
Part III : Caribbean 

Chapter 6: Barbados 
Ralph Boyce 

Population (1989):  255,000 
Population Growth  Rate (1980-88):  0.3% 
Land Area:  431  square kilometres 
Capital: Bridgetown 
GNP per Capita  (1988):  US$5,990 
Year of Independence: 1966 
Primary School Enrolment  Rate  (1989):  93.8% 
Human Development  Index  (1987):  0.925 

Barbados i s th e mos t easterl y o f th e Caribbea n islands . I t i s 34 kilo -
metres long and 22 kilometres wide, and despite the small total numbe r 
of inhabitant s i s densel y populated . Th e islan d wa s settle d (bu t no t 
'discovered') by the British in 1627, and because it was difficult t o attack 
from th e sea it never changed hands in the colonial wars of the 17th and 
18th centuries . A s a  result , ther e i s littl e French , Spanis h o r Dutc h 
influence i n the language and culture . Man y contemporary Barbadian s 
stress their Afro-Caribbean heritage , together with aspects of the culture 
which ar e distinctivel y 'Bajan' . 

Barbados i s now officially a  'middle income' country, with a higher 
per capit a GN P tha n suc h Europea n nation s a s Ireland , Spai n o r 
Greece. Th e country has few natural resources , but derive s substantia l 
income from sugar , some export-oriented manufacturin g an d a  growing 
offshore financial  sector . Ove r hal f th e household s ow n a  car , an d 
almost al l have a  piped water supply  and a  telephone. Touris m i s now 
by fa r th e mai n foreig n exchang e earner . I n 198 8 th e numbe r o f 
tourists, mos t o f whom cam e fro m th e USA , exceede d 450,000 . 
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1. The Structure o f Governmen t 

Barbados ha s a  stron g democrati c tradition . I n 198 9 i t celebrate d th e 
350th anniversary of its parliament, which is said to be the second oldes t 
in the Commonwealth. The British monarch is the Head of State, repre-
sented b y a Governor General . Twent y one senator s ar e appointe d b y 
the Governo r General , o f who m 1 2 ar e o n th e advic e o f th e Prim e 
Minister, tw o on the advice of the Leader o f the Opposition , an d seve n 
at hi s own discretion t o reflec t religious , economic an d socia l interests . 
A speake r an d 26 members o f the House o f Assembly are elected fro m 
27 single-member constituencies . 

The government ha s 1 3 ministries. Thi s number i s determined b y 
political considerations . Th e ministrie s cover : 

- Agriculture , Foo d &  Fisheries , 
- th e Civi l Service , 
- Educatio n &  Culture , 
- Employment , Labou r Relation s &  Communit y Development , 
- Financ e &  Economi c Affairs , 
- Health , 
- Housin g &  Lands , 
- Internationa l Transport , Telecommunication s &  Immigration , 
- Lega l Affairs , 
- Touris m &  Sports , 
- Trade , Industr y &  Commerce , an d 
- Transpor t &  Works . 

Although th e fac t i s no t reflecte d i n it s title , th e Ministr y o f 
Education &  Culture i s also responsible fo r ecclesiastica l affairs . On e 
possible rational e fo r includin g thi s responsibilit y i s tha t educatio n i s 
usually charge d wit h passin g o n th e cultur e o f a  societ y fro m on e 
generation t o th e next , an d religio n i s an important componen t o f cul -
ture. Fro m anothe r viewpoin t th e churc h play s a  key rol e particularl y 
in religious an d mora l education . 

Within th e Ministr y o f Educatio n &  Culture , th e budge t an d th e 
number o f personnel ar e heavily weighted in favour o f education. Onl y 
five staff ou t o f 16 1 at the Ministry' s headquarter s work in the Cultura l 
section. A  Parliamentary Secretary (Junior Minister) deals with Culture 
and Ecclesiastica l Affairs , whil e a  Minister deal s with Education . Th e 
National Cultura l Foundation , a  statutor y bod y with approximatel y 4 5 
staff, als o ha s responsibilit y fo r cultura l matters . 
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2. Formal Organisatio n o f the Ministry o f Education &  Culture 

(a) Organisation  Chart 

Figure 6.1 shows the organisation char t o f the Ministry of Education & 
Culture. Th e Ministry has five main Divisions , responsible fo r Schools , 
Planning & Development, Personne l Management &  Services, Finance, 
and Culture . Th e Financ e an d Cultur e Division s repor t directl y t o th e 
Permanent Secretar y (PS) . Th e Personne l Managemen t &  Service s 
Division an d th e Plannin g &  Developmen t Divisio n repor t t o th e 
Permanent Secretar y throug h th e Deput y Permanen t Secretary . Th e 
Planning &  Development Divisio n als o report s t o the Chie f Educatio n 
Officer (CEO) , whil e th e School s Divisio n report s solel y t o th e CEO . 

At th e tim e o f th e introductio n o f Ministeria l government , th e 
structure o f th e Ministr y wa s reforme d s o tha t technical/professiona l 
officers woul d work side by side with administrative officers . Th e CE O 
is the Chie f Technica l Advise r t o the Minister , an d th e P S is the Chie f 
Administrative Officer , Financ e Office r an d Hea d o f th e Ministry . 

The structur e ha s been reviewe d a t various times, the most recen t 
occasion bein g i n 198 5 when, amon g othe r changes , th e Examination s 
Section wa s given administrativ e support . Thi s has permitted th e tech -
nical staf f ther e t o d o mor e professiona l work . 

Despite periodi c reviews , th e structur e seem s t o encourag e th e 
tendency t o 'pas s matter s upwards' . Thi s result s i n particula r bottle -
necks a t th e level s o f CE O an d PS . 

(b) Centralisation/Decentralisation 

The islan d i s perhap s to o smal l t o nee d separat e provincia l o r distric t 
governments wit h attendan t educatio n personnel . Distric t Educatio n 
Officers d o exist , but the y are al l appointed b y the Public Service Com -
mission an d operat e fro m Ministr y Headquarters . 

However, some of the responsibilities of the central administratio n 
have been devolve d t o the Boards of Management o f secondary school s 
and tertiary institutions . A  similar devolutio n has been propose d t o th e 
School Committee s o f primar y schools . Th e devolve d power s ar e i n 
such spheres as budgeting and finance, permissio n to use buildings, etc.. 
Advantages o f devolutio n includ e speedin g u p o f actio n an d reductio n 
of strain on the central administration. Disadvantages relate to problems 
of informatio n flow , an d o f supervisio n an d control . 
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(c) Specialisation/Generalisation 

District Education Officers, who have broad administrative responsibility 
for school s i n thei r areas , ten d t o b e generalists . Othe r Educatio n 
Officers operat e a s specialists , e.g . in science , mathematics , languag e 
arts, technica l studies , ar t &  craft , hom e economics , an d guidance & 
counselling. A s each specialisation has only one officer (excep t science , 
which has two), there is usually great overload. Officer s i n the Buildings 
and th e Accounts Section s als o operat e a s specialists. 

Some subject area s are on the official schoo l curriculum and there-
fore require supervision and evaluation by Ministry staff. Thes e subject s 
include music , religiou s &  mora l education , busines s studies , physica l 
education, and computer studies. However , the Ministry has insufficient 
specialist staff . A  proposa l i s being prepare d t o address thi s problem . 
Meanwhile the Education Office r (Ar t & Craft) assist s with music , and 
two officers (on e a District Education Officer an d the other a specialist) 
assist wit h physica l education . 

Problems may also occur when officers tr y to double as inspectors 
and specialis t advisers . Thes e two functions d o not always coexis t very 
happily because on e has a censoring an d the other ha s a support role . 

(d) Work  not Undertaken 

Because o f manpower an d other constraints , the Ministry has not been 
able t o undertak e al l th e wor k i t woul d hav e like d to . Gradually , 
however, plan s ar e being develope d for : 

- computerisatio n of aspects of ministry work, including personnel 
records, the Textbook Loan Scheme, finances, and examination 
statistics; 

- a  well-staffed an d equipped plannin g unit ; 
- a  well-staffed an d equipped Testin g &  Evaluation Unit ; and 
- a  well-staffed an d equipped School Welfare Departmen t whic h 

would brin g togethe r Schoo l Attendanc e Officers , Guidanc e 
Counsellors an d Psychologists . 

3. Ministry Personne l 

(a) Numbers 

In 1989 , 161 persons wer e employe d i n the Centra l Administratio n o f 
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the Ministry o f Education &  Culture . Althoug h th e workload o f man y 
officers i s excessive , th e rati o o f staf f t o populatio n and/o r schoo l 
enrolments is more favourable tha n in many other developing countries . 

Table 6. 1 show s th e breakdow n o f staf f i n 1989 . Th e adminis -
trators outnumbered th e technical/professional staf f b y almost three t o 
one. 

Table 6.1:  Staff of  the  Ministry of Education &  Culture, Barbados, 

Administrative 

Permanent Secretar y 
Deputy Permanen t Secretar y 
Senior Admin . Office r 
Finance Office r 
Administrative Office r I 
Senior Personne l Office r 
Senior Executiv e Office r 
Senior Accountan t 
Administrative Office r I I 
Personnel Office r 
Assistant Personne l Office r 
Economist 
Accountant 
Assistant Accountan t 
Executive Office r 
Senior Cler k 
Clerical Office r 
Executive Secretary/Secretar y 
Stenographer/Typist 
Clerk/Typist 
Telephone Operato r 
Driver/Messenger 
Messengers 
Machine Superviso r 
Equipment Operato r 
Statistical Assistan t 

TOTAL 

1 
1 
2 
1 
5 
1 
1 
1 
8 
2 
1 
1 
1 
4 
3 
5 

47 
3 

12 
12 
2 
1 
2 
1 
1 
1 

120 

Technical/Professional 

Chief Educatio n Office r 
Deputy Chie f Educatio n Office r 
Senior Educatio n Office r 
Education Office r 
Buildings Office r 
Psychologist 
Senior Draughtsma n 
Draughtsman 
Buildings &  Maintenanc e 

Supervisor 
Senior Schoo l Attendanc e 

Officer 
School Attendanc e Office r 

TOTAL 

1989 

1 
2 
6 

20 
1 
1 
1 
2 

3 

1 
3 

41 

(b) Expertise 

The problem o f having to recruit fro m a  small pool, which is aggravated 
by th e 'brai n drain' , i s a  rea l on e fo r Barbados . However , successiv e 
governments have adopted a  policy of recruiting Barbadian national s as 
first choice , national s o f othe r Commonwealt h Caribbea n countrie s a s 
second choice , an d national s o f othe r countrie s onl y a s a  las t resort . 
Posts are commonly advertised oversea s as well as locally, in an attemp t 
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to attrac t Barbadia n national s home . T o make condition s more attrac -
tive, contracts ofte n includ e gratuitie s an d passages fo r th e officer s an d 
their families . However , the policy is sometimes criticised by those who 
have laboure d locall y onl y t o se e Barbadia n national s retur n fro m 
abroad t o fill  covete d posts . Makin g a  Biblica l analogy,  th e local s 
sometimes shar e th e bitterness o f the brother o f the prodigal son . Bu t 
the alternative i s inbreeding, with resulting problems which ar e perhap s 
worse. 

Recruitment t o the Public Service is the responsibility of the Public 
Service Commissio n (PSC) , membershi p o f whic h include s politicall y 
neutral person s o f hig h integrity . Post s ar e advertise d publicly , an d 
following submission s o f application s th e PS C conduct s in-dept h inter -
views using agreed criteri a and procedures . Th e PSC is usually assisted 
by a  Ministr y representativ e whe n appointin g t o Ministr y posts . 

(c) Job Definition  and  Appraisal 

The Ministr y ha s develope d a n operationa l manua l whic h provide s 
details o n specifi c jobs , an d whic h i s use d fo r jo b definitio n an d 
appraisal. Th e manua l i s very usefu l fo r bot h trainin g an d evaluation . 
It ha s greatly helpe d improv e efficiency . 

In th e cas e o f ne w posts , job definitio n an d appraisa l o f perfor -
mance depend s strongl y o n th e course s charte d b y the officer s holdin g 
the posts . Thi s i s because ther e ar e n o example s t o follow . Th e cas e 
of th e psychologis t i n the Ministr y may  be cited a s a  rea l example . N o 
other officer s i n the Ministry had the specialist qualifications t o evaluate 
the wor k o f th e psychologist . I n suc h instance s expertis e fro m outsid e 
the Ministry or the country can be called upon, though i n this particula r 
case i t was not . 

(d) Professional  Development 

Generally speaking , th e post-secondar y educatio n o f technica l officer s 
in th e Ministr y relate s mor e t o thei r function s a s teacher s an d schoo l 
administrators tha n a s Ministr y staff . Mos t technica l officer s hav e 
completed a  two-yea r cours e a t th e loca l teacher-trainin g college , 
followed b y a  three-yea r first  degre e i n Art s &  Genera l Studie s o r 
Science/Mathematics a t the University of the West Indie s (UWI) . Th e 
majority hav e pursued thei r studie s at the local Cave Hill campus of the 
UWI. Others have completed a  first degree followed by a UWI Diplom a 
in Education . Man y hol d Masters ' degrees , an d tw o ar e currentl y o n 
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leave i n the US A an d Canad a fo r Ph.D . studies . A n additiona l office r 
is registered o n th e doctora l programm e a t Cav e Hill , an d a  fourt h i s 
due t o go abroa d soon . 

Few educatio n an d trainin g programme s specificall y addres s th e 
needs o f Ministr y staff . A s i n th e cas e o f a  goo d teache r becomin g 
Head o f Department, o r a good Head of Department becoming Deput y 
Headteacher, officer s ar e mor e commonl y recruite d o n th e basi s o f 
their las t posts than o n their preparatio n fo r ne w posts. Mos t Ministr y 
officers ar e recruite d fro m th e schoo l system . 

A partia l exceptio n t o th e comment s o n th e lac k o f specifi c 
relevance o f trainin g i s th e UW I one-year , in-servic e Certificat e i n 
Educational Managemen t &  Administration course . Thi s programm e 
does address some specific needs , though even it caters more for schoo l 
managers an d administrator s tha n fo r ministr y ones . 

Implied i n th e foregoin g ar e som e possibl e strategie s fo r makin g 
training an d staf f developmen t mor e relevant . Precise , comprehensiv e 
training need s shoul d b e identifie d an d pu t i n writin g bot h b y th e 
officers themselve s an d b y thei r immediat e an d othe r supervisors . A 
training profil e fo r eac h staf f membe r shoul d als o be developed , pu t i n 
writing and systematically monitored, bearing in mind the overal l needs 
of th e Ministry , th e educatio n syste m an d th e country . 

Tailor-made, in-servic e trainin g programme s coul d b e develope d 
and mounte d locall y to mee t thes e needs . Som e regiona l an d oversea s 
training woul d hel p wide n th e perspectiv e o f th e officers . Externa l 
consultants coul d als o assis t wit h thi s task . 

(e) The  Hierarchy 

The administrative pyramid in the Ministry is rather flat . However , with 
nine senio r post s availabl e t o 2 0 educatio n officers , promotiona l op -
portunities a t leas t fo r technical/professiona l personne l ar e no t to o 
remote. 

Promotion o f Ministr y staf f i s principall y base d o n merit , bu t 
generalists wh o have administrativ e an d othe r experienc e i n more tha n 
one section/role tend to have the edge. Wher e specialists are promote d 
to senior an d essentially administrative posts , they have to give up thei r 
specialist function s e.g . i n science , mathematic s o r languag e arts . 
Creation o f posts fo r Senio r Specialis t Officer s a t th e same salar y leve l 
as othe r senio r (mainl y administrative ) post s coul d hel p avoi d this , 
though i t would obviousl y hav e financia l an d othe r implications . 



Ministries of  Education in  Small States  11 5 

(f) Work  for External  Bodies 

Many officers , particularl y technica l staff , si t o n th e board s an d 
committees of other ministries and of statutory bodies. The psychologist , 
for example , sit s o n th e polic e Committe e o f th e Juvenil e Liaiso n 
Scheme an d o n the Ministry of Health Committe e o n Dru g Abuse an d 
Committee o n AIDS. 

Membership o f thes e committee s provide s usefu l contact s wit h 
other ministries and agencies, and encourages cross-fertilisation o f ideas. 
The persona l contact s als o hel p cu t re d tape , an d spee d u p inter -
Ministry/agency action . However , meetings often tak e too much of the 
officers' time , whic h i s als o neede d fo r importan t task s i n th e 'home ' 
Ministry. 

4. International Linkage s 

(a) Aid 

Mainly because of its comparatively high per capita income and standard 
of living , Barbado s doe s no t qualif y fo r a s muc h ai d a s som e othe r 
developing countries. Loan s from th e World Bank an d Inter-America n 
Development Ban k ar e mor e common . Bu t a s wit h aid , thes e loan s 
bring the problems of 'strings' and of the sometimes not-so-well-hidde n 
agendas o f th e agencies . Th e agencies ' agenda s d o no t alway s matc h 
the officia l agenda s o f th e countrie s bein g offere d 'assistance' . 

Sometimes dono r o r lendin g agencie s insis t tha t countrie s d o th e 
opposite o f wha t obtain s i n thei r ow n countries . Fo r instanc e i n on e 
project, librarie s i n primar y school s an d assembl y hall s i n secondar y 
schools wer e rule d ou t b y th e lendin g agenc y despit e objections . O n 
the other hand, the idea of 'floating classes ' was promoted by the agency 
in the interest s o f maximum utilisatio n o f space , despite th e disruptio n 
and other problems caused when floating classe s have to return indoor s 
because o f heav y rain . 

Many agencie s als o buil d int o thei r programme s th e us e o f 
consultants an d equipmen t fro m develope d countries . Thes e ea t u p 
project funds , whic h ofte n coul d b e bette r utilise d i n othe r areas . 

Part o f the solution mus t be fo r countrie s t o have clearly thought -
out plans and programmes before assistance is sought. In turn Ministries 
need trainin g an d developmen t o f thei r ow n people , an d the y shoul d 
insist tha t a t leas t som e consultant s ar e loca l o r regional . 
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(b) Regional Organisations 

The mai n regiona l organisation s importan t t o the work o f the Ministr y 
are th e University o f th e West Indie s (UWI) , the Caribbea n Examina -
tions Counci l (CXC) , an d th e Caribbea n Communit y (CARICOM) . 

The UW I ha s campuse s i n Jamaica , Trinida d an d Barbados . I t 
provides educatio n a t undergraduat e an d graduat e level s fo r Ministr y 
employees bot h i n centra l administratio n an d i n th e school s an d 
colleges. Th e Faculty of Education a t Cave Hill , in particular, provide s 
programmes which meet Ministry needs very effectively. Th e In-service 
Diploma i n Educatio n programm e i s totall y funde d b y th e Barbado s 
government, an d th e Directo r an d staf f maintai n a  clos e an d cordia l 
relationship wit h th e Ministry . 

The CXC was established by 14 Caribbean governments in 1972 to 
organise regional examinations at the secondary level. It has successfull y 
undertaken thi s assignment, and has also done much work in curriculum 
development an d teache r training . Th e CX C ha s involve d classroo m 
teachers i n th e settin g o f paper s an d markin g o f scripts , an d ha s 
organised workshop s an d seminars . 

CARICOM provide s a  regional foru m fo r educatio n personne l t o 
discuss commo n problem s an d t o see k workabl e solutions . A  curren t 
case i s it s wor k i n technical-vocationa l education . Survey s hav e bee n 
made o f institution s i n th e region , an d a  draf t actio n pla n ha s bee n 
drawn up . Also , meetings hav e been organise d fo r relevan t officer s t o 
amend th e documen t befor e final  production . 

These regional bodies provide a forum fo r discussio n by education 
personnel acros s th e region , thu s assistin g cross-fertilisatio n o f ideas . 
The bodies also provide direct o r indirect training in key areas, and help 
develop a  regiona l identity . 

However, th e regiona l bodie s als o hav e problemati c features . 
Because proposal s hav e to be endorsed , ofte n individually , by the many 
territories involved , th e wor k o f th e bodie s i s ofte n slow . A  cas e i n 
point concern s th e lega l statu s o f th e CXC . Prope r legislatio n i s no t 
yet i n plac e i n mos t territorie s despit e th e fac t tha t th e CX C wa s 
established i n 1972 . Also , the necessit y t o tak e int o consideratio n th e 
needs of the whole region sometimes precludes or retards action o n the 
pressing need s o f individua l countries . Fo r instance , th e CX C ha s no t 
yet develope d syllabuse s o r examination s i n religiou s education , partl y 
because of sensitivity caused by the large number o f religious denomina -
tions i n th e region . 

Responsibility fo r dealin g with operationa l matter s relatin g t o th e 
three regiona l bodie s i s sprea d thoug h thre e section s o f th e Ministry . 
The Tertiar y Educatio n Uni t deal s wit h th e UWI ; th e Examinations , 
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Administration &  Supervision Uni t deal s with th e CXC ; an d th e Plan -
ning &  Researc h Uni t deal s wit h CARICOM . Considerabl e tim e i s 
spent i n dealin g wit h th e regiona l bodies , but particularl y i n th e case s 
of the UWI an d CX C this i s considered a n integra l par t o f the work o f 
the respective units . CARICO M matters , however, hav e to be handle d 
by a  very smal l sectio n alon g with othe r non-educationa l regiona l an d 
international bodies . 

(c) Visitors 

External visitor s t o th e Ministr y recentl y include d a  Britis h Counci l 
team. Th e Britis h Counci l hold s a  contrac t wit h th e governmen t fo r 
administration o f the Human Resource s Developmen t componen t o f a 
major educatio n an d training project. Th e team o f four spen t nine days 
preparing a  mid-term revie w of th e project , collectin g feedbac k o n th e 
training and consultancy provision, and planning the remaining technical 
assistance inputs . Th e tea m achieve d it s objectiv e throug h interview s 
and meeting s wit h relevan t people , visitin g institution s an d writin g a 
draft repor t whic h was discussed an d agree d t o i n principl e befor e th e 
team's departure . 

This typ e o f procedur e ca n permi t th e Ministr y t o gai n objectiv e 
analysis an d independen t advice . Suc h visitor s als o hel p th e Ministr y 
to overcom e tim e constraints . Th e Ministry may have officers wit h th e 
necessary expertise , but suc h personne l ofte n lac k sufficien t tim e to d o 
the wor k undertake n b y the visitors . I n addition , forma l an d informa l 
discussions wit h visitor s provid e th e intellectua l stimulu s tha t i s ofte n 
lacking i n smal l countries . Discussion s abou t development s o r ap -
proaches i n othe r countrie s hel p t o wide n perspectives . Th e visitor s 
may als o provid e usefu l persona l an d professiona l contacts . 

Generally, th e Ministr y relie s mor e heavil y o n adviser s fro m th e 
UWI tha n o n personne l fro m outsid e th e region . Whe n launchin g a 
new Guidance & Counselling programme in the secondary schools, how-
ever, th e Ministr y dre w o n th e expertis e o f a  professo r fro m th e 
University o f Sout h Carolina , USA . 

Comments mad e abov e abou t ai d als o appl y here . Th e Ministr y 
must hav e clear , written plan s an d proposals , and mus t see k assistanc e 
with specific , clearl y identifie d problem s an d programmes . Also , close 
monitoring an d evaluation mus t tak e place to ensure that th e objective s 
are achieved . 
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(d) Management  of  Information 

Requests fo r informatio n ofte n tak e th e for m o f questionnaire s an d 
surveys fro m regiona l an d internationa l bodies . Th e request s mak e 
heavy demand s o n th e tim e an d energ y o f staf f wh o ar e alread y over -
worked. Thes e problems ar e made mor e acut e by the fac t tha t desire d 
information i s not alway s available i n the Ministr y i n a  form whic h fits 
readily into the desired formats . Sometime s th e information requeste d 
is not a  priority of the Ministry, and may not have been collecte d a t all . 
Statistics o n specia l educationa l provisio n fo r female s provid e a n 
example. I n Barbados co-educatio n i s the norm, and such statistics ar e 
not usuall y collected . 

The externa l organisations also supply information i n the shape of 
reports an d books . Muc h o f thi s documentatio n i s voluminou s an d 
complicated. Officer s wh o mak e tim e t o dea l wit h i t ofte n hav e n o 
remaining tim e t o dea l with th e prioritie s o f the Ministry . 

A mov e toward s internationall y accepte d an d simplifie d an d 
shortened format s fo r questionnaire s woul d reduc e thes e problems . 
Also, ideall y relevan t section s o f report s shoul d b e draw n t o th e 
attention o f officer s whos e area s o f responsibility , e.g . i n supervision , 
science o r technica l education , woul d stan d t o benefi t fro m th e 
information. Regrettably , pressure s t o dea l wit h dail y syste m main -
tenance mea n tha t ther e i s no t th e time , energ y o r inclinatio n t o rea d 
reports o f les s immediacy . I f a t all,  suc h report s usuall y hav e t o b e 
read afte r wor k o r a t weekends . 

(e) Absence of  Individuals 

Individual officer s carr y many responsibilities. Becaus e o f the shortag e 
of staff , thi s i s true a t junior a s wel l a s senio r levels . Difficultie s ma y 
arise whe n staf f ar e absent , an d especiall y whe n the y ar e abroa d an d 
thus les s easily consulted . 

Fortunately the PS has a deputy, and the CEO has two. Problem s 
are als o reduce d b y encouragin g tea m wor k an d goo d recor d systems . 
Senior professiona l staf f hol d structure d meeting s wit h agenda s an d 
minutes once a month. Th e agendas routinely include a one-page repor t 
from eac h sectio n outlinin g (i ) significan t matter s fro m th e previou s 
month, (ii ) curren t activitie s an d projects , an d (iii ) project s fo r th e 
following month . Thes e report s hel p t o kee p al l officer s informe d o f 
the wor k o f othe r sections . Senio r officer s usuall y mee t thei r ow n 
personnel soo n afte r thes e meeting s t o discus s relevan t matters . Ful l 
staff meeting s ar e als o held . 
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Systematic use of the official diar y is also encouraged. Officer s ar e 
urged t o mak e a n entr y i n th e diar y abou t eac h importan t event . I t i s 
stressed tha t th e diary is not to be take n away , but shoul d b e lef t a t th e 
desk relatin g t o th e particula r post . 

The emphasi s o n clea r record-keepin g extend s t o th e filin g an d 
minuting systems ; an d supervisor s ar e urge d t o ensur e tha t whe n the y 
or thos e the y supervis e ar e awa y fro m thei r desks , carefu l note s ar e 
made on matters to be followed up during the period of absence. Note s 
should b e pu t o n file,  an d shoul d indicat e relevan t file  references , 
deadlines, contac t persons , etc. . 

Sometimes, o f course , officer s hav e t o leav e suddenl y an d ar e 
unable t o provid e systemati c briefin g fo r th e officer s wh o wil l ac t i n 
their place . However , the authoritie s place great stres s on the need fo r 
briefing. Writte n notes become doubly necessary when officers wh o are 
being transferre d leav e thei r post s before thei r successor s arrive . 

5. The Culture o f the Ministr y 

(a) Interpersonal Relations 

The Ministr y i s indee d a  ver y persona l organisation , i n whic h ever y 
officer i s known by every other officer . I n som e cases staff ar e related . 
The estee m i n whic h individua l officer s ar e hel d i s o f considerabl e 
importance t o the da y to da y operation o f the organisation . A n office r 
who i s highl y regarde d an d popula r ofte n finds  i t easie r t o ge t thing s 
done. O n the other hand, unpopular officer s ma y encounter difficulties . 

Personal knowledg e als o help s t o short-circui t suspicio n an d 
distrust. Again , though, this depends on the image of individual people . 
It i s usefu l fo r th e senio r officer s t o identif y th e strength s an d weak -
nesses o f thei r subordinates . Fo r example , a n office r wh o i s active i n 
sports coul d b e a  usefu l resourc e whe n a  decisio n ha s t o b e take n i n 
this area . Systematicall y gettin g t o kno w each office r o n a  one-to-on e 
basis helps senior staf f t o maximise the advantages of a  small organisa -
tion. Thi s woul d b e impossibl e i n a  larg e ministry , bu t ca n b e easil y 
achieved in a small one. Th e autho r ha s already embarked o n this task 
with gratifying results . 

Nevertheless, th e Ministr y insist s tha t th e organisatio n i s bigge r 
than th e individua l officer . Sometime s i t i s necessar y t o approac h 
people formally , i n writing . 
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(b) Personal  Impact and  Decision-Making 

There i s much scop e fo r persona l impac t i n the Ministry . Indee d eve n 
the most junior office r i s encouraged t o submit ideas for discussio n an d 
decision. A  Socia l Clu b a t whic h al l officer s mee t an d mi x whil e 
discussing matter s relate d t o th e Ministr y als o help s promot e eas y 
relationships, self-confidenc e an d th e climat e necessar y fo r successfu l 
change. 

The obviou s danger s o f undesirabl e chang e ar e limite d throug h 
controls an d se t procedure s whic h ar e know n an d generall y followed . 
Proposals fo r chang e hav e t o b e submitte d throug h head s o f sections . 
Ideas whic h hav e polic y implication s hav e t o b e approve d b y th e 
Minister. I n som e case s a  decisio n o f Cabine t o r eve n Parliamen t i s 
required. 

Great emphasi s is put on arriving at decisions through a  process of 
discussion an d consensus . Althoug h th e Ministe r ha s th e mai n power , 
in practice he share s it , particularly with the senior staff . Th e Ministe r 
chairs an Educational Planning & Development Committee (EPADEC) , 
which discusse s polic y matters . Th e fac t tha t individual s mak e join t 
decisions also helps to ensure tha t information i s shared, an d facilitate s 
decision-making whe n som e staf f member s ar e awa y from office . 

The EPADEC i s a very important bod y o f which we in the Minis-
try ar e ver y proud . S o fa r a s we kno w i t i s not common , i f i t exist s a t 
all, i n othe r ministrie s i n Barbado s o r i n othe r Caribbea n countries . 
Membership o f th e EPADE C cover s th e senio r staf f o f al l section s o f 
the Ministry , includin g th e Parliamentar y Secretary , th e Permanen t 
Secretary an d th e Chie f Educatio n Officer . Writte n notices , minute s 
and agenda s ar e sen t b y the Secretar y o f th e Committe e i n goo d tim e 
before eac h meeting . Paper s relatin g t o policy-decision s ar e als o 
circulated i n advance. Suc h papers may be prepared b y any officer, bu t 
are mos t commonl y prepare d b y professional/technical personnel . 

The papers are meaningfully discussed , and usually the opinions of 
all thos e presen t ar e activel y solicite d b y th e Chairma n (Minister) . 
Sometimes th e Chairman' s view s ar e attacked , an d h e concede s whe n 
the opposin g argument s ar e stronger . I n th e en d a  consensu s i s 
reached. Th e decision s o f the meetin g ar e carefull y minuted , an d the y 
then fro m th e basis for a  Cabinet pape r a t which leve l a  policy decisio n 
is taken . Successiv e Minister s hav e use d th e EPADE C i n thi s highl y 
democratic, creativ e an d matur e way . 

Decisions o f lesser weigh t ar e usually taken afte r discussio n a t th e 
section level. Sometime s the Permanent Secretary and the Chief Educa -
tion Office r discus s matter s i n orde r t o reac h a  decision . Sometime s 
these tw o and th e Ministe r knoc k head s t o decide. Genuin e discussio n 
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takes place . However , on e persisten t an d comple x proble m relate s t o 
decisions abou t essentiall y professiona l matter s contrar y t o th e advic e 
of th e technica l staf f afte r in-dept h discussio n b y them . 

(c) Flow of  Information 

Despite the small size of the Ministry , information doe s not always flow 
well. Senio r staf f ar e usually well informed b y reading al l the incomin g 
mail an d th e 'floa t files'  whic h contai n a  cop y o f eac h ite m o f cor -
respondence issue d b y th e Ministry . (Thi s syste m als o ha s it s draw -
backs!) 

One proble m arise s when senio r staf f d o no t pas s o n informatio n 
to thei r section s i n good tim e o r a t all,  due usuall y to pressure o f time . 
Moreover, frequen t meeting s an d othe r commitment s ofte n tak e awa y 
officers withou t deputie s fro m thei r desks , an d files  sometime s ge t 
'stuck'. Suggeste d solution s includ e procedure s fo r movin g thes e files 
in suc h situations , an d seriou s reorganisatio n o f staffin g whic h woul d 
see senio r staf f havin g assistanc e a t th e leve l whic h woul d permi t 
information t o flo w whe n officer s ar e otherwis e engaged . 

Problems o f informatio n flo w may  b e exemplifie d b y th e recen t 
case o f plannin g i n anothe r ministr y fo r a  historica l pagean t involvin g 
schools. Th e publi c was informe d befor e th e Ministr y o f Educatio n & 
Culture abou t certai n importan t matters . I t wa s assume d tha t th e 
Ministry o f Educatio n &  Cultur e ha d bee n informe d becaus e a  repre -
sentative ha d attende d th e planning meetings , but i n fac t th e individua l 
had faile d t o pas s o n information . 

6. Conclusion s 

Implied i n th e foregoin g i s the nee d fo r in-depth , systemati c revie w of 
the organisation an d management o f the ministry with a  view to making 
it mor e readil y responsiv e t o th e presen t need s o f a  smal l developin g 
country no w politicall y independent . Thi s i s on e are a i n whic h con -
sultants fro m outsid e th e countr y coul d pla y a  ke y role . The y coul d 
bring a  freshness o f approac h an d objectivit y t o thei r tasks , and shoul d 
have n o particula r ax e to grind . 

Meanwhile, thi s chapte r ha s highlighte d bot h th e constraint s o f 
small siz e an d th e exten t t o whic h th e ministr y doe s nevertheles s 
succeed i n meetin g a  wid e rang e o f needs . O n th e negativ e side , th e 
ministry ha s no t ye t manage d t o creat e a  wel l staffe d an d equippe d 
planning uni t o r a  schoo l welfare departmen t t o brin g togethe r schoo l 
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attendance officers , guidanc e counsellor s and psychologists. Ye t o n th e 
positive side , th e ministr y doe s hav e specialis t officer s i n th e mai n 
curriculum subjects . I t als o ha s a  specia l textboo k loa n unit , a n 
examinations unit , an d specialist s i n infan t methods . 

At th e post-secondar y level , Barbado s benefit s fro m hostin g a 
regional campu s o f th e Universit y o f th e Wes t Indies . Thi s campu s 
includes a  Facult y o f Education , th e staf f o f whic h pla y a  valuabl e 
consultancy role in addition to thei r basic training functions. Barbado s 
is als o a n activ e membe r o f th e Caribbea n Examination s Counci l an d 
the Caribbea n Community . 

Like many other smal l organisations, the ministry does suffer fro m 
a rathe r flat  administrativ e pyramid . Also , the authoritie s ar e anxiou s 
to avoi d stagnatio n an d in-breeding , an d advertis e al l majo r post s 
abroad a s wel l a s a t hom e i n orde r t o attrac t application s fro m 
Barbadians overseas . Nevertheless , promotiona l opportunities , a t leas t 
for th e technical/professiona l personnel , ar e no t to o remote . 

Finally, th e chapte r ha s commente d o n interpersona l relation s 
within th e smal l organisation . O f cours e th e highl y personalise d 
atmosphere ma y sometimes creat e problems . However , ther e i s much 
scope fo r individua l impact , an d persona l knowledg e help s t o short -
circuit suspicio n an d distrust . 
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