
Part IV: Europe 

Chapter 11 : Jersey 

John Rodhous e 

Population (1989):  82,500 
Population Growth  Rate (1981-89):  0.1% per annum 
Land Area:  117  square kilometres 
Capital: St. Helier 
GNP per Capita  (1987):  US$17,400 
Primary School Enrolment  Rate  (1990):  100.0% 

Jersey i s the larges t o f th e Channe l Islands , locate d betwee n Englan d 
and France . Th e othe r Channe l Island s ar e Guernsey , Alderne y an d 
Sark. Lik e th e Isl e o f Man , thes e island s ar e dependencie s o f th e 
United Kingdo m (UK) . However , the y ar e no t par t o f th e UK . No r 
do they form a  political uni t i n themselves. Th e term 'Channe l Islands ' 
is a geographic rather tha n a  political descriptor, and Jersey is governed 
independently fro m th e othe r islands . 

Jersey's righ t t o independen t governmen t wa s establishe d man y 
centuries ago . Originall y th e islan d was par t o f Normandy , which i s in 
present-day France . Th e yea r 106 6 brought th e Norma n conques t o f 
England an d th e politica l incorporatio n o f Normand y an d England . 
Indeed, i t is sometimes said that as Jerseymen were part of the invading 
army, Englan d wa s th e Island' s first  colony ! I n 1204 , however , Kin g 
John o f England los t Normandy t o France. Fo r som e centuries Franc e 
and Englan d ha d uneas y relationships , an d fo r th e Englis h king s it was 
useful t o have loya l Channe l Island s s o clos e to th e Frenc h coas t fro m 
which to threaten thei r neighbours. T o secure this loyalty, the monarchs 
granted importan t privileges , includin g th e righ t t o fre e trad e an d 
freedom fro m Englis h taxes . Jerse y als o operate s a n independen t 
education system . 
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Although th e U K governmen t play s ver y littl e par t i n Jersey' s 
internal governance , i t doe s tak e responsibilit y fo r foreig n affair s an d 
defence. Jerse y ha s t o hel p pa y fo r defenc e costs , an d i n th e futur e i t 
may have t o pa y for th e service s o f th e Foreig n Office . I t ca n d o thi s 
out of its internal revenues. Th e fact tha t Jersey can set its own taxation 
laws ha s permitte d i t t o establis h a  thrivin g off-shor e bankin g sector . 
The islan d als o gains considerabl e revenue s fro m tourism . 

1. The Structure o f Governmen t 

Jersey i s governe d b y th e States , a n assembl y comprisin g 1 2 Senator s 
elected o n a n island-wid e franchise , 2 9 Deputies representin g parishe s 
or districts , an d 1 2 Connetable s electe d b y th e 1 2 parishes . Mos t 
decision-making a t th e politica l leve l i s carrie d ou t i n Committees . 
Each Committe e consist s of a  President an d si x members, al l of whom 
must b e member s o f th e States . 

Committee President s ar e i n effec t th e Minister s fo r thei r sector s 
of th e government , an d ar e politicall y an d publicl y responsibl e fo r 
decisions an d actions . Howeve r thi s responsibilit y i s share d wit h th e 
Committee members , who participat e i n decision-making . 

No political parties are represented in the States, and each member 
is electe d o n a  persona l basis . Alliance s ar e forme d fo r specifi c 
purposes, an d have limite d lifespans . Ther e i s no Cabinet , thoug h th e 
Finance & Economics Committee and the Policy & Resources Commit -
tee hav e considerabl e influenc e an d power . 

The Bailiff , wh o i s als o th e Chie f Magistrate , preside s ove r th e 
sittings of the States and of the Royal Court . Togethe r with the Deputy 
Bailiff, th e Attorney-Genera l an d th e Solicito r General , th e Bailif f i s 
appointed b y the Queen . Th e monarc h als o appoint s a s her represen -
tative i n th e Islan d a  Lieutenant-Governor , wh o serve s fo r a  ter m o f 
five years . 

Although th e State s ca n mak e loca l law s whic h stan d fo r u p t o 
three years , mor e permanen t legislatio n mus t b e submitte d fo r Roya l 
approval i n th e Priv y Council . A t thi s stag e th e U K governmen t ca n 
exercise a  strong influence . Th e forma l channe l fo r al l communicatio n 
between th e Jersey and U K government s run s throug h th e Lieutenant -
Governor an d the Secretary o f State fo r Hom e Affairs . Jerse y official s 
have frequen t contact s wit h th e Hom e Offic e an d othe r governmen t 
departments i n th e UK . 

Some Department s ar e large enough t o warrant th e ful l attentio n 
of a  Committe e o f th e States . I n othe r case s a  singl e Committe e i s 
responsible fo r severa l Departments . Tabl e 11. 1 list s th e principa l 
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Committees and , where i t is not obvious , their functions . Severa l smal l 
Committees an d Department s whic h canno t reall y justif y listin g a s 
'ministries' hav e been omitted . 

Table 11.1:  Principal Committees  and  their  Functions, Jersey 

Committees Functions 

Agriculture &  Fisherie s 
Defence 
Education 
Establishment 

Finance &  Economic s 

Fort Regen t 
Harbours &  Airpor t 
Housing 
Island Developmen t 
Postal Administratio n 
Public Building &  Work s 
Public Healt h 
Resources Recover y 
Social Securit y 
Telecommunications 
Tourism 

Police, Fire Servic e 

Personnel service s fo r mos t State s 
employees 
Treasury, Taxation , Economi c Advice , 
Commercial Relations , Immigratio n 
Operates a  majo r leisur e centr e 

Planning an d lan d us e 

Used t o be calle d th e Sewerag e Board ! 
Pensions an d healt h insuranc e 

There i s i n Jerse y a n inevitabl e overlappin g o f politica l an d 
bureaucratic activity . Thi s i s one o f th e reason s wh y the processe s o f 
larger scal e organisation s canno t b e easil y applie d i n a  smal l one . I n 
my experience , smal l stat e politician s kno w -  an d wan t t o kno w -  a 
great dea l abou t th e activitie s o f th e bureaucracy , an d involv e them -
selves in the bureaucracy' s decisio n making . Large r system s in which I 
have worke d hav e bee n abl e t o buil d 'protective ' procedure s whic h 
create some distance between the politicians and the civil servants. Th e 
nature o f the society, the range o f tasks to be undertaken, the narrowe r 
and t o som e exten t sharpe r politica l focu s i n th e smal l syste m al l pre -
vent suc h procedure s arising . 
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2. Education Departmen t Responsibilitie s 

(a) Grouping  of Functions 

The officia l titl e of what i s in effect Jersey' s ministry of education is the 
States o f Jersey Educatio n Department . I t i s responsible for : 

- forma l educatio n fo r al l childre n age d betwee n 5  an d 1 5 (soo n 
to be raise d t o 16) , 

- tertiar y education , bot h academi c an d vocational/technical , fo r 
those requirin g it , 

- adul t an d continuin g education , 
- librar y services , 
- yout h services , 
- vocationa l trainin g outsid e th e educatio n system , 
- chil d car e an d welfare , 
- sport , recreatio n an d leisur e service s fo r th e community , an d 
- suppor t fo r cultura l activities . 

This groupin g o f function s i n th e Educatio n Departmen t ha s n o 
articulated rationale . I n mos t case s th e logi c fo r th e groupin g seem s 
to res t eithe r o n commo n us e o f resources (a s in sport , recreation an d 
leisure), or on the common nature o f the operations and thei r user s (a s 
in child welfare an d youth services) . I n at least on e case, that o f service 
to the handicapped, n o other States department wa s prepared t o accep t 
an additiona l workload, an d i t was taken by the Education Departmen t 
because staf f wer e convince d o f th e need . Educatio n i n Jersey , a s 
elsewhere, ha s ove r th e year s bee n lik e a  hatstan d o n whic h variou s 
pressure group s an d interest s hav e lodge d a  variety o f headgear ! 

(b) Shared  Responsibilities 

As i n al l smal l states , some function s ar e undertake n jointly with othe r 
government Departments . Th e fiv e mai n area s are : 

- Finance.  Althoug h al l accountin g an d contro l o f th e educatio n 
budget i s retaine d withi n th e Educatio n Department , b y la w 
only th e Treasur y ca n pa y ou t publi c funds . Al l payments , 
including the salaries and wages of the Department's employees , 
are therefor e mad e b y the States ' Treasury . 

- Planning.  Thi s is undertaken in the Education Departmen t wit h 
the assistanc e o f th e States ' Plannin g Department . 
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- Building  Works.  Th e Departmen t o f Publi c Building &  Work s 
provides architectural and engineering services for capita l works. 
All othe r buildin g work , includin g annua l maintenance , i s deal t 
with b y the Educatio n Departmen t using  privat e contractors . 

- Committee  Meetings.  Th e States ' Greff e i s a  bod y responsibl e 
for organisatio n an d clerica l suppor t fo r al l State s meetings . 
The Greff e provide s a  cler k fo r th e Education Committee , an d 
vouches fo r th e record s o f al l meetings . 

- Legal  Advice. Th e Attorney-Genera l an d th e Solicitor-Genera l 
are th e lega l adviser s t o th e Committe e an d th e Department . 
Legislation i s produce d b y th e lega l draftsma n i n accordanc e 
with instruction s prepare d b y the Department . 

The Educatio n Departmen t als o work s wit h non-governmen t 
bodies. Amon g th e mai n one s ar e th e Arts Counci l fo r cultura l activi -
ties, th e Trainin g Counci l fo r vocationa l training , an d voluntar y 
organisations includin g th e churche s fo r yout h work . 

The islan d als o ha s si x privat e schools . Al l bu t on e o f thes e 
schools receiv e substantia l fundin g fro m th e Department , bu t the y ar e 
seen a s outsid e th e direc t contro l o f th e Educatio n Committee . The y 
provide fo r abou t 1 5 per cen t o f th e schoo l population . 

(c) Work  not Undertaken 

Many function s tha t ar e norma l practic e i n large r systems , suc h a s 
long-term planning , compilatio n o f statistics , an d regula r presentatio n 
of report s an d polic y documents , ar e no t undertake n i n Jersey becaus e 
of lac k of staf f an d time . Som e othe r function s ar e made possibl e only 
by direc t agreemen t an d contrac t wit h externa l bodies . Thes e include : 

- Examinations.  Thes e ar e almos t entirel y take n fro m th e UK . 
Local qualification s wit h examination s hav e bee n develope d i n 
French an d i n Financia l Trus t Management , bu t mos t schoo l 
pupils tak e examination s se t i n Englan d &  Wales . 

- Curriculum  Development. Thi s follows o n th e work don e i n the 
UK, an d i s an aspec t o f dependency . Som e truly loca l curricu -
lum developmen t initiative s hav e bee n successfu l i n languag e 
teaching an d vocationa l education , bu t they  hav e bee n limited . 
Textbooks ar e bough t fro m U K suppliers . 

- Inspection  of  Schools.  Althoug h th e loca l advisor y servic e i s 
expected t o monitor th e qualit y o f teaching an d learning , direc t 
inspection of schools and colleges is performed b y Her Majesty' s 
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Inspectors unde r a  contrac t wit h th e U K government . 
- Higher  Education.  I n retur n fo r a  bloc k paymen t t o th e U K 

government, Jerse y resident s ar e give n acces s t o highe r 
education i n th e U K a s i f they were U K residents . 

- Advisory  Services.  Som e specialis t adviser s are brought int o th e 
Island o n a  programme d basi s unde r a  contrac t wit h th e Eas t 
Sussex Local Educatio n Authority . 

3. Formal Organisatio n o f the Education Departmen t 

(a) The  Organisation  Chart 

Figure 11. 1 shows the Education Department' s organisatio n chart . Th e 
structure wa s develope d i n the 1970 s to giv e personne l a t al l levels th e 
opportunity t o us e an d develo p thei r skills . Prio r t o 1974 , decision -
making wa s concentrate d i n tw o o r thre e senio r staf f whos e persona l 
expertise wa s limite d an d wh o frequentl y ignore d th e experienc e an d 
qualifications o f subordinates . Th e intentio n o f th e structur e wa s t o 
devolve decision-making a s far dow n the line as possible, and to give all 
officers th e chanc e t o brin g thei r ow n skill s an d judgement t o bea r o n 
the Department' s tasks . Rol e definition s wer e intende d t o b e flexibl e 
and t o allow variation a s required. Th e Civi l Service does not compet e 
very effectively wit h th e loca l econom y in offerin g employmen t t o abl e 
people, an d i n th e las t decad e restriction s o n recruitmen t o f qualifie d 
staff fro m outsid e th e Islan d hav e bee n tightened . I t i s therefor e 
necessary t o develo p th e abilitie s tha t ar e available , an d t o deplo y 
qualified staf f t o achiev e th e bes t results . 

The organisation char t shows a distinction between Administrativ e 
and Professiona l Services , reflecte d i n th e title s o f th e tw o Assistan t 
Directors. Thi s i s a  direc t outcom e o f a n agreemen t t o creat e tw o 
second-tier post s t o suppor t th e Director . Par t o f th e agreemen t wa s 
that th e holde r o f on e pos t woul d alway s hav e teachin g qualification s 
and experience . 

When thi s proposa l wa s initiated i t attracte d som e criticis m fro m 
those wh o fel t tha t th e syste m wa s to o smal l fo r a  top-heav y bureau -
cracy. However , neithe r o f the Assistant Director s was a deputy in th e 
full sense . I n the absenc e o f the Director th e Assistant Director s acte d 
as a 'join t deputy' . A  subsequen t job evaluatio n di d give greater salar y 
and thus status to one Assistant Director, but the separation of adminis-
trative an d professiona l matter s ha s remaine d fa r fro m watertight . Of -
ficers lowe r dow n th e hierarch y wor k a s a  tea m an d see k advic e an d 
decisions fro m eithe r Assistan t Directo r a s appropriate . Th e profes -
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sional staf f wor k readil y wit h th e Assistan t Directo r (Administrativ e 
Services), and some non-professional staf f are supervised and supporte d 
very effectivel y b y the Assistan t Directo r (Professiona l Services) . 

Figure 11.1: States of  Jersey Education Department  (1989) 

It wil l b e note d fro m th e char t tha t th e Financ e Office r report s 
immediately t o the Director rathe r tha n throug h a n Assistant Director . 
The Financ e Office r i s see n a s almos t equa l i n statu s t o th e Assistan t 
Directors, and thi s structure gives him a  degree o f autonomy within th e 
Department. 

However, th e rational e fo r th e Children' s Office r reportin g 
immediately t o th e Directo r i s slightl y different . Whe n thi s pos t wa s 
created, neithe r o f th e Assistant Director s ha d appropriat e experienc e 
or knowledge of child welfare services . Becaus e the Assistant Director s 
would hav e foun d i t difficul t t o giv e th e necessar y suppor t an d super -
vision, an d i t wa s considere d mor e desirabl e t o plac e th e Children' s 



Ministries of  Education in  Small States  217 

Officer immediatel y unde r th e Director . I n thi s respec t th e organisa -
tion char t reflect s th e experience s an d competence s o f th e peopl e 
holding particula r post s a t th e tim e tha t th e structur e wa s drawn up . 

The Departmen t ha s n o separat e distric t officers , bu t whereve r 
possible decision-makin g authorit y ha s bee n devolve d upo n schools . 
This ha s bee n partl y successfu l i n secondar y education , thoug h head -
teachers ar e reluctan t t o tak e responsibilit y fo r decision s whic h ma y 
have political consequences. Becaus e o f this reluctance, ful l devolutio n 
has been limited . 

(b) Specialist  and  Generalist  Posts 

It i s difficul t t o identif y th e distributio n o f staf f amon g th e differen t 
functions. Almos t al l senio r managemen t hav e som e involvemen t i n 
some o r al l educatio n functions . Fo r exampl e th e Financ e Office r 
operates i n al l areas , an d althoug h Assistan t Director s hav e specifi c 
responsibilities, as members of the Senior Management Team they have 
an inpu t throughou t th e system . 

Nevertheless, some functions d o have specifically-designated posts . 
These include : 

- Chil d Welfar e 4 5 posts , 
- Publi c Librar y 2 6 posts , 
- Sports , Recreatio n &  Leisur e 2  posts, 
- Vocationa l Guidanc e 3  posts , an d 
- Yout h Servic e 1 3 posts. 

The larg e number s i n child welfare an d th e librar y reflect th e group o f 
relatively low-grade s staf f i n residentia l home s an d th e unqualifie d 
assistants i n th e librar y service . Al l ar e technicall y civi l servant s an d 
part o f th e Educatio n Department , bu t thei r role s ar e specifi c an d 
limited. Th e Departmen t ha s 10 1 posts altogether . 

Almost al l senio r post s contai n element s whic h li e outsid e th e 
qualifications an d experience o f the postholders . Thi s can create consi -
derable problems . Th e onl y exceptions ar e th e Yout h Office r an d th e 
Chief Libraria n an d hi s deputy . Eve n thes e peopl e hav e t o repor t t o 
superiors wh o ma y no t full y understan d thei r specialis t concerns . 

For example , the Assistant Directo r (Administrativ e Services ) ha s 
responsibility for th e Library Service and for Sport s & Recreation. Th e 
post als o carrie s responsibilit y fo r capita l works an d maintenance . O n 
appointment, the current postholder had no qualifications o r experienc e 
in these areas . Difficultie s ca n arise when th e judgements o f specialist s 
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reporting to the postholder , suc h as the Chief Libraria n o r the Buildin g 
Inspector, ar e calle d int o question . 

Likewise, i n additio n t o wor k directl y relate d t o school s th e 
Assistant Directo r (Professiona l Services ) i s responsibl e fo r Highe r 
Education Grant s an d th e Yout h Service . Th e presen t incumben t i s a 
teacher b y training an d experience . Sinc e h e ha s n o direc t knowledg e 
of yout h work , h e i s necessaril y dependen t o n th e Yout h Officer' s 
judgement. 

In th e main , thes e problem s ar e solve d effectively . Generalist s 
normally defer t o specialist judgement o n those issues which are strictly 
specialist. However , succes s i s heavil y dependen t o n th e strengt h o f 
personal relationship s betwee n generalis t an d specialis t staff . An d i f 
the generalist s defe r to o much t o specialis t opinion , the specialist s may 
be insufficientl y challenge d i n thei r thinkin g an d planning . 

The posts of Chief Librarian and of the library staff hav e been abl e 
to remai n specialis t despit e th e deman d o n manpower . Partl y thi s i s 
due to the self-contained natur e of the library service; but i t also reflect s 
reluctance o n th e par t o f th e individual s t o undertak e othe r tasks . 

The educationa l psychologis t pos t ha s become mor e specialised i n 
recent year s because th e demand fo r specialise d service s has increased . 
The postholde r use d als o t o manag e Specia l Educatio n services , bu t 
that responsibility has now been given to a part-time Adviser for Specia l 
Education who combines the post with the headship of a  special school . 

To date , seriou s underemploymen t o f specialis t postholder s ha s 
arisen i n onl y tw o cases , bot h i n teachin g advisory/suppor t work . 
Originally th e Departmen t ha d a n Advise r fo r Physica l Educatio n an d 
an Advise r fo r Outdoo r Educatio n (sailing , climbing , etc.) . Whe n th e 
latter retired , th e Adviser fo r Physica l Education too k o n responsibilit y 
for Outdoo r Educatio n i n school s whil e th e Yout h Office r too k ove r 
the managemen t o f outdoo r centres . I n th e secon d case , a  Senio r 
Remedial Teacher' s rol e change d becaus e school s ha d appointe d thei r 
own Specia l Need s Teachers . Followin g prolonge d negotiatio n th e 
teacher wa s redeploye d a s Manage r o f th e Teachers ' Centre . Thes e 
redeployments helpe d th e syste m t o mak e th e bes t us e o f it s scarc e 
resources. 

4. Ministry Personne l 

(a) Recruitment of  Staff 

The Education Departmen t suffer s fro m seriou s recruitment problems . 
The restriction s o n immigratio n resul t i n limite d choic e o f candidate s 
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and lac k o f competition . Expatriate s ar e regarded a s a  regrettable ne -
cessity, an d ar e usuall y recruite d onl y o n thre e t o five  yea r contracts . 
These shor t contract s detrac t fro m commitmen t t o th e long-ter m 
interests o f th e community . 

Personnel shortage s ar e mad e wors e b y a  hig h emigratio n rate . 
However, emigratio n i s less serious tha n i t was a  decade ago . Greate r 
numbers o f qualifie d Jerseyme n peopl e remai n i n o r retur n t o th e 
Island, an d whe n the y d o s o the y ca n choos e fro m jo b opportunitie s 
which, thoug h limite d i n range , ar e numerou s an d generall y wel l paid . 

The shortag e o f loca l personne l ha s encourage d employmen t o f 
people withou t ful l qualification s fo r particula r jobs . Ther e i s a  loca l 
belief tha t al l Jerseymen ca n i f necessary tur n thei r hand s t o anything . 
This cause s problem s o f quality , thoug h o f cours e th e belie f i s helpfu l 
when peopl e are aske d t o undertake task s outside thei r experienc e an d 
professed skills ! Th e government doe s provide on-the-job training ; but 
since the private secto r can usually offer mor e attractiv e conditions, the 
public secto r suffer s fro m hig h staf f turnove r rates . 

(b) Job Definition and  Appraisal 

In a  smal l department , job s shoul d b e define d sufficientl y broadl y t o 
allow flexibility. Jerse y now has a job evaluation scheme which is linked 
to pay and whic h depends o n detaile d an d specifi c job descriptions . I n 
some respects the new scheme is problematic, for i t has reduced flexibi -
lity. Th e schem e als o require s considerabl e tim e an d effor t whic h 
cannot easil y be afforde d i n a  smal l system . 

The conten t o f senio r post s ca n onl y b e define d i n detai l b y th e 
postholders. Becaus e i n a  smal l syste m ther e i s n o wa y t o chec k i n 
detail o n wha t peopl e do , muc h mus t b e take n o n trust . Thi s i s 
especially true o f specialis t work , in which outsider s hav e to accep t th e 
postholders' decision s o n activitie s an d priorities . 

A poo r performer a t any level can create considerable problems in 
a smal l organisation , an d problem s ar e especiall y seriou s whe n poo r 
performers hol d senio r positions . Give n th e righ t attitude s an d com -
mitment o f staff , however , vulnerabilit y migh t b e considere d a  pric e 
worth payin g t o enabl e th e goo d performer s t o give thei r best . 

Appraisal i n smal l systems always presents specia l problems. I t i s 
vital t o successfu l us e o f manpower , bu t workin g relationship s ofte n 
reflect th e clos e socia l relationship s o f kinship s i n a  smal l community . 
In th e Jerse y Educatio n Departmen t th e solutio n ha s been t o develo p 
an appraisal system tha t centre s upon self-appraisa l an d which is mainly 
directed t o io b satisfaction . 
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(c) Promotion and  Morale 

The emphasi s o n jo b satisfactio n i s especiall y necessar y becaus e 
promotion prospect s withi n th e Departmen t ar e limited . Thi s i s par -
ticularly true for specialis t officers . Generalist s ar e i n a better positio n 
because the y can seek promotio n i n other Departments . On e exampl e 
is th e forme r Assistan t Directo r (Administrativ e Services) , wh o cam e 
to Education from th e Public Health Department, an d who is now chief 
officer o f th e Touris m Department . Specialis t staf f ar e face d wit h th e 
choice o f acceptin g th e limitation s o f the system , turning generalis t (a s 
intended b y th e Career s Officer) , o r seekin g promotio n outsid e th e 
Island. 

Recognising th e lac k o f promotio n opportunities , senio r manage -
ment counse l staf f t o se e thei r career s i n way s tha t bot h satisf y thei r 
personal ambition s an d mee t th e need s o f th e system . The y als o en -
courage sideways transfers. Th e possibility of compulsory transfers ha s 
been discussed , bu t ha s prove d unpopular . 

Another strateg y t o reduc e stalenes s i s t o offe r staf f period s o f 
three o r fou r month s awa y from th e job eithe r t o undertak e researc h 
or developmen t project s locally , o r t o follo w a  cours e o f stud y o r 
experience outside the Island. Thi s offer, mad e afte r seve n to ten years 
of service, has proved very effective amon g headteachers. However , th e 
arrangements hav e no t ye t bee n extende d t o headquarter s personnel . 

5. International Linkage s 

(a) Formal  and  Informal  Relationships 

From th e abov e comment s i t wil l b e apparen t tha t mos t o f Jersey' s 
external link s ar e wit h th e UK . Forma l link s ar e maintaine d wit h th e 
UK Departmen t o f Hom e Affairs , an d informa l link s exis t wit h th e 
Department o f Education &  Science. U K inspectors, and advisor y staf f 
from th e East Susse x Local Education Authority, ar e contracted t o visit 
the Islan d o n a  regula r basis ; and th e Nationa l Curriculu m Counci l i s 
always willing to provid e informatio n abou t development s i n the UK . 

The Islan d suffer s fro m th e absenc e o f a  loca l universit y offerin g 
part-time in-service training courses. However , it has close contact with 
the Universitie s o f Exete r an d o f Southampton , an d wit h Portsmout h 
Polytechnic. Staf f o f thes e institution s com e t o Jersey , an d loca l 
teachers g o t o th e U K t o study . B.Phil . an d othe r degre e course s ar e 
available fo r loca l teacher s i n th e Island s an d ar e validate d b y thes e 
institutions. 
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The mos t significan t externa l bodies o f which the Island educatio n 
system ca n b e describe d a s a  ful l membe r ar e th e examinin g boards . 
The Souther n Examinin g Grou p sponsor s th e Genera l Certificat e i n 
Secondary Education (GCSE) , and the Cambridge Examinations Board 
sets th e 'A ' leve l examination . Thes e ar e th e tw o majo r externa l 
examinations use d b y th e system . Jerse y teacher s hav e playe d a 
considerable par t i n th e developmen t o f th e GCSE . 

The Islan d als o has links with othe r professiona l bodie s in the UK . 
However, participatio n tend s t o b e restricte d t o attendanc e o f majo r 
conferences. Jerse y i s a n Associat e Membe r o f th e Counci l o f Loca l 
Education Authorities , bu t derive s littl e benefi t fro m th e organisation . 
Nevertheless individual s i n th e Departmen t ar e member s o f variou s 
organisations, an d ar e encourage d t o atten d professiona l meetings . 

Jersey also has connections with the other off-shore Britis h Islands 
which are not par t of the UK, i.e. the other Channe l Islands and the Isle 
of Man. Thes e connections are based o n the common relationship with 
the UK , an d ar e especiall y importan t whe n ther e i s a  threa t t o th e 
Islands' autonomy . Link s with th e Isl e o f Ma n ar e ver y loose , bu t th e 
Director o f th e Educatio n Departmen t i n Jersey ha s regula r meeting s 
with hi s counterpar t i n Guernsey . 

Because the Island i s just 22 kilometres off th e French coast , many 
connections are also maintained with France. Reciprocal visits are mad e 
from tim e to time, and the Island's education department ha s a twinning 
arrangement wit h it s counterpar t i n a  town i n Normandy. School s an d 
colleges ar e encourage d t o mak e direc t link s wit h counterpar t institu -
tions in France, and a  Jersey scholarship is maintained a t the Universit y 
of Caen . 

Finally, th e Jersey governmen t maintain s a  smal l ai d programme . 
Much o f thi s ai d ha s bee n channelle d t o othe r smal l islands . I t ha s 
included educatio n project s i n Seychelles and Montserrat , fo r example . 

(b) Absence of  Individuals 

International link s caus e individual s t o be awa y fro m thei r desk s fro m 
time t o time . Fo r example , the y may : 

- atten d professiona l course s an d conferences , 
- visi t UK school s and college s to identify goo d practice s or stud y 

new developments , 
- atten d meeting s i n th e U K wit h governmen t departments , 
- monito r th e progres s o f Jersey pupil s i n U K specia l educatio n 

institutions, 
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- tak e par t i n the working group s o f the examination boards , or 
- undertak e an attachment to another education system for furthe r 

training an d experience . 

Except fo r th e las t category , th e majorit y o f thes e absence s ar e fo r a 
week or two at most. Th e problems aris e not from th e lengths of these 
absences bu t fro m thei r frequency . Wor k alway s has to be done , and 
often i n the specialis t area s ther e i s only one person t o do it . Peopl e 
therefore kno w that i f they go away, they will have to work eve n harde r 
when the y ge t back . Afte r a  tim e staf f fee l tha t th e pric e o f suc h 
absence i s to o high , an d the y begi n t o find  excuse s t o avoi d goin g 
'off-Island'. The n senio r managemen t has to take a hand and rearrange 
work t o ensure tha t th e necessary visit s an d meetings ar e undertaken . 

Reference ha s alread y bee n mad e t o th e developmen t o f tea m 
approaches t o the work o f the Department . Thi s i s especially impor -
tant fo r senio r management , wh o often themselve s hav e t o undertak e 
the wor k o f absen t staff . I n orde r t o d o this , they mus t acquir e skill s 
and understandin g i n areas o f work outsid e thei r mai n expertise . Thi s 
is perhap s th e mos t distinctiv e characteristi c o f smal l educatio n 
departments. Ever y smal l departmen t o r ministr y ha s to develo p th e 
skills o f staf f s o tha t ther e i s som e back-u p t o cove r absence s an d 
periods o f staf f shortag e throug h sicknes s an d vacancies. Trainin g of 
multi-skilled administrator s i s a basic necessity for survival , not a mere 
theoretical interest . 

Maintenance of good record s is another basic necessity. Certainl y 
in Jersey the central filin g syste m i s a crucial par t o f the Department' s 
operations. Thi s i s made abundantl y clea r whe n i t fails , a s sometime s 
happens i n any human operation . Senio r staff , includin g the Director , 
are require d t o circulate to colleagues copie s o f letters an d document s 
before the y are placed o n file, so that al l are aware o f the current stat e 
of pla y in most o f the Department's business . 

6. The Culture o f the Ministr y 

(a) Interpersonal Relationships 

In a  smal l organisatio n an d societ y th e closenes s o f interpersona l 
relationships has many advantages. Intimac y can contribute to excellent 
teamwork in which the strengths and weaknesses of individuals are well 
known, and in which 'playing to strengths' produces good results. Clos e 
relationships may  also spee d decision-making , an d ca n generate trus t 
and confidence . 
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Several example s may  suppor t thes e observations . Th e Yout h 
Officer, th e Directo r o f Educatio n an d th e Assistan t Directo r hav e 
worked togethe r ove r severa l years . Whe n an y tw o mee t t o discus s 
some aspec t o f yout h servic e polic y o r practice , the y ca n accuratel y 
forecast th e view s an d reaction s o f th e third . O n a  wider framework , 
the Senior Managemen t Tea m kno w each othe r bot h i n and ou t o f th e 
office. The y shar e a  commo n purpose , an d the y shar e eac h others ' 
jokes. Difficul t decision s can be taken with a  degree o f goodwill which 
would b e missin g i n a  large r organisation . An y membe r o f th e tea m 
opposed t o th e final  decisio n i s 'comforted ' b y colleagues , wh o g o ou t 
of thei r wa y to mak e th e decisio n easie r t o bear . 

Further, whe n Educatio n Departmen t staf f mee t t o conside r an y 
matter o f polic y o r operation , the y ca n dispens e wit h th e preliminar y 
period o f 'statemen t o f positions ' tha t i s normally a  major par t o f suc h 
meetings. Thi s point is demonstrated whenever Department staf f atten d 
meetings with colleague s from othe r Department s an d complai n abou t 
how long it takes to reach a  conclusion. The y claim the faster processe s 
of thei r ow n Departmen t a s a  virtue , no t recognisin g th e contributio n 
made b y thei r ow n persona l relationship s i n th e Department . 

However, clos e interpersona l relation s may  als o hav e a  negativ e 
side. First , innovatio n ca n b e mor e difficul t i f i t i s 'known ' tha t a 
particular perso n will be opposed to the new ideas. Second , differences 
of personalit y ma y produc e conflict s whic h ar e no t eas y to resolve i n a 
small organisation. Conflict s can consume energy and time which would 
otherwise b e directe d a t th e Department' s objectives , an d th e los s i s 
proportionately greate r i n a  smal l Department . Also , a n antagonisti c 
relationship betwee n tw o individual s ma y hav e consequence s fo r th e 
whole organisation . 

In the previous paragraph th e word 'known ' was placed in inverted 
commas because perceptions are not always accurate. Onc e perceptions 
have formed, the y may be very difficult t o change. I n this sense a  good 
reputation ca n be a s undeserve d a s a  bad one . Th e onu s i s on senio r 
management t o b e open-minded , an d t o maintai n impartialit y eve n 
under politica l pressure . 

One exampl e o f th e impac t o f reputation s concern s a n individua l 
appointed i n th e mid-1980 s wh o ha d a  reputatio n fo r insensitivit y an d 
ruthlessness. Initiall y the staff reacte d t o the reputation rathe r tha n th e 
real person. Eventuall y they slowly realised that the reputation was not 
deserved. Th e postholde r showe d grea t abilit y an d capacit y fo r work , 
and a t th e sam e tim e wa s sensitiv e t o colleagues ' feelings.  Bu t ther e 
is no doub t tha t th e officer' s effectivenes s wa s reduce d fo r mor e tha n 

a year . 
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(b) Personal  Impact 

Another featur e o f th e cultur e o f a  smal l Departmen t concern s th e 
extent t o whic h individual s ca n hav e a  persona l impact . Thi s i s 
especially tru e o f specialis t staff . 

The career s offic e ove r th e last 1 5 years present s a  good exampl e 
of this . Ther e hav e bee n fiv e Career s Officer s durin g tha t time , and 
the qualit y and character o f the service has been distinctivel y differen t 
under eac h one . Th e first was a local teacher withou t qualification s o r 
experience wh o was appointed a s a  resul t o f som e politica l pressure . 
After a  shor t an d difficul t tenure , h e resigned an d was replaced b y an 
expatriate wit h hig h qualification s an d long experienc e wh o had bee n 
running a large careers service in the UK. H e was followed by another 
expatriate wh o had goo d qualification s bu t wa s much younger . Thi s 
person wa s an innovato r wit h grea t energy , bu t foun d th e scale o f the 
operation to o small . Durin g hi s tenur e th e Department' s Grant s 
Officer, a  mature woman, trained a s a careers officer . Sh e followed the 
young expatriate in the post, but retired when her husband als o retired . 
She was succeeded b y a young Jerseyman who had been workin g as a 
Careers Office r i n the UK. Unde r eac h individual , th e nature o f the 
careers servic e was markedly different . 

The most 'anonymous' people in the Jersey Education Departmen t 
are th e account s clerks , wh o receiv e an d chec k al l authorisation s fo r 
payment fro m ever y cos t centre . The y rarel y hav e direc t contac t wit h 
school clerks and teachers. Ye t even they become known to staff o f the 
establishments, wh o identify 'their ' account s clerk s an d see k persona l 
assistance whe n necessary . 

(c) Styles of  Decision-Making 

All significan t polic y decision s ar e made by the Education Committee , 
subject i n some cases to the States and the President o f the Committee. 
The latter , a s th e State s membe r wit h responsibilit y fo r politica l 
leadership i n all education matters , plays the most importan t role . 

Each membe r o f the Committee i s responsible fo r a specific par t 
of th e service s unde r th e Committee' s politica l control . I n tha t rol e 
each member work s closely with a  senior membe r o f the Department' s 
staff. 

In comin g to any significant polic y conclusion, the President mus t 
gain the support o f Committee members . I f a major polic y issue has to 
go before th e States, the President wil l by informal mean s try to ensure 
that ther e wil l b e majorit y suppor t befor e presentin g it . Thu s al l 
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political decision s res t o n consensus , an d th e tes t o f ne w proposal s i s 
their perceive d leve l o f politica l an d publi c acceptability . 

As the members of the States have no party affiliations, assessmen t 
of th e acceptabilit y o f an y polic y change i s made b y the Presiden t an d 
the member s o f th e Committe e o n a  persona l basis , i n ever y sens e o f 
that phrase . I t i s customary to involve the Director o f Education i n this 
process of assessing the acceptabilit y o f policy, and th e Director i n turn 
takes advic e fro m th e senio r staf f wh o wor k i n clos e contac t wit h 
individual members of the Committee. A s the Head o f the Department , 
the Directo r i s personall y responsibl e t o th e Committe e fo r th e 
implementation o f policies . 

In area s wher e th e Committe e ha s mad e n o polic y decisions , th e 
Director i s expecte d t o ac t accordin g t o hi s judgement , whic h mus t 
include an assessment o f political dimensions . Administrativ e decision s 
are made by members o f the Departmen t a t al l levels . Compare d wit h 
larger educatio n systems , administrativ e decision s whic h hav e con -
siderable impac t o n th e operatio n o f th e syste m ar e i n Jersey take n a t 
quite lo w levels . 

Although constitutionall y power s ar e delegate d b y the State s t o a 
Committee, the Presiden t i s very powerful an d influential . N o policy is 
ever mad e o r change d withou t th e consen t o f th e President , an d man y 
decisions in the political area ar e left t o the President, subject t o forma l 
ratification a t th e nex t Committe e meeting . On e ma n hel d th e offic e 
of Presiden t fro m 196 9 to 1984 . Hi s predecesso r wa s i n offic e fo r 1 9 
years. Durin g thes e lon g periods , th e persona l belief s an d politica l 
philosophies o f the tw o men were reflected i n numerous ways through-
out th e Educatio n Service . 

(d) Information  Flows 

The flo w o f informatio n i s a  problem i n an y organisation. Th e dange r 
in a  smal l syste m i s tha t peopl e wil l assum e tha t i t flow s throug h 
informal channels , with th e resul t tha t forma l channel s ar e lef t unuse d 
or eve n unformed . Th e practic e i n Jerse y i s based o n th e belie f tha t 
the smal l siz e o f th e syste m create s a n imperativ e nee d fo r a s man y 
staff a s possible to know as much as possible about th e business of their 
Department. 

Staff meeting s ar e hel d a t leas t fortnightl y wit h al l section heads , 
including fo r exampl e th e hea d o f th e typin g pool . A t thos e meeting s 
the Director , o r i n his absence one o f the Assistant Directors , discusse s 
developments i n th e wor k o f th e Departmen t an d polic y o r majo r ad -
ministrative decision s take n sinc e th e previou s meeting . Confidentia l 
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limits are set as necessary, and section heads are expected to pass on all 
the information t o the staf f o f their sections . Th e ai m i s not only to try 
to ensure tha t information i s passed on , but also to give all staff a  sense 
of th e tota l busines s o f th e Department . 

Formal system s exis t fo r th e passag e o f information . Standar d 
instructions ensure that documents and letters are copied to appropriate 
section heads, and documents and letters (other than routine correspon -
dence) dealin g wit h curren t busines s ar e circulate d amon g senio r 
managers befor e filing.  Also , of course, informal exchange s take plac e 
throughout th e da y when member s mee t fo r on e reaso n o r anothe r o r 
simply pas s i n th e corridor . Ye t despit e al l thi s ther e ar e occasion s 
when importan t informatio n doe s no t pas s t o th e righ t person . Tech -
nology ma y hol d par t o f th e answer ; bu t i n th e en d i t al l depend s o n 
people, who ar e fallible . 

It i s als o usefu l her e t o commen t o n externa l informatio n flow . 
While th e absenc e o f financia l dependenc y enable s th e Departmen t t o 
be selectiv e i n dealin g wit h externa l request s fo r information , thos e 
which ar e received fro m th e Europea n Communit y vi a the U K govern -
ment hav e t o b e take n seriously . However , the y generall y cal l fo r a 
great dea l o f researc h an d carefu l consideration , an d the y ten d t o b e 
put t o on e sid e waitin g fo r a  quie t spell . In  practic e th e quie t spel l 
never comes, and when the officer concerne d suddenly finds that a reply 
is urgently required the request ha s to take priority over everything else. 

A vas t amoun t o f informatio n come s int o th e Department . Mos t 
of i t i s 'ski m read ' an d may  be pu t t o on e sid e fo r close r attentio n o r 
passed t o th e Teachers ' Centr e librar y i n th e hop e tha t someon e wil l 
find tim e t o dea l wit h it . Thi s weigh t o f informatio n an d th e sens e o f 
guilt and inadequacy i t produces has a considerable psychologica l effec t 
upon th e professional staf f o f the Department . Ther e i s an anxiety that 
somehow a vital piece of research o r a report with considerable implica -
tions fo r loca l school s o r teacher s ha s bee n missed , an d therefor e tha t 
the syste m ha s suffered . 

7. Conclusion s 

Constitutionally, Jersey' s statu s i s no t dissimila r t o tha t o f suc h othe r 
UK dependencies as Montserrat an d the Turks & Caicos Islands. How -
ever, geographi c an d cultura l tie s ensur e a  muc h close r relationshi p 
with the UK tha n i s found i n among the Caribbean o r othe r dependen -
cies. Th e Islan d doe s hav e a n autonomou s educatio n system , bu t i n 
practice follows many UK patterns. Influence s operate through informa l 
channels a s much a s formal ones , e.g. when Jerseymen stud y in the U K 
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and whe n U K national s ar e recruite d fo r post s i n Jersey . 
Nevertheless Jersey has strong traditions, exemplified i n its unique 

structure o f government . Thes e tradition s giv e th e organisatio n an d 
management structure s a  distinc t shap e an d flavour . Th e Jerse y edu -
cation system  i s certainly no t a  carbo n cop y of tha t i n th e UK . No r i s 
it exactly the sam e a s that i n such other dependencie s a s Guernsey an d 
the Isl e o f Man . 

At th e sam e time , the chapte r ha s highlighted feature s o f Jersey' s 
administrative system  whic h hav e parallel s i n mos t othe r smal l states . 
Although i n recent year s the Island ha s become very prosperous, limit s 
on immigratio n hav e constraine d th e exten t t o whic h th e Educatio n 
Department ca n recrui t staff . Th e nee d t o maximis e us e o f scarc e 
talents ha s been a  major determinan t o f the organisatio n an d manage -
ment of the Education Department . Th e fact tha t Jersey is also a highly 
personalised societ y is reflected i n much of the culture of the Educatio n 
Department an d ha s parallel s i n almos t al l othe r smal l states . 
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