
Part I : Afric a 

Chapter 1 : Botswana 

Jakes Swartlan d 

Population (1988):  1,164,000 
Population Growth  Rate (1980-88):  3.3% per annum 
Land Area:  581,630  square kilometres 
Capital: Gaborone 
GNP per Capita  (1987):  US$1,040 
Year of Independence: 1966 
Primary School Enrolment  Rate  (1988):  85% 
Human Development  Index  (1988):  0.646 

Although Botswan a ha s a  smal l population , i t ha s a  vas t area . Thi s 
makes i t very different fro m th e othe r countrie s examined i n this book . 
The populatio n i s spread unevenl y wit h concentration s i n th e eas t an d 
especially sout h east , bu t Botswana' s overal l populatio n densit y i s just 
two person s pe r squar e kilometre . 

During th e colonia l era , Botswan a wa s know n a s Bechuanaland . 
The territor y becam e a  Britis h protectorat e i n 1885 , and wa s adminis -
tered a s on e o f th e Hig h Commissio n Territorie s i n souther n Africa . 
The othe r tw o territorie s wer e Basutolan d (no w Lesotho ) an d Swazi -
land. Withi n Bechuanaland , gradua l progres s wa s mad e toward s 
self-government, mainl y throug h nominate d advisor y bodies . A  ne w 
constitution was introduced i n 1960 , and a  Legislative Counci l first  me t 
the followin g year . Bechuanalan d wa s mad e independen t o f Hig h 
Commission rul e i n 1963 , an d th e offic e o f Hig h Commissione r wa s 
abolished i n 1964 . Th e countr y gaine d ful l independenc e i n 1966 . 

At th e tim e o f independence , Botswan a wa s on e o f th e poores t 
countries i n Africa . Sinc e then , th e governmen t ha s achieve d a t leas t 
some of its goals of economic growth and sustained development . Wit h 
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a semi-ari d climat e subjec t t o periodi c drought , Botswan a i s no t wel l 
suited t o agriculture. Th e econom y has traditionally been based o n th e 
nomadic herdin g o f livestoc k an d th e cultivatio n o f subsistenc e crops . 
Since the 1970s, however, mineral deposits have made a major contribu -
tion to GNP. I n addition to established extractio n of diamonds, copper -
nickel and coal, there are also deposits of asbestos, chromite, manganese 
and many other minerals . I t was estimated tha t between 198 0 and 1987 
real GN P pe r hea d increase d a t a n averag e annua l rat e o f 9  per cent . 
This was the secon d highes t growt h rate amon g al l the countrie s o f th e 
world fo r whic h dat a ar e availabl e ove r th e period . 

Botswana i s one o f th e fe w countrie s i n Africa wit h a  multi-part y 
democracy. Legislativ e power is vested in the National Assembly, which 
has 3 6 members . Executiv e powe r i s veste d i n th e President , wh o i s 
elected b y th e Assembl y fo r it s duration . H e appoint s an d lead s a 
Cabinet, whic h include s 1 1 ministers an d thre e assistan t ministers . 

Local governmen t i s effecte d throug h nin e Distric t Council s an d 
four Tow n Councils . Thes e Council s hol d importan t responsibilities , 
including th e provision o f rura l healt h facilities , welfar e services , water 
supplies, roads , an d primar y education . Eac h Distric t Administration , 
which represent s centra l governmen t a t Distric t level , i s heade d b y a 
District Commissioner . A s wil l becom e clea r i n thi s chapter , th e 
structure o f loca l governmen t ha s importan t implication s fo r th e 
administration o f education . 

1. Educational Developmen t 

The chie f educationa l challenge s facin g th e governmen t ar e t o exten d 
basic education to all, and to reduce inequalities in opportunity between 
different group s an d localities . A t th e sam e time , th e hig h rat e o f 
economic growth has led to widespread shortage s of trained manpowe r 
for th e modern secto r o f the economy. Equit y ideals confer priorit y on 
the quantit y an d qualit y o f basi c education , bu t manpowe r need s an d 
the demand s o f th e peopl e creat e pressure s t o expan d secondar y an d 
higher education . 

The period sinc e Independence ha s brought remarkable expansio n 
of educatio n (Tabl e 1.1) . Betwee n 196 6 and 198 8 primary enrolment s 
increased 3. 5 times , an d secondar y enrolment s increase d 26. 3 times ! 
It i s estimate d tha t aroun d 8 5 pe r cen t o f th e primar y schoo l age d 
population i s no w i n school , an d ove r a  thir d o f th e primar y schoo l 
leavers gai n acces s t o secondar y schools . Transitio n rate s hav e als o 
improved a t th e post-secondar y level . 
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Table 1.1:  Expansion of  Education, Botswana,  1966-88 

Secondary 
— Primar y —  Government/Aided  Private/CJSS 

Year School s Pupil s School s Pupil s School s Pupil s 

1966 25 1 74,50 0 9  1,53 0 
1976 33 5 125,60 0 1 5 9,56 0 1 5 4,38 0 
1980 41 5 171,90 0 2 2 13,42 0 1 6 4,90 0 
1983 50 2 198,30 0 2 2 15,68 0 2 0 7,12 0 
1988 55 9 261,35 0 2 3 19,06 0 5 0 21,30 0 

Note: CJS S =  Communit y Junio r Secondar y School s 
Source: Plannin g Unit , Ministr y o f Education . 

In spite of these achievements, however, much remains to be done. 
The objectiv e o f universa l acces s t o primar y educatio n i s ye t t o b e 
achieved, and post-primary education is still not available to the majorit y 
of primary school leavers. Th e government aspire s to provide universa l 
access t o nin e year s o f basi c educatio n b y th e mid-1990s . I t i s als o 
anxious t o maintai n an d improv e th e qualit y o f education . 

Botswana ha s ha d loca l provisio n o f tertiar y educatio n sinc e th e 
foundation o f the University of Basutoland, Bechuanaland &  Swaziland 
(UBBS) i n 1964 . Th e nam e o f thi s institutio n change d i n 1966 , using 
the name s tha t th e constituen t countrie s adopte d o n th e achievemen t 
of independence , an d becam e th e Universit y o f Botswana , Lesoth o & 
Swaziland (UBLS) . I n 197 5 Lesoth o nationalise d it s campus , thu s 
leaving only Botswana an d Swaziland together . Finall y this partnershi p 
also ended, leading in 1982 to the formation o f separate the Universities 
of Botswan a an d o f Swaziland . Toda y th e Universit y o f Botswan a ha s 
nearly 2,000 students, and operates Faculties of Education, Humanities , 
Science an d Socia l Sciences . 

One final  feature o f the education syste m which requires explana -
tion her e i s the syste m o f brigades. Thes e institutions ai m t o provide a 
form o f vocationa l trainin g i n suc h skill s a s building , carpentry , moto r 
mechanics and farming a t the post-primary level . Th e first  brigade was 
set u p a t Swanen g Hil l i n 1965 , afte r whic h th e institution s becam e a 
significant par t o f th e system . Th e brigade s ar e administere d throug h 
a specifi c sectio n o f th e Ministr y o f Education . 
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2. The Ministry o f Educatio n 

(a) Structure 

The structure o f the Ministry of Education o f course changes from tim e 
to time . Thi s chapte r chiefl y refer s t o th e structur e existin g i n 1988 . 

An organisatio n char t o f th e Ministr y headquarter s i s show n i n 
Figure 1.1 . At th e ape x ar e th e Ministe r an d th e Permanen t Secretary , 
with th e latte r bein g assiste d b y th e Deput y Permanen t Secretary . 
Including teachers , th e Ministr y ha s ove r 10,00 0 employees . Thi s i s 
almost twic e a s man y a s an y othe r ministry , an d th e Ministr y o f 
Education i s the larges t employin g organisatio n i n the country . 

The 1 0 Departments i n th e Ministr y ar e responsibl e for : 

- Planning , 
- Administration , 
- Brigades , 
- th e Unifie d Teachin g Servic e (UTS) , 
- Primary Educatio n &  Teacher Training , 
- Technica l Education , 
- Curriculu m Developmen t &  Evaluation , 
- Secondary Education , 
- Non-Forma l Education , an d 
- Bursaries . 

The title s o f the departmen t head s reflect th e nature o f their jobs. 
Four o f th e professiona l department s ar e heade d b y Chie f Educatio n 
Officers (CEOs) , an d on e i s heade d b y a  Chie f Technica l Educatio n 
Officer (CTEO) . Th e Unifie d Teachin g Service , which i s responsibl e 
for th e managemen t an d administratio n o f teachers , i s heade d b y a 
Director. Th e Administratio n Departmen t i s heade d b y a n Unde r 
Secretary (US) . Thi s title is used fo r th e administration branche s o f al l 
ministries i n th e government . O f cours e th e distinctio n betwee n 
administrative an d professional wor k is to some extent arbitrary , for th e 
CEOs also do a  great dea l o f administration . However , the Ministry of 
Education ha s retaine d th e nomenclatur e o f Unde r Secretar y fo r thi s 
particular branch . 

Several othe r system s documente d i n thi s boo k hav e onl y on e 
CEO. I n Barbados an d Dominica, fo r example , the title is reserved fo r 
the head of the professional wing . The fact tha t Botswana has five CEOs 
partly reflect s expansio n o f th e sector , whic h ha s cause d eac h CE O t o 
have responsibilitie s approximatel y equivalen t t o thos e o f th e old-styl e 
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CEO. I n othe r system s comparabl e officer s migh t b e calle d Senio r 
Education Officer s rathe r tha n Chie f Educatio n Officers . 

During the mid-1980s there was pressure to create another Deput y 
Permanent Secretar y post to balance the system and to reduce the work 
of th e Permanen t Secretary . Fo r som e tim e thi s wa s resiste d b y th e 
Department o f Publi c Servic e Management , whic h considere d th e 
responsibility loa d insufficien t t o justify th e additiona l post . However , 
in 199 0 a n additiona l Deput y Permanen t Secretar y pos t wa s created , 
permitting redistributio n an d regroupin g o f responsibilitie s a t th e top . 

(b) Organisational  Evolution 

In orde r t o understan d th e natur e o f th e Ministry , i t i s importan t t o 
appreciate th e wa y i n whic h i t ha s evolve d sinc e Independence . Th e 
original rol e an d scop e o f th e Ministr y wa s muc h narrowe r tha n a t 
present. A t Independenc e th e Departmen t o f Educatio n forme d par t 
of the Ministry o f Labour &  Socia l Service. Thi s was changed i n 1967, 
when i t becam e par t o f th e Ministr y o f Education , Healt h &  Labour . 
A separate Ministry of Education was created in 1970. Th e administra -
tive chang e reflecte d th e stron g emphasi s o n educatio n an d th e 
considerable planne d growth . 

The scal e an d spee d o f expansio n place d grea t strai n o n th e 
Ministry, whic h was shor t o f staf f an d ha d littl e tim e t o conside r goal s 
and policies to improve the quality and content of education. Moreover , 
the siz e o f th e Ministr y faile d t o kee p pac e wit h th e growt h o f it s 
responsibilities. Sever e criticis m fro m man y quarter s mad e clea r th e 
need fo r a  thoroug h revie w o f th e educatio n system . 

A Nationa l Commissio n o n Educatio n wa s appointe d i n 197 5 t o 
undertake thi s review . Th e Commission' s report , submitte d i n 1977 , 
was entitle d Education  for  Kagisano.  Th e wor d kagisano  wa s take n 
from th e Tswan a language , an d incorporate s th e principle s o f socia l 
harmony, justice , interdependenc e an d mutua l assistance . Th e repor t 
included a  specifi c sectio n o n th e organisatio n o f the Ministry . 

Following receip t o f thi s report , th e governmen t redefine d th e 
objectives an d prioritie s fo r Education . O f direc t relevanc e t o th e 
organisation o f th e Ministr y wa s th e establishmen t i n 197 8 of Depart -
ments o f Curriculu m Developmen t &  Evaluatio n an d o f Non-Forma l 
Education. However , th e continue d growt h o f th e syste m als o ha d 
major implication s fo r th e operatio n o f th e Ministry . Th e structur e 
existing i n th e lat e 1980 s remained i n many respect s unsatisfactory . 
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(c) Structural  Problems 

The structur e o f th e Ministr y ha s evolve d i n a n ad  hoc  manne r a s a 
result o f evolutionary growth . On e aspec t i n which thi s is obvious i s in 
the groupin g o f functions . Despit e th e officia l line s o f authority , bot h 
'professional' an d 'service ' function s ar e unde r th e responsibilit y o f th e 
Deputy Permanent Secretary . Thi s is partly a result o f the philosophie s 
and the experience of the individuals concerned. Th e Permanent Secre -
tary feels that all department heads should be sufficiently knowledgeabl e 
on professiona l matters , an d tha t i t shoul d no t b e necessar y t o bothe r 
him. Therefore , wheneve r th e heads need advice on professional issue s 
they ten d t o consul t th e Deput y Permanen t Secretary , wh o ha s wid e 
experience o n professiona l a s wel l a s administrativ e matters . Hi s 
previous jo b wa s Chie f Educatio n Office r i n charg e o f curriculu m 
development an d evaluation . 

While thi s situatio n i s workable , th e mai n proble m i s tha t u p t o 
seven departmen t head s repor t directl y t o on e organisationa l actio n 
point. Sinc e the Deputy Permanent Secretar y also has to act during the 
frequent an d length y absenc e o f th e Permanen t Secretar y o n officia l 
business, hi s impac t an d effectivenes s a s a  coordinato r an d controlle r 
of professiona l function s i s seriously reduced . 

Additional problem s ar e that : 

* Although th e Brigades are hav e a  strong technical bias , they ar e 
administered separately from th e Department o f Technical Edu -
cation. 

* Bursaries ar e mor e fo r 'suppor t an d service ' tha n fo r purel y 
professional matters , an d i t i s questionable i f they ar e correctl y 
placed unde r th e Deputy Permanen t Secretary , wh o is theoreti -
cally responsible fo r professiona l matters . 

* Although Technica l Educatio n i s a  professiona l matter , i t ha s 
been place d directl y unde r th e Permanen t Secretary . 

* The combinatio n o f Primar y Educatio n an d Teache r Trainin g 
made sens e whe n th e tw o component s wer e smal l an d whe n 
teacher trainin g wa s onl y for th e primar y schools . However , i t 
is is no longer desirable , first because the department i s now very 
large, an d secon d becaus e th e coverag e o f teache r trainin g no w 
extends int o th e secondar y sector . 

Expanding o n th e las t point , a  198 6 analysi s o f functiona l load s 
indicated tha t th e hea d o f thi s departmen t carrie d 2 0 pe r cen t o f th e 
total function s o f th e Ministry . Thi s wa s fa r greate r tha n tha t o f an y 
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other officer . Th e departmen t i s very much aware o f this problem, an d 
has propose d tha t a  separat e Departmen t o f Teache r Trainin g b e 
established. Th e ne w departmen t woul d the n coordinat e an d contro l 
the teache r educatio n undertake n b y Teache r Trainin g College s fo r 
primary teachers , Teache r Trainin g College s fo r junio r secondar y 
teachers, th e Facult y o f Educatio n a t th e Universit y o f Botswan a fo r 
senior secondar y teachers , an d th e Botswan a Polytechni c fo r teacher s 
of technica l subjects . 

On the other hand, problems already arise in the division of labour 
between the teacher training section and the Department o f the Unifie d 
Teaching Servic e (UTS) . Thes e problem s woul d no t b e solve d b y th e 
creation o f a  separat e Departmen t o f Teache r Training . Th e Depart -
ment o f the UTS is responsible for th e employment o f teachers, and fo r 
their recruitment , placemen t an d development . Althoug h fo r historica l 
reasons i t has developed separatel y fro m th e Teacher Trainin g section , 
it would b e logica l t o lin k th e tw o function s mor e closely . 

It would als o be desirable to avoid the overlap inherent i n the fac t 
that th e Departmen t o f UT S ha s responsibilit y fo r th e maintenanc e o f 
high standard s amon g teachers , whil e supervisio n an d inspectio n o f 
teachers i n school s i s undertake n b y th e Educatio n Officer s o f eithe r 
the Departmen t o f Primar y Educatio n &  Teache r Trainin g o r th e 
Department o f Secondar y Education . 

A furthe r potentia l sourc e o f conflic t arise s fro m th e rol e an d 
status o f th e Plannin g Unit . Thi s uni t i s staffe d b y professional s wit h 
expertise i n dat a analysis , forecastin g an d cos t analysis . However , al l 
department head s shoul d b e activel y involve d i n analysin g relevan t 
trends, interpreting government policies , considering what resources are 
needed, an d explorin g alternativ e course s o f action . Plannin g i s no t 
seen a s a  specialised technica l activit y that shoul d b e lef t exclusivel y t o 
the Plannin g Unit , an d th e overla p o f role s ha s sometime s le d t o 
tension. 

3. Manpower and Personne l 

The overlap s an d shortcoming s arisin g from structura l deficiencie s ar e 
particularly problemati c fo r a  smal l countr y shor t o f qualifie d man -
power. I t i s true tha t the y hav e arise n primaril y fo r historica l reason s 
and canno t easil y be avoided , but i t seems highly desirable t o put mor e 
effort int o rationalisation . 

Meanwhile, though , i t i s usefu l t o not e on e positiv e strateg y 
through whic h th e Ministr y doe s improv e us e o f som e scarc e huma n 
resources. Mos t departmen t head s hav e had varie d career s within an d 
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sometimes als o outsid e th e educatio n system . Th e Chie f Educatio n 
Officer i n charg e o f primar y educatio n an d teache r training , fo r 
example, migh t hav e som e knowledg e o f secondar y educatio n throug h 
previous experienc e a s a  Senio r Educatio n Office r a t tha t level . 
Recognising this , th e to p manager s harnes s experienc e throug h com -
mittees. Fo r instance , the working committee o n Improving Access t o 
Secondary Educatio n incorporate s th e CE O (Nonforma l Education) , 
the Directo r (Unifie d Teachin g Service ) an d th e CE O (Primar y & 
Teacher Training ) a s wel l a s th e CE O (Secondary) . Althoug h th e 
present jobs o f these individual s ma y be unrelate d t o th e tas k a t hand , 
their previou s experience s ar e valuable . Especiall y i n a  smal l ministry , 
expertise i s too scarc e t o be waste d b y stric t adherenc e t o job descrip -
tions. 

The abov e exampl e als o highlight s th e fac t tha t individua l 
promotion path s ar e no t restricte d t o previou s avenues . Whil e ther e 
are danger s i n promoting a  Senio r Educatio n Office r fro m on e secto r 
to becom e a  Chie f Educatio n Office r i n another , th e practic e doe s 
encourage integration . Perhap s eve n mor e important , i t expand s th e 
prospects for promotion i n what would otherwise be a very tight system . 
There i s als o considerabl e movemen t betwee n ministries , especiall y 
from th e ran k o f departmen t hea d t o Unde r Secretar y an d Deput y 
Permanent Secretary . 

However, i t remain s tru e tha t th e smal l size of the ministr y limit s 
the prospect s o f som e officers , whic h lead s t o frustration . On e resul t 
is tha t individual s tr y t o upgrad e thei r existin g post s b y inflating thei r 
levels of responsibility and/o r job descriptions . Thi s i s another reaso n 
for th e larg e numbe r o f CEOs . 

Awareness o f manpowe r constraint s ha s als o le d t o decision s t o 
merge certai n functions , an d no t t o undertak e other s a t all . Fo r 
example special education i s included in the primary education division . 
Less attentio n i s given t o specia l educatio n tha n migh t b e desired , bu t 
for th e tim e bein g i t i s difficul t t o mee t al l needs . Likewise , althoug h 
Botswana set s it s ow n examination s u p t o th e Junio r Certificat e level , 
at highe r level s i t stil l use s th e Universit y o f Cambridg e Oversea s 
Examination Syndicate . A s well as conserving on manpower i n a smal l 
system, thi s arrangemen t provide s benefit s o f credibilit y an d externa l 
recognition. 

A final  poin t relate s t o th e cultur e o f th e ministry . I n a  smal l 
society wher e everybod y know s everybod y else , personalitie s hav e a 
strong impac t o n th e operatio n o f th e organisation . A  junio r office r 
who know s tha t i t i s difficul t t o ge t advic e o r hel p fro m a  departmen t 
head wh o employ s a  'closed-door ' managemen t styl e may  tur n t o 
another hea d wh o i s know n t o b e mor e willin g t o listen . I n thi s way, 
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the junior office r hope s tha t message s will get acros s t o the head whe n 
the tw o senio r officer s mee t eithe r formall y o r informally . Thi s ha s 
happened o n many occasion o n matters needin g the attention o f eithe r 
the Permanen t Secretar y o r th e Deput y Permanen t Secretary . I t 
illustrates th e poin t tha t line s o f communicatio n a s depicte d o n th e 
organisation char t ma y not b e adhere d t o strictly . O n man y occasion s 
officers cros s lines of communication to consult, according to the nature 
of th e proble m an d th e personalitie s concerned . 

4. Inter-Ministry Cooperatio n 

One o f th e mos t prominen t area s o f inter-ministr y cooperatio n i s with 
the Ministry of Local Government &  Lands (MLGL). Th e Communit y 
Development Officer s employe d b y thi s ministr y ar e responsibl e fo r 
pre-primary education . Th e MLG L i s als o responsibl e fo r primar y 
education a t th e distric t level , an d work s closel y wit h th e Ministr y o f 
Education i n way s described below . Th e importan t liaiso n rol e o f th e 
MLGL i s reflecte d i n th e dotte d lin e linkin g i t wit h th e Ministr y o f 
Education i n Figur e 1.1 . 

Another are a o f cooperatio n i s wit h th e Ministr y o f Financ e & 
Development Plannin g (MFDP) , which i s the forma l employe r o f staf f 
in th e Plannin g Unit . Th e MFD P als o employ s comparabl e plannin g 
staff i n othe r ministries . I n som e case s th e dua l loyaltie s o f thes e 
officers lead s to conflict , bu t i n the Ministr y o f Education relationship s 
have generall y been harmonious . Placemen t o f MFD P officer s i n th e 
various ministrie s help s strengthe n linkage s i n th e administratio n a s a 
whole. 

While the types of linkage with the MLGL and the MFDP may  be 
found i n large as well as small states, another linkag e is worth mention -
ing because i t is characteristic only of smal l states . Thi s is the arrange -
ment fo r preparatio n o f education statistics , which is primarily done by 
the Centra l Statistic s Office . Thi s arrangemen t ha s th e stron g benefi t 
of makin g us e o f scarc e professiona l expertise , an d o f effectin g 
economies o f scal e i n a  wa y tha t i s difficul t i n smal l states . However , 
as noted i n the 197 7 Report o f the Nationa l Commission o n Education , 
the arrangement ca n have a problematic aspect . Th e Report noted tha t 
the rang e an d qualit y o f educatio n statistic s wa s ver y impressive , bu t 
pointed ou t that , perhap s becaus e th e statistic s wer e collecte d b y a n 
external unit , they were very little used within the Ministry itself. Sinc e 
that tim e usag e ha s improved ; bu t th e Commission' s observatio n an d 
warning i s stil l worth bearin g i n mind . 

A furthe r for m o f cooperatio n i s wit h th e Ministr y o f Work s & 
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Communication. Al l governmen t constructio n i s undertake n b y thi s 
ministry, bu t whe n th e Ministr y o f Educatio n embarke d o n massiv e 
expansion o f secondar y educatio n i n the earl y 1980 s i t was considere d 
necessary t o establis h a  uni t t o coordinat e constructio n o f th e com -
munity junior secondar y schools . Th e uni t was create d unde r a  Worl d 
Bank projec t whic h provided mos t o f the funds . Althoug h th e unit wa s 
supposed to be temporary, i t is still in existence. Th e Ministry of Works 
& Communicatio n woul d lik e t o transfe r i t t o thei r ministry , bu t th e 
Ministry o f Educatio n ha s resiste d thi s move . 

A final form o f cooperation i s with the University. Althoug h som e 
research i s undertaken withi n the Ministry, particularly by the Plannin g 
Unit an d th e Departmen t o f Curriculu m Developmen t &  Evaluation , 
the Ministr y ha s n o Researc h Uni t per se.  I n thi s respec t Botswan a i s 
fortunate t o have it s own university , the staf f o f which undertak e man y 
important researc h projects . Cooperation i s not only with the Faculty of 
Education but also with the National Institute of Development Researc h 
& Documentation . 

5. Decentralisation o f Functions 

Although Botswan a ha s a  small population , fo r th e geographic reason s 
noted at the beginning of this chapter i t is necessary to operate a  system 
with a  hig h degre e o f decentralisation . Eve n i n a  muc h large r syste m 
the manpowe r demand s o f decentralisatio n woul d be prominent . The y 
are especially obvious in a  system which is both smal l and short o f well-
qualified professiona l staff . 

The primar y educatio n syste m i s base d o n th e principl e o f 
partnership betwee n th e Ministr y o f Educatio n an d th e Ministr y o f 
Local Government &  Lands. Th e latter delegate s responsibility for th e 
day-to-day managemen t o f primar y school s t o loca l authorities . How -
ever, the Ministr y of Education ha s retained nationa l responsibilit y fo r 
integration an d coordinatio n o f professiona l standards , an d ha s lega l 
power t o contro l th e educatio n syste m throug h th e appointmen t o f 
teachers, through inspection and if necessary through closure of schools. 

The Department o f Primary Education & Teacher Training has 35 
Senior Educatio n Officer s (SEOs) , Educatio n Officer s (EOs ) an d 
Assistant Educatio n Officer s (AEOs ) base d i n th e district s an d 
sub-districts. Th e rol e o f thes e officer s i s t o maintai n an d rais e 
professional educatio n standard s i n primar y education . Th e Ministr y 
of Education an d th e MLG L have se t ou t i n some detai l th e respectiv e 
functions a t loca l leve l fo r th e Educatio n Officer s an d Educatio n 
Secretaries, and given this information wid e publicity. Th e relationshi p 
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at Distric t leve l appear s t o work satisfactorily . 
The Departmen t o f Secondar y Educatio n ha s 1 6 SEO s o r EOs . 

These staff ar e not based in the Districts, and the Ministry is concerned 
that wit h the expansio n i n secondar y educatio n th e spa n o f contro l (b y 
1988 over 7 3 schools) wil l become to o wide fo r th e existin g operation s 
centralised i n Headquarters . T o ensur e efficien t managemen t an d th e 
effective us e of resources, a  programme t o decentralise th e administra -
tive an d professiona l suppor t service s ha s been initiated . 

The UT S i s presentl y centralised , wit h th e MLG L Educatio n 
Secretaries acting as local agents for teachin g personnel matters . Whil e 
the UT S employs teacher s directl y i t deploys the m throug h th e Educa -
tion Secretaries . Also , transfer s an d promotion s ar e normall y mad e 
with the agreement o f local councils. Thi s working arrangement avoid s 
the nee d t o appoin t a  separate cadr e o f field  personnel officer s fo r th e 
UTS, whic h conserve s o n scarc e manpower , keep s cost s down , an d 
reduces th e problem s o f coordination . Th e UT S ha s spelle d ou t i n 
some detai l th e role s an d responsibilitie s o f Education Secretarie s an d 
the arrangement s fo r cooperatio n an d consultatio n wit h Educatio n 
Officers, Educatio n Committee s an d th e UT S itself . 

Nevertheless ther e i s considerabl e concer n tha t th e Educatio n 
Secretaries ca n be occupie d fo r 5 0 per cen t o f thei r tim e o n personne l 
matters relatin g t o teachers , a t th e expens e o f thei r othe r respon -
sibilities. Thi s situatio n ha s arise n a s a  resul t o f th e growt h i n th e 
number o f teachers , wit h a  correspondin g increas e i n th e numbe r o f 
routine dutie s (casualt y returns , salary queries , leave applications , etc. ) 
that hav e t o be undertaken . 

On th e othe r han d th e Ministr y is aware that i t cannot implemen t 
education policies properly unless it has the full cooperation o f all those 
at th e loca l level , i.e . teachers , Parent-Teachers ' Associations , an d 
officials o f th e Distric t an d Tow n Council s particularl y th e Educatio n 
Secretaries. Thi s i s especiall y importan t wher e matter s relat e t o th e 
appointment, posting , transfer , promotio n an d disciplinar y contro l o f 
teachers. I t i s als o applicabl e t o nonforma l education , administratio n 
of which i s similarly decentralised . 

6. Conclusion s 

Although th e populatio n o f Botswan a i s small , i t i s large r tha n tha t o f 
the othe r countrie s covere d i n thi s book . Thi s i s reflecte d i n th e 
structure an d siz e o f th e Ministr y o f Education , whic h ha s man y 
specialist branches . Botswan a als o benefits fro m havin g a university of 
its own , whic h ha s a  Facult y o f Educatio n abl e t o undertak e man y 
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research an d othe r project s o f benefi t t o th e educatio n sector . 
However, th e Ministr y o f Educatio n i s stil l constraine d b y smal l 

size. Th e vast area of the country has created a  need for a  decentralised 
system whic h ha s a  hig h huma n resourc e cos t t o a  smal l system . Th e 
manpower constraint s ar e exacerbate d b y the youth o f th e syste m an d 
the continued shortag e o f well-qualified professionals . Moreover , eve n 
though th e Ministr y i s relatively larg e i t stil l has n o unit s fo r research , 
pre-school educatio n o r specia l education . 

This chapter has also highlighted problems arising from overla p of 
functions betwee n variou s departments . Thi s overla p ha s arise n 
primarily fo r historica l reasons . I t ha s create d considerabl e friction , 
and has wasted resources in a way that a small, manpower-scarce syste m 
can il l afford . Th e proble m ha s bee n reduce d throug h constitutio n of 
ad hoc workin g groups for specifi c topics , but needs t o be addresse d i n 
a mor e fundamenta l way . 

Nevertheless, i n conclusio n i t i s als o wort h quotin g on e furthe r 
observation o f th e 197 7 Repor t o f th e Nationa l Commissio n o n 
Education. Thi s i s tha t "th e ke y t o effectivenes s lie s a s muc h i n th e 
area o f appointmen t o f goo d personne l t o th e ke y positions , a s i t i s a 
matter o f organisationa l restructuring" . 
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