
Chapter 7: Dominica 

Merle E. Peters &  Herbert F. Sabaroche 

Population (1988):  81,300 
Population Growth  Rate (1980-88):  1.2% per annum 
Land Area:  751  square kilometres 
Capital: Roseau 
GNP per Capita  (1988):  US$1650 
Year of Independence: 1978 
Primary School Enrolment  Rate  (1990):  100% 
Human Development  Index  (1987):  0.906 

Dominica i s th e thir d larges t islan d i n th e Commonwealt h Caribbea n 
(after Jamaica and Trinidad). I t is 50 kilometres long and 27 kilometres 
wide, an d ha s a  mountainou s topography . 

Dominica becam e a  British colon y in the 18t h century . I t forme d 
part of the Leeward Islands federation unti l 1939, but from 194 0 to 1959 
was administere d a s par t o f th e Windwar d Island s group . A  constitu -
tion which became effective i n 1960 gave Dominica separate status with 
its ow n Administrato r an d a n enlarge d Legislativ e Council . I n 196 7 
Dominica became one of the West Indies Associated States , gaining ful l 
autonomy in internal affairs . Th e nation achieve d ful l independenc e i n 
1978. 

The econom y depend s o n export-oriente d agricultura l products , 
especially banana s an d citru s fruits . Livestoc k an d fish  ar e als o 
important source s o f incom e an d employment , an d recen t year s hav e 
brought effort s t o diversify into textiles, agro-processing and componen t 
assembly. Touris m i s les s develope d tha n i n man y othe r Caribbea n 
islands, but i s becoming increasingl y important . 

1. The Education Syste m 

Schooling i n Dominica i s compulsor y between th e age s o f five  and 15 . 
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The structur e o f th e primar y schoo l syste m i s simila r t o tha t i n othe r 
Commonwealth Caribbea n countries . I t ha s a  two-yea r infan t stage , 
followed b y a  five-year  regula r primar y stag e an d a n extende d senio r 
primary stage of three years for thos e who do not qualif y fo r secondar y 
education i n the Commo n Entranc e Examination . Thi s senio r stag e i s 
designated a s junior secondar y education , bu t th e curriculu m doe s no t 
correspond t o tha t i n th e first  thre e year s o f senio r secondar y school s 
and i t i s financed  mainl y fro m th e primar y educatio n budget . 

In 198 9 th e governmen t operate d 5 5 primar y schools . A n 
additional five  school s wer e government-assisted , an d si x were owne d 
and operate d privately . Thes e school s had approximatel y 15,00 0 pupils 
and 63 0 teachers . 

At th e secondar y level , seve n o f th e 1 0 school s ar e ru n b y de -
nominational an d othe r organisation s wit h governmen t assistance . I n 
1989 the school s had 3,50 0 pupils an d 11 7 teachers. A n additiona l 60 0 
pupils followe d a  technical-vocationa l programm e wit h 5 2 teachers . 

The tertiar y educatio n syste m i s centre d i n th e Clifto n Dupign y 
Community College . I n 198 9 the Academic Division o f the college ha d 
188 students , whil e th e Technica l Divisio n ha d 16 8 student s an d th e 
Teachers' Colleg e ha d 5 6 students . Th e Academi c an d Technica l 
Divisions had 27 teaching staff between them, and the Teachers' College 
had nin e staff . Dominic a i s als o a  membe r o f th e Universit y o f th e 
West Indie s (UWI) , an d ha s it s own Universit y Centre . 

During th e perio d 1984-88 , education wa s allocated a n averag e o f 
17.6 per cen t o f the recurren t budget . Withi n th e educatio n budget , i n 
1988 primar y school s wer e allocate d 62. 8 pe r cen t o f th e total , whil e 
secondary school s were allocate d 23. 9 per cent , an d polic y formulatio n 
and administratio n wer e allocate d 4. 7 per cent . 

2. The Ministr y o f Education &  Sport s 

(a) Functions &  Organisation 

Although th e ful l titl e o f thi s bod y i s th e Ministr y o f Educatio n & 
Sports, i t i s ofte n referre d t o simpl y a s th e Ministr y o f Education . 
Education use d t o be combine d wit h Healt h i n a  single Ministry . Th e 
functions wer e spli t i n 1985 , partl y becaus e o f expansio n i n th e tw o 
sectors. 

Within the Ministry of Education & Sports are three main sections, 
namely th e Educatio n Department , th e Sport s Division , an d Librar y 
Services. On e rational e fo r groupin g thes e function s togethe r i s tha t 
sports activitie s ar e concentrate d i n th e educationa l institutions , an d 
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library services are directed mainly towards the students of the primary, 
secondary an d post-secondar y institutions . 

Figure 7.1 shows the organisation char t o f the Ministry at the time 
of writing. Thi s is the framework o n which this chapter ha s been based . 
However, a new structure has been proposed (Figur e 7.2), and compari -
son o f th e tw o chart s reveal s som e illuminatin g points . 

Figure 7.1: The Ministry of Education &  Sports, Dominica, 1989 

Figure 7.2:  Proposed Structure  for the  Ministry  of  Education  &  Sports, 
Dominica 
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One of the most important aspect s of the proposed structur e is the 
creation o f the pos t o f Deputy Chie f Educatio n Office r (DCEO) . I t i s 
intended tha t the district-based Education Officer s (EOs ) wil l report t o 
the DCE O rathe r tha n directl y t o the Chie f Educatio n Office r (CEO) . 
The new structure wil l also include a  new post fo r th e Centra l District . 

The DCEO pos t was partly proposed t o allow the CEO to take on 
new duties . Th e 1989-9 4 Educatio n Secto r Pla n whic h se t ou t th e 
proposal highlighted problems caused by the absence of a planning unit. 
It als o note d th e lac k o f a  consisten t procedur e fo r identifyin g trainin g 
needs, becaus e o f whic h som e individual s ha d followe d course s tha t 
were not related to Ministry priorities. Thes e individuals had later been 
disappointed when on return from thei r studies they were given respon-
sibilities in areas unrelated t o thei r studies . I n suc h a  smal l Ministry i t 
was stil l fel t impossibl e t o emplo y specialis t planner s an d trainin g 
officers. I t wa s therefore decide d t o plac e th e CE O i n charg e o f bot h 
functions, bu t t o provid e assistanc e fro m th e newly-appointe d DCEO . 
The pos t o f Plannin g Office r ha s been nominall y created , bu t actuall y 
this pos t i s hel d concurrentl y b y th e CEO . A  Plannin g Committe e 
reports to the Minister through the Permanent Secretary , and is chaired 
by th e Plannin g Officer/CEO . I n addition , a  pos t ha s recentl y bee n 
created fo r a  Projec t Developmen t Office r wit h responsibilit y fo r 
preparation, implementatio n an d evaluatio n o f projects . 

The proposa l als o envisage s change s i n the spher e o f curriculum . 
The Ministr y already has an EO (Curriculum) . However , the absenc e 
of a Curriculum Development Unit has meant that curriculum initiative s 
have been sporadic , that schools have operated with inadequate curricu -
lum materials , an d tha t objectiv e assessmen t o f th e effec t o f ne w 
curricula o n educationa l practic e an d attitudina l chang e ha s bee n 
difficult. Th e new structure will create a Curriculum Developmen t Uni t 
to tackl e thes e problems . Th e Coordinato r o f th e uni t wil l be assiste d 
by an Assessment &  Examinations Office r an d b y a  Researc h Officer . 
The Curriculu m Coordinatin g Committe e wil l includ e principal s o f 
primary an d secondar y school s a s wel l a s Educatio n Officer s an d 
lecturers fro m th e Teachers ' College . 

The new structure will also include the post of Coordinator (Tech -
nical-Vocational Education) . Thi s office r wil l b e responsibl e fo r 
diversification o f th e curriculu m a t al l levels . Th e office r wil l hav e 
particular responsibility for the Technical-Vocational Educatio n Projec t 
run b y th e Organisatio n o f Easter n Caribbea n State s (OECS) . Th e 
individual wil l als o b e a  membe r o f th e Advisor y Committe e o f th e 
Technical Studies Division o f the Clifto n Dupign y Community College . 

Neither the existing nor the proposed structur e has a specialist E O 
post fo r primar y education . Thi s agai n reflect s th e constraint s o f a 
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small system . Th e need s o f primar y school s hav e t o b e me t b y th e 
district-based Educatio n Officers . 

The architect s o f th e ne w structur e als o propose d t o abolis h th e 
post o f SE O (Secondary) . Th e rational e wa s simila r t o tha t fo r no t 
having an EO (Primary) . Th e coordinato r o f the Curriculu m Develop -
ment Uni t wa s expecte d t o replac e th e SE O (Secondary) , leavin g th e 
district-based Education Officers t o supervise secondary schools in their 
areas. However , i t no w looks less likely that th e pos t o f SEO (Second -
ary) wil l b e abolished . Thi s i s partl y becaus e th e presen t holde r ha s 
strong qualifications an d experience , an d i t i s important fo r th e syste m 
to retai n suc h services . 

Whereas th e existing structure refer s t o the post o f SEO (Teache r 
Training), the proposed new structure refers only to the Principal of the 
Teachers' College . I n fac t thes e tw o post s ar e combine d i n on e 
individual. Thi s provide s anothe r instanc e throug h whic h th e smal l 
system promote s efficienc y an d maximise s us e o f scarc e personnel . 

The administratio n o f th e Ministr y i s centralise d i n Roseau , th e 
capital. Portsmouth , th e secon d town , has a  District Offic e wit h a  staf f 
of four comprisin g th e Educatio n Office r (North) , an Assistant Educa -
tion Officer , a  clerk/typis t an d a  messenger . Th e office s o f th e othe r 
district-based Educatio n Officer s ar e in the Teachers' College. Th e fac t 
that thes e othe r Educatio n Officer s ar e al l located i n one plac e mean s 
that the y have to trave l extensively , an d tha t th e district-focuse d natur e 
of thei r dutie s i s no t full y supported . I t ha s bee n propose d t o se t u p 
offices actuall y in the district s serve d by the staff . Althoug h Dominic a 
is geographically quite small, road, telephone and postal communications 
are no t strong . Relocatio n o f th e district-focuse d Educatio n Officer s 
could hel p strengthe n th e administration . 

On the other hand , the Ministry already faces problems of efficien -
cy arisin g fro m th e locatio n o f officer s i n differen t places . Th e tw o 
SEOs, the Principal of the Clifton Dupign y Community College, and the 
Adult Education Office r eac h have one clerk and a team of messengers/ 
drivers an d cleaners . I n practice , thes e staf f d o no t wor k onl y fo r th e 
units t o which the y are formall y assigned . Fo r example , the technicia n 
attached t o th e Curriculu m Uni t work s fo r th e Teachers ' Colleg e an d 
the headquarter s whe n the nee d arises . I t ha s been suggeste d tha t thi s 
sharing shoul d b e strengthene d b y redeployin g suc h personne l t o a 
central poo l fo r us e b y al l section s a s needed . However , sharin g i s 
obstructed b y th e fac t tha t som e staf f ar e locate d i n th e Teachers ' 
College or in other place s distant from headquarters . Th e obstacle tha t 
this create s fo r efficien t utilisatio n o f staf f i s felt particularl y acutel y i n 
a smal l system . 

Finally, i t wil l be observe d tha t th e Ministr y i s heavily dominate d 
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by Education . Indee d Sport s ar e directl y serve d onl y b y th e Sport s 
Development Office r who , like the Librarian an d the two Senior Execu -
tive Officers , report s immediatel y t o th e Permanen t Secretary . 

(b) Work  Shared and  not  Undertaken 

The Ministr y o f Education &  Sports share s severa l responsibilities with 
other ministries . Fo r example : 

* The  Economic  Development  Unit  assesse s plans , programme s 
and projects for economic viability. I t also coordinates projects , 
and help s identif y fundin g sources . 

* The  Treasury  Department pay s salarie s an d audit s al l financia l 
transactions. 

* The  Computer Department processe s the results of the Common 
Entrance Examination . 

* The  Printery  prints forms , certificate s an d booklets . 
* The  Ministry of Communication, Works  & Housing maintains and 

repairs physica l facilities . 
* The  Ministry of Health examine s and treats students at al l levels 

free o f charge . 
* The  Department of  Legal Affairs give s advice when land dispute s 

and othe r problem s arise . 
* The  Department  of  Agriculture  provide s extensio n service s t o 

schools. 
* The  Personnel Department  train s clerica l staff . 
* The  Department  of  Local  Government  provide s material s fo r 

repairs an d constructio n o f som e facilities . I t operate s a 
community-based self-hel p schem e whic h assist s school s wit h 
materials, equipment an d technical expertise. Labou r i s usually 
provided b y Parent-Teacher s Associations , Villag e Council s 
and othe r communit y groups . 

On th e othe r hand , som e function s whic h woul d normall y b e 
undertaken b y Ministrie s o f Educatio n i n large r countrie s ar e no t 
undertaken a t al l i n Dominica . Fo r example , th e Dominic a Teachers ' 
College onl y train s teacher s fo r all-ag e schools . Thes e school s hav e a 
primary sectio n (5-1 2 years ) an d a  junio r secondar y sectio n (13-1 5 
years). N o provisio n i s mad e fo r specialise d subject s o r fo r technical -
vocational education . Teacher s a t th e senio r leve l ma y b e traine d i n 
regional institution s (Antigua , Jamaica , Trinidad , Barbado s an d St . 
Lucia) o r i n suc h countrie s a s the Unite d Kingdom , USA , Canad a an d 
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France. 
It must b e recognised tha t oversea s training has some advantages . 

External donor s mee t mos t o f th e costs , an d experienc e o f othe r 
countries broaden s th e trainees ' horizons . However , difficultie s aris e 
from th e cultura l biase s o f th e foreig n programmes ; an d som e o f th e 
trainees sent abroad neve r come back. Als o serious is the limitation o n 
numbers. Partl y becaus e o f th e lac k o f loca l trainin g provision , abou t 
60 pe r cen t o f senio r secondar y teacher s remai n untrained . Canada' s 
Organization fo r Cooperatio n i n Oversea s Developmen t (OCOD ) ha s 
helped reduc e thi s difficult y b y runnin g two-wee k workshop s i n 
specialised areas . I n addition, projects have been launched by the UW I 
and throug h th e OEC S technical-vocationa l project . However , thes e 
projects wil l not b e abl e t o solv e the proble m completely . 

Similarly, althoug h move s hav e bee n initiate d t o strengthe n 
curriculum development , Dominica will remain handicapped by the lack 
of specialis t staf f i n eac h subjec t area . Also , th e school s ca n onl y us e 
books develope d generall y fo r th e Caribbea n o r fo r othe r part s o f th e 
world. Becaus e o f th e constraint s o n expertis e an d o n th e siz e o f th e 
market, n o textbook s hav e bee n prepare d specificall y fo r Dominica . 
However, textbooks in some subjec t area s have been written fo r Carib -
bean students . 

Finally, it was noted above that Dominica i s unable to afford a  full -
fledged plannin g unit . Thi s has created difficultie s i n coordination an d 
efficient us e o f resources . Relate d t o thi s is the lac k o f research . Th e 
proposed structur e doe s envisage employment o f a  Research Office r i n 
the Curriculu m Developmen t Unit , bu t man y othe r area s als o requir e 
research. Althoug h policy-maker s ca n lear n fro m researc h i n othe r 
countries, foreig n studie s ar e ofte n a  poo r substitut e fo r loca l ones . 

3. Personne l 

(a) Numbers 

Excluding principals , lecturer s an d teachers , th e Ministry o f Educatio n 
& Sport s ha s 6 6 establishmen t post s (Tabl e 7.1) . I n addition , th e 
Ministry employ s th e Principa l an d Directo r o f Clifto n Dupign y Com -
munity College , a  laborator y assistan t fo r th e College , 1 9 tutor s an d 
lecturers, 11 instructors/senior instructors , 58 school principals, and 605 
teachers/assistant teachers . I t als o employ s 70 cleaners an d 1 8 watch-
men i n non-establishmen t posts . Thu s th e tota l employmen t o f th e 
Ministry is 850 (assuming that al l posts are filled),  of which 7.8 per cen t 
hold administrativ e post s i n the headquarter s o r districts . 
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Table 7.7 : Personnel in  the  Ministry  of  Education  &  Sports,  Dominica, 
September 1989 

Number Numbe r 

General Administration Technical  Staff 
Minister o f Educatio n 
Permanent Secretar y 
Assistant Secretar y 
Senior Executiv e Office r 
Executive Office r 
Senior Cler k 
Maintenance Superviso r 
Production Technicia n 
Statistical Assistan t 
Junior Cler k 
Stores Cler k 
Driver 
Messenger 

1 
1 
2 
2 
2 
4 
1 
1 
1 

16 
1 
5 
5 

Chief Educatio n Office r 
Senior Educatio n Office r 
Education Office r 
Assistant Educatio n Office r 
Field Superviso r 
Adult Zona l Officer s 

1 
2 
7 
6 
1 
7 

(b) Specialisation/Generalisation 

Because th e Ministr y i s small , i t i s unabl e t o permi t extensiv e staf f 
specialisation. Individual s ar e ofte n requeste d t o undertak e severa l 
different type s o f work . Task s ma y be allocate d simpl y t o peopl e wh o 
are capable o f undertaking them, with the result tha t jobs are graduall y 
established tha t expec t th e postholder s t o perfor m unrelate d duties . 
Likewise, new staff ma y be appointed t o posts that require performanc e 
of very eclecti c tasks . 

Every jo b descriptio n contain s th e statement : "Th e worke r i s 
expected t o perfor m an y othe r relevan t dut y tha t ma y b e require d t o 
enhance th e scope an d qualit y o f the education system. " Thi s indicate s 
that eve n whe n individual s d o specialise , the y may  stil l be calle d upo n 
to perfor m unrelate d tasks . Thre e example s may  illustrat e thi s point . 

* SEO  (Secondary)  ha s to coordinate and supervise the 10 Secon-
dary schools , an d registe r student s fo r thes e schools . Th e 
officer als o has to organise and coordinat e the Youth Rall y fo r 
the Independenc e Da y celebrations . Whil e thes e task s entai l 
separate knowledg e an d experience , the rational e fo r groupin g 
them i s that the y al l involve secondar y schoo l students . 

* The  Junior Clerk  is responsible for registratio n o f incoming and 
outgoing mail , and for filing.  Th e office r als o works as a typist 
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and a s a n account s clerk . 
* The  principal of the all-age school ha s to manage the operation s 

of th e school , supervis e an d evaluat e th e teachin g staff , teac h 
specific subjects , an d serv e a s a  membe r o f th e curriculu m 
development tea m o f th e Ministry . 

The multi-facete d natur e o f suc h dutie s ca n lea d t o difficulties . 
Most seriou s are the problems of inefficiency an d ineffectiveness whic h 
arise fro m overwork . Also , officer s sometime s find  thei r professiona l 
schedules disrupted . Fo r instanc e th e SE O ofte n ha s t o suspen d th e 
supervision o f school s i n orde r t o mee t th e demand s o f examinatio n 
bodies. I n som e cases , officers ar e prevented fro m takin g thei r annua l 
leave becaus e the y ar e require d t o undertak e urgen t additiona l tasks . 

Nevertheless, som e jobs hav e remaine d specialised . Fo r instanc e 
when th e chie f account s an d personne l officer s g o o n leave , the y ar e 
replaced onl y by othe r account s an d personne l officers . Th e replace -
ment staf f ar e usuall y redeploye d fro m othe r ministries . I t ha s bee n 
suggested tha t personne l i n on e administrativ e o r clerica l pos t shoul d 
be given some orientation to perform othe r dutie s to alleviate shortage s 
of skille d peopl e a t leas t o n a  temporary basis . Fo r instanc e whe n th e 
Accounts Cler k i s away , th e Registratio n Cler k normall y processe s 
teachers' salaries . 

(c) Expertise 

The Ministr y i s handicapped b y the smal l poo l from whic h i t i s able t o 
recruit. Th e populatio n i s small, and th e Ministr y has to compet e wit h 
other employers . I n addition , man y well-qualifie d peopl e choos e t o 
migrate rathe r tha n t o loo k fo r job s a t home . Th e mos t popula r des -
tinations hav e been th e Unite d Kingdom , th e USA , Canada , an d othe r 
Caribbean countries . 

Two result s o f th e shortag e o f traine d recruit s ar e first  tha t 
qualified personne l ar e give n particularl y heav y loads , and secon d tha t 
untrained officer s ar e given tasks which should be undertaken by trained 
ones. Thi s ca n caus e considerabl e tensions . O n th e on e han d som e 
individuals who have ha d specialis t trainin g resen t havin g t o undertak e 
a multitud e o f task s whic h d o no t us e thi s training ; an d o n th e othe r 
hand untraine d officer s clamou r fo r benefit s becaus e the y perform th e 
tasks o f traine d personnel . 

Tensions als o aris e i n th e recruitmen t o f expatriates , som e o f 
whom hav e limited experienc e o f small states and of situations i n which 
resources ar e i n suc h shor t supply . Employmen t o f expatriate s ma y 
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also creat e problem s o f cultura l conflict ; an d th e departur e o f in -
dividuals o n completio n o f contract s ma y creat e a  void . 

(d) Job Definition  and  Appraisal 

The Ministr y o f Education , i n conjunctio n wit h othe r Ministries , i s 
presently preparin g an d revisin g job description s fo r al l it s employees . 
Prior t o thi s exercise , th e task s performe d b y individua l officer s wer e 
to a  larg e exten t shape d b y thei r immediat e superiors . I n som e cases , 
however, individual s wer e lef t t o defin e thei r ow n jobs becaus e thei r 
immediate supervisor s wer e no t wel l acquainte d wit h specialis t needs , 
strategies an d priorities . 

Supervisors wh o lac k specialis t experienc e i n th e wor k area s o f 
their subordinate s hav e als o foun d difficultie s i n staf f appraisal . Th e 
usual strateg y i n suc h circumstance s ha s bee n fo r th e supervisor s t o 
consider suc h factors a s demeanour an d willingness t o undertake task s 
promptly and effectively. However , the subtle processes for weighing up 
and assessin g individual s ar e no t necessaril y effective . Personalit y 
differences ofte n determin e th e type s o f assessmen t an d grade s given . 
The proposed appraisa l syste m seeks to address this problem; but clea r 
lines o f responsibility hav e to be established , an d trainin g o f appraiser s 
is essentia l fo r effectiv e implementatio n o f th e system . 

(e) The  Hierarchy 

There i s broad agreemen t withi n the Ministry that the short administra -
tive pyrami d cause s difficultie s fo r promotio n an d morale . Way s t o 
deal wit h thes e difficultie s includ e provisio n o f incentive s throug h 
further trainin g an d increas e i n salar y benefits , an d jo b rotatio n t o 
reduce staleness . 

The latter , however , i s partl y dependen t o n th e skill s an d trans -
ferability o f individuals . Generalist s hav e better chance s o f promotion , 
and specialist s have to abandon thei r specialisation s i f they want t o gain 
more senior posts. Thi s problem affect s the system negatively, especially 
when th e specialist s canno t b e replaced . On e exampl e i s a tutor a t th e 
Teachers' Colleg e wh o wa s a  specialis t i n reading . Wishin g t o gai n a 
better salar y an d trave l allowances , th e office r too k a  pos t a s distric t 
Education Office r eve n thoug h thi s require d abandonmen t o f th e 
specialism. Another exampl e was the Science Coordinator who accepted 
the mor e senio r pos t o f Educatio n Office r (Curriculum) . 

Nevertheless, there i s some room for flexibilit y within the ranks of 
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EO an d SEO . I f th e Ministr y wishe s t o retai n th e service s o f a  well -
qualified individua l without requirin g that person to change jobs, it may 
be possibl e t o promot e a n E O t o becom e a n SEO . However , thi s 
depends o n th e siz e o f th e establishmen t an d o n competin g priorities , 
and i s not alway s possible . 

4. International Linkage s 

Small Ministries of Education rel y heavily on overseas linkages because 
of financial  constraint s an d th e shortag e o f technica l personnel . Thi s 
may create heav y demands. I t als o causes difficultie s whe n individual s 
are take n awa y from thei r office s b y international meetings . 

(a) Aid 

Many developing countries o f course benefi t considerabl y fro m foreig n 
aid. Suc h assistanc e provide s no t onl y materia l resource s bu t als o 
technical expertis e an d exposur e t o ne w ideas. However , ai d ma y als o 
have negativ e sides . Ai d ofte n ha s 'strings' , an d man y project s spen d 
a grea t dea l o f mone y o n foreig n consultants . I n som e case s ai d als o 
encourages complacency and stifles innovation. I t is therefore necessar y 
for countrie s t o lear n t o refuse ai d tha t i s not i n keeping with develop -
ment plan s an d goals . Recipien t countrie s shoul d als o tr y t o hav e 
proper inpu t an d representatio n whe n negotiatin g wit h oversea s agen -
cies, should use nationals for in-service training, and should develop the 
ability to modif y project s t o fit  the nationa l context . 

The proble m fo r smal l state s i s that thes e recommendation s may 
be easie r t o make tha n t o implement . Becaus e smal l state s hav e smal l 
pools of manpower , the y may find it difficult t o secure officers wh o ar e 
adept a t projec t analysi s an d negotiation . I t may  als o b e difficul t t o 
find appropriate individual s to send fo r in-servic e training and t o act a s 
counterparts. 

(b) Regional Organisations 

Dominica is a member o f several important regional organisations. Th e 
main one s affectin g educatio n are : 

* The  Caribbean  Examinations Council  (CXC),  whic h organise s 
examinations, develop s syllabuses , an d train s teacher s fo r th e 
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implementation o f programmes ; 
* The  Caribbean  Development  Bank  (CDB),  whic h provide s 

project fundin g e.g . fo r th e technical-vocationa l educatio n 
project an d fo r studen t loans ; 

* The  Caribbean  Community  (CARICOM),  whic h organise s a 
standing conference o f Ministers of Education, and which helps 
seek fund s fo r projects ; 

* The  Organization  of  Eastern  Caribbean  States  (OECS),  whic h 
carries ou t a  similar functio n t o CARICOM bu t with a  smaller 
(and overlapping ) membership ; 

* The  University  of the West  Indies (UWI),  whic h provides degre e 
and diplom a courses , an d i s als o a  sourc e o f consultanc y 
expertise; 

* The  University  of the  West  Indies Distance  Teaching  Experiment 
(UWIDITE), whic h ha s a  specia l componen t fo r teache r 
training; an d 

* The  Caribbean  Association  of  Technical  and  Vocational 
Education &  Training (CATVET), whic h disseminates informa -
tion, provide s advice , an d offer s trainin g i n technica l an d 
vocational education . 

Liaison wit h thes e bodie s ca n tak e a  grea t dea l o f th e tim e o f 
individual officers . Fo r example , th e Caribbea n Developmen t Ban k 
(CDB) require s that a  specific office r us e 80 per cen t of the time for th e 
Technical-Vocational Project . Also , the SEO (Secondary ) spends about 
80 pe r cen t o f th e tim e dealin g wit h th e CX C an d othe r externa l 
examination bodies. Certainl y these regional bodies can usually perform 
their function s mor e effectivel y tha n th e Ministr y coul d b y itself , an d 
they d o widen th e horizon s o f officer s wh o work with them . Th e nee d 
for coordinatio n an d liaiso n make s heav y demands , however , an d th e 
regional bodie s ar e sometime s rathe r inflexible . 

(c) Absence of  Individuals 

International commitment s frequentl y tak e individual s awa y from thei r 
desks, sometime s fo r extende d periods . Officia l polic y provide s 
replacements onl y when staf f ar e absen t fo r period s exceeding 28 days. 
Although tea m wor k woul d b e a  logica l wa y t o reduc e th e problem s 
caused b y suc h absence , effort s t o promot e tea m wor k hav e no t bee n 
given muc h attentio n i n Dominica . I t seem s tha t li p service ha s bee n 
paid t o th e concept , bu t tha t fe w practica l step s hav e bee n take n t o 
achieve the goal . Thu s when fo r exampl e th e Chie f Educatio n Office r 
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is away, no on e i s empowered t o d o hi s job. 
Problems cause d by the absenc e o f officer s coul d als o be reduce d 

by improvement o f the record-keepin g system . Record s ar e stil l main -
tained manually , whic h i s slo w an d inefficient . Recently , computer s 
were acquire d fo r th e Accounts Cler k an d th e Statistic s Officer , an d i t 
would be desirable to acquire more computers not only for headquarter s 
but als o fo r variou s institutions . Howeve r i t mus t als o b e recognise d 
that computer s requir e specia l skills , an d tha t althoug h the y permi t 
operations t o b e carrie d ou t mor e efficientl y the y ma y als o mak e 
absence o f key individuals even more problemati c than i s the case with 
a manua l system . 

For efficien t organisatio n i t i s importan t t o promot e tea m work . 
Much progres s i n thi s wa s achieve d durin g preparatio n o f th e 1989-9 4 
Education Plan . I t i s to be hoped tha t thi s progress wil l be maintaine d 
and extende d i n th e future . 

5. The Culture o f the Ministr y 

As i n othe r smal l states , th e Ministr y i n Dominic a i s a  ver y persona l 
organisation i n whic h everybod y know s everybod y else . Som e ad -
vantages an d disadvantage s o f thi s ar e summarise d i n Table 7.2 . 

Ways to maximise the advantages an d minimis e th e disadvantage s 
include heavy emphasis on professional behaviou r thoug h staff develop -
ment activities , combined wit h specific provisio n fo r objectiv e appraisa l 
of performance . Th e authoritie s may also introduce procedure s t o dis-
courage breac h o f confidentiality , whil e a t th e sam e tim e ensurin g tha t 
everyone i s familia r wit h th e specifi c policies , rules , regulation s an d 
procedures governin g th e operatio n o f th e Ministry . Tw o final  worth -
while policie s woul d encourag e individual s t o b e critica l an d creative , 
and woul d provid e incentive s fo r outstandin g performance . 

Contrary t o the suggestion tha t smal l Ministries ar e more likely to 
operate throug h consensu s i n decision-making , i t seem s tha t i n 
Dominica decisions are made at the top and that implementation follow s 
the hierarchica l process . O n som e issue s there i s consultation, bu t th e 
final decisio n i s stil l mad e a t th e top . Thus , th e Permanen t Secretar y 
takes decision s t o b e followe d b y th e Chie f Educatio n Officer , wh o 
takes decisions to be implemented by the Education Officers , an d so on. 

There i s broad agreemen t i n th e Ministr y tha t latitud e shoul d b e 
given t o individua l workers , bu t tha t i t shoul d b e subjec t t o som e 
controls. On e exampl e tha t ha s bee n cite d wa s th e principa l o f a 
particular schoo l wh o arrange d fo r a  fenc e t o b e erecte d aroun d hi s 
school. Fe w financial o r labour input s were required fro m th e Ministry , 



Ministries of  Education in  Small States  13 7 

Table 7.2: Advantages and  Disadvantages of Close Interpersonal Relation-
ships 

Advantages Disadvantages 

Working relationship s ar e generall y Consensu s i s over-emphasise d 
friendly 

Individuals ar e easil y reache d Individuals ar e no t sufficientl y 
critical o f th e idea s o f other s 

Red tap e i s minimise d 

Responsibilities ar e easil y 
delegated 

Potential fo r productivit y i s 
increased 

Monitoring an d evaluatio n ar e 
facilitated 

Individuals ca n mor e easil y 
gain a  broad knowledg e an d 
understanding o f th e working s 
of th e Ministry . 

Favouritism may  be develope d 

There i s a  dange r o f som e 
individuals bein g overworke d 

Respect fo r protoco l may be lost 

Objectivity i s reduced i n evalua -
tion o f individua l performanc e 

Confidentiality i s reduced ; 
increased potentia l fo r persona -
lity clash an d confrontation . 

and i n thi s respec t th e principa l wa s t o b e applauded . However , th e 
same principa l too k matter s int o hi s ow n hand s t o def y a  polic y 
governing th e conduc t o f a  school-leavin g examination . 

In another case , the principal o f a  secondary school was flexible i n 
transferring student s t o an d fro m academi c an d technical-vocationa l 
streams base d o n thei r leve l o f performance . Whe n th e principa l left , 
however, ther e wa s a  reversa l o f th e ol d practic e o f specifi c demarca -
tion streams. Thi s created confusion amon g both students and teachers. 

6. Summar y 

Although officiall y th e Ministry covers Sports a s well as Education, th e 
latter i s by fa r th e greate r o f th e tw o functions . Becaus e o f this , th e 
organisation u s ofte n referre d t o simpl y a s th e Ministr y o f Educatio n 
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rather tha n b y its longer title . 
Until 1985 , Educatio n wa s als o administere d wit h Health . Th e 

functions were separated because each sector was growing rapidly. Th e 
new structur e enable d bot h ministrie s t o focu s mor e clearl y o n thei r 
specialist responsibilities . 

However, ther e ha s remaine d a  feelin g o f inadequac y i n som e 
respects. Th e 1989-9 4 plan suggeste d (p.15 ) tha t th e Ministr y o f Edu -
cation &  Sports : 

has been unabl e t o mee t th e demand s o f educationa l refor m an d 
of an expanding school system. Th e result s have been inadequat e 
supervision an d les s tha n optima l efficienc y becaus e refor m 
programmes hav e ha d t o b e conceive d hastil y b y overworke d 
personnel an d becaus e n o syste m existe d fo r monitorin g th e 
implementation o f refor m proposals . 

Following analysi s o f th e situation , th e pla n propose d a  ne w structure . 
The CEO , i t suggested , shoul d b e assiste d b y a  deputy ; th e pos t o f a n 
extra distric t Educatio n Office r shoul d be created ; enlarge d an d bette r 
mechanisms for curriculu m developmen t shoul d be established; and th e 
functions o f plannin g an d identificatio n o f trainin g need s shoul d b e 
carried ou t mor e systematically . 

It remain s t o b e see n ho w fa r thi s proposa l wil l b e implemente d 
and ho w well it wil l work. Certainl y the proposa l ha s man y features t o 
commend it . However , th e structur e wil l remai n constraine d b y th e 
small siz e o f th e bureaucracy , an d i t i s difficul t t o affor d expansio n i n 
such a  small system. Th e post s o f Planning Officer an d CE O hav e had 
to be combined i n one individual ; and th e curriculum developmen t uni t 
will be unable to devote detailed and specialist attention to every subject 
at ever y level . 

At th e sam e tim e th e chapte r ha s stresse d som e advantage s o f 
small size . Amon g the m ar e clos e interpersona l workin g relationship s 
which facilitat e monitorin g an d evaluation , an d whic h reduc e th e 
problems o f re d tape . Officer s i n th e Ministr y o f Educatio n ma y als o 
have clos e connection s wit h colleague s i n othe r ministries . 

Finally, th e chapte r ha s highlighte d severa l regiona l an d othe r 
external initiative s whic h hel p reduc e th e problem s whic h Dominic a 
would otherwise face. Regiona l bodies include the Caribbean Examina -
tions Council , th e Caribbea n Developmen t Bank , th e OECS , an d th e 
University o f th e Wes t Indies . Regiona l project s d o sometime s creat e 
problems o f thei r own ; but the y d o giv e Dominic a acces s t o expertis e 
and othe r resource s whic h i t would otherwis e lack . Dominic a ha s als o 
benefitted fro m som e valuabl e externa l ai d programmes . 
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