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Population (1987):  142,000 
Population Growth  Rate (1980-87):  23% per  annum 
Land Area:  616  square kilometres 
Capital: Castries 
GDP per Capita  (1987):  US$1,160 
Year of Independence: 1979 
Primary School Enrolment  Rate  (1990):  100% 
Human Development  Index  (1987):  0.789 

The islan d o f St . Luci a i s 43 kilometres lon g an d 2 2 kilometre s wide . 
It ha s a  mountainou s terrai n wit h intervenin g valleys . I n th e pre -
colonial perio d th e islan d wa s inhabite d b y Carib s an d Arawaks , tw o 
tribes o f Amerindians aki n t o thos e o f mainlan d Sout h America. Th e 
warlike Carib s eventuall y supplante d th e mor e gentl e Arawaks . Th e 
arrival of Europeans in the 15th century resulted in aggressive exchanges 
with th e Caribs , who were virtually eliminated . 

The earl y coloniser s wer e Englis h an d French , wh o fough t man y 
battles fo r wha t wa s perceive d a s a  perfec t fortres s fro m whic h t o 
maintain regiona l control . Th e islan d change d hand s betwee n thes e 
two nation s 1 4 times. Eac h time , th e colonia l powe r lef t it s stam p i n 
the for m o f plac e names , religion , styl e o f government , syste m o f 
education, an d genera l culture . 

St. Lucia was finally ceded t o the British by the Treaty o f Paris i n 
1814. Fro m 183 8 th e islan d wa s governe d a s par t o f th e Windwar d 
Islands, wit h th e earl y governor s residin g i n Barbado s an d thei r 
successors i n Grenada . I n 196 7 St . Luci a gaine d ful l interna l self -
government, becomin g a  stat e i n voluntary associatio n with the Unite d 
Kingdom. Th e countr y gained ful l independenc e i n 1979 . 

The early colonial economy depended on sugar cane plantations in 
which African slav e labour provide d the bulk of the workforce. Slaver y 
was abolishe d i n th e 1830s , but t o mee t th e continue d nee d fo r chea p 
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labour Eas t Indian s wer e brought t o th e islan d a s indentured servants . 
Although today' s populatio n i s predominantl y black , thes e historica l 
forces hav e create d a  ric h racia l an d cultura l heritage . 

The economy is primarily dependent on agriculture, manufacturing , 
construction an d tourism. Th e rate of economic growth improved fro m 
-0.8 pe r cen t i n 198 0 t o 6. 8 pe r cen t i n 1988 . I n recen t year s th e 
Ministry o f Education &  Cultur e ha s been allocate d abou t 2 3 per cen t 
of th e recurren t budge t an d abou t 8  pe r cen t o f th e capita l budget . 
Education consume s abou t 8  pe r cen t o f GDP , whic h i s a  highe r pro -
portion tha n tha t i n mos t comparabl e countries . 

1. The Structure o f Governmen t 

St. Luci a i s a  monarchy , heade d b y th e Britis h sovereig n wh o i s 
represented locall y by a Governo r General . Th e governmen t operate s 
according t o th e Westminste r model , with a  House o f Assembly an d a 
Senate. 

The Hea d o f Governmen t i s th e Prim e Minister , wh o ha s th e 
authority t o choos e a  Cabine t o f Ministers , usuall y fro m electe d 
government representatives. Eac h Minister normally has responsibilities 
to Parliamen t fo r th e operation s o f a  particula r Ministry . Ministeria l 
portfolios ar e assigne d b y th e Governo r Genera l o n th e advic e o f th e 
Prime Minister , an d ar e subjec t t o chang e fro m tim e t o time . 

It i s difficult t o indicate what consideration s determin e th e natur e 
and numbe r o f Ministrie s whic h exis t a t a  particula r time . Suc h con -
siderations, however , usually include the need t o provide a full rang e of 
government services , financia l constraints , th e availabilit y o f suitabl y 
qualified electe d representative s to serve as Ministers, and the persona l 
preferences o f those involved. In 1989 the government had the followin g 
Ministries: 

1. Prim e Minister , Cabinet , Hom e Affairs , 
2. Lega l Affairs , 
3. Finance , Statistic s &  Negotiating , 
4. Trade , Industr y &  Touris m 
5. Foreig n Affair s 
6. Educatio n &  Cultur e 
7. Health , Housin g &  Labou r 
8. Youth , Communit y Development , Socia l Affairs &  Spor t 
9. Communications , Work s &  Transport , 
10. Agriculture , Lands , Fisherie s &  Cooperatives , an d 
11. Planning , Personnel , Establishmen t &  Training . 
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Recent year s hav e brough t som e re-arrangement s i n portfolios . 
Education use d t o b e administere d jointl y wit h Health , bu t wa s spli t 
from i t in th e mid-1970s . The n i n 198 0 the Ministr y o f Education wa s 
aggregated with cultura l affair s t o become the Ministry of Education & 
Culture. 

2. The Education Syste m 

(a) Structure  and Priorities 

St. Lucia' s educatio n syste m i s essentiall y base d o n Britis h patterns . 
However, opportunitie s a t th e primar y an d secondar y level s wer e ex -
panded largely through a French-based order of Roman Catholic priests, 
and feature s fro m Nort h Americ a hav e als o foun d thei r wa y int o th e 
education system . Th e establishmen t o f certai n regiona l bodies , 
particularly the Caribbean Examinations Council (CXC) and the Univer-
sity of the West Indie s (UWI) , has fuelled a  quest fo r greate r relevanc e 
in national education systems ; and St. Lucia, like some other Caribbea n 
countries, is making a fervent effor t toward s indigenisation o f the school 
curriculum. 

School attendance i s compulsory between th e age s o f 5 and 15 . I n 
the pre-compulsory stage, 125 pre-schools cater for abou t 5,400 children 
aged thre e t o five.  A t th e primar y leve l 8 3 government an d assiste d 
primary school s cate r fo r abou t 36,60 0 pupils, and a  further 40 0 pupil s 
attend fou r privat e primar y schools . 

Secondary schools are classified a s junior secondary , senior second -
ary and comprehensive . Th e junior secondar y school s limi t instructio n 
to th e first  thre e forms , an d cate r fo r childre n age d 1 2 t o 15 . Th e 
senior secondar y school s provid e grammar-typ e educatio n i n Form s 1 
to 5 . Comprehensiv e school s als o spa n Form s 1  to 5 , bu t pa y muc h 
attention t o technical and vocationa l education . I n 1988/8 9 there wer e 
12 government an d assiste d secondar y school s (includin g thre e junio r 
secondary schools) with 6,400 students. Anothe r 1,080 students attended 
the tw o private secondar y schools . 

In th e post-compulsor y stage , enrolmen t rate s ar e relativel y low . 
This constitute s th e mos t pressin g proble m face d b y th e Ministr y o f 
Education &  Culture . Onl y abou t 3 0 pe r cen t o f th e ag e grou p i s 
admitted t o Form 4 . Thi s shortcoming is now being addressed throug h 
expansion of existing institutions, upgrading of junior secondary schools, 
conversion of primary school buildings, and construction of new schools. 
The Ministry's two other priorities in the education sector are improving 
relevance i n educatio n throug h greate r incorporatio n o f technical / 
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vocational educatio n a t al l levels , and reducin g th e shortag e o f traine d 
teachers. 

(b) Policies and  Plans 

The officia l Polic y Statement fo r th e years 1987-9 2 sets the overal l goal 
of broadenin g opportunitie s an d modernisin g education . Thi s wil l b e 
achieved through both formal an d nonformal education . Som e specifi c 
aspects o f the policy are worth emphasising because they have implica-
tions for th e organisatio n o f the Ministry o f Education &  Culture. Fo r 
example th e extensiv e programm e o f schoo l constructio n ha s alread y 
required th e Ministry to open a  small Building Maintenance Unit . Th e 
Ministry als o hope s t o expan d it s pre-schoo l uni t an d t o establis h a 
training centr e fo r pre-schoo l operator s an d thei r staffs ; an d plan s t o 
increase th e emphasi s o n technical/vocationa l educatio n wil l hav e 
implications fo r th e curriculu m unit , whic h wil l hav e t o prepar e ne w 
syllabuses an d curricula . 

The polic y document als o recognises need s in higher education . I t 
notes that developmen t i n this technological era depends on the availa -
bility o f traine d technicians , middl e manager s an d qualifie d profes -
sionals. I n orde r t o mee t thes e need s th e governmen t ha s establishe d 
the Si r Arthu r Lewi s Communit y College , which wil l pave th e wa y fo r 
first-year an d eventuall y fo r ful l universit y degre e programmes . Th e 
College is scheduled for significan t expansio n during the next few years. 

New initiative s als o hav e implication s fo r textboo k production . I f 
children are to be properly moulded and sensitive to social issues related 
to national identity and development, the government must have control 
of th e curriculu m an d textbook s use d i n schools . Accordingl y th e 
Ministry wil l continu e t o suppor t th e Curriculu m an d Material s 
Development Uni t (CAMDU), which has spearheaded the development 
of teachin g material s an d textbooks . 

3. The Ministry of Education &  Culture 

(a) Organisation 

The organisation char t o f the Ministry of Education & Culture is shown 
in Figur e 10.1 . A t th e ape x ar e th e Ministe r an d th e Permanen t 
Secretary (PS) , with their suppor t staff . Th e Minister establishes policy. 
The PS is the administrative hea d o f the ministry , and i s responsible t o 
the Ministe r fo r th e administratio n o f policy . Belo w the Ministe r an d 
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the P S ar e th e Departmen t o f Education , th e Departmen t o f Culture , 
Library Services , and th e Unesc o Nationa l Commission . 

Figure 10.1: The Ministry of Education &  Culture, St. Lucia  (1991) 

Table 10. 1 shows that th e Departmen t o f Educatio n i s the larges t 
component. Indee d th e Ministr y i s commonl y referre d t o just a s th e 
Ministry o f Educatio n rathe r tha n b y it s ful l title . Th e Departmen t o f 
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Education i s headed b y the Chie f Educatio n Office r (CEO) . Position s 
exist fo r a  Deput y CE O an d tw o Senio r Educatio n Officer s (SEOs) , 
though a t th e tim e o f writin g thes e position s wer e vacant . Th e CE O 
oversees th e wor k o f si x Educatio n Officer s (EOs ) responsibl e fo r 
pre-schools, primary schools , secondar y schools , adul t education , plan -
ning and curriculum . Th e CE O als o supervises five District Educatio n 
Officers (DEOs ) an d u p t o 1 4 Specialist Supervisors . 

Table 10.1:  Components of  the Ministry of Education &  Culture, St.  Lucia 

Establishment Occupie d Recurren t Capita l 
Posts Post s Budge t (EC$ ) Budge t (EC$ ) 

Dec. 198 9 Dec . 198 9 1989/9 0 1989/9 0 

General Administratio n 4 7 3 8 3,580,45 0 0 
Department o f Educatio n 52 * 3 8 45,355,02 4 14,819,00 0 
Department o f Cultur e 9  7  580,53 5 2 0 
Library Services 3 6 2 9 431,23 9 265,00 0 
Unesco Nationa l Commissio n 5  2  93,33 9 0 

TOTAL 149 # 11 4 50,040,58 7 15,084,02 0 

* Thi s i s th e numbe r o f staf f employe d i n th e Ministr y headquarter s an d i n th e 
administration of the districts. I t excludes teachers. Teacher s and schools are, how-
ever, include d i n th e budge t estimates . 

# A n additiona l nin e staf f member s ar e attache d t o th e Ministr y o n wages . The y 
include th e handyman , tw o drivers , a  customs broke r and a  temporar y clerk . 

The Genera l Administratio n Branc h serve s al l departments . I t i s 
supervised by a Principal Assistant Secretary (PAS) on behalf o f the PS. 
Within thi s branc h ar e unit s fo r Statistic s &  Examinations , Personnel , 
Registry &  Correspondence , Accounts , an d Stores , Supplies &  Trans -
port. Th e Genera l Administration branc h ha s almost the same numbe r 
of officer s a s th e Departmen t o f Education . 

Within the Department o f Education, a separate unit is responsible 
for th e schoo l feedin g programme . Th e Worl d Foo d Programm e 
(WFP) o f th e Unite d Nation s ha s bee n providin g foo d ai d t o certai n 
target group s i n th e islan d sinc e abou t 1979 . On e grou p comprise s 
pregnant mothers , lactatin g mother s an d hospita l patients . Anothe r 
group comprises agricultura l workers ; a third group consists of children 
in day-care centres ; and a  fourth grou p are childre n age d five t o seven . 

An additiona l Schoo l Snac k Programm e wa s launche d i n 198 4 in 
three schools. A t that time, the WFP project was administered from th e 
Ministry o f Health , wit h a n inter-ministeria l coordinatin g committee . 



190 St. Lucia 

The programm e wa s late r expande d t o 5 0 schools , an d transferre d t o 
the Ministr y o f Education . I t i s no t usua l fo r suc h project s t o b e 
established specia l units . Rather , the y are normall y mad e t o fit  within 
established functiona l unit s s o tha t thei r activitie s ma y be streamline d 
within normal departmenta l operations . However , i n this case the siz e 
and longevit y o f th e projec t wer e considere d a  justificatio n fo r a 
separate unit . Th e uni t remain s a n example o f inter-ministry coopera -
tion, fo r i t continue s t o servic e need s i n healt h an d agricultur e a s wel l 
as education . 

The Departmen t o f Cultur e form s anothe r branch . Thi s reflect s 
its history , fo r whe n Cultur e wa s brough t int o th e ministr y i t wa s 
retained as a separate wing rather than being integrated into the existing 
organisation. Th e Departmen t o f Cultur e ha s onl y nin e officers , 
comprising a  Director, two Assistant Director s (thoug h these two posts 
were vacan t a t th e tim e o f writing) , fou r field  officers , on e secretary , 
and on e clerk-typist . 

The Librar y Service s branc h ha s recentl y bee n reorganise d an d 
expanded. The newly-appointed Director of Library Services coordinates 
the work of the Chief Librarian , the College Librarian, the Governmen t 
Documentalist, an d th e Governmen t Archivist . Th e Chie f Libraria n i s 
responsible fo r th e Centra l Librar y an d fo r distric t an d rura l libraries . 
The Governmen t Documentalis t take s charg e o f th e documentatio n 
centres i n the variou s Ministries , an d fo r convenienc e i s located i n th e 
Ministry o f Planning . 

The Unesc o Nationa l Commission , whic h wa s create d afte r St . 
Lucia joined Unesc o i n 1980 , has als o remaine d a  separat e unit . St . 
Lucia ha s take n it s Unesc o membershi p ver y seriously , an d ha s bot h 
contributed t o an d benefitted fro m a  number o f Unesco projects . Th e 
five posts in the National Commission compris e th e Secretary General , 
a secretary , a  documentalist-librarian , a n audio-visua l aid s technician , 
and an executive officer . A t th e time of writing, however, only the first 
two posts were filled. 

The shape and size of the National Commission partl y reflects th e 
views and backgroun d o f th e presen t Secretar y General . H e ha s bee n 
a senio r educator , a  membe r o f th e legislature , an d a  spokesma n o n 
many issues . I t wa s therefor e necessar y t o creat e a  structur e whic h 
would provid e jo b satisfactio n t o th e individual . Severa l adaptation s 
have bee n mad e t o ensur e tha t h e ca n exercis e som e authority . Fo r 
instance, the Unesco documentation centr e has become a  repository fo r 
the ministry' s librar y acquisitions . Secondly , the documentatio n centr e 
provides reprographi c an d audio-visua l facilitie s require d b y th e 
Communications Officer . Thirdly , th e Secretar y Genera l chair s th e 
Conference Organisin g Committee , an d i s th e ministry' s mai n liaiso n 



Ministries of Education in  Small States  19 1 

person i n matter s o f protocol . 
Although th e organisatio n char t seem s to imply that al l officers i n 

the belo w th e P S ar e equa l i n rank , thi s i s no t actuall y th e case . Th e 
CEO ha s a  highe r ran k tha n th e Principa l Assistan t Secretary , th e 
Director o f Cultur e an d th e Communication s Officer . I n turn , thes e 
officers ran k higher than the Director o f Library Services, who is senior 
to th e Unesc o Secretar y General . Th e leve l o f remuneratio n reflect s 
the siz e o f th e department s and , implicitly , th e officers ' workloads . 

A commen t i s needed o n th e Communication s Office r post , a s i t 
reflects th e ministry's effort s t o achieve flexibility and adaptability . Th e 
post i s substantiall y tha t o f a  Specialis t Superviso r i n th e Educatio n 
Department, an d i n fact th e office r wh o first  held th e pos t i n 198 3 was 
appointed a t that level . Followin g his transfer th e post remained vacan t 
for five years, and was filled only in 1991 . Becaus e of the previous high 
position hel d b y th e incumbent , th e overal l rol e o f th e office r i n 
communications wit h al l departments , hi s publi c relation s rol e a t th e 
policy level , an d th e potentia l o f hi s uni t fo r growth , direc t link s hav e 
been establishe d betwee n th e Communication s Uni t an d th e offic e o f 
the Permanen t Secretary . 

Finally, Table 10. 1 shows that a t the date to which the table refer s 
nearly a  quarter o f the establishmen t post s were vacant . Typically , th e 
establishment o f eac h uni t reflect s th e idea l conceive d b y the ministry . 
The idea l may no t b e realised , however , i n par t becaus e o f inadequat e 
funding and/o r inabilit y to recruit suitabl e people. T o some extent, th e 
difference betwee n the establishment an d the actual staffing reflect s th e 
constraints impose d b y small-state realities . 

(b) Centralisation/Decentralisation 

The countr y has traditionally been divide d into 10 parishes. Th e majo r 
divisions now ar e Castries , Vieux Fort, Soufrièr e an d Gro s Islet , whil e 
subsidiary ones are Micoud , Dennery , Laborie , Choiseul , Anse-la-Ray e 
and Canaries . 

In 198 5 th e governmen t decide d t o decentralis e operations , 
announcing tha t th e islan d woul d b e divide d int o eigh t regions . Eac h 
region would have a Regional Council , a broadly-based committe e with 
local an d centra l governmen t representatives . Implementatio n o f th e 
decentralisation pla n was assigne d t o th e Ministr y o f Home Affairs . 

Although implementatio n ha s bee n slow , a  majo r ste p wa s th e 
establishment i n Vieux Fort o f an office comple x to accommodate sub -
offices o f the various ministries , including the Ministry of Education & 
Culture. Th e Ministry has sought to adhere closely to the government's 
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decentralisation plan . However , th e proces s i s comple x an d stil l in -
complete. 

Prior t o the government' s announcemen t o f it s plan, th e Ministr y 
had three education districts . A s a result of the government's proposal s 
the offic e a t Vieu x For t wa s assimilate d withi n th e governmen t offic e 
building. Th e number o f DEOs has increased to five and will ultimately 
increase t o eight . Ministr y sub-offices ma y in the long term b e opene d 
in other Regions. There has been no parallel decentralisation o f cultural 
services. Th e Department o f Culture remains entirely in Castries, fro m 
which th e field  officer s mov e ou t a s necessary . 

The DEO s supervis e th e school s i n thei r districts , ensurin g 
adherence t o rule s an d regulations , an d assistin g principal s wit h 
day-to-day problems . The y tak e decision s relatin g t o clas s arrange -
ments, gran t 'tim e of f t o teachers , an d collec t statistica l data . The y 
also communicat e necessar y informatio n t o th e centra l administratio n 
in Castries . I n executing their responsibilitie s they may receive genera l 
advice and suggestion s from member s o f thei r Regiona l Councils . Th e 
DEOs ar e usuall y th e Ministr y representative s o n th e Councils . 

Nevertheless, major decision s ar e taken by the centra l Ministr y of 
Education. Th e DEO s hav e n o authorit y t o appoin t staf f t o thei r 
sub-offices a s all appointments to the Teaching Service are made by the 
Teaching Servic e Commissio n upo n th e recommendatio n o f th e P S 
Education &  Culture , an d mos t civi l servant s ar e appointe d b y th e 
Public Service Commission (PSC) , normally on the recommendation o f 
the P S Education &  Cultur e throug h th e P S Personnel . 

A sligh t disadvantag e o f decentralisation i s that awa y from centra l 
control th e region coul d possibl y ac t i n a  manner whic h i s not i n keep-
ing wit h centra l governmen t policy . I t i s als o possibl e that , i n case s 
where th e decentralise d syste m i s working , th e Head s o f Departmen t 
and chief administrator s ar e less likely to take a personal interes t i n the 
affairs o f th e regions , thus makin g the m mor e remote . 

However th e advantages o f decentralisation perhap s outweig h th e 
disadvantages. Th e main advantage is that the autonomy, albeit limited , 
enables decision s t o b e take n mor e quickly , thu s makin g th e syste m 
more effective . Secondly , i t reduce s th e burden s o f th e centra l 
administration sinc e certai n problem s ca n b e deal t wit h locally ; an d 
thirdly, i t promote s leadershi p a t th e loca l level . 

Finally, the Department o f Culture has been unable to decentralise 
because i t is too small. However , ways could be found t o meet som e of 
the objective s withi n th e existin g structure . Fo r example , deploymen t 
of a  Cultura l Office r fro m th e out-district s coul d b e enhance d b y 
allowing him t o take u p office i n a  region close r t o his place o f abode . 



Ministries of  Education in  Small States  19 3 

(c) Specialisation/Generalisation 

The Ministr y o f Educatio n &  Cultur e ha s ha d t o addres s problem s 
relating to emerging needs. These needs include coordination of matters 
such a s Annual Reports , schoo l transport , Independenc e Da y celebra -
tions, carnival celebrations , Windward Island s schoo l tournaments , an d 
activities t o generat e socia l responsibilit y an d discipline . 

These functiona l area s ar e slightl y problematic fo r thre e reasons . 
First, som e o f the m hav e no t bee n anticipated , an d therefor e hav e no t 
been allocate d t o specifi c incumbent s i n th e structure . Second , whil e 
seeming to be of an educational nature , some of these functions requir e 
inter-departmental coordinatio n withi n th e Ministry ; an d third , the y 
may requir e substantia l input s fro m othe r Ministrie s an d fro m th e 
community. 

Such case s usuall y requir e th e interventio n o f th e Permanen t 
Secretary. Bu t although th e PS is well placed to mobilise the necessar y 
support fro m th e variou s departments , h e i s usuall y to o bus y t o co -
ordinate th e detail s himself . Suc h dutie s ar e therefor e ofte n assigne d 
to anothe r officer , usuall y th e PAS . 

Emerging needs are als o addressed by special committees . Thes e 
have been establishe d fo r th e coordination o f conferences , th e grantin g 
of bursarie s t o need y students , th e nominatio n o f teacher s an d othe r 
candidates fo r trainin g awards , an d th e identificatio n o f driver s t o b e 
contracted for providing subsidised transport to students. Man y of these 
committees ar e ad  hoc,  bu t som e hav e become standin g committees . 

In addition to the PAS, several officers hav e had to take extra tasks 
because o f th e smallnes s o f th e Ministr y an d th e constraint s o n 
specialisation. Fo r instanc e th e office r i n charg e o f th e Statistic s & 
Examinations Uni t i s both th e Statistica l Office r an d th e Examination s 
Officer. Th e majo r proble m associate d with these job groupings is that 
the incumbents may be overwhelmed b y a diversity of expectations. T o 
tackle thi s difficult y the y ar e sometime s give n assistant s an d suppor t 
staff. 

On th e othe r hand , mos t jobs remai n specialised . Thes e includ e 
the Educatio n Officer s wh o hav e specialise d role s a s supervisor s o f 
pre-schools, primar y schools , secondar y schools , adul t education , etc. . 
They also include th e Specialis t Supervisors , wh o supervis e curriculu m 
implementation i n suc h subject s a s languag e arts , mathematics , 
agriculture, home economics , music, art, and physical education. I n the 
general administrative section, the post of Accountant remains specialis-
ed, while the Assistant Secretary has special responsibility for personne l 
and training. Th e Building Maintenance Unit also has specialist officers . 

One strategy through which the ministry secures specialist expertise 
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when i t onl y need s suc h expertis e fo r limite d period s i s throug h th e 
system of special assignments . One example is a computer programme r 
who was recruited fro m th e classroom. H e remained o n that establish -
ment lis t eve n thoug h h e wa s temporaril y engage d i n non-classroo m 
duties. Anothe r exampl e i s the counterpar t t o the consultan t i n labour 
market studie s require d unde r a  CDB/Worl d Bank/OPE C technical -
vocational educatio n project . Lik e th e compute r programmer , th e 
counterpart wa s a teache r wh o remained o n his school' s establishmen t 
during the duratio n o f th e project . H e ha d previousl y been o n specia l 
assignment i n th e Curriculu m Material s an d Developmen t Unit . 

Nevertheless i t remain s tru e tha t certai n staf f member s coul d b e 
better deployed . Fo r instance , plan s ar e afoo t t o mak e Specialis t 
Supervisors serv e a s bot h curriculu m developer s an d implementer s 
rather tha n mere supervisor s o f teachers. Also , the work o f the DEO s 
is to be reorganised s o that the y supervise secondary as well as primary 
schools. However , there is no serious underemployment a t the Ministry. 
On th e contrary , th e centra l administrativ e ar m i n particula r seem s 
over-burdened. 

Finally, i t i s usefu l t o loo k a t th e evolutio n o f responsibilit y fo r 
planning, statistic s an d examinations , fo r i t exemplifie s th e way s tha t 
small state s ma y nee d t o hav e flexible  structure s bot h t o ge t essentia l 
tasks don e an d t o mak e th e bes t us e o f scarc e expertise . Unti l 1986 , 
the ministr y ha d a  Planning &  Statistic s Uni t heade d b y a n Educatio n 
Officer (Planning) . Ther e wa s n o clearly-define d examination s unit . 
The Testing, Measurement &  Evaluation Officer almos t single-handedl y 
undertook administratio n o f the Common Entrance Examination, while 
other examination s wer e supervise d b y a range o f othe r officers . 

The Testing , Measurement &  Evaluation Office r wa s subsequentl y 
promoted t o Principal Assistant Secretar y in the administrative section . 
The search for a  replacement led to identification o f a professional wit h 
a statistica l background . H e wa s an educato r whos e personal qualitie s 
were expected to enhance communications with the many school person-
nel involved in examinations , an d h e was therefore place d i n charge of 
both statistic s an d examinations . A s a  result , th e ministr y no w ha s a 
Planning Uni t an d a  separat e Statistic s &  Examination s unit . 

4. Responsibilities Share d or not Undertake n 

The Ministr y share s severa l responsibilitie s wit h othe r governmen t 
ministries and agencies. Th e following nine areas are particularly worth 
highlighting. 
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a) Early  childhood education  i s shared with the Ministry of Youth , 
Community Development, Social Affairs &  Sport, which is res-
ponsible fo r da y nurserie s caterin g fo r childre n u p t o th e ag e 
of three. The Ministry of Education & Culture oversees schools 
for childre n age d thre e t o five.  However , th e 12 5 pre-school s 
are owne d privately . 

b) Primary  schools ma y be classifie d a s Government , Assisted , o r 
Private. O f the 87 schools, 32 are Government, 51 are Assisted, 
and fou r ar e Private . Al l th e Assisted School s ar e denomina -
tional, 4 5 being Roma n Catholi c an d th e remainde r Anglica n 
or Methodist . Th e governmen t pay s staff salarie s for Assiste d 
Schools, provides equipment, and controls the curriculum. Th e 
denominational board s ow n th e schoo l premises , an d receiv e 
from the government grants for maintenance and capital works. 
Three of the private primary schools are owned by the Seventh-
day Adventis t church , whic h fo r religiou s reason s ha s desire d 
autonomy i n schoo l management . Th e othe r privat e primar y 
school cater s mainl y fo r expatriat e children . 

c) Secondary  schools fit  into the same ownership classification. I n 
this sector , however , mos t school s ar e owne d b y th e govern -
ment. O f th e 1 4 secondary schools , 1 0 are Government , tw o 
are Assiste d (Roma n Catholic) , an d tw o ar e Private . Th e 
arrangement fo r th e Assisted school s i s comparable t o tha t i n 
the primary sector. Th e government pays salaries and control s 
the curriculum , thoug h provide s a  pe r capit a studen t gran t fo r 
maintenance an d othe r costs . 

d) Special  Education i s supported by external donors and voluntary 
agencies suc h a s th e St . Lucia Blin d Welfar e Associatio n an d 
the Lion s Club . Th e Nationa l Counci l fo r th e Disable d over -
sees th e operation s o f th e specia l schools , which cate r fo r th e 
blind, the dea f an d the mentall y retarded . A  Ministr y subven -
tion pay s fo r staf f salaries . 

e) School  Health  Services  ar e provide d jointly b y the Ministr y o f 
Education &  Cultur e an d th e Ministr y o f Health , Housin g & 
Labour. Th e latte r i s responsibl e fo r vaccinations , denta l 
services an d ey e care . 

f) Textbooks  in mathematics and language arts for primary schools 
are produce d b y th e Ministr y o f Educatio n &  Cultur e wit h 
assistance fro m th e privat e sector . Originall y th e Ministr y 
duplicated an d sol d the materials itself . Howeve r assistanc e is 
now sought from loca l printers, and the books are sold through 
commercial outlets . I n addition , som e textbook s ar e no w 
published o n behal f o f th e Ministr y by overseas companies . 
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g) Scholarships  fo r oversea s studie s ar e grante d accordin g t o 
procedures establishe d b y the Ministry . Th e final  recommen -
dations ar e usuall y mad e b y th e Trainin g Committee , whic h 
comprises th e PSs from th e various Ministries and representa -
tives o f th e majo r staf f associations . Th e P S Personne l i s th e 
Chairman, an d hi s Ministry supplie s suppor t staff . 

h) Teachers'  salaries  ar e pai d b y th e Treasur y throug h th e 
commercial banks . Th e necessar y documentatio n i s prepare d 
by the Accounting Unit of the Ministry of Education & Culture. 

i) Budgeting  procedures  ar e se t ou t fo r eac h Ministr y alon g 
established guidelines, but the Ministry of Finance puts together 
the final  versio n o f th e budget . Whil e function s suc h a s 
accounting, budgetin g an d auditin g ar e execute d internally , 
external control s ar e impose d b y the Ministr y o f Finance , th e 
Treasury, an d th e Auditing Department . 

In othe r cases , problem s ar e experience d i n undertakin g certai n 
tasks. I t i s difficul t t o identif y case s wher e necessar y wor k ha s neve r 
been attempte d b y th e Ministry , bu t severa l task s ar e eithe r don e in -
adequately o r ar e attempte d onl y sporadically because o f limitations i n 
manpower. The y include : 

- th e updatin g o f educatio n developmen t plans , 
- publi c relations , 
- educationa l broadcasting , 
- provisio n o f a  resourc e centr e fo r teachers , 
- continuou s work o n th e preparatio n o f annua l reports , 
- updatin g o f personne l records , 
- computerisatio n o f th e record-keepin g system , 
- analysi s of the results o f the Common Entranc e Examinatio n (CEE ) 

for the diagnosis of problems affecting th e teaching-learning process , 
and 

- quantitativ e researc h o n educationa l effectiveness . 

Finally, th e ministr y ha s n o schoo l psychologist . I n 198 7 on e 
secondary schoo l ha d provisio n fo r a  Guidanc e Counsellor . A s a  way 
to mak e effectiv e us e o f scarc e resource s i n a  smal l syste m th e 
individual wa s assigne d t o th e ministr y s o tha t sh e coul d bette r serv e 
the entir e system . However , sh e subsequentl y resigned . 

On the other hand , the ministry did recently appoint a  Curriculu m 
Officer responsibl e fo r Famil y Lif e an d Guidanc e Counsellin g i n 
schools. Th e need for suc h programmes a t both primary and secondary 
levels i s acut e i n vie w o f recen t problem s o f dru g abuse , delinquency , 
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teenage pregnanc y an d genera l indiscipline . Ful l programme s hav e 
been developed , an d th e office r i s trainin g counterpart s fo r effectiv e 
implementation. 

5. Personne l 

(a) Expertise 

It i s no t acutel y difficul t t o identif y an d recrui t suitabl e staf f fo r th e 
Ministry, thoug h bureaucrati c hurdle s sometime s complicat e recruit -
ment. I n general emigratio n doe s no t significantl y reduc e th e availabi -
lity o f suitabl e people , thoug h difficultie s ar e occasionall y experience d 
in certai n specialisms . 

Within the Ministr y itself , in recent year s expatriate s hav e seldo m 
been employe d o n a  steady basis . Expatriat e teacher s ar e nevertheles s 
recruited fo r th e schools . Th e Ministr y ha s ongoin g link s with Volun -
tary Servic e Oversea s (VSO ) fro m th e Unite d Kingdom , CUS O fro m 
Canada, Peac e Corp s fro m th e USA , an d Linguisti c Attaché s fro m 
France and Venezuela . U p to four teacher s from eac h of these source s 
are recruited eac h year. A t th e secondary and tertiary levels the system 
has benefitte d fro m recruitmen t o f Guyanes e and , mor e recently , 
Trinidadians. Also , th e Si r Arthu r Lewi s Communit y Colleg e ha s a n 
institutional development project under which staff exchanges take place 
with St . Lawrence Colleg e i n Canada . 

Within the school system the recruitment of expatriate teachers has 
caused littl e disruption. Th e Ministry continues to value the services of 
expatriates, though regulates the terms under which they are employed . 
The Ministry also pays attention to the balance between expatriates and 
locals i n specifi c institutions . 

(b) Job Definition  and  Appraisal 

Most jobs ar e reasonabl y wel l define d befor e appointment s ar e made . 
This i s chiefly becaus e som e justification mus t be give n to th e relevan t 
authorities fo r creatin g ne w posts . Also , vacan t post s ar e ofte n 
advertised, and the job descriptions are usually included in the advertise-
ments and/o r furthe r particulars . Moreover , whe n applicant s ar e 
interviewed th e jo b descriptio n i s frequentl y th e launchin g pa d fo r 
questioning. 

However, many jobs evolve over time. Fo r example in recent years 
close attentio n ha s bee n give n t o th e officer s i n th e Accountin g Unit , 
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for who m ne w job classification s hav e been proposed . Also , th e pos t 
of Principa l Assistan t Secretar y wa s create d abou t si x year s ag o t o 
provide assistanc e t o th e PS . Th e rol e o f th e Assistant Secretar y has 
also bee n redefine d t o incorporat e responsibilit y fo r staffin g an d 
training. 

A ne w forma t ha s recentl y bee n prepare d fo r staf f appraisal . 
Because standar d appraisa l form s ar e use d throughou t th e publi c 
service, th e criteri a fo r assessmen t d o no t alway s matc h th e jobs tha t 
individuals ar e doing . However , th e Teachin g Servic e ha s separat e 
forms fo r teacher s an d principals . I t is perhaps a t the very top of th e 
hierarchy that it is most difficul t t o appraise performance. Th e PS has 
sometimes complete d forma l appraisal s o f th e Head s o f Department , 
but no systematic appraisa l ha s been mad e o f the PS. 

(c) The  Hierarchy 

Like comparabl e organisation s i n othe r smal l states , th e Ministr y o f 
Education & Culture has a short pyramid. However , efforts were made 
in the earl y 1980 s t o mak e th e hierarch y taller . The  nee d t o provid e 
greater opportunitie s fo r individua l mobilit y was the majo r motivatio n 
for th e reclassificatio n o f post s i n the accountin g strea m o f th e publi c 
service, which included the accountants in the Ministry of Education & 
Culture. 

A broade r reclassificatio n exercis e ha s jus t bee n conclude d 
involving th e representative s o f th e Ministr y o f Educatio n &  Culture , 
the Ministry of Personnel an d the Teachers' Union. Th e exercise aim s 
to encourag e mobilit y within th e teaching servic e an d to equat e term s 
and condition s wit h thos e o f th e civi l service . The  proposal s awai t 
Cabinet approval. Th e government has also set up a special committe e 
under the chairmanship of the PS Personnel t o propose reclassificatio n 
of position s i n th e civi l servic e i n orde r t o improv e opportunitie s fo r 
individual advancement . 

One obstacle to movement in this small system arises when senior 
positions ar e occupie d b y relativel y youn g persons . T o tackl e thi s 
difficulty arrangement s ar e sometime s mad e fo r secondmen t t o othe r 
organisations, especiall y fo r senio r officers . 

Within the individua l department s o f th e Ministry of Educatio n & 
Culture, particularly the Department of Education and Library Services, 
opportunities fo r advancement ar e reasonable . However , officers wh o 
wish to advance to the highest leve l must be prepared to abandon their 
specialisms. 
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(d) Work for External Bodies 

It is difficult t o identify al l the roles undertaken by staff o f the Ministry 
of Education & Culture in other Ministries and in private organisations. 

Table 10.2: Officers ' Involvement  in Other Government Bodies, Ministry 
of Education & Culture, St.  Lucia 
Permanent Secretar y 

- Vic e Chairman , St . Luci a Developmen t Ban k Studen t Loan s Schem e 
- Chairman , Nationa l Tas k Forc e fo r Disciplin e 
- Membe r o f severa l Cabinet-appointe d committees , includin g 

- Trainin g Committe e 
- Housin g Committe e 
- Reclassificatio n Committe e 
- Governmen t Tender s Boar d 

- Member , Si r Arthu r Lewi s Communit y Colleg e Boar d o f Governor s 
- Member , Independenc e Da y Celebration s Committe e 

Principal Assistan t Secretar y 
- Chairman , Education Subcommittee , Nationa l Disaste r Amelioration Committe e 
- Chairman , Windwar d Island s Schoo l Tournamen t Loca l Committe e 

Senior Accountan t 
- Member , Nationa l Carniva l Developmen t Committe e 

Statistician 
- Member , Nationa l Populatio n Counci l 

Chief Educatio n Office r 
- Member , Governmen t Salar y Negotiatin g Tea m 
- Member , Centra l Emergenc y Organisatio n 
- Member , Si r Arthur Lewi s Communit y Colleg e Boar d o f Governor s 

Education Office r (Curriculum)/Actin g Deput y CE O 
- Boar d Member , Radi o St . Luci a 

Education Office r (Pre-Schools ) 
- Member , Nationa l Counci l fo r th e Disable d 

Labour Marke t Informatio n Counterpar t 
- Member , Roa d Safet y Boar d 

District Educatio n Office r (Are a 1 ) 
- Member , Independenc e Da y Celebration s Committe e 

Specialist Superviso r (Art ) 
- Member , Independenc e Da y Celebration s Committe e 

Director o f Cultur e 
- Member , Independenc e Da y Celebration s Committe e 
- Member , Nationa l Carniva l Developmen t Committe e 
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Nevertheless, Tabl e 10. 2 present s som e o f th e linkage s wit h Cabine t 
committees an d quasi-governmen t bodies . Thes e linkage s ca n b e 
numerous, especiall y fo r th e Permanen t Secretary . 

Involvement wit h othe r bodie s ca n b e ver y useful . Th e officer s 
gain experience which they can us e in their ow n work, and the y expand 
their circl e o f contacts . Also , th e skil l tha t individual s displa y i n work 
with externa l bodie s enhance s thei r reputation s and , a s a  result , th e 
image o f the Ministry . Finally , externa l contact s ad d interes t an d hel p 
to circumven t boredom . 

However, work for externa l bodies may also create problems. Firs t 
the demand s o f th e externa l bodie s ma y b e onerou s an d draining . 
Officers ma y als o find  themselve s enmeshe d i n conflict s o f interest . 

6. International Linkage s 

(a) Regional Organisations 

Among th e majo r regiona l organisation s tha t ar e importan t t o th e 
Ministry ar e th e Caribbea n Developmen t Ban k (CDB) , the Caribbea n 
Examinations Counci l (CXC) , an d th e Universit y o f th e Wes t Indie s 
(UWI). 

The CD B i s primarily concerne d with economi c development an d 
until recentl y ha d fe w educatio n projects . On e importan t project , 
however, i s a  loan s schem e fo r tertiar y education . Fund s ar e mad e 
available t o th e St . Luci a Developmen t Bank , whic h ha s appointe d a 
Student Loans Committee to administer them. Th e Ministry of Educa -
tion &  Cultur e i s represented o n th e Committee . 

The CDB has also worked with the Ministry in two other projects . 
One was a school construction/rehabilitation projec t for which the CDB 
in th e earl y 1980 s undertoo k responsibilit y fo r implementatio n wit h 
funds fro m th e Unite d State s Agenc y fo r Internationa l Developmen t 
(USAID). Th e othe r i s a n ongoin g sub-regiona l technical/vocationa l 
education projec t co-finance d b y the World Bank , th e Organizatio n o f 
Petroleum Exportin g Countrie s (OPEC) , th e CD B itself , an d th e 
participating governments . 

The CX C wa s establishe d t o prepar e syllabuse s fo r th e variou s 
subjects i n secondar y school s an d t o se t an d mar k examination s base d 
on these syllabuses. Th e CXC promotes increasing relevance of educa-
tion, fo r exampl e throug h th e indigenisatio n o f syllabuse s an d th e 
impetus give n t o technical/vocationa l education . 

The UWI provide s tertiary education fo r it s member countries . I t 
also provide s consultin g service s a s needed. Th e Schoo l o f Educatio n 
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in Barbado s ha s ha d a  majo r outreac h functio n whic h ha s include d St . 
Lucia. Teache r educatio n ha s bee n amon g it s foci . Th e Offic e o f 
University Services , based i n Barbados , ha s mad e particula r effort s t o 
ensure tha t th e need s o f non-campu s countrie s ar e addresse d b y th e 
University administration . 

(b) International  Aid 

St. Lucia, like most developing countries, gains aid from externa l donors. 
For exampl e severa l donor s hav e contribute d t o th e Ministry' s capita l 
projects, especiall y i n schoo l construction . Externa l agencie s hav e 
included USAID , th e Britis h government , th e Canadia n Internationa l 
Development Agency (CIDA), the French government , and the Federa l 
Republic o f Germany . Assistanc e ha s als o bee n receive d fro m Hes s 
Oils Ltd. , a n American compan y with majo r interest s i n the U S Virgi n 
Islands which establishe d a n oi l trans-shipment centr e i n Castries . 

Donors have also assisted with special projects. They have included 
two majo r curriculu m project s funde d b y USAI D throug h UW I an d 
CXC. On e o f th e project s facilitate d th e developmen t o f curricul a fo r 
core subject s a t th e primar y level , whil e th e othe r helpe d t o develo p 
secondary schoo l syllabuse s an d curricul a i n severa l subjects . 

Other specia l project s hav e included : 

* assistance fro m th e Associatio n o f Communit y College s o f 
Canada fo r th e trainin g o f senio r staf f i n th e technica l college ; 

* funds fro m th e Canadia n Hig h Commissio n fo r technical / 
vocational equipmen t an d fo r severa l othe r smal l projects ; 

* donation o f typewriters , exercis e book s an d othe r supplie s fro m 
the Canadia n Organizatio n fo r Developmen t i n Educatio n 
(CODE); 

* books fro m th e Britis h Hig h Commission ; 
* science equipmen t fro m th e Federa l Republi c o f Germany ; 
* science an d busines s educatio n equipmen t fro m th e Frenc h 

government; 
* Special Developmen t Assistanc e grant s fro m USAID ; 
* finance fro m Unice f fo r equippin g pre-schools ; 
* food fro m th e Unite d Nation s Worl d Foo d Programm e fo r th e 

School Snac k Programme ; 
*financial an d technica l assistanc e fro m Unesc o fo r developin g 

curricula i n prevocationa l educatio n an d fo r equippin g schools ; 
* assistance fro m th e Organizatio n o f America n State s (OAS ) i n 

adult education , specia l educatio n an d sports ; an d 
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*assistance fro m variou s agencie s fo r purchas e o f photocopier s 
and computers . 

It must also be recognised, however, that international aid can have 
a negativ e side . Ther e i s a danger o f excessive dependence o n externa l 
funds fo r developmen t projects . Agreement s with external donor s may 
bring 'strings' , an d ma y requir e counterpar t arrangement s wit h over -
burdening staff-support stipulations . Moreover , the processes of project 
identification, development , implementatio n an d monitorin g ma y con -
sume a n inordinate amoun t o f officials ' time . Finally , the departur e of 
a highl y competen t oversea s specialis t may  caus e a  voi d i f a  loca l ha s 
not bee n traine d t o replac e him . 

The Ministry generally assigns a  middle-level o r senio r staf f mem -
ber, usuall y o n a  part-tim e basis , t o al l majo r project s funde d b y 
external donors . I n thi s wa y th e Ministr y trie s t o provid e logistica l 
support fo r visit s o f th e representative s o f th e externa l bodie s an d fo r 
project monitoring . Unice f projects , fo r example , ar e coordinate d b y 
the EO (Pre-Schools) . OA S projects in adult education are coordinate d 
by the EO (Adul t Education) , and the CEO serve s as the National Co-
ordinator fo r th e Unesc o programm e calle d CARNEI D (Caribbea n 
Network o f Educationa l Innovatio n fo r Development) . 

Full-time appointment s fo r ai d project s ar e rare , bu t d o includ e 
three instances . On e i s the Secretar y Genera l o f the Unesc o Nationa l 
Commission; a  second i s the School Feeding Coordinator who monitors 
the schoo l snac k programme ; an d th e thir d i s th e full-tim e Projec t 
Manager of the CDB/World Bank/OPEC Technical-Vocational Educa -
tion Project . 

Because o f th e variet y o f projects , th e Researc h Office r base d i n 
the Ministry' s Plannin g Uni t ha s als o bee n designate d th e Projec t 
Officer. Hi s desk acts as a clearing house for informatio n o n all ongoing 
projects a t th e Ministry . 

(c) Visitors 

Although th e polic y o f th e Ministr y i s t o promot e th e developmen t o f 
local expertise as much a s possible, it has an open door t o visitors. Th e 
Ministry ma y als o mak e specifi c request s t o externa l organisation s t o 
send visitor s fo r variou s type s o f consultation . Fo r example , CD B 
personnel com e t o monito r an d implemen t th e projec t i n technica l 
education; an d tw o consultant s finance d b y CID A carrie d ou t a  need s 
assessment wit h a  view to upgradin g o f th e educatio n plannin g unit . 

Since th e mid-1970s , th e Ministr y ha s als o ha d link s wit h th e 
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Organization for Cooperation in Overseas Development (OCOD) . Thi s 
is a  Canadia n bod y whic h ha s helpe d ru n workshop s fo r specialis t 
teachers in primary and secondary schools . Th e workshops usually last 
for thre e weeks , an d ar e precede d b y preparator y visit s o f loca l 
educators t o Canada . Eigh t Canadia n tutor s an d administrativ e staf f 
spent abou t 12 0 person-days i n the countr y i n 198 9 in connectio n wit h 
these workshops . 

In addition, a comprehensive teacher education project financed  by 
CIDA an d implemente d b y OCO D ha s just bee n initiate d t o upgrad e 
unqualified teacher s i n fou r Easter n Caribbea n Island s (includin g St . 
Lucia) throug h distanc e education . I n orde r t o facilitat e loca l im -
plementation, OCO D ha s se t u p a  local offic e t o whic h tw o Canadia n 
staff hav e been posted . 

The Ministr y o f Educatio n &  Cultur e ha s als o establishe d a 
National Task Force on Discipline. Th e Task Force identified th e '4-H ' 
movement a s on e creativ e outle t fo r th e energie s o f youn g people . A 
consultant wa s invite d fro m Florid a Stat e Universit y t o advis e o n th e 
resuscitation o f 4-H clubs . 

The fac t tha t mos t externa l visitor s wis h t o hol d discussion s wit h 
senior Ministr y official s ca n mak e majo r demand s o n th e tim e o f th e 
latter. T o kee p thi s fro m gettin g ou t o f hand , Head s o f Departmen t 
are encouraged to represent the Ministry and only to call the Permanen t 
Secretary whe n i t i s really necessary . Th e Head s o f Departmen t als o 
organise briefin g an d debriefin g session s t o ensur e tha t th e goal s an d 
strategies proposed by external agencies fit those of the Ministry. Majo r 
conferences an d seminars requested by overseas organisations are over -
seen b y an interdepartmenta l conferenc e organisin g committee . 

(d) Management  of  Information 

Ministries of Education i n small countries are sometimes overwhelme d 
by request s b y externa l organisation s fo r information . Thi s Ministr y 
routinely receive s length y report s fro m th e CXC , OAS , UW I an d 
Unesco, som e o f which reques t responses . Whe n a n agenc y consider s 
a respons e t o be crucial , i t sometimes need s t o sen d repeate d remind -
ers or even to send a  representative i n person. Th e reason fo r inactio n 
usually lie s in th e fac t tha t th e senio r managemen t i s too bus y to dea l 
with thes e reports , an d i s unabl e t o find a  subordinat e office r wh o i s 
both qualifie d an d availabl e t o d o th e task . 

Among th e agencies , Unesc o send s perhap s th e greates t amoun t 
of documentation . I t wa s partly because o f th e bul k o f Unesco docu -
mentation tha t i t became necessar y t o establish a  specia l office t o dea l 
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with it. Thi s documentation centr e has now been broadened t o include 
other acquisitions . 

The nee d t o respond t o these demands ha s forced th e Ministry t o 
identify a  numbe r o f person s t o assist . On e o f the m i s th e Researc h 
Officer/Projects Office r i n the Plannin g Unit , wh o i s frequently calle d 
upon t o draf t backgroun d papers . Th e E O (Planning ) i s als o ofte n 
asked t o help . 

It i s difficul t t o estimat e th e amoun t o f tim e spen t b y th e Per -
manent Secretar y and th e Head s o f Departmen t dealin g with informa -
tion request s fro m externa l bodies . A  crud e estimat e woul d b e abou t 
15 pe r cen t o f th e tim e o f eac h officer , despit e th e fac t tha t no t al l 
requests ar e met . 

Nevertheless, i t mus t b e stresse d tha t muc h o f th e informatio n 
received fro m th e externa l agencie s i s useful . Report s fro m thes e 
agencies hav e bee n use d t o hel p revie w policie s a t th e Ministry . Fo r 
example, much Unice f documentatio n ha s been use d b y the E O (Pre -
Primary) an d th e E O (Adul t Education) . 

(e) Absence of  Individuals 

The absenc e o f individual s fo r oversea s meeting s o r o n lon g leave ca n 
seriously affec t th e work o f the Ministry . However , methods o f copin g 
with absence have to some extent been worked out . First , each Depart -
ment Hea d work s closel y with a  deputy . Th e Deput y CE O deal s wit h 
the routine correspondence addresse d t o the CEO, the correspondenc e 
to th e Unesc o Secretar y Genera l goe s throug h he r persona l secretary , 
and th e correspondence fo r th e PS goes through th e PAS. Thi s mean s 
that i n th e absenc e o f th e senio r office r th e deput y i s likely at leas t t o 
understand th e mai n issue s an d th e stat e o f play . 

Second, there has been in operation a  system in which much of the 
outgoing correspondenc e o f interes t t o th e genera l administratio n an d 
to specific department s i s circulated t o the Heads before signature s ar e 
appended. Th e P S ha s a n opportunit y t o vie w correspondence signe d 
by the CE O befor e i t i s dispatched; an d copie s o f outgoin g correspon -
dence ar e circulate d amongs t to p official s befor e bein g filed.  Accord -
ingly, in the absenc e o f an y one o f the m someon e els e i s likely to hav e 
some knowledg e o f th e matte r a t hand . 

However, matters of a highly confidential matte r are not circulated . 
For exampl e th e P S ma y have acces s t o information whic h h e wil l no t 
necessarily divulg e t o hi s deput y o r t o th e Head s o f Department . 
Should th e P S b e absent , i t i s difficul t fo r hi s deput y t o ac t o n suc h 
matters. Bu t whe n the P S knows tha t h e will be awa y for a  prolonge d 
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period, he uses his judgement o n whether i t would be proper t o releas e 
such information . 

The record-keepin g syste m als o facilitate s continuity . Wit h th e 
exception o f confidentia l matters , al l documentatio n i s handled b y th e 
Correspondence Section , which doe s th e appropriat e filing  an d make s 
the informatio n accessibl e t o authorise d officer s i n the Ministry . 

One othe r wa y i n whic h disruptio n i s minimise d i s b y contac t 
between Head s an d thei r deputie s by telephone o r othe r mean s i n th e 
case o f lon g absences . Whe n Head s trave l overseas , the y tel l thei r 
secretaries an d deputie s ho w the y ca n b e contacted . An d whe n the y 
are a t hom e o n leav e the y leav e thei r door s ope n fo r communication . 
Senior official s ma y als o repor t t o thei r office s fro m tim e t o tim e t o 
deal with emergencies . 

7. The Culture o f the Ministr y 

(a) Lack of  Neutrality 

In a  smal l state , friendshi p an d famil y relationship s may  significantl y 
influence administration . Thi s ca n b e bot h a  proble m an d a n asset . 

The problem arise s when officers experienc e difficult y i n adjustin g 
from famil y an d previou s collegia l relationship s t o one s involvin g 
superordinate/subordinate relationships . Ther e is also a greater dange r 
of inconsisten t behaviou r i n whic h administrator s favou r thei r friend s 
and relatives . Thes e factor s ma y reduc e productivit y an d overal l ef -
ficiency. 

On th e othe r hand , ther e ar e advantage s i n havin g clos e persona l 
relationships. Loyalt y t o th e organisatio n ma y be greate r becaus e th e 
employees may have a  personal commitment t o the leader an d a  vested 
interest i n his continued leadership . Also , rules may  be exercise d wit h 
greater moderatio n an d humanit y because administrator s ar e reluctan t 
to inflic t extrem e punishmen t o n thei r friend s an d relatives . I n suc h 
circumstances, even autocratic leaders are more likely to be benevolent . 
These factor s contribut e t o greate r stabilit y fo r th e organisation , an d 
protect i t fro m th e disruption s o f outsid e forces . 

The questio n the n arisin g is how the authoritie s ca n maximise th e 
advantages and minimise the disadvantages . First , i t may be suggested , 
they shoul d pa y attentio n t o qualification s an d seniorit y i n placemen t 
of individuals . Thes e ar e mor e neutra l criteria , whic h ca n reduc e 
personalisation. 

Officials ma y als o b e advise d t o adher e closel y t o forma l pro -
cedures in other respects . Fo r exampl e the Financial &  General Store s 



206 St. Lucia 

Rules serv e a s a  guid e fo r financia l an d store s procedures ; th e Staf f 
Orders provid e guidanc e fo r civi l servic e personne l matters ; an d th e 
Teaching Service Commission Regulations provide a code for regulatin g 
the conduct of teachers. Decision s can be taken 'according to the book', 
and thu s nee d no t b e personalised . 

Authorities may also relegate decisions to committees. I n St. Lucia 
several standin g committee s hav e bee n establishe d t o revie w specia l 
cases an d requests . Thes e includ e th e Honorariu m Committee , th e 
Housing Committee , th e Staffin g &  Structure s Committee , th e Trave l 
& Subsistence Committee, and the Tenders Board. A  Permanent Secre-
tary may refer specia l cases to these committees as the need arises , thus 
insulating himsel f fro m th e effect s o f decision-making . 

It is also important tha t final decisions relating to the appointment , 
discipline an d dismissa l o f teacher s an d civi l servants ar e mad e b y th e 
Teaching Service Commission an d the Public Service Commission, both 
of whic h ar e appointe d b y th e Governo r General . Becaus e o f th e 
manner i n whic h recommendation s fo r appointments , transfer s an d 
promotions ar e made, Ministry official s ar e protected fro m accusation s 
of nepotis m an d fro m th e consequence s o f direc t decision-making . 

Finally, one way to circumvent the problem o f sanctions in a highly 
personalised societ y is to ensur e tha t th e organisatio n set s appropriat e 
structures withi n whic h group s ca n themselve s establis h standard s o f 
performance. System s of appraisa l ca n the n be based o n the standard s 
which hav e been se t b y the individua l groups . 

(b) Personal Impact 

Another featur e o f smal l Ministrie s concern s th e persona l impac t o f 
leaders. Agai n thi s has both advantage s an d disadvantages , dependin g 
on the qualit y of the leaders . Wher e th e leade r i s capable, the genera l 
performance o f th e Ministr y improves ; bu t wher e h e ha s significan t 
shortcomings, muc h damag e ma y be done . 

One positiv e exampl e o f persona l impac t wa s th e decisio n t o 
centralise the tertiary level institutions a t a location o n Morne Fortune . 
This decisio n pave d th e way for th e 198 5 integration o f thes e separat e 
institutions int o a  singl e tertiary-leve l college , th e Si r Arthu r Lewi s 
Community College . 

By contrast, a negative example was the decision to establish junior 
secondary schools in the early 1970s . Thi s innovation sough t t o expan d 
secondary education opportunitie s an d t o raise the genera l educationa l 
level o f th e population . However , dissatisfactio n mounte d becaus e 
better student s wer e 'creame d of f int o th e regula r secondar y schools , 
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leaving only the les s capabl e student s fo r th e junior secondar y schools . 
Also, ther e wa s n o automati c provisio n fo r th e continuatio n o f th e 
pupil's secondary education at established secondary schools; and school 
leavers ha d neithe r th e educationa l backgroun d no r th e require d skill s 
to fac e th e ope n society . Becaus e o f thes e shortcomings , th e junio r 
secondary school s ar e no w being phase d ou t throug h a  proces s o f up -
grading. 

In orde r t o maximis e th e scop e fo r desirabl e change , on e woul d 
recommend th e establishmen t o f consultativ e committee s i n orde r t o 
obtain beneficia l idea s an d wee d ou t undesirabl e ones . Suc h commit -
tees coul d compris e relevan t Ministr y officials , othe r person s wit h 
expertise fro m othe r Ministries , statutor y bodies , or th e general publi c 
as necessary . Th e report s o f thes e consultativ e committee s shoul d b e 
seriously reviewe d b y senior administratio n an d th e politica l leaders . 

Further, t o limi t th e danger s o f undesirabl e chang e on e woul d 
recommend tha t ther e b e clearl y define d laws , regulations , rule s an d 
procedures for administering the system. Thes e may protect the system 
from unwarrante d an d excessivel y sudde n changes . 

(c) Information Flows 

The 'grapevine ' is undoubtedly a  powerful agen t fo r spreading informa -
tion i n th e Ministry . Huma n interes t informatio n (fo r example , tha t 
relating t o transfer s an d promotion ) tend s t o flow  particularl y rapidl y 
within thi s informa l network . 

Formal communication , however , ten d t o b e relativel y slow , an d 
the wor d o f a  meetin g t o b e convene d certainl y doe s no t sprea d a s 
quickly. Indee d th e administrato r mus t ensur e tha t th e informatio n i s 
delivered t o th e individual s concerned , preferabl y i n writing , a s the y 
tend t o complain tha t the y misunderstand th e dates , times or venues of 
meetings. Forma l communicatio n therefor e require s a  considerabl e 
amount o f effor t involvin g memoranda , circular s an d telephon e mes -
sages. 

Frequently, importan t event s a t th e Ministry are not known t o th e 
rank an d file.  Example s ar e decision s t o construc t ne w school s i n 
particular locations , o r th e propose d stagin g o f majo r cultura l events . 
The Ministry's records are replete with cases where important meeting s 
have been aborted o r have been poorly attended because the organiser s 
misjudged th e amoun t o f time tha t th e notice s would tak e to reach th e 
targetted persons . Ther e hav e als o bee n unfortunat e instance s wher e 
senior official s hav e faile d t o b e represente d a t importan t function s 
because the y miscalculate d th e tim e i t woul d tak e t o communicat e t o 
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another officia l a  reques t t o deputise . I t i s partl y i n a n endeavou r t o 
exchange informatio n tha t departmen t staf f meeting s ar e organised . 

8. Conclusion s 

The Ministry of Education &  Culture in St. Lucia shares many feature s 
with ministries in other smal l states. Thi s chapter has highlighted issues 
of specialisation/generalisation , share d responsibilities , jo b definition , 
training, inter-persona l culture , an d s o on . 

The chapte r ha s also , o f course , highlighte d feature s whic h ar e 
distinctive t o St . Lucia . Fo r example , althoug h th e islan d i s smal l i n 
area, th e authoritie s hav e bee n kee n t o decentralis e administration . 
Structures contras t markedl y wit h thos e o f Barbado s an d Montserrat , 
for instance . 

To som e extent , th e chapte r ha s indicate d divergenc e betwee n 
ideals and reality . Althoug h th e total establishment o f the ministry ha s 
nearly 15 0 posts , onl y thre e quarter s o f th e position s ar e filled.  Thi s 
reflects financial  an d manpowe r constraints . Likewise , whil e i t i s 
difficult t o identif y area s i n whic h necessar y wor k ha s neve r bee n 
attempted b y the ministry , som e task s ar e eithe r don e inadequatel y o r 
are attempted only sporadically. The y include the updating of education 
plans, publi c relations , educationa l broadcasting , an d provisio n o f 
resources fo r teachers . 

However, withi n th e limitation s o f resource s th e ministr y doe s 
achieve a great deal . Schoo l attendance i s compulsory between the ages 
of 5  and 15 , and man y childre n als o atten d pre-school . St . Lucia als o 
has valuabl e post-secondar y provision , throug h bot h UW I an d th e Si r 
Arthur Lewis Community College. Th e Department o f Culture is much 
smaller tha n th e Departmen t o f Education , bu t ha s significan t impac t 
even with a n establishmen t o f onl y nine posts . 

Finally, th e chapte r ha s stresse d th e importanc e t o St . Luci a o f 
international connections . Th e governmen t take s membershi p o f 
Unesco ver y seriously , an d lik e othe r countrie s i n th e Caribbea n St . 
Lucia both contribute s t o and benefit s fro m th e CDB , CXC and UWI . 
The countr y als o benefit s substantiall y fro m externa l aid , thoug h i s 
trying to avoi d excessiv e dependence . 
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