o ha d t o recrui t 
expatriates i n certai n jobs . Thi s itsel f ha s create d certai n difficulties . 
The expatriate s wh o come to The Gambi a usuall y stay only for a  shor t 
period; an d som e expatriate s interpre t realit y accordin g t o thei r ow n 
norms an d attitud e systems , whic h migh t diffe r fro m thos e o f Th e 
Gambia. Man y expatriate s hav e ha d experienc e i n th e large r Africa n 
countries, an d som e find  difficultie s adjustin g t o th e specia l circum -
stances o f Th e Gambi a wit h it s smal l populatio n an d lan d area . 

Some aspects of recruitment displa y internal biases. Th e Gambia n 
population i s compose d o f differen t ethni c groups , an d ha s suffere d 
from a  lac k o f cohesion . Thi s phenomenon , commonl y know n a s 
tribalism, affect s th e selectio n o f manpowe r fo r certai n governmen t 
positions. Ther e ha s recentl y bee n a  tendenc y fo r senio r official s i n 
certain institution s t o recrui t staf f fro m thei r ow n tribes . Apar t fro m 
the obviou s socia l an d politica l consequences , thi s fragment s a  labou r 
market whic h i s already small . 
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To dea l wit h thi s problem , th e governmen t ha s introduce d a  ne w 
scheme o f servic e whic h indicate s th e require d qualification s an d 
experience within the hierarchical structure of government. Th e scheme 
also stipulate s th e tota l numbe r o f year s o f servic e require d b y em -
ployees before the y ca n be promote d t o certai n ranks . 

(b) Job Definition and  Appraisal 

Job definitio n an d appraisa l ar e quit e ne w practice s i n th e Ministr y o f 
Education. The y wer e first  introduce d i n 1987 , and hav e tw o dimen -
sions. On e cover s al l ministries and specia l departments , and the othe r 
is specific t o th e Departmen t o f Education . 

Although th e schem e o f servic e i n th e Departmen t o f Educatio n 
has man y positiv e aspects , i t ha s tw o majo r deficiencies . First , unlik e 
the schem e o f servic e fo r th e administrativ e cadre , i t doe s no t defin e 
positions b y leve l o f responsibility . Th e schem e shoul d distinguis h 
between th e level s o f managemen t an d th e power s o f decision-makin g 
proper t o th e variou s grade s o f officer s i n th e service . Second , th e 
scheme include s dutie s an d function s whic h apparentl y wer e thos e 
carried ou t a t a  specific point in time by individual officers . Scheme s of 
service ought not to be too specific about dutie s which can be altered by 
management decisions , bu t shoul d stil l reflec t th e abilit y o f th e 
Permanent Secretary or his senior representatives to adapt the function s 
of middle-leve l officer s t o need s arising . 

As i n othe r smal l Ministries , officer s generall y kno w thei r 
colleagues very well. O n the positive side , close interpersona l relation -
ships permi t effectiv e teamwork . Monitorin g withi n group s ca n als o 
ensure tha t al l member s carr y ou t thei r task s o n time . However , th e 
strength o f persona l bond s ca n hav e negativ e effects . Individual s an d 
groups ca n hid e inadequacie s an d absence s fro m work , an d evaluatio n 
of individuals may be subjective. Also , sub-groups may  fight each othe r 
instead o f utilisin g thei r tim e an d energie s fo r mor e productiv e work . 

(c) Promotion Prospects  and Procedures 

Promotion prospect s have in the pas t been quit e dynamic . A  coupl e of 
individuals have taken jobs elsewhere , which opene d u p posts fo r othe r 
professionals i n the Ministry . Thi s had a  positive effec t o n motivation . 
Since genera l mobilit y ha s bee n s o high , th e questio n o f whethe r 
generalists hav e bette r promotio n prospect s tha n specialist s ha s no t 
really arisen . 
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The promotio n procedur e i s now based o n th e schem e o f servic e 
recently introduced by the government. Thi s important documen t spell s 
out th e tota l amoun t o f tim e require d t o work withi n a  uni t befor e a n 
individual i s du e fo r promotion . A  senio r planner , fo r example , i s 
expected t o work fo r thre e year s before becomin g a  principa l planner . 

To som e exten t th e generalis t civi l servants hav e a n advantag e i n 
their promotio n prospect s t o th e to p o f th e system , fo r the y ca n easil y 
move fro m on e ministr y t o anothe r an d thereb y mov e int o vacancies . 
However, th e Deput y Permanen t Secretar y hol d th e sam e ran k a s th e 
Chief Educatio n Officer , an d theory the tw o officers shoul d hol d equa l 
chances o f movin g t o th e Permanen t Secretary' s positio n shoul d i t 
become vacant . 

7. International Ai d 

A grea t percentag e o f th e ai d tha t th e ministr y receive s come s i n th e 
form o f food . Fo r exampl e Norway , Denmark , Finlan d an d th e US A 
have donated rice , cooking oil , canned beef an d sardine s for th e schoo l 
feeding programme . However , a  negative aspec t o f the foo d ai d i s the 
dependency syndrom e whic h i t create s i n th e mind s o f th e recipient s 
and whic h sometime s ha s a  negativ e impac t o n motivation . 

As note d above , because o f the importan t an d sensitiv e natur e o f 
donor-assisted projects , th e Ministr y ha s forme d a  specifi c Project s 
Implementation Uni t an d ha s mad e i t directl y accountabl e t o th e 
Permanent Secretary . Thi s arrangemen t i s logical , an d i s o n balanc e 
desirable. However , i n thi s structur e i t i s mor e difficul t t o arrang e 
coordination wit h th e res t o f th e system , fo r th e lin e o f authorit y doe s 
not com e unde r th e Chie f Educatio n Officer . A s i n som e othe r 
countries, ther e i s also a  dange r tha t th e uni t which deal s directl y with 
the donor s i s bette r resource d tha n othe r part s o f th e system . I f no t 
handled carefully , thi s ca n lea d t o imbalance s an d pett y jealousies. 

Requests for informatio n fro m externa l bodies normally take a  lot 
of th e tim e o f professiona l staff . Thi s negativel y affect s th e timel y 
execution of their norma l duties . Howeve r i t is very difficult t o quantif y 
the amoun t o f tim e take n i n dealin g with suc h requests . 

8. Rationalisation i n Use o f Resource s 

(a) Personnel 

Table 2.1 shows the number o f establishment post s in the main section s 
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of th e Ministry . Som e o f thes e post s ar e no t use d wit h maximu m 
efficiency, an d variou s rationalisatio n measure s hav e bee n proposed . 
For exampl e th e Account s establishmen t include s 1 5 Accounts Clerk s 
and four Supplie s Officers. Muc h of their work involves the preparation 
of payrolls and the physical payment o f teachers' salaries. I t is probable 
that a  computerised account s syste m wil l eventually lead to a  reductio n 
in th e siz e o f th e Accounts Department . 

Table 2.1:  Establishment  Posts  in  the  Principal  Parts  of  the  Ministry, 
1989-90 

Unit/Section 

Office o f th e Ministe r 
Curriculum Researc h &  Developmen t Uni t 
Regional Office s (Admin . &  Advisory ) 
Accounts Sectio n 
Planning Uni t 
Book Productio n &  Material s Resource s Uni t 
School Inspectorat e Uni t 

No. of Posts 

31 
33 
33 
30 
4 

25 
12 

It i s als o desirabl e t o explai n th e larg e numbe r o f post s i n th e 
Office o f th e Minister . Thes e includ e al l administrativ e staf f i n th e 
Ministry, righ t dow n t o th e clerks , typist s an d messengers . 

One measur e propose d b y th e Garve y &  Woo d repor t (1988 , 
pp. 16-19) focuse d o n wha t a t tha t tim e wa s calle d th e Curriculu m 
Development Centre . Th e Centr e ha d 3 5 posts , an d althoug h a t th e 
time o f th e repor t onl y 1 8 were filled  th e consultant s recommende d a 
further reduction . Thei r view s coul d hav e implication s fo r ministrie s 
of education i n other countrie s a s well as in The Gambia , s o are wort h 
noting i n som e detail . 

The basic philosophy on which the Garvey & Wood recommenda -
tion wa s base d wa s tha t curriculu m developmen t shoul d involv e th e 
whole education sector , from th e senior management whose policies and 
aspirations are served by it to the teachers whose activities constitute the 
actual curriculum. The y suggested that certain aspects of the curriculum 
development proces s shoul d be undertake n b y specialists such a s thos e 
employed i n th e curriculu m developmen t units , bu t tha t other s coul d 
and shoul d b e undertake n b y teachers . 

In fact teachers have long been involved in curriculum developmen t 
in Th e Gambia . Th e proposa l fro m Garve y &  Woo d wa s tha t suc h 
involvement shoul d be strengthened t o make better us e of the abilities , 
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interests an d trainin g o f personne l wh o worke d i n th e Gambia n 
education syste m bu t wh o wer e no t necessaril y employe d b y th e 
Curriculum Developmen t Centre . Curriculu m developmen t specialists , 
they suggested , shoul d b e use d a s manager s rathe r tha n writer s o f 
curriculum plan s an d materials . Thi s woul d promot e bot h efficienc y 
and flexibility.  A s note d i n th e repor t (p . 18): 

It i s hugel y wastefu l o f traine d manpowe r t o maintai n a  bod y o f 
specialists just in case any one specialism need s a  new curriculum . 
Curriculum plannin g needs itsel f t o be planned o n a  project basis . 
Curriculum specialist s ca n manage projects an d within them wor k 
with subjec t specialist s fro m th e teachin g field. 

This statemen t wa s als o base d o n recognitio n tha t productio n o f 
good material s require s writin g skill s which shoul d no t b e expecte d t o 
exist onl y i n a  curriculu m developmen t unit . Suc h skill s canno t easil y 
be taught in curriculum trainin g programmes, and are highly dependen t 
on innat e ability , carefu l editoria l guidance , an d motivation . I t seem s 
unreasonable t o expec t al l curriculu m specialist s t o b e gifte d writers ; 
and i t might therefore b e wiser fo r th e staf f i n curriculum developmen t 
unit t o b e give n primaril y a  managemen t function , responsibl e mainl y 
for promotio n an d guidance . 

The specifi c recommendatio n fo r th e Gambia n syste m wa s tha t 
curriculum developmen t b e considere d a  functio n o f th e whol e 
education secto r unde r th e managemen t contro l o f th e Permanen t 
Secretary an d th e Senio r Managemen t Team . I n thi s case , al l tha t 
would be needed for a  curriculum development unit would be a Director 
and si x other specialists , tw o o f who m woul d hav e particula r abilit y i n 
research. Suc h a  syste m woul d b e les s wastefu l o f scarc e manpower , 
cheaper, mor e flexible , an d perhap s capabl e o f deliverin g bette r 
products. 

The Garve y &  Woo d repor t als o commente d o n aspect s o f boo k 
production. I n particula r th e repor t suggeste d (1988 , p . 16) tha t th e 
decision t o prin t pupils ' workbooks a s par t o f th e curriculu m wa s no w 
generally agreed to have been a  serious professional error . Becaus e th e 
workbooks hav e t o b e fille d i n by pupils , the y ca n onl y be use d once . 
This require s constan t reprinting , whic h waste s financial , huma n an d 
other resources . 

(b) Information Flows 

As in all public institutions in The Gambia , in the Ministry of Education 
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informal channel s o f communicatio n ar e widel y used . However , suc h 
channels are not systematic, and are sometimes misleading. Thi s results 
in communicatio n an d informatio n network s whic h ar e broken , an d 
decision-makers therefor e hav e t o wor k wit h fragmentar y informatio n 
which ma y o r ma y no t solv e the proble m a t hand . 

Sometimes, bot h decision-maker s an d implementer s assum e tha t 
information ha s flowed  easil y whe n i n fac t i t ha s bee n incomplet e o r 
misleading. Fo r exampl e i n certai n school s failure s i n th e Commo n 
Entrance Examinatio n wer e attribute d t o th e lac k o f tex t books , bu t 
after th e provisio n o f suc h material s problem s stil l persisted . I t wa s 
later suggeste d tha t shortcoming s amon g th e teacher s wer e a  mor e 
serious caus e o f failure . Improvement s i n informatio n collectio n an d 
dissemination ar e essentia l fo r improve d efficienc y an d rationa l us e o f 
resources. 

9. Conclusion s 

The educatio n syste m i n the Gambia ha s grown dramaticall y i n the las t 
two decades . Thi s ha s ha d majo r implication s fo r th e structur e o f 
administration. Primar y schoo l enrolment s increase d b y 17 4 pe r cen t 
between 197 6 an d 1986 , an d secondar y enrolment s b y 12 3 pe r cen t 
between 197 6 an d 1988 . A t th e sam e time , th e populatio n ha s als o 
grown dramatically . Wherea s i n 197 3 the populatio n wa s estimate d a t 
just 493,000 , by 198 9 i t wa s estimate d a t 822,000 . Geographically , th e 
country i s lon g an d narrow . Th e combinatio n o f populatio n increas e 
and geographic dispersion has required a  process of decentralisation t o 
four regiona l educatio n offices . 

In 198 6 the governmen t commissione d th e firm  o f Peat , Marwic k 
& Mitchel l t o review the overal l organisation , staffin g an d efficienc y o f 
the Gambia n Civi l Service . Th e firm  di d commen t o n th e Ministr y of 
Education, Youth , Sport s &  Culture , includin g a  brie f accoun t o f it s 
needs in a document entitle d 'Overvie w of the Ministries' . Becaus e thi s 
was no t a  detaile d review , however , th e governmen t commissione d a 
more thoroug h examinatio n o f the Ministry . Th e work was undertaken 
in 1988 with assistance from th e UK Overseas Development Administra -
tion. 

One of the overall recommendations of the consultants undertaking 
this work (Garve y &  Wood 1988 , p.3) was that th e distinctio n betwee n 
the Ministr y an d th e Departmen t o f Educatio n shoul d b e abolished . 
When th e Ministr y o f Educatio n wa s create d a t th e tim e o f self -
government an d Independence , i t apparentl y absorbe d th e existin g 
Department o f Education , leavin g intac t it s organisation an d responsi -



50 The Gambia 

bilities an d th e power s o f it s head, th e Directo r o f Education . A t tha t 
time a  reordering o f suc h powers would hav e been necessar y sinc e th e 
Director, who had represented Education to the Governor and had been 
solely i n charg e o f th e sector , ha d hencefort h t o repor t t o a  Ministe r 
(who represented Educatio n t o the Cabinet ) throug h a n administrativ e 
Permanent Secretary . 

As th e consultant s pointe d out , i n al l Ministries o f Educatio n th e 
work o f th e genera l administrativ e cadr e an d o f th e technica l officer s 
must procee d together . Althoug h ther e ar e man y ways to ensure thei r 
integrated functionin g unde r genera l supervisio n o f a  Permanen t 
Secretary, i t appeare d tha t i n Th e Gambi a thi s mod e o f functiona l 
integration ha d no t bee n satisfactoril y developed . Whil e seriou s i n al l 
contexts, thi s failin g i s perhaps particularl y seriou s i n a  smal l ministr y 
and in a country faced by manpower constraints . Th e consultants mad e 
various recommendations t o improve the situation , some of which have 
been note d here . 
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