
Part V: South Pacifi c 

Chapter 13: Kiribat i 
Meita Beiabur e Bakee a 

Population (1988):  67,000 
Population Growth  Rate (1980-88):  1.9% per annum 
Land Area:  710  square kilometres 
Capital: Tarawa 
GNP per Capita  (1988):  US$650 
Year of Independence:  1979 
Primary School Enrolment  Rate  (1989):  84% 

Kiribati comprise s 3 3 islands, located i n the Centra l Pacifi c Ocea n an d 
straddling th e equato r an d th e internationa l dat e line . I t i s subdivide d 
into thre e mai n groups : (a ) th e Gilbert s Group , a  chai n o f 1 7 atoll s 
which includes Tarawa, the seat of Government; (b) the Phoenix Group, 
a cluste r o f eigh t atolls ; and (c ) th e Line Group , a  chain o f eight atoll s 
spread ove r 2,000 kilometres an d located som e 3,000 kilometres eas t of 
the Gilbert s o n th e othe r sid e o f th e internationa l dat e line . Th e Lin e 
Islands include Kiritimati (otherwis e known a s Christmas Island) which 
accounts fo r hal f th e country' s lan d area . 

With the exception o f Banaba (otherwis e know n as Ocean Island ) 
which i s an upraise d atoll , al l the island s ar e low-lyin g cora l atoll s fe w 
of whic h ar e mor e tha n five  metre s abov e se a level . Kiritimat i i n th e 
east i s 3,87 0 kilometre s fro m Banab a i n th e west ; an d Terain a i n th e 
north i s 2,050 kilometre s fro m Vosto k Islan d i n th e south . Th e thre e 
exclusive economi c zone s cove r mor e tha n thre e millio n squar e kilo -
metres o f ocean. However , the total land area of the islands is only 810 
square kilometres . 
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1. Politics, Economics an d Societ y 

Kiribati gained independenc e fro m th e United Kingdo m i n 1979. Prio r 
to tha t i t ha d bee n rule d jointl y wit h th e Ellic e Island s a s th e Gilber t 
& Ellic e Island s Colony . Th e Ellic e Island s brok e awa y i n 1975 , an d 
are no w the independen t stat e o f Tuvalu . 

The constitutio n provide s fo r a  singl e tie r o f governmen t heade d 
by an Executiv e Presiden t know n a s the Beretitenti . Th e Beretitent i i s 
elected b y universa l suffrag e fro m amon g candidate s selecte d b y th e 
Maneaba ni Maungatabu (Parliament) . Th e Beretitenti in turn appoint s 
a cabine t wit h executiv e authority . Th e singl e chambe r o f legislatur e 
has 3 9 electe d members , plu s th e Attorney-Genera l an d a  membe r 
nominated by the Banaba community. The central government is located 
on South Tarawa . Th e numbe r o f ministrie s i s limited b y the constitu -
tion t o 1 0 plus th e Offic e o f th e President . 

The country also has a local government administration , consistin g 
of 1 7 island council s and two town councils . Th e Council s have elected 
representatives, an d ar e responsibl e fo r loca l administration , construc -
tion an d maintenance o f roads, and other loca l activities. Geographica l 
isolation, lack of effective communication s an d lack of skilled staf f hav e 
at time s reduce d th e effectivenes s o f thes e Councils . 

The cora l reef s offe r ver y limited resourc e bases for development . 
The norther n Gilbert s an d th e Lin e Islands have a  maritime equatoria l 
climate wit h frequen t rainfall . However , drough t condition s lasting u p 
to thre e year s hav e bee n experience d o n mos t othe r islands . Agri -
cultural productio n i s severel y limite d b y th e atol l environment . Th e 
combination o f a  thi n an d porou s laye r o f to p soil , a  hig h leve l o f 
salinity, an d lac k o f surfac e wate r restrict s flora  an d faun a t o thos e 
adapted t o thes e rigorou s conditions . 

Until th e 1970s , significan t phosphat e deposit s wer e exploite d o n 
Banaba an d contribute d significantl y t o th e economy . However , 
phosphate minin g cease d i n 197 9 an d brough t a  perio d o f economi c 
adjustment. Th e countr y ha s n o othe r know n viabl e an d immediatel y 
exploitable minera l resources . 

The majorit y o f th e populatio n i s Micronesian . Ove r th e year s 
mixing wit h Chinese , European s an d Polynesians , particularl y fro m 
Tuvalu, ha s take n place . Th e 198 5 census recorde d a  de fact o popula -
tion o f 63,88 3 wit h 2,22 7 I-Kiribat i know n t o b e workin g oversea s i n 
Nauru, aboar d vessel s o f the Sout h Pacifi c Marin e Service s or studyin g 
overseas. Th e populatio n distributio n i s skewe d toward s th e Gilberts , 
and Sout h Taraw a i n particular . Th e latte r ha d a  198 5 population o f 
21,393. 
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2. Educatio n 

Prior t o th e Secon d Worl d War , governmen t activit y i n educatio n wa s 
confined t o a  boarding schoo l fo r boy s at Tarawa an d to a  primary da y 
school o n Banaba . Mos t educatio n wa s in the hand s o f Christia n mis -
sions. 

The immediat e post-wa r perio d brough t growt h o f governmen t 
responsibility an d participation . I n 194 8 a  syste m o f grants-in-aid wa s 
introduced a s a practical measur e o f cooperation wit h the missions . A t 
this time a small Department o f Education was established o n Tarawa. 

A Ministeria l syste m o f government wa s established i n 1974 . Th e 
Ministry o f Educatio n no w consist s o f centra l administration , primar y 
education, secondar y education , teache r training , technica l training , 
library an d archives . Thi s chapte r focuse s mainl y o n th e centra l ad -
ministration sector . 

Education consume s abou t 1 8 pe r cen t o f th e tota l governmen t 
recurrent budget . Financ e i s shared betwee n th e sector s a s follows : 

Central Administratio n 19 % 
Primary Educatio n 50 % 
Secondary Educatio n 16 % 
Teacher Trainin g 7 % 
Technical Trainin g 5 % 
Library &  Archives 3 % 

The governmen t place s priorit y o n th e promotio n an d developmen t o f 
formal education , particularl y th e provisio n o f primar y educatio n fo r 
all children o f schoo l age . 

3. The Ministry of Educatio n 

The organisatio n char t o f the Ministry of Educatio n i s shown in Figur e 
13.1. I t wa s adopte d i n 1987 . 

The Secretary fo r Educatio n i s normally appointe d fro m amongs t 
Senior Assistan t Secretarie s i n th e administratio n cadr e b y straigh t 
recommendation o f th e Secretar y t o th e Cabinet , wh o i s hea d o f th e 
Public Service . Th e Publi c Servic e Commissio n (PSC ) check s an d 
confirms th e recommendation before i t is announced b y the Beretitenti . 
Appointment t o th e Senio r Assistan t Secretar y an d Deput y Secretar y 
posts i s done similarly . 

Appointment t o th e othe r post s i s normally throug h a n intervie w 
system. I n theory , al l senio r post s ar e ope n t o applicant s fro m below . 
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However, a n applicatio n fro m th e Senio r Assistan t Secretar y (SAS ) t o 
become Chie f Educatio n Office r (CEO ) woul d b e unlikel y t o b e 
successful becaus e th e SA S i s a n administrato r rathe r tha n a  profes -
sional. 

The pos t o f CE O wa s create d fo r th e promotio n o f th e Senio r 
Education Office r (Planning) , who used t o be in the same line with th e 
other tw o Senior Educatio n Officer s an d th e SAS . Althoug h selectio n 
was don e throug h th e intervie w system , th e SE O (Planning ) wa s th e 
only candidat e an d th e objectiv e o f creatin g th e pos t wa s easil y met . 
The mai n reaso n fo r creatin g a  CE O pos t an d earmarkin g th e SE O 
(Planning) t o i t wa s t o eas e plannin g responsibilities . I t wa s ver y 
difficult befor e fo r th e SE O (Planning ) t o see k th e cooperatio n o f th e 
other senio r officers , particularl y i n the task o f data collectio n an d pla n 
implementation. No w th e CEO , who i s als o th e hea d o f th e plannin g 
unit, ha s authorit y whic h i s respecte d an d ca n b e refuse d onl y b y th e 
Secretary an d th e Minister . Plannin g sinc e the n ha s bee n carrie d ou t 
smoothly. Th e plannin g uni t i s currentl y staffe d b y th e CE O an d th e 
Education Officer (Administration ) who conducts research and prepares 
statistics. 

The SE O (Primary ) ha d been a  teacher an d headteache r o f man y 
primary schools in Kiribati before becoming a District Education Office r 
and the n a n Educatio n Officer . H e ha d onc e bee n employe d a s Cur -
riculum Office r an d EO (Administration ) workin g under th e then SE O 
(Planning). H e i s responsible fo r th e Tarawa Teachers ' College (TTC ) 
and fo r th e developmen t o f primar y educatio n throughou t th e country . 
He i s assiste d b y th e Principa l o f th e TTC , th e E O (Primary) , th e 
District Educatio n Officer s (DEOs) , an d th e Schoo l Broadcastin g 
Officer (SBO) . 

The SE O (Secondary ) i s a  forme r teache r an d principa l o f th e 
government secondar y school , th e Kin g George V  & Elaine Bernacch i 
School (KGV/EBS) . H e i s responsibl e fo r secondar y education , 
technical trainin g an d pre-servic e scholarships . A s th e TT C i s unde r 
the SE O (Primary ) becaus e o f it s rol e i n trainin g primar y schoo l 
teachers, th e Taraw a Technica l Institut e (TTI ) i s pu t unde r th e SE O 
(Secondary) becaus e i t i s a  direc t outle t t o secondar y schoo l leaver s 
who wis h t o joi n th e publi c servic e a s clerica l officers , accountin g 
officers, typist s or apprentices . Th e SEO (Secondary ) i s assisted b y the 
Principal KGV/EBS , th e Principa l TTI , th e E O (Secondary) , an d th e 
EO (Tertiary) . Missio n school s ar e directl y controlle d an d supervise d 
by thei r respectiv e churc h authorities , bu t ar e als o unde r th e genera l 
care o f th e SE O (Secondary) . 

The Senio r Assistan t Secretar y look s afte r th e Ministry' s suppor t 
services. H e i s assisted b y a Highe r Executiv e Office r wh o looks afte r 
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the Accounts section, a n Executive Office r wh o looks after th e Registr y 
section, a  persona l assistan t t o th e Ministe r an d Secretary , an d th e 
Librarian/Archivist. 

The TTC , KGV/EBS , TT I an d Library/Archive s hav e a  certai n 
amount o f autonomy . Thi s i s par t o f th e effor t o f th e Ministr y t o 
decentralise control , an d th e fou r institution s ar e no w self-accounting . 
Primary schools will be given to the Island Councils as soon as they ar e 
ready t o tak e u p th e responsibility . Islan d Council s ar e no w lookin g 
after th e maintenance o f school buildings. A n independent Educationa l 
Advisory Committee (EAC ) i s used by the Minister when he is in doub t 
about polic y issues and innovations initiated by his professional officers . 
The Committee has an advisory role, and only meets when the Ministe r 
desires. 

The organisatio n structur e work s well , excep t tha t ver y ofte n th e 
Principal TTC , Principa l KGV/EB S an d Principa l TTI us e thei r salar y 
level statu s t o by-pas s thei r immediat e supervisin g SEOs . Th e salar y 
scale of SEOs (L6-5 ) i s lower than tha t o f the Principals (L5) , although 
they hav e the sam e maximu m point . Thi s anomal y coul d b e correcte d 
by reversing the salar y scale to be i n line with seniorit y and th e level of 
accountability a s reflected i n the organisatio n chart . However , i t i s not 
easy t o d o this . Th e sam e proble m arise s betwee n th e Distric t 
Education Officer s (L13-10 ) an d th e primar y schoo l Headteacher s 
(L10). 

Job specialisation only exists in the curriculum, school broadcasting, 
inspection an d suppor t service s units . Th e othe r post s in the organisa -
tion char t ar e general . Thi s permit s som e flexibility , e.g . i n horizonta l 
and vertica l movemen t o f staf f betwee n th e institution s an d section s of 
the centra l administration . Job s ar e groupe d i n th e wa y shown i n th e 
organisation char t t o eas e tea m wor k an d t o ensur e efficien t manage -
ment. 

Because of the scarcity of resources, the government canno t affor d 
to ge t involve d i n al l aspect s o f educatio n an d training . Th e questio n 
of 'choice ' ha s t o b e employe d carefully , an d i t i s fo r thi s reaso n tha t 
the Ministry concentrates on formal education, sharing the responsibility 
for secondar y education with the churches. Pre-schoolin g is entirely the 
responsibility o f mothers an d such private organisations a s the Save the 
Children Federatio n an d th e Kiribat i Pre-Schoo l Association . Non -
formal educatio n i s share d wit h othe r ministries . A n exampl e i s th e 
canoe-building training project b y the Fisheries Division of the Ministry 
of Natura l Resource s Development . 
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4. Ministry Personne l 

(a) Appointments and  Briefing 

All post s in the Centra l Administration wer e localise d i n 1984 . TT C i s 
also localised, but KGV/EB S an d TTI stil l rely on overseas recruitmen t 
for teacher s o f mathematics , scienc e an d electronics . 

The Nationa l Condition s o f Service specif y tha t appointment s an d 
promotions should be based o n merit throug h an interview system. Th e 
only exceptions ar e promotion s t o the SAS and Secretar y posts . How -
ever becaus e th e Ministr y o f Educatio n i s small , everybod y know s 
everybody an d neutralit y canno t b e 10 0 per cen t achieved . Thu s whil e 
the intervie w syste m reduce s subjectivit y an d favouritis m i n selection , 
these aspect s canno t b e eliminated . Th e typ e o f complexit y tha t ma y 
arise may be illustrated by the selection interview for th e SEO (Second -
ary). Thre e o f th e fou r initia l panelist s ha d t o pull  ou t becaus e the y 
were closely related t o one of th e candidates , and anothe r pane l ha d t o 
be appointe d t o d o th e job. 

Once people have been appointe d and placed in their jobs, it is the 
responsibility o f th e employin g Ministr y o r Departmen t t o define thei r 
jobs. Bu t ther e hav e bee n case s where jobs hav e bee n define d poorl y 
or no t define d a t all . On e exampl e concerne d tw o ne w curriculu m 
officers. Th e supervising officer assume d that the appointees were quite 
conversant wit h th e conten t o f th e consultanc y repor t whic h recom -
mended the establishment o f a curriculum unit . The report clearly stated 
the job description s an d th e function s o f th e unit . Unfortunatel y th e 
two officer s ha d neve r see n th e report , an d withou t prope r briefin g b y 
the supervisin g office r the y spen t on e week doin g virtually nothing . 

When the Secretary for Education found ou t about thi s and related 
problems h e calle d a  meetin g o f supervisin g officer s an d stresse d tha t 
every effor t shoul d b e mad e t o brie f ne w an d ol d subordinate s fac e t o 
face i n orde r t o encourag e question s an d ensur e understanding . This , 
he suggested , shoul d be done a t leas t onc e a  month, with dates set wel l 
in advance. Th e Secretary also introduced briefing folders which should 
be availabl e fo r inspectio n a t an y time. Thi s new system ha s improve d 
staff management . Eve n i n a  smal l syste m i t may  b e necessar y t o 
formalise suc h operations . 

(b) Appraisal and  Training 

The work of individuals is appraised eac h year in an annual confidentia l 
report. Certai n criteri a are listed agains t which a  rating can be given on 
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a graduate d scale . Supervisin g officer s ar e require d t o infor m sub -
ordinates o f their poo r performance fac e t o face. Specialis t officer s ar e 
not exempte d fro m thi s system . 

However, th e meri t ratin g syste m ha s tw o majo r disadvantages . 
First, th e criteri a ar e subjectiv e an d difficul t t o measure . Second , 
experience show s tha t mos t supervisor s tic k th e boxes i n the middl e o f 
the scale , therefor e showin g mos t subordinate s a s 'average' . Thi s 
happens because, especially in a small society, supervisors wish to avoid 
confrontation. 

The Taraw a Technica l Institut e provide s trainin g fo r executiv e 
officers, clerica l officers , account s officers , typist s an d persona l secre -
taries. Th e Taraw a Teachers ' Colleg e cater s fo r th e trainin g an d up -
grading o f primar y schoo l teachers . Secondar y schoo l teacher s ar e 
trained overseas , mostly in Fiji an d Papua Ne w Guinea. A s part o f th e 
professional developmen t programme , teachers , trainers , lecturers , 
supervisors an d senio r supervisor s ar e nominate d fo r suitabl e shor t 
courses advertise d b y overseas educationa l an d trainin g institutions . 

Some critics assert tha t Kiribat i stil l suffers fro m a  British colonia l 
hangover reflecte d i n the material s use d i n schools , the choice o f stud y 
and training venues, and the bureaucratic system of management. How -
ever, i t is fair t o say that no t al l curriculum material s from th e pas t ar e 
irrelevant and unsuitable , and many courses in metropolitan institution s 
suit th e need s o f th e country . I n man y cases , matur e course s o f th e 
types require d ar e no t availabl e i n regiona l institutions . Individua l 
bureaucratic system s have thei r ow n pros an d cons ; but on e good thin g 
about th e syste m whic h Kiribat i ha s maintaine d i s tha t peopl e kno w 
where the y ar e an d wher e the y wil l be i n th e future . I f clea r line s o f 
authority ar e specifie d an d coordinatio n i s maximised , efficien t 
management ca n b e achieved . 

(c) Promotion Prospects 

The information i n Figure 13.2 has been extracted from th e organisatio n 
chart i n Figur e 13. 1 t o illustrat e promotio n prospect s withi n th e 
structure. Th e numbe r o f personne l pe r titl e indicate s promotio n 
probabilities. Fo r exampl e five  officer s coul d compet e fo r th e CE O 
post, i.e . Principa l TTC , SE O (Primary) , Principa l KGV/EBS , SE O 
(Secondary) an d Principa l TTI . Althoug h th e Deputy Principa l KGV / 
EBS would have a better chanc e of promotion t o Principal levels in the 
three institutions , th e officer s i n line E  coul d als o compete . 

Promotion opportunitie s becom e scarce r a s on e move s u p th e 
hierarchy, an d th e proble m i s exacerbate d b y th e fac t tha t post s A t o 
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C wil l soo n b e occupie d b y youn g officer s (averag e ag e o f 3 7 years) . 
The compulsor y retiremen t ag e i n Kiribat i i s 50 years . Consequentl y 
many employee s i n th e E  t o I  level s hav e bee n los t t o othe r sector s 
where promotio n opportunitie s ar e brighter . 

The post o f Senior Assistant Secretary is not shown on Figure 13.2 
because i t i s purely administrative . I t therefor e ha s a  rathe r differen t 
career structur e fro m tha t o f th e professionals . 

Figure 13.2: Promotion Lines  within  the Ministry of Education,  Kiribati 

The salaries of staff i n the E  t o I  categories ar e reviewed annuall y 
to improve condition s an d rais e morale . Staf f ar e als o sen t o n course s 
or shor t attachment s oversea s a s par t o f th e professiona l developmen t 
programme an d a s anothe r mean s t o rais e morale . Withi n th e organ -
isation itself , delegatio n o f responsibilitie s b y senio r officer s t o subor -
dinate staff i s encouraged fo r job enrichment an d motivation . T o som e 
extent, thes e method s ar e effectiv e mean s o f reducin g staf f tur n ove r 
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especially amongst th e less qualified employees . However , the mobilit y 
of young graduates remain s high . 

(d) External  Commitments 

Some function s i n othe r ministrie s requir e th e involvemen t o f officer s 
in th e Ministr y o f Education . Example s ar e th e Nutritio n Committe e 
of th e Ministr y o f Healt h &  Famil y Planning , th e Manpowe r Plannin g 
Committee o f th e Offic e o f th e President , an d th e Developmen t Co -
ordinating Committe e base d a t th e Ministr y o f Financ e &  Economi c 
Planning. 

The advantag e o f thes e externa l link s i s tha t the y giv e officer s a 
broad an d up-to-dat e vie w o f th e variou s activitie s o f government . 
However, meetings often occup y a whole day or more . Wit h their ow n 
work waiting , officer s wh o ar e involve d i n the wor k o f externa l bodie s 
often find  tha t they have to work outside officia l hour s to get everythin g 
done. I f the y fai l t o d o this , ther e i s a  considerabl e hol d u p o f othe r 
officers' work . Prope r tim e managemen t i s lackin g amongs t som e 
officers, wit h th e resul t tha t problem s ofte n arise . 

5. International Linkage s 

(a) Aid 

The aim of the Kiribat i government i s gradually to achieve self-reliance . 
Overseas ai d ha s been viewed a s one method t o facilitate this . Kiribat i 
is no t rich , an d it s revenu e i s no t larg e enoug h t o cate r fo r it s man y 
development objectives . Ai d therefor e play s a  majo r rol e i n fundin g 
development projects . 

Nevertheless, eve n whe n ai d i s give n an d receive d fo r th e bes t 
reasons an d unde r th e bes t conditions , problem s ca n aris e fro m 
dependence o n i t a s a  sourc e o f funding . Firstly , condition s an d 
procedures require d b y th e donor s ca n b e difficul t an d unnecessaril y 
cumbersome. Thes e requirement s may  involv e reporting , acquittals , 
etc.. Whil e i t i s understood tha t som e requirement s ar e necessar y fo r 
the donor s t o b e abl e t o accoun t fo r th e us e o f ai d fund s t o thei r ow n 
people, th e tas k fo r a  smal l administratio n tryin g t o fulfi l al l th e 
different requirement s o f differen t donor s ca n becom e ver y difficult , 
especially when planning skills are scarce. Becaus e of the large amoun t 
of wor k tha t goe s wit h th e programming , appraisal , approva l an d 
follow-up o n projects , donor s with efficient an d sensitive administrativ e 
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structures ca n provid e muc h mor e usefu l assistance . 
Sometimes donor s dominat e prioritie s an d specif y sectors . Re -

cipients know that donor s have their ow n reasons fo r givin g aid. Whe n 
there ar e othe r tha n developmenta l reasons , th e dono r agenda s ca n 
distort th e recipients ' ow n objectives , especiall y i n smal l states . Eve n 
when assistanc e i s given for developmenta l reasons , the condition s an d 
priorities o f th e donor s ma y over-ride thos e o f th e recipients . 

It i s bes t i f donor s d o no t com e wit h pre-conceive d idea s abou t 
priorities. Rather , the y shoul d tr y t o maintai n a s flexibl e a n approac h 
as possible . The y shoul d consul t closel y wit h th e recipient s i n deter -
mining th e prioritie s fo r th e overal l programm e o f assistance . Thi s 
makes ai d programmin g fo r th e recipient s muc h easier . 

Donors ofte n ti e thei r ai d becaus e the y wis h t o hel p thei r ow n 
economies. Sometime s the y ti e i t t o specifi c sector s becaus e o f thei r 
own ideas of what th e recipients need. Ai d tha t i s tied in any way is less 
useful tha n aid tha t i s untied. Ai d tied t o specific source s o f equipmen t 
supply makes it difficult t o standardise equipment, and ultimately makes 
maintenance an d th e holdin g o f spare s mor e difficult . Ai d tie d t o 
specific sector s make s plannin g an d allocatio n o f overal l ai d mor e 
difficult. Ofte n on e finds several donors willing to find the same sectors, 
such a s fisheries , whil e non e ar e willing t o fun d othe r sector s tha t als o 
need assistance . 

For a  smal l countr y wit h sever e budge t constraints , a n unwilling -
ness t o fun d loca l cost s place s a  ver y hig h burde n o n a n alread y 
stretched budget. The danger i s that equipment wil l be accepted withou t 
the necessary local funds bein g available, in which case the projects ma y 
fail. 

Along wit h equipment , man y smal l countrie s particularl y requir e 
a range of technical skills which are not availabl e domestically. Findin g 
expatriates wit h th e necessar y skill s an d aptitude s ca n b e difficult . 
Donors tha t provid e fully-funde d expert s sometime s onl y provid e on e 
candidate for each post, thus restricting the choice of the recipient. Th e 
recruitment procedure s o f som e donor s ca n als o creat e lon g gap s 
between th e completio n o f on e officer' s contrac t an d th e commence -
ment o f another . 

(b) Regional  Organisations 

Kiribati i s a  membe r o f th e regiona l Universit y o f th e Sout h Pacifi c 
(USP), which plays a very important rol e for th e Ministry of Education . 
Apart fro m bein g a n outle t fo r th e country' s secondar y schoo l leavers , 
it also provides consultanc y services and shor t attachmen t programme s 
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for Ministr y personnel . Th e universit y als o operate s a n upgradin g 
programme fo r Kiribat i teachers . 

The Sout h Pacifi c Boar d fo r Educationa l Assessmen t (SPBEA ) 
assists the Ministry' s plannin g uni t t o improv e examinatio n paper s an d 
procedures. Currently , work is being undertaken on a national examina-
tion t o replace th e Ne w Zealand Schoo l Certificat e o f Education . Th e 
SPBEA i s als o helpin g t o establis h a  standardise d achievemen t test , 
train personnel involved with assessment, and establish a regional Pacifi c 
School Senio r Examinatio n equivalen t t o th e Ne w Zealan d Universit y 
Entrance Examinatio n take n a t th e en d o f For m 6 . 

Although Kiribat i onl y joine d Unesc o i n 1990 , th e Ministr y o f 
Education ha s lon g benefitte d fro m th e wor k programm e o f thi s 
organisation. Kiribat i ha s participate d i n almos t al l Unesco' s trainin g 
programmes fo r th e South Pacifi c region. Thi s has included workshop s 
in scienc e teaching , us e o f micro-computers , an d educationa l manage -
ment fo r schoo l inspectors . 

The Sout h Pacifi c Commissio n (SPC ) throug h th e Sout h Pacifi c 
Regional Environmen t Progra m (SPREP ) i s sponsorin g a  regiona l 
curriculum worksho p o n environmenta l science . Thi s programm e wa s 
initiated b y Kiribat i fo r introductio n i n primar y schools , particularl y a t 
the uppe r classe s t o lin k scienc e conten t i n uppe r primar y an d junio r 
secondary schools . 

The Unite d Nation s Developmen t Programm e (UNDP ) support s 
literacy programme s a t primar y level . Currently , thi s organisatio n i s 
providing fund s fo r ou r 'Read y t o Read ' projec t a s wel l a s variou s 
consultancy services . 

Liaison wit h thes e organisation s i s th e responsibilit y o f th e 
Ministry's planning unit. Al l projects should pass through th e Develop-
ment Coordinatin g Committee , which appraises , screens and prioritise s 
projects fo r Cabine t approval . Th e Ministr y o f Foreig n Affair s the n 
informs oversea s donor s o f th e needs . 

While a  regiona l approac h t o th e funnellin g o f ai d ca n be useful , 
the actua l distribution , i n mos t cases , i s no t don e o n a  country-by -
country basis. Implementatio n o f regional projects ca n be very difficult . 
They ca n easil y en d u p no t reall y fulfillin g anyone' s need s properly . 

Although th e Ministr y o f Educatio n use s th e advic e an d profes -
sional services o f the USP , SPBEA an d othe r regiona l bodies, it has its 
own smal l poo l o f professiona l officer s wh o ca n giv e advic e an d 
technical services o n the spot . Th e US P an d SPBEA ar e ofte n use d t o 
give secon d opinion s o n educationa l issue s an d policies , bu t th e final 
decisions res t wit h th e Ministr y o f Education . 
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(c) Management of  International  Linkages 

The Ministry of Education receive s requests for informatio n fro m man y 
international organisations , includin g Unesco , th e Commonwealt h 
Secretariat, UND P an d SPC , a s wel l a s fro m universit y institution s 
which are undertaking researc h in Kiribati. Th e requests from Unesc o 
are annual , an d ar e ofte n i n th e for m o f statistica l questionnaires . 
Information requeste d by the Commonwealth Secretaria t may  be eithe r 
general o r specific . On e exampl e o f th e latte r concern s trace r studie s 
of students that hav e been sponsored by the Commonwealth. Normall y 
organisations lik e SPC an d UND P reques t informatio n o n th e project s 
which the y fund i n th e country . 

Unesco's questionnaire s an d request s o n th e progres s o f project s 
are often particularl y time-consuming. However , with the establishmen t 
of an education dat a bank requests can now be deal t with speedily. Th e 
planning unit of the Ministry handles all these matters, including reports 
from internationa l bodies . 

Another managemen t proble m arise s from th e absences o f indivi-
duals t o atten d internationa l meetings . Suc h absence s ofte n brin g 
confusion t o management, particularly in the allocation of personnel and 
readjustment o f responsibilities . Internationa l meeting s ar e o f cours e 
not th e onl y reasons fo r absence . Othe r reason s includ e annua l leave , 
sick leave , maternit y leave , funerals , birthda y part y preparations , sic k 
children, etc. . 

Leave absence s ar e monitore d throug h a  leav e roste r fo r ever y 
member o f th e Ministry . Th e proble m o f replacemen t i s reduce d b y 
having a t leas t tw o officer s i n eac h sectio n wh o hav e linke d respon -
sibilities. Th e Ministr y als o ha s a  goo d record-keepin g system , an d 
officers wh o expec t t o b e absen t ar e require d t o prepar e hand-ove r 
notes an d t o brief th e officer s wh o will look afte r thei r responsibilities . 
The Secretar y shoul d b e sen t copie s o f thes e hand-ove r notes . Whe n 
absences excee d nin e days , charg e allowance s may  b e claimed . Thi s 
provides a n incentiv e fo r replacemen t officers , an d make s movement s 
smoother. 

6. The Culture o f the Ministr y 

(a) Close  Interpersonal Relationships 

The objective o f building up an effective tea m ca n be easily achieved by 
establishing first a  happy and friendl y relationshi p amon g the member s 
of the wor k force . Thi s task i s easier t o accomplish i n a n organisatio n 
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with a  smal l numbe r o f personnel . 
In th e Kiribat i Ministr y o f Education , al l member s o f th e wor k 

force kno w eac h othe r b y nam e an d character . I n som e case s em -
ployees ar e related t o other employees , or a t leas t come from th e sam e 
island. Fo r exampl e th e Ministe r o f Education , th e Secretar y fo r 
Education an d th e DE O (Urban ) al l come fro m th e sam e famil y tree . 
Also, th e wif e o f th e Secretar y i s Principa l o f th e onl y governmen t 
secondary schoo l i n th e country . 

These organisationa l placement s ar e coincidenta l rathe r tha n 
manipulated, but have several advantages. Amon g the benefits are that : 

- cooperatio n i s encouraged ; 
- debate s ar e often open , and decision s are reached more quickl y 

and b y consensus ; 
- trus t an d respec t ar e observe d mor e closely , an d th e proble m 

of wron g reportin g o n peopl e i s minimised ; 
- obedienc e i s maximised ; 
- complaint s and grievances can be solved mor e quickly, and with 

the understandin g o f both parties ; 
- peopl e ar e mor e read y t o shar e problems ; an d 
- ther e i s often a  happ y an d understandin g workforce . 

However, th e closenes s o f interpersona l relation s ca n als o creat e dis -
advantages: 

- impartialit y i n decision-makin g ma y be difficul t t o achieve ; 
- externa l pressur e i n criticisin g th e managemen t canno t b e 

avoided; 
- interpersona l relation s may create a situation in which superiors 

do no t promot e famil y member s fo r fea r o f criticism ; 
- a  situatio n wil l als o b e create d i n whic h manager s find  i t 

awkward t o suppor t thei r subordinates , particularl y relatives , 
when in danger o f unjustified disciplinar y action , even when th e 
managers ar e th e onl y peopl e wh o ca n sav e th e subordinate s 
from ba d judgement; an d 

- case s where a member of the organisation often escapes discipli-
nary actio n wil l b e criticise d b y other s a s favouritis m i f th e 
officers concerne d an d th e manager s ar e related . 

The mos t profoun d theor y o f decision-makin g i s 'objectivity ' o r 
'impartiality'. However , thi s theory is not practicable i f members of the 
organisation d o no t kno w what i t really implies. The y should b e mad e 
to understan d tha t decision s ar e base d o n meri t an d certai n accepte d 
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criteria, no t tha t on e person i s related t o another , an d no t because on e 
is bribe d t o reac h a  certai n decision . A  goo d startin g poin t fo r thi s 
understanding i s t o trai n al l member s o f th e organisatio n i n decision -
making skills . 

(b) Personal Impact 

Being small , th e Ministr y o f Educatio n i s ful l o f professiona l officer s 
who ar e eage r t o mak e reform s t o th e existin g syste m o r t o par t o f it . 
Chances may arise during periods of deputising. However , these periods 
are normall y limite d t o 3 0 workin g day s eac h year , whic h i s no t lon g 
enough fo r prope r plannin g o f changes . I n man y case s change s ar e 
forced o n th e system , an d creat e problems . 

In one example the Secretary for Education , the CEO an d th e two 
SEOs were al l overseas o n officia l duties , leaving the SAS to look afte r 
the Ministry . Thi s gav e th e SA S a n opportunit y t o proces s promotio n 
recommendations fo r fou r teacher s who had approache d hi m fo r assis -
tance o f thi s nature . Th e mov e would hav e been successfu l i f the PS C 
had no t foun d tha t th e annua l confidentia l repor t enclose d wit h th e 
SAS's letter omitted th e comment o f the immediate supervisin g officer , 
who in this case was the SEO (Primary) . Th e SAS failed t o achieve his 
objective because things like promotion canno t be done in haste. Ther e 
are standar d procedure s t o be followed . 

However, persona l impac t ca n als o hav e a  positiv e effect . Fo r 
example whe n on e educatio n office r cam e bac k fro m a  personne l 
management cours e i n Australia h e initiate d a  refor m o f th e Ministr y 
of Educatio n structure . H e propose d th e creatio n o f th e CE O pos t t o 
bridge th e gap betwee n th e Secretar y wh o i s a  pur e administrato r an d 
the professiona l Educatio n Officers . Afte r a  lon g debat e a t bot h 
Ministry and Cabine t levels , the proposal wa s approved. Th e new pos t 
became a  promotion outle t fo r th e SEOs . 

Yet th e pla n als o ha d a  problemati c aspec t i n th e smal l system . 
When th e vacanc y was advertised , no t surprisingl y th e office r wh o ha d 
proposed th e change was one of the candidates . Bein g well conversan t 
with the reason behind th e change , he won the post an d was appointed . 
This dismaye d th e SEOs , on e o f who m resigne d eve n befor e th e pos t 
was advertised . 

(c) Information Flows 

There ar e thre e basi c way s throug h whic h informatio n flow s i n th e 
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Ministry of Education. Th e first is through the circulation folder system . 
All mail, except secret and confidential letters , is opened by the Registry 
and circulate d fo r sightin g first  by the Secretary an d the n b y the CEO , 
SAS an d SEOs . Secre t an d confidentia l letter s ar e opene d b y th e 
Personal Secretar y an d circulate d onl y t o th e Minister , th e Secretar y 
and th e CEO . Involvin g a  limite d numbe r o f officer s t o se e th e 
circulation folde r allow s fo r a  speed y action . I t i s the responsibilit y o f 
SEOs t o inform othe r officer s wha t goes o n not onl y in their respectiv e 
sections but als o in other sections . Thi s is commonly done in formal o r 
informal meetings . 

The second method o f information disseminatio n i s by a system of 
'flimsy' circulatio n o f non-restricte d correspondenc e t o al l members o f 
the office. Thi s refers only to copies of outward correspondence . Fro m 
this system  member s wil l kno w o r a t leas t gues s wha t goe s o n withi n 
and withou t th e Ministry . 

The thir d metho d o f informin g i s throug h meetings . Th e SE O 
(Primary) use s this method a  lot as there are many people in his section 
to b e informed , an d informin g the m throug h a  meetin g i s mor e ex -
pedient an d cost-effective . Th e other senio r officer s depen d very much 
on the othe r method s o f communication. Th e problem tha t sometime s 
arises is that they assume that information ha s flowed easily when in fact 
it ha s not . Subordinat e officer s may  no t hav e tim e t o rea d th e flims y 
folder o r t o inquire abou t event s related t o outward letter s fro m senio r 
officers. 

One exampl e illustrate s thi s lac k o f informatio n flow . I t i s th e 
practice fo r th e secondar y schoo l sectio n o f th e Ministr y t o arrang e 
transport fo r ne w an d terminatin g student s fro m churc h secondar y 
schools a t th e beginnin g an d en d o f eac h year . Th e SE O (Secondary ) 
considered thi s tas k cumbersome , an d sen t a  circula r t o churc h 
authorities to indicate that from th e following year they should organis e 
their ow n transpor t wit h th e Ministr y payin g fo r it . Th e subordinat e 
officer wh o used to do the job did not see the flimsy copy of the circula r 
and wa s therefor e unawar e o f th e change . Sh e continue d t o mak e 
advance arrangements without realising that the church authorities were 
doing th e sam e thing . Thi s cause d considerabl e confusio n fo r th e 
Shipping Authority , an d th e Ministr y wa s aske d t o mak e doubl e 
payments. 

When th e proble m wa s investigated , th e subordinat e office r 
claimed tha t sh e wa s no t awar e o f th e change . Th e senio r office r 
admitted tha t h e ha d no t informe d he r o f th e chang e face-to-face , 
having assume d tha t sh e woul d rea d th e flimsy  cop y o f th e circula r 
letter. Th e senio r office r learne d fro m thi s even t th e necessit y fo r 
following u p circula r letter s with face-to-fac e briefin g o f subordinates . 
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1. Conclusion s 

Administration i n Kiribat i i s mad e especiall y difficul t b y th e vas t 
distances betwee n th e islands . Thi s impose s additiona l strain s o n a 
ministry which is already small . Furthe r problem s have been cause d by 
the lack of skilled manpower . However , the Ministry has now localised 
all it s posts , and i t i s gradually maturing . 

To maximise us e o f limite d personnel , many officers ar e aske d t o 
be multi-functiona l an d generalist . Fo r example , ther e i s n o office r 
specifically designate d a s a n educatio n planner . Th e plannin g i s don e 
by the CE O i n conjunctio n wit h th e E O (Administration) , an d th e so -
called plannin g unit mus t als o undertake work on examinations , liaiso n 
with donors , preparatio n o f statistics , an d answerin g o f questionnaire s 
from internationa l bodies . Jo b specialisatio n onl y exist s i n th e cur -
riculum, school broadcasting, inspection an d support service s units. O n 
the othe r hand , th e mer e existenc e o f som e o f thes e unit s i s a n 
achievement i n suc h a  smal l system . 

The chapte r ha s als o highlighte d som e feature s o f Kiribati' s 
international relations . Th e countr y depend s o n foreig n ai d fo r man y 
development projects , bu t finds  th e bureaucrati c procedure s o f man y 
donor agencie s an d internationa l bodie s a  heav y strai n o n th e smal l 
organisation. Kiribat i i s als o a  membe r o f severa l regiona l organisa -
tions, amon g whic h ar e th e Universit y o f th e Sout h Pacifi c an d th e 
South Pacifi c Boar d fo r Educationa l Assessment . Thes e bodie s als o 
have problematic aspects , but o n balance they are strongly beneficial t o 
the Ministry . 

Finally, on th e positiv e side , the Ministr y benefits fro m clos e inter -
personal relationship s i n whic h everybod y know s everybod y els e an d 
may eve n b e related . However , i t ha s bee n pointe d ou t tha t thi s als o 
has a  negativ e side . On e wa y i n whic h Ministr y officer s tr y t o avoi d 
the negativ e sid e i s b y payin g clos e attentio n t o publi c servic e pro -
cedures. 
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