
Chapter 9: Montserrat 
Howard A. Fergus & Albert L. Thomas 

Population (1989):  12,000 
Land Area:  103  square kilometres 
Capital: Plymouth 
GDP per capita  (1988):  US$4,515 
Primary School Enrolment  Rate  (1990):  100% 

Montserrat i s one of the few remaining United Kingdom dependent ter -
ritories. I n th e Caribbea n i t share s colonia l statu s wit h Anguilla , th e 
Cayman Islands , th e Britis h Virgi n Islands , an d th e Turk s &  Caico s 
Islands. O n several occasions the territory has received United Nation s 
visiting mission s whic h hav e bee n invite d b y th e U K government , bu t 
after negotiation s i n 196 6 th e peopl e electe d t o retai n thei r existin g 
constitution an d no t mov e toward s independenc e (Fergu s 1979 , 1985) . 
The stronges t lobb y fo r maintenanc e o f the status quo comes from th e 
mercantile community , whic h assert s tha t U K supervisio n promote s 
stability and is attractive to foreign investors . Nevertheless , the territory 
has a  high degree o f self-governmen t an d fo r th e purposes o f this cas e 
study i s comparable wit h it s sovereign neighbours . 

The economy is based mainly on real estate development, tourism , 
assembly industries , subsistenc e agriculture , an d off-shor e banking . I t 
is strongly import-oriented, an d i s therefore sensitiv e to the vagaries of 
the economie s o f certai n develope d countries . Despit e it s statu s a s a 
British dependent territory , Montserrat is a member of the Organisation 
of Easter n Caribbea n State s (OECS ) an d th e Caribbea n Communit y 
(CARICOM). 

1. System o f Government 

Montserrat ha s a  ministeria l system  o f government . Executiv e powe r 
rests with He r Majesty' s Government , whic h i s represented b y a  Gov -

163 



164 Montserrat 



Ministries of  Education in  Small States  16 5 

ernor wh o preside s ove r th e Executiv e Council . Th e Governo r ha s 
certain reserv e an d discretionar y powers , bu t h e normall y consult s 
elected minister s befor e usin g them . Essentially , therefore , polic y 
decisions ar e mad e b y the loca l politica l directorate . 

The legislatur e comprise s seve n member s democraticall y electe d 
every five  years o n a  franchis e o f universa l adul t suffrage , tw o officia l 
members (the Attorney General and the Financial Secretary), two nomi-
nated members , and a  Speaker electe d b y the Counci l from th e societ y 
at large . Law s require th e assen t o f He r Majesty' s government , whic h 
has powe r o f disallowance , bu t thi s veto i s scarcely eve r used . 

The fou r ministers , wh o ar e normall y draw n fro m th e electe d 
members, make up the Executive Council. Th e Chief Minister is usually 
responsible fo r finance,  economi c plannin g an d information ; anothe r 
minister take s charg e o f agriculture , trade , land s an d housing ; a  thir d 
is responsibl e fo r publi c work s an d utilities ; an d th e fourt h ministe r 
takes charg e o f education , healt h an d communit y services . Mos t 
ministers ar e responsibl e fo r additional , usuall y related , matter s no t 
reflected i n thei r designations . 

2. The Ministr y o f Education, Healt h &  Community Service s 

Education i s administere d b y a  composit e ministr y whic h als o ad -
ministers healt h an d communit y services . Th e latte r include s sports , 
culture, youth an d women' s affairs . Originall y entitle d th e Ministr y o f 
Social Services , th e titl e wa s change d i n 197 2 a t th e initiativ e o f th e 
department o f educatio n t o Education , Healt h &  Welfar e t o reflec t 
better it s primar y focu s o n educatio n an d health . I t wa s late r entitle d 
Education, Healt h &  Communit y Service s t o escap e th e sterilit y o f 
'welfare', a  ter m whic h subsume d th e severa l socia l an d cultura l 
functions whic h th e ministr y served . 

To pu t i t negatively , th e ministr y embrace s mostl y thos e area s o f 
government whic h d o no t fal l neatl y int o th e othe r ministries . T o 
express i t positively , ther e i s a  commonalit y facto r i n tha t i t deal s with 
the developmen t o f huma n an d cultura l resource s an d i s sometime s 
perceived a s a n essentiall y spendin g ministr y b y othe r section s o f 
government administration . Ther e i s a  genera l appreciation , never -
theless, tha t educatio n an d healt h als o constitut e critica l investmen t i n 
the island' s development . Indee d th e notio n o f developmen t i s give n 
some substance throug h attempt s t o promote income-generatin g activi -
ties amon g wome n an d othe r communit y groups . 

A single Permanent Secretar y normally serves the ministry with all 
its departments . I n 198 8 the portfoli o wa s spli t t o mak e a  Permanen t 
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Secretary fo r Healt h &  Communit y Service s separat e fro m tha t fo r 
Education. However , this was more an exigency of general governmen t 
staff deploymen t tha n a n ac t o f deliberate policy , and a  198 9 Commis-
sion o n th e publi c servic e recommende d tha t i n orde r t o effec t econo -
mies th e ministr y rever t t o a  singl e Permanen t Secretar y a s soo n a s 
convenient. 

Current educationa l activitie s ar e dominate d b y a  recen t decisio n 
to restructure th e educatio n syste m to provide al l children with at leas t 
five years o f secondar y education . Prio r t o this , secondar y educatio n 
was elitis t i n tha t student s wer e selecte d thoug h a  typ e o f 11-plu s 
examination. A  critica l face t o f th e comprehensive-typ e structur e i s a 
strong pre-vocationa l programm e whic h ha s jus t bee n implemented . 
Consultants from th e United Kingdom (UK) formulated th e framewor k 
of the pre-vocational programme , and a  local teacher wa s subsequentl y 
designated a s th e coordinato r an d sen t fo r trainin g i n England . Thi s 
dependence o n the UK for idea s and advic e in education i s a perennia l 
characteristic o f th e system , bu t som e effort s ar e bein g mad e t o us e 
regional personnel . Indee d i t i s heartenin g t o not e tha t curricul a fo r 
the Commonwealth Caribbean region in the fields of technical and voca-
tional educatio n a t secondar y an d post-secondar y level s ar e no w a t a n 
advanced stag e o f formulation . 

The curren t emphasi s i s clearly on a  more egalitaria n syste m an d 
on technical-vocationa l education . Bu t eve n i n officia l circle s ther e i s 
residual tensio n betwee n th e traditiona l discriminatio n i n favou r o f 
academic learnin g an d th e struggl e o f pre-vocationa l educatio n t o gain 
parity o f esteem . Som e teacher s fea r tha t earl y streamin g an d rigi d 
compartmentalisation ma y threate n th e purpos e o f restructurin g b y 
creating a pre-vocational type, meaning the apparently less academically 
talented. 

The officia l priorit y give n t o technica l educatio n i s demonstrate d 
in quantitativ e an d qualitativ e developmen t i n th e island' s Technica l 
College. I n a  recent addres s a t the College' s graduation ceremony , th e 
Minister o f Education stated (1989 , p.2) that the "Technical College will 
be substantivel y upgraded s o that i t will become a  truly post-secondar y 
institution.... Step s will therefore b e taken t o move up to the provisio n 
of advance d an d eve n t o first  yea r universit y leve l courses." 

3. Formal Organisatio n o f the Ministry of Education 

As indicated in Figure 9.1, the Permanent Secretary is the chief adminis-
trative office r i n th e Ministr y wit h th e Directo r o f Educatio n a s th e 
chief professiona l officer . Unti l 198 3 the Directo r wa s know n a s th e 
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Chief Educatio n Officer . Wit h a  professiona l staf f o f onl y seve n per -
sons, job activitie s ar e flexible  an d job description s ar e no t adhere d t o 
rigidly. 

Figure 9.1:  The  Ministry  of  Education,  Health  &  Community  Services, 
Montserrat (1990 ) 

The Educatio n Office r (Planning ) i s a  recen t additio n t o th e 
Ministry staff an d i s officially responsibl e fo r "statistica l work, prepara -
tion o f project proposals , liaison with dono r agencies , and organisatio n 
of external examinations" . Th e need exists , it seems, to articulate mor e 
clearly th e rol e o f a n E O (Planning ) i n a  micr o department . Mos t o f 
the critica l plannin g i s described a s a  collective functio n o f senio r staf f 
led by the Permanent Secretar y and the Director. Lac k of appreciatio n 
for th e vital role and functioning o f the EO (Planning ) offic e coul d well 
determine the fate o f the post. Afte r th e first holder resigned t o under -
take oversea s study , th e Ministr y o f Financ e blocke d th e mov e t o re -
place him . A t th e tim e o f writing , therefore , th e fat e o f th e pos t i s 
uncertain. Th e Ministr y o f Education i s fighting to retain th e post , but 
the Financia l Secretar y an d th e Permanen t Secretar y (Administration ) 
wish to cu t it . 

The newest positio n in the Ministry , that of Curriculum Coordina -
tor, i s designated sufficientl y vaguel y t o allo w the holde r t o creat e an d 
administer assessmen t instrument s fo r junio r schoo l classes , provid e 
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guidance o n an d evaluatio n o f ne w secondar y schoo l curricula , an d b e 
responsible fo r in-servic e teache r training . Thi s wa s th e originall y 
recommended remit . I n fact accordin g to the information receive d fro m 
the Ministr y what thi s office r doe s includes : 

a) coordinatin g workshop s tha t ar e curriculum-based , 
b) developin g and revising syllabi and curricula for Form s 1 , 2 and 

3 i n th e secondar y schoo l i n collaboratio n wit h teachers , 
c) collaboratin g wit h th e E O (Primary ) i n organisin g an d ad -

ministering nationa l assessment s fo r primar y schools , 
d) disseminatin g an d implementin g th e Universit y o f th e Wes t 

Indies (UWI)/USAI D primar y curriculum , an d 
e) takin g responsibilit y fo r al l overseas examinations . 

Given th e smal l numbe r o f officer s an d th e absenc e o f a  teache r 
trainer i n a situation i n which som e 50 per cen t o f the teachers ar e stil l 
untrained, this flexibility in task assignment i s necessary. A  recent mov e 
by th e Ministr y t o redesignat e th e pos t o f E O (Curriculum ) wa s no t 
motivated, i t seems , b y a  desir e t o focu s mor e finel y o n curriculu m 
creation. Rathe r th e mov e aime d t o rais e th e salar y o f th e pos t an d 
place al l Educatio n Officer s o n a n equa l footin g t o allo w fo r greate r 
rationalisation an d scop e i n thei r deployment . 

Of al l th e Educatio n Officers , whethe r s o designate d o r not , th e 
EO (Primary)' s job is the least generalised. Variousl y styled Supervisor 
of Schools and Inspector of Schools, the holder advises primary teachers 
on teachin g methodology , evaluate s thei r teaching , an d monitor s th e 
progress o f th e schools . Th e pressur e o f offic e dutie s ha d i n recen t 
years reduce d th e tim e spen t i n each schoo l an d i n inspections . Som e 
persons in the society even alleged tha t standard s had fallen du e to thi s 
situation. Step s have now been taken to involve the EO (Primary ) mor e 
intimately i n th e lif e o f th e schools . 

One proble m wit h thi s kind o f specialisation i n primary educatio n 
is tha t n o singl e perso n necessaril y possesse s al l th e skill s require d t o 
manage suc h a  comple x an d multi-facete d enterprise . T o addres s thi s 
problem th e Ministr y trie s t o mak e ful l us e o f th e expertis e o f hea d 
teachers, particularl y i n th e area s o f curriculu m formulatio n an d in -
service training . Anothe r strateg y contemplated b y ministry official s i s 
to have Education Officer s relat e to subject area s rather than to specifi c 
levels. Thi s could be a  more effective us e of available skills, since some 
element o f specialisatio n i s involved . An d thi s doe s no t necessaril y 
jettison th e coordinatin g an d genera l supervisor y functio n exercise d b y 
a singl e office r fo r a  particula r leve l o f education . 

The system o f department head s in the island' s single comprehen -
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sive secondar y schoo l enlarge s th e administrativ e poo l sinc e the y ar e 
responsible fo r "professiona l matter s arisin g fro m syllabuses" . Th e 
nearest th e Ministr y get s t o a  specialise d pos t i s tha t o f Guidanc e 
Officer who , significantly , occupie s a  teachin g positio n rathe r tha n a n 
independent substantiv e one . 

Some functions o f the Ministry of Education ar e contracted ou t t o 
other Ministries . Educatio n staf f ar e paid through th e central Treasur y 
Department i n th e Ministr y o f Finance , an d schoo l statistic s ar e col -
lected an d processe d i n part by the Statistics Uni t o f the same ministry . 
Until 198 8 th e buildin g an d maintenanc e o f school s wer e th e sol e 
responsibility o f the Ministr y of Communications &  Works. Job s wer e 
often contracte d out , bu t i t wa s th e Ministr y o f Communication s & 
Works which assigned, supervised, approved and disbursed. Thi s system 
has now changed, though the Ministry of Communications & Works still 
has overall responsibility for school and indeed all government buildings. 
A tea m o f thre e i s attache d t o th e Ministr y o f Educatio n t o wor k 
full-time o n building maintenance . Thi s i s a welcome development . I t 
is hoped tha t these persons will in time acquire special expertise relate d 
to school buildings. A t any rate, their location in the Ministry facilitate s 
close consultation with education personnel. Th e Ministry of Communi-
cations &  Work s i s to o smal l t o hav e man y specialists , an d ther e i s 
usually n o on e particularl y equippe d t o dea l wit h schoo l building s an d 
their requirements . 

Again unti l recently , th e governmen t throug h th e Ministr y o f 
Education supplie d fre e textbook s t o secondar y schoo l student s o n a 
loan basis . Sinc e 198 6 student s hav e bee n require d t o purchas e thei r 
own texts . Th e schoo l undertoo k t o procur e an d sell , bu t foun d th e 
process cumbersom e an d wasteful o f time. Th e business has now been 
assigned t o a  private firm. 

The process of securing education supplies has always been vexing. 
The Ministr y use d t o b e oblige d t o orde r throug h th e Britis h Crow n 
Agents. Th e pound yielded less because o f the middleman's profit , an d 
orders commonly took six months to procure. Onl y supplies of a limited 
value use d t o be purchasabl e locally , and fo r thi s the permissio n o f th e 
Ministry o f Financ e wa s required . Th e Crow n Agent s ar e stil l used , 
but ther e i s now greater flexibility . 

The governmen t i s responsibl e fo r al l bu t thre e school s i n th e 
island. Ther e i s one privat e denominationa l secondar y schoo l an d tw o 
such primary schools. Thi s is due to no inadequacy in the government' s 
educational provision , bu t rathe r t o th e churchmen' s desir e t o us e th e 
schools a s indoctrinatio n centre s fo r thei r particula r bran d o f religion . 
A thir d private primary school is fee-paying an d geared to those seeking 
some exclusivism. I n 1989/90 , private schools catered fo r abou t 2.3 per 
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cent o f primar y schoo l children , an d abou t 4. 9 pe r cen t o f secondar y 
children. Th e denominationa l school s receive government subventions . 

Although i t ha s a  Curriculum Coordinator , th e Ministr y lacks th e 
funds fo r a  curriculum unit , audio-visua l aid s centre or teacher trainin g 
section. On e solution , a s noted, i s to draw on the skill s and service s of 
teachers, althoug h thi s reduce s th e tim e the y giv e t o thei r substantiv e 
tasks. I n th e secondar y school , wher e student s writ e regiona l an d 
extra-regional examinations , som e syllabuse s com e ready-made . Th e 
tasks of creating suitabl e curricul a fo r th e lowe r form s an d o f integrat -
ing these with oversea s curricul a stil l have to be attende d to . Thi s i s a 
legitimate functio n o f a  curriculu m office , howeve r i t i s organised an d 
staffed. 

The Ministry , anticipatin g ai d fro m th e Europea n Developmen t 
Fund, ha s plans fo r a  resource centr e which will help addres s the nee d 
for audio-visua l aids , curriculu m developmen t an d in-servic e training . 
This wil l requir e a t leas t a n educator/librarian , a  graphi c artis t an d a 
clerk. Actually , there i s no reason why a graphic artis t coul d no t in th e 
present situatio n b e attache d t o th e offic e o f th e Curriculu m Co -
ordinator eve n i f th e artis t als o worked fo r othe r governmen t depart -
ments. Th e cultur e sectio n o f th e Ministr y als o need s th e service s o f 
an artist . 

As usefu l a s a  resourc e centr e wil l be , i t i s no t a  near-perfec t 
answer to the inherent manpowe r constraint s due to size and the effect s 
on vita l educationa l operations . I t wil l requir e a  hig h degre e o f 
voluntary effort an d time by teachers in an age of decreasing dedicatio n 
and altruism . 

Examinations relat e closel y to curriculum , an d a  specia l wor d o n 
them i s useful . Th e day s whe n diagnosti c test s wer e importe d fro m 
another cultur e wit h al l thi s mean s fo r validit y an d reliabilit y ar e 
hopefully over . Test s administere d a t th e en d o f primar y schoo l fo r 
entry to a streamed comprehensive secondary school are locally devised, 
but th e Ministr y ha s n o testin g an d evaluatio n specialist . Thi s tas k i s 
currently performe d b y the Curriculu m Coordinato r who , in the word s 
of th e Ministry , "draw s o n th e entir e teachin g staf f a t primar y an d 
secondary level s t o se t th e tests" . Althoug h thi s wid e participatio n 
guarantees genera l acceptability , question s o f validity remain . 

Some school leaving examinations are administered locally , but th e 
certificates d o not carr y high statu s an d ar e no t normall y acceptabl e a s 
entry qualification s t o th e mor e prestigiou s oversea s institutions . Fo r 
example certificate s o f the U K Roya l Society of Arts are considere d t o 
testify t o qualit y achievemen t mor e tha n certificate s fro m th e loca l 
technical college . Th e Ministr y i s thus dependen t o n externa l examin -
ing bodies no t onl y because o f siz e considerations bu t als o because o f 
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the nee d fo r nationa l an d internationa l acceptability . 
Montserrat i s evidentl y to o smal l t o publis h it s ow n textbooks . 

This i s considere d a  cultura l an d educationa l disadvantag e sinc e i t i s 
desirable fo r childre n t o identif y wit h th e conten t o f thes e book s i f a s 
a colonial people they are to develop a new identity indigenously rooted . 
Fortunately, althoug h mos t o f the books ar e produced by British-base d 
firms, som e ar e writte n especiall y fo r th e Caribbea n usin g Caribbea n 
scholars a s authors o r collaborators . Nevertheles s fo r educationa l an d 
economic reasons i t i s still more desirabl e to have these texts produce d 
in the Caribbean region . I n such subjects a s science, modern language s 
and English literature there i s still a heavy reliance on North America n 
and Europea n books , bu t eve n her e th e Caribbeanisatio n proces s ha s 
at leas t started . 

Because th e Ministr y i s shor t o f personnel , eithe r i t doe s no t 
undertake certai n activitie s o r i t use s generalist s t o d o th e wor k o f 
specialists. I n som e case s th e wor k devolve s o n regiona l o r extra -
regional organisations , an d occasionall y th e Ministr y draw s o n th e 
regional universit y which send s individua l specialist s fo r shor t periods . 

4. Ministry Personne l 

In additio n t o th e seve n professiona l officers , th e Ministr y employ s 
another 1 4 staff includin g clerical officers, offic e attendants , bus drivers, 
bus conductor s an d a  cleaner . Bein g a  smal l countr y wit h a  smal l 
population, Montserra t supposedl y ha s a  smal l poo l fro m whic h t o 
recruit traine d administrativ e staff . I n fact , th e Montserra t teachin g 
service ha s a  cadr e o f highl y qualifie d persons , som e o f who m hav e 
B.Ed. degree s fro m th e UWI , includin g programme s geare d t o 
educational leadership . Indeed , th e Ministr y o f Educatio n an d th e 
teaching service tend to provide other ministries with senior administra -
tive personnel . 

However, th e governmen t doe s impor t expatriate s occasionally . 
Some woul d argu e tha t thi s expedien t stem s fro m th e lingerin g sens e 
of dependence on the outside and the perception that the foreign perso n 
has superior competence . A  recen t exampl e was the appointmen t o f a 
retired Caribbea n nationa l a s principa l o f th e Montserra t comprehen -
sive secondary school . Th e holde r o f thi s post function s virtually  as an 
EO (Secondary ) eve n though his base is physically outside the Ministry . 
In the view of the government , hi s experience , maturity an d reputatio n 
for discipline gave him the edge over local applicants. Thi s appointment 
led t o tensio n an d a  significan t elemen t o f passiv e resistanc e an d eve n 
covert demonstration . I n thi s typ e o f situatio n th e usua l mollifyin g 
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official respons e i s t o designat e th e expatriat e a s a  kin d o f advise r o r 
to stipulat e a  definit e tenure , addin g tha t durin g thi s perio d a  loca l 
would b e 'trained ' t o tak e over . 

Even when the island ha s an adequate poo l from whic h to recrui t 
senior staff , i t i s sometime s difficul t t o establis h an d uphol d objectiv e 
criteria fo r doin g so . Th e societ y i s s o smal l tha t everybod y know s 
everybody else , includin g thei r thinking , attitude s an d politics . Thes e 
and othe r extraneou s factor s ma y be take n int o accoun t whe n makin g 
an appointment. Senio r Ministry of Education official s rightl y aver tha t 
appointments ar e mad e b y th e Governo r o n th e advic e o f a  Publi c 
Service Commissio n followin g recommendation s fro m th e Ministry . 
However, thi s doe s no t necessaril y invalidat e th e poin t bein g mad e 
about objectiv e criteria . I n fac t Minister s hav e bee n know n t o diffe r 
from thei r official s ove r appointee s t o senio r educatio n positions , an d 
have personall y intervene d i n th e selectio n process . Th e resul t o f a 
seemingly finely-tuned  selectio n process can still be that the person bes t 
qualified fo r th e job i n professiona l term s i s passed over . 

Neutrality i n recruitmen t i s furthe r affecte d b y th e tendenc y t o 
promote o n th e basi s o f seniority , whic h i s chiefl y define d b y year s i n 
the service . A  recen t appointmen t t o th e pos t o f Curriculu m Co -
ordinator wa s t o a  teache r wit h a n academi c Bachelor' s degre e an d a 
Diploma i n Educatio n instea d o f a  candidate wit h a  Bachelor' s degre e 
in Education with curriculum as his specialisation. The former candidat e 
was a  competen t teache r an d senio r i n years an d teachin g experience . 
Considerations o f seniorit y apparentl y too k precedenc e ove r th e 
technical requirement s o f the job. I n a  small service wher e th e office r 
is the sole person in a 'unit', the implications of this kind of recruitmen t 
can be serious . Problem s ca n be reduce d b y providing training for th e 
chosen candidate, but this is costly. On e reason sometime s put forwar d 
for promotin g o n thi s basi s i s tha t th e younge r perso n ha s anothe r 
chance. Thi s is not a n easy problem t o solve since good administratio n 
has t o take accoun t o f persona l factors . 

Job descriptions ar e attache d t o each Ministry job, but o n recruit -
ment a  candidate' s experienc e doe s no t alway s matc h th e definitio n 
precisely. Thi s flexibility  i s functiona l i n tha t i t allow s th e kin d o f 
recruitment suc h a s tha t o f th e Curriculu m Coordinato r allude d t o 
above. Als o th e description s ar e sufficientl y broa d t o allo w fo r 
unforeseen activities , some o f whic h emerg e an d evolv e afte r appoint -
ment. Ther e ca n b e quit e a  divergenc e betwee n a  state d job descrip -
tion and the de facto one . A t any rate, the phrase "an d any other dutie s 
which th e Permanen t Secretar y may  assig n fro m tim e t o time " i s 
supposed t o legitimis e th e adde d work . Fo r th e E O (Planning) , th e 
added work in practice meant , in the view of one observer , meeting and 
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chaperoning visitor s t o th e Ministry an d bein g a  genera l dutie s officer . 
The Ministr y ha s now prepared a  smal l handboo k o f job descrip -

tions fo r eac h officer . Thi s i s a  valuable guide . Mos t job description s 
have evolved and therefore reflec t t o a  great exten t th e current task s of 
serving officers . 

5. Professional Trainin g o f Ministry Personne l 

No pre-service training specific to Ministry jobs is provided for Ministr y 
personnel. Thos e with a primary teaching background are likely to have 
attended a  two-year training course in a regional teachers' college, while 
secondary schoo l teacher s woul d hav e acquire d a  one-yea r diplom a i n 
education whic h i s initial teache r trainin g i n the UW I fo r person s wh o 
hold academi c degrees . 

Education Officer s usuall y com e 'raw ' t o thei r job s withou t an y 
training o r orientatio n i n administratio n an d supervision . Th e presen t 
Director o f Educatio n followe d th e usua l pattern . Wit h a  degree fro m 
the UWI , sh e proceede d afte r som e year s o f teachin g t o stud y fo r a 
Diploma i n Educatio n a t th e sam e institution . Sh e late r pursue d a 
one-year cours e a t th e Universit y o f London , gainin g a n Associateshi p 
Certificate. Fro m a  teachin g positio n i n th e secondar y school , sh e 
became E O (Secondary ) an d late r Director . 

Similarly, th e E O (Primary ) undertoo k a  two-yea r cours e a t th e 
Leeward Island s Teache r Trainin g Colleg e i n Antigua . H e followe d 
this up after som e years with a one-year course in Newcastle upon Tyne 
(UK), obtainin g a n Associateshi p Certificate . H e the n attaine d a n 
academic degre e a t th e UW I i n Barbados . Afte r tw o years o f primar y 
school headship an d eigh t years a s a junior secondar y principal , he was 
appointed EO (Primary) . H e later received further professiona l trainin g 
at th e Universit y o f Mancheste r (UK) , obtainin g a  Master s degre e i n 
education wit h teache r educatio n a s hi s speciality . 

The first  E O (Planning ) ha d a  degre e an d diplom a i n educatio n 
but wen t directl y fro m teachin g int o th e ne w position . Afte r fo r tw o 
years, h e resigne d t o stud y i n Ne w Yor k fo r a  Master s degre e i n 
educational technology . Th e cours e seem s t o b e directl y relevan t t o 
modern educationa l planning , but there is no guarantee tha t thi s office r 
will rejoin th e servic e afte r training . 

This illustrate s th e tendenc y fo r officer s t o serv e befor e the y ar e 
trained an d then eithe r t o leave after trainin g or t o be promote d ou t of 
particular positions . Retainin g a  stable corp s of professional educator s 
with specialised training for specialised positions for a  significant perio d 
is extremel y difficul t i n thes e circumstances . Th e Curriculu m Co -
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ordinator i s anothe r exampl e i n whic h trainin g fo r th e specialise d 
position wil l come, i f a t all,  afte r year s o f performance . 

Most professional training , though general in nature, is obtained in 
Caribbean institutions. Eve n so, questions of social relevance are raised 
since Montserratian s studyin g i n Jamaic a ten d t o researc h Jamaica n 
problems. Whil e th e result s hav e greate r direc t applicabilit y t o 
Montserrat tha n woul d studie s o n Britis h society , th e context s an d 
environments ar e no t identical . Fortunately , educator s i n Caribbea n 
institutions ar e consciou s o f th e nee d t o provid e fo r this . Becaus e o f 
proximity and better transpor t connection s i t is easier fo r th e Barbado s 
campus o f th e UW I t o mak e suc h provisio n tha n fo r th e Jamaic a 
campus. Mos t trainin g fo r Montserra t i s appropriately organise d i n o r 
from Barbado s o r i n trainin g institution s i n the close r sub-region . 

This doe s no t o f cours e solv e th e proble m tha t recruit s fo r 
specialist positions often lac k some of the necessary skills. On e possibl e 
solution woul d b e fo r th e regiona l universit y t o arrang e shor t orienta -
tion course s analogou s t o thos e whic h an y respectabl e loca l educatio n 
department shoul d moun t i f it has a policy of hiring untrained teachers . 
The assumptio n i s tha t a  simila r proble m exist s i n othe r territorie s 
served b y the university . 

Another solution, which does not preclude the first, is to have short 
attachments t o a n educatio n departmen t i n th e regio n wit h a  mor e 
stable corp s o f specialis t officers . Jamaica , Barbado s an d Trinidad ar e 
possible location s fo r suc h attachments . Thi s strateg y coul d als o hel p 
new officers t o give functional meanin g to the general statements of job 
descriptions, which i s especially necessar y when position s ar e new . 

It i s a  hopefu l sig n tha t a  considerabl e amoun t o f in-servic e 
training o f educatio n official s take s plac e i n th e Caribbea n region . 
Moreover trainin g i s given a  Caribbean focu s eve n when trainer s fro m 
outside th e regio n ar e involved . I n an y case , officer s ar e expecte d t o 
be matur e an d sufficientl y sensitiv e t o maximis e th e result s o f thei r 
training by adapting and applying new ideas to their particular situations. 

While it is encouraging that much training is Caribbean-based, on e 
suspects tha t muc h o f i t i s ad hoc.  Th e nee d stil l exist s for systemati c 
training fo r educatio n administrator s withi n som e rationa l framework . 
Perhaps regiona l course s shoul d emanat e fro m a  surve y o f need s a s 
defined b y the variou s Ministries . Technica l assistanc e fro m oversea s 
can b e bette r utilise d i f th e trainin g addresse s particula r need s deter -
mined b y th e beneficiaries . Th e trainin g ca n thu s b e incremental , 
serving specifie d programmati c goal s ove r a  period . 
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6. The Ministry Hierarch y 

Because o f the smal l number o f officer s i n the Ministry , there i s hardly 
any administrativ e pyrami d an d consequentl y extremel y limite d 
opportunity fo r promotion . Th e fac t tha t th e retiremen t ag e i s a s low 
as 5 5 helps, but create s anothe r problem . Give n th e recruitmen t an d 
orientation and training practices described above , it may take an office r 
a numbe r o f years , including two perhaps fo r oversea s training , befor e 
he o r sh e ca n operat e wit h confidenc e an d mastery . 

Nevertheless, th e problem s o f stalenes s an d poo r motivatio n 
remain. Th e Ministry has no positive policy for dealin g with this except 
that whe n opportunitie s fo r promotio n int o anothe r branc h o f th e 
service aris e th e superio r office r "wil l no t stan d i n th e way" . A t leas t 
one Permanen t Secretar y i n th e governmen t servic e wa s formerl y a 
Chief Educatio n Officer . Sometime s the move is purely lateral , as with 
a forme r Educatio n Office r wh o becam e Energ y Office r i n orde r t o 
gain attractiv e perquisite s an d greate r potentia l fo r advancement . 
Because quick turnover i s likely to be endemic , appropriate orientatio n 
and trainin g fo r educationa l managemen t becom e a  policy imperative . 

Given th e concep t o f seniorit y whic h prevail s an d it s rol e i n 
promotions, i t i s not commo n fo r specialis t officer s t o be by-passed fo r 
generalists. I t i s possible, fo r instance , fo r th e psychologis t t o becom e 
Director o f Education , thoug h sh e woul d the n ceas e t o functio n a s a 
specialist. I n thi s smal l societ y i t would appea r tha t persona l interest s 
prevail over professional an d technical needs whenever the two conflict . 
In a management cultur e in which generalists are appointed to specialist 
positions, i t i s easy t o trea t th e los s cavalierly . Stop-ga p measure s ar e 
part o f the management styl e of this small ministry . Th e dange r i s that 
what i s stop-gap i s likely t o assum e a n unwarrante d imprimatur . 

7. Extra-Ministerial Servic e 

Some ministr y official s serv e o n externa l governmen t bodie s an d 
committees, bu t i n mos t case s thei r wor k relate s directl y o r indirectl y 
to education . Th e Permanen t Secretar y i s chairman o f th e Caribbea n 
Institute o f Applied Compute r Technolog y (CARIACT) , and serves o n 
the government scholarshi p committe e an d o n th e Ministry' s Commit -
tee fo r Socia l Security. Th e Directo r o f Educatio n i s a member o f th e 
University Centre' s advisor y council ; an d th e Healt h Educato r serve s 
in the Famil y Plannin g an d Ol d People' s Welfar e Associations . 

These involvements consume valuable time which could have been 
invested i n direc t educationa l administration , bu t the y giv e Ministr y 
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officials valuabl e knowledge of and insights into contemporary develop -
ments which impact on , and which ar e impacted o n by, the educationa l 
enterprise. The y ca n acquir e a  broade r vie w o f th e environmen t an d 
culture in which they operate. Indee d thei r ow n education i s enhance d 
and thei r horizon s widened . 

8. International Linkage s 

Although Montserrat's colonial status prevents it from securin g aid from 
some internationa l organisations , bein g smal l i t get s a  relativel y hig h 
amount o f aid . Th e educatio n departmen t currentl y benefit s fro m ai d 
projects with the UK Overseas Development Administration, Voluntar y 
Service Overseas , Peac e Corps , USAID , Partner s o f America , CIDA , 
European Developmen t Fund , an d Unicef . Th e Ministr y also has links 
with Unesco . Th e Caribbea n Networ k o f Educationa l Innovatio n fo r 
Development (CARNEID ) assist s Unesco member states in implement-
ing innovation , an d th e Majo r Projec t i n Education fo r Lati n Americ a 
& th e Caribbea n provide s a  monitoring service . 

The ai d come s i n th e for m o f technica l assistanc e personne l (i n 
scarce skills) , equipment , buildings , scholarships , an d attachments . I t 
is a  godsen d t o a  poor countr y lik e Montserra t whic h i s dependent o n 
external financing  fo r nearl y al l capita l works . Oversea s adviser s an d 
trained specialist s temporarily augmen t th e capabilities o f the Ministry . 
The restructuring o f the secondary education syste m would hardly have 
been possibl e withou t oversea s finance  fo r building s an d equipment . 
As observed above , while the pre-vocational programme was develope d 
by local teachers , leadershi p wa s provided b y British consultants . Th e 
Peace Corp s an d VS O provid e manpowe r an d technica l assistanc e o n 
an a d ho c basis . Som e volunteer s fill  importan t gap s i n area s lik e 
special education , musi c an d th e technica l trades . 

However, ai d i s no t a n unmixe d blessing . Dono r organisation s 
have thei r ow n agendas which ar e ofte n generalise d t o serve a  numbe r 
of countrie s an d whic h ma y fai l t o tak e accoun t o f th e need s o f 
particular countries . Wors e yet , some donate d institution s derive fro m 
a dono r country' s fram e o f referenc e an d com e wit h a n importe d 
nomenclature and often curricula r focus . Thi s happened to some extent 
when th e junior secondar y syste m was introduced i n 1972 . Montserra t 
was amon g a  numbe r o f countrie s i n th e Caribbea n t o whic h Britai n 
with assistanc e fro m Unesc o gav e junior secondar y schools . U p unti l 
they were phased out , they were never totally integrated into the existing 
school system . 

This is all linked with the temptation t o take aid simply because i t 
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is given . Som e project s creat e ne w task s fo r Ministr y officials , an d 
sometimes teacher s ar e take n fro m thei r classes . Thi s does sometime s 
help to keep loca l educators abreas t o f new thinking; but in many cases 
the en d valu e i s doubtful . Also , the governmen t doe s no t alway s hav e 
the fund s fo r th e ne w recurren t cost s whic h ar e require d t o sustai n 
projects. I n short , ai d ca n b e costly . I t i s refreshing t o not e tha t th e 
Ministry now refuses projects of doubtful value and in particular project s 
which keep teachers away from thei r classes with unnecessary workshops 
and seminars . 

The key regional organisations which relate to the Ministry are the 
UWI Facult y o f Education , an d th e Caribbea n Examination s Counci l 
(CXC). Th e universit y provide s advic e an d trainin g o n an d of f island , 
and sinc e the institution belong s to the entire region Montserra t ha s a n 
administrative voice. Th e Ministry of Education represent s th e govern-
ment i n th e university' s administration . Thi s i s usuall y don e b y th e 
Permanent Secretary , while the Director relates to the Faculty of Educa-
tion. O n a  small island i t i s useful fo r thes e officer s t o meet Caribbea n 
colleagues and become aware of new developments in institutions which 
impact o n thei r work . 

Many visitor s com e t o th e Ministr y fo r variou s purpose s an d 
lengths o f time . Th e majorit y com e t o provid e neede d specialis t skill s 
or services and to assess the ongoing work of the Ministry. I t is difficul t 
for sensitiv e officer s no t t o glea n fro m the m som e knowledg e o f wha t 
obtains elsewhere . Thi s help s t o enhanc e th e genera l awarenes s an d 
'critical climate ' o f th e Ministry . 

The CARNEI D programm e promote s cooperatio n throug h th e 
exchange o f document s an d experiences , an d facilitate s understandin g 
of the processes and practices of educational exchange. Whil e Montser -
rat i s no longer a  'member' o f Unesco following th e UK's abandonmen t 
of that body , CARNEID include s the islan d in its programmes. Mont -
serrat has benefitted fro m workshop s in education planning , computer s 
in education , an d documentatio n techniques . Moderat e fund s ar e 
expected soo n t o b e availabl e t o develo p cultura l kit s fo r schools . 

As mentione d above , Montserra t als o participate s i n Unesco' s 
Major Projec t i n Education fo r Lati n America &  th e Caribbean . Thi s 
project check s o n countries ' interna l functionin g i n area s lik e literacy , 
minimum year s o f schooling , an d genera l efficienc y an d quality . 
However, Montserra t ha s bee n involve d i n onl y a  limite d way , partl y 
because o f lac k o f financ e t o atten d meetings . 

Apart fro m supplyin g th e educatio n service s wit h scarc e profes -
sional skills , UW I an d CX C personne l provid e indirec t in-servic e 
training fo r Ministr y official s throug h thei r periodi c discussion s o f 
professional matters . UW I personnel , and to a  lesser exten t CXC staff , 
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bring researc h dat a an d ne w idea s t o bear o n thei r wor k an d counsel . 
They als o assis t i n area s lik e testing an d curriculu m plannin g i n which 
the Ministry is short o n competence. I n the curriculum area , the work 
of CX C i s particularly importan t i n this anglophile colon y because th e 
CXC seeks more an d more to Caribbeanise educationa l conten t an d s o 
root curriculu m mor e firmly  i n the culture . 

Another internationa l connectio n i s with a  Canadia n bod y calle d 
Organization for Cooperation in Overseas Development (OCOD) . Thi s 
body help s wit h workshop s fo r in-servic e trainin g o f teachers . B y 
providing materials for the workshops, the organisation also supplements 
the Ministry' s slende r budget . 

Although th e advantage s accruin g t o a  poo r countr y fro m thes e 
institutions are considerable, not forgetting th e cross-fertilising effec t o f 
relating to other colleagues in the region who are being similarly helped, 
there is something fragmentary an d unfocused abou t it all. Th e Ministry 
perhaps need s a  developmen t pla n int o whic h a s fa r a s possibl e th e 
guidance an d assistanc e wil l fit.  I t als o need s a  Plannin g Office r t o 
coordinate i t al l an d t o relat e closel y t o th e oversea s bodie s t o ensur e 
local inpu t an d conformit y wit h harmoniou s growt h an d development . 
The OCO D practic e o f usin g loca l counterpar t tutor s an d involvin g 
them a t th e plannin g stage i s valuable. Eve n so , a national framewor k 
within whic h t o pla n i s necessary . Withou t som e coordinatin g an d 
stabilising principle the various currents coul d be conflicting, head y and 
only marginally effective . 

Responding to the notion of a master plan for the education sector , 
senior Ministr y official s hav e pointe d ou t tha t th e restructurin g o f 
secondary educatio n i s thei r majo r curren t activit y an d tha t i t ha s 
entailed consequentia l change s i n th e primar y an d eve n th e technica l 
college programme s an d structures . Further , "plan s hav e bee n mad e 
to begi n a  full-scal e plannin g exercis e t o reflec t th e directio n fo r th e 
next 1 0 year s ['post-Hurrican e Hugo' ] coverin g th e ful l rang e o f th e 
education spectru m fro m pre-schoo l t o post-secondary" . Perhap s 
account o f the need fo r a  coherent programm e o f continuing educatio n 
might b e take n i n suc h a  plan . I t i s expected tha t personne l fro m th e 
Government Developmen t Uni t will be involved in the planning process, 
since for obviou s reasons educationa l plannin g cannot b e isolated fro m 
the economi c environment . 

The U K throug h th e Britis h Developmen t Divisio n (BDD ) i n 
Barbados i s a  majo r ai d dono r generally , an d a  majo r supporte r o f 
education. Th e U K supplie s educatio n buildings , equipmen t an d 
technical assistance . Whil e on e ha s t o b e gratefu l fo r thi s lingerin g 
mother-country generosity , on e ha s t o b e carefu l no t t o reinforc e th e 
culture of dependence alread y so pronounced i n this country. I t is now 
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the establishe d practic e t o ensur e tha t visitin g expert s understan d th e 
local environmen t an d d o no t dictat e developmen t fro m thei r ow n un -
tempered perspectives . Th e locals must be a  source of basic ideas an d 
must hel p t o determin e wha t count s a s relevan t an d vali d knowledge . 
If this is taken to its logical conclusion, the case for a  regional publishe r 
of Caribbea n textbook s an d suppor t materia l become s eve n stronger . 

Like othe r countrie s larg e an d small , Montserrat i s besieged wit h 
requests fo r informatio n fro m internationa l organisations . I t i s 
estimated that putting together such information ca n consume an eighth 
of the time o f a n education official . Indee d th e pos t o f EO (Planning ) 
was originally proposed to deal with this kind of request, thereby freein g 
the Director t o devote more time to professional duties . I n short , these 
demands add to the burden and consequently the cost of administration . 
Perhaps more o f the responsibilit y fo r statistica l informatio n shoul d b e 
assigned t o the Governmen t Statistic s Departmen t i n order t o free ke y 
professional officer s fro m wha t i s a  chor e eve n thoug h i t make s 
intellectual demands . 

On the other hand , scores of reports flood the office fro m Unesco , 
the Commonwealth Secretaria t an d elsewhere . Thes e find their way to 
the offices , bu t ar e no t systematicall y shelve d o r catalogued . Oc -
casionally a  titl e catche s the ey e an d snippet s ar e rea d fo r informatio n 
or speech quotes , but educatio n officer s hav e very little time for thi s or 
any other kin d o f professional reading . A s a  result , very little practica l 
use i s mad e o f th e information . I t migh t b e usefu l t o hav e someon e 
skim through these publications and distribute them to persons including 
teachers wh o ca n us e them . Th e Ministr y starte d a  documentatio n 
centre, but it s effectiveness wa s reduced i f not nullifie d b y lack o f staf f 
to catalogu e an d maintai n th e material . Th e plan s t o develo p a 
teachers' centr e i n collaboratio n wit h th e Universit y Centre' s librar y 
may hel p solv e par t o f th e informatio n problem . Eve n the n som e 
staffing wil l be necessary . 

No forma l provisio n i s made i n thi s Ministry fo r substitute s whe n 
an officer i s absent. Generally , though , the Assistant Secretar y acts fo r 
the Permanent Secretary and not the Director. Thi s can have its profes-
sional impact , fo r whil e th e Permanen t Secretar y usuall y i s someon e 
with some professional knowledg e in education, the Assistant Secretar y 
usually i s not . Th e genera l practic e thoug h i s fo r someon e t o cove r 
notionally fo r a n absen t colleagu e an d eve n t o tak e urgen t decisions . 
But eve n a s i n th e cas e whe n th e Coordinato r o f Earl y Childhoo d 
Education deputise d fo r th e E O (Primary ) fo r thre e months , sh e wa s 
only able t o dea l with limite d areas . 

The busines s o f educatio n inevitabl y suffer s whe n officer s ar e 
absent fro m a  smal l ministry , bu t goo d tea m wor k an d record-keepin g 
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can cushio n th e impac t o f absence . I n th e Montserra t Ministr y o f 
Education, meeting s o f senio r staf f ar e hel d a t regula r intervals , an d 
minutes of the meeting s ar e kept . Besides , senior officer s ar e require d 
to submi t an d kee p monthl y report s o f wor k don e an d objective s 
achieved. I f these policies function properly , i t is easier fo r a  substitut e 
whether fro m insid e or outside the office t o cover fo r a n absent officer . 

9. The Culture o f the Ministr y 

In a  micr o Ministr y i n a  tin y islan d everyon e know s everyon e els e 
intimately. Whe n relation s ar e good , thi s facilitate s cooperativ e 
decision-making, quic k consultatio n an d th e administrativ e proces s 
generally. I t minimise s formalitie s suc h a s minute s an d memoranda . 
But whe n relation s ge t sou r a s sometime s happens , a n office r ma y 
complain o f being excluded fro m importan t decision-makin g an d ther e 
can be accusation s an d counte r accusation s abou t poo r wor k an d high -
handed governance . I f a n Educatio n Office r i s beleaguere d o r feel s 
beleaguered, th e wor k suffer s a s h e nurse s hur t o r struggle s wit h hi s 
superiors. 

In a  small Ministry , where officer s ar e unable to avoid each other , 
personal rivalrie s ca n b e particularl y intense . Bra y &  Fergu s (1986 , 
p.97) allude d t o a  case i n which : 

Two individual s i n particula r hav e bee n i n fierce  competitio n fo r 
nearly a  decade , an d thei r tussl e ha s graduall y reache d highe r 
echelons as each has been promoted. Thei r personal rivalries have 
thus had increasingly severe implications for the entire system, and 
the issue s hav e stil l no t bee n resolved . 

In a  large r system  i t woul d b e easie r fo r suc h persona l conflict s t o b e 
absorbed an d redirected . 

The regula r staf f meeting s whic h th e Ministr y ha s no w institute d 
should creat e bette r interpersona l relations . Officer s ar e suppose d t o 
bring others u p t o date o n what i s happening within thei r ow n areas o r 
responsibility, an d th e dail y consultatio n betwee n variou s member s o f 
staff i s an on-goin g proces s (se e als o Kersell 1990) . Perhap s effort s t o 
have officer s mee t o n a  socia l basi s coul d als o assist . 

A smal l ministry does offe r scop e for persona l impac t i f there ar e 
persons with special gifts and competence. On e EO, for instance , claims 
to hav e personall y don e muc h o n hi s ow n initiativ e fo r th e musi c 
programme o f schools . Bu t persona l impac t ca n als o be perceive d a s 
negative. Th e sam e office r feel s tha t hi s outspokenness , penchan t fo r 
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arriving at hi s own conclusions, and tendenc y to be critica l o f processe s 
and action s ar e generall y unwelcome . I f thi s i s true , i t i s a  seriou s 
problem sinc e a  smal l ministr y ca n il l affor d t o stifl e idea s an d t o 
discourage fres h thoughts . Th e sam e office r claim s not t o have know n 
who was selected a s the new principal o f the secondary school unti l th e 
person arrive d o n island . Thi s show s tha t th e proces s o f consultatio n 
sometimes break s dow n —  unles s o f cours e th e particula r office r wa s 
off islan d a t th e tim e o f discussions . 

What i s clear , though , i s tha t th e to p manager s ar e awar e o f th e 
strategies whic h mak e fo r goo d communicatio n an d harmoniou s 
relationships, and have obviously been puttin g some into practice. On e 
officer, a t least , would question the effective operationalisatio n o f these. 
On th e othe r han d th e to p ministr y official s poin t t o a  numbe r o f 
management decisions and policies (some of which fall outside the remit 
of thi s study ) whic h reflec t a n overal l changin g culture . Peopl e see m 
to be les s talking at , an d mor e talkin g to . Improvement s include : 

(a) a  majo r focu s o n parent-teache r relationships , 
(b) staf f developmen t programme s o n the personal enrichmen t o f 

teachers an d enhancemen t o f thei r operationa l knowledge , 
(c) a n organise d programm e o f staf f training , an d 
(d) plan s fo r th e trainin g o f senio r managers . 

If thes e accuratel y reflec t an d ar e a n artifac t o f th e environmen t a t 
headquarters, the n th e auspice s fo r a  health y managemen t cultur e ar e 
favourable. 

And ye t th e stat e o f educatio n continue s t o attrac t negativ e 
comment i n the local newspaper. Criticis m come s mostly from person s 
who hanker afte r th e 'good ol d days ' of selectiv e entrance t o secondar y 
schools an d wh o ten d t o blam e al l ills , includin g th e incidenc e o f 
illiteracy, o n th e restructuring o f the system . I t i s significant tha t thes e 
include teachers , thoug h the y ma y b e les s outspoken . I t woul d see m 
that th e educationa l administrator s nee d t o acquir e mor e tool s an d 
techniques t o manag e educationa l change . A t th e ver y least , effectiv e 
methods mus t b e foun d t o involv e teacher s an d opinio n leader s i n th e 
process o f chang e i n orde r t o secur e thei r commitmen t an d support . 
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