
Revista Académica El Labrador 

San Isidro de Pérez Zeledón, Costa Rica 

 

308 
   

 

 

 

 

 

 

An Educational Administrator and his/her Utopia in the 

Face of Modern Education 

Supporting Multigrade Schools in Belize as a Floating Principal (DAE-5512) 
New Learning Environments (Belize) 

 

 

 

Un administrador educativo y su utopía frente a la educación moderna. 

Apoyo a escuelas multigrado en Belice como director itinerante (DAE-5512) Nuevos entornos de aprendizaje 
(Belice) 

 

 

 

 

 

Autora: Ermita De La Fe Osorio 
e.mail: ermitaosorio@gmail.com 

Universidad Internacional San Isidro Labrador 
 
 
 
 

 

 
May 23, 2025 

 
 

 

mailto:ermitaosorio@gmail.com


Revista Académica El Labrador 

San Isidro de Pérez Zeledón, Costa Rica 

 

309 
   

 

Abstract 

This article explores the visionary concept of a "floating principal" as a utopian solution to the 
persistent challenges faced by multigrade schools in Belize. It examines the role of educational 
administrators in shaping ideal learning environments and presents a case study of Ms. Osorio, a floating 
principal overseeing three rural schools in the Toledo District. The article outlines strategic interventions 
including teacher capacity building, culturally responsive curriculum development, community engagement, 
infrastructure improvement, and leadership sustainability. While the utopian vision offers innovative 
possibilities, the analysis critically evaluates its feasibility against logistical, cultural, and systemic constraints. 
Ultimately, the article advocates for a multifaceted, localized approach to educational reform that transcends 
administrative restructuring and emphasizes sustained investment, community collaboration, and 
contextualized pedagogy. 

 
Keywords: educational leadership, floating principal, multigrade schools, Belize education, utopian vision, 

rural school reform, teacher capacity building, culturally responsive pedagogy, community engagement, 
educational equity 

 
 

Resumen 

Este artículo explora el concepto visionario de "director itinerante" como una solución utópica a los 
persistentes desafíos que enfrentan las escuelas multigrado en Belice. Examina el papel de los 
administradores educativos en la configuración de entornos de aprendizaje ideales y presenta un estudio de 
caso de la Sra. Osorio, directora itinerante a cargo de tres escuelas rurales en el distrito de Toledo. El 
artículo describe intervenciones estratégicas que incluyen el desarrollo de capacidades docentes, el 
desarrollo de currículos culturalmente pertinentes, la participación comunitaria, la mejora de la 
infraestructura y la sostenibilidad del liderazgo. Si bien la visión utópica ofrece posibilidades innovadoras, el 
análisis evalúa críticamente su viabilidad frente a las limitaciones logísticas, culturales y sistémicas. En 
última instancia, el artículo aboga por un enfoque multifacético y localizado para la reforma educativa que 
trascienda la reestructuración administrativa y enfatice la inversión sostenida, la colaboración comunitaria y 
la pedagogía. 

 

Palabras Claves: Liderazgo educativo, director itinerante, escuelas multigrado, educación en Belice, 

visión utópica, reforma escolar rural, desarrollo de capacidades docentes, pedagogía culturalmente sensible, 
participación comunitaria, equidad educativa
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Supporting Multigrade Schools in Belize as a Floating Principal 
 
 

An educational administrator is a professional responsible for overseeing the 

management, organization, and direction of educational institutions or systems. Their 

roles include policymaking, resource allocation, curriculum development, and ensuring 

that educational goals are achieved effectively (Bush, 2011). Administrators serve as 

leaders who shape the educational environment and influence the quality and equity of 

learning experiences. 

The notion of "his/her utopias" refers to the visionary ideals or perfect models 

that educational leaders aspire to realize: an idealistic vision of what education could 

become if all conditions were optimal. These utopias often encapsulate aspirations such 

as equitable access to quality education, student-centred learning, inclusive 

environments, and the integration of innovative technologies (Fitzgerald & Tobin, 2018). 

In the context of modern education, these utopian visions are challenged by real-world 

constraints, including limited resources, political pressures, diverse student needs, and 

rapid technological change. Despite these challenges, educational administrators often 

hold onto their utopian visions as sources of motivation and guidance. They strive to 

implement reforms that align with their ideals, such as promoting social justice, fostering 

critical thinking, and leveraging technology, while managing the practical realities of 

their institutions. Therefore, an educational administrator's utopias serve as aspirational 

blueprints that inspire efforts toward ideal educational systems. Even amid the 

complexities and limitations of modern education, these visions motivate ongoing efforts 

to improve and reform educational practices. Consequently, let us consider the case of 

supporting multigrade schools in Belize with a Floating Principal Utopia. 
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Background 

 
Multigrade schools are not an anomaly but an integral and pervasive component 

of Belize's primary education system. Their existence is largely necessitated by the 

nation's sparse population and the geographical remoteness of many communities, 

operating within a unique church-state partnership framework. While these schools are 

critical for providing essential access to education in underserved rural areas, they 

consistently face profound and interconnected challenges. In Belize’s rural and 

indigenous communities, multigrade schools serve as the primary educational 

institutions for children in remote areas. These schools often face challenges such as 

limited resources, infrastructure deficits, and teachers' lack of specialized training in 

multigrade pedagogy (UNESCO, 2017). The consistent evidence demonstrates that 

multigrade schools in Belize are a permanent, significant, and often underserved 

segment of the education system. This also indicates that a "one-size-fits-all" national 

education policy, even one broadly committed to "access, equity, and quality," is 

inherently insufficient for addressing the complex realities of multigrade contexts. 

Effective and sustainable improvement in Belize's multigrade education system 

necessitates a differentiated policy framework that explicitly recognizes and targets the 

distinct operational realities and pedagogical needs of multigrade schools, backed by 

dedicated resources, tailored curriculum adaptations, and specialized, sustained 

teacher training programs. Without such a nuanced approach, the persistent 

performance gap and systemic challenges are likely to endure, undermining the 

broader national goals of educational equity and quality for all Belizean children. This 

calls for a shift from implicit inclusion to explicit, targeted policy action. To address 

these issues, the Belize Ministry of Education employs a floating principal model, where 

experienced administrators rotate among schools to provide leadership, mentorship, 

and support. 
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Scenario 

 
Ms. Osorio is serving as a floating principal overseeing three multigrade schools 

in the Toledo District. Her mission is to improve teaching quality, promote community 

engagement, and ensure sustainable development of each school, moving towards an 

ideal "utopia", a future where multigrade schools are fully resourced, culturally relevant, 

and produce high student achievement (Gaskins & Smith, 2014). 

The Utopian Vision 

 
In this envisioned future, the teachers are highly skilled in multigrade 

strategies, integrating local languages and cultural practices. Schools are equipped 

with modern, sustainable infrastructure and digital tools. Communities are actively 

involved in school activities, fostering ownership and pride. Students demonstrate 

improved literacy, numeracy, and social-emotional skills, aligned with national and 

local priorities (OECD, 2018). 

Specific Strategies, Action Plans, and Examples 

 
To achieve this, there will be many strategies that will need to be in place. First, 

there will need to be teacher building capacity. For example, in a pilot project in the 

village of San Pedro, teachers participated in a multigrade teaching workshop led by 

Belize’s Ministry of Education. Post-training, teachers reported increased confidence in 

differentiated instruction and culturally responsive methods (Ministry of Education, 

Belize, 2020). This will then lead to Peer Coaching, where experienced teachers 

observe and provide feedback. The action plan behind this initiative will include: 

scheduled monthly in-site coaching sessions. There would also be a developed teacher 

resource toolkit with adaptable lesson plans and local cultural materials. 

A second strategy would be to use video recordings of classroom sessions to 

analyze teaching practices remotely. This will allow for enhanced curriculum delivery. 

For example, in collaboration with local elders, teachers can integrate traditional stories 

into science and language lessons, resulting in higher student engagement and pride in 

their culture (Gaskins & Smith, 2014). The principal and teachers can create a 

multilevel activity station that is tailored to different grade levels, promoting peer 

learning about their culture and any other topic, so that this strategy can be applied. 

The various stakeholders would need to develop culturally relevant curriculum 
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modules. The teachers would need to use visual aids and local artefacts to make 

lessons more meaningful. Teachers can further implement student portfolios to track 

individual progress over time. 

A third strategy would be to strengthen community engagement by hosting a 

cultural night, which would have parents and community leaders. This would increase 

attendance and parental participation in school events (Morrison, 2019). This can be 

done by establishing Community School Committees, which would involve elders, 

parents, and local leaders. In this strategy, there would be quarterly community 

meetings. Community members would be invited to participate in classroom activities. 

Furthermore, a school newsletter can be developed in local languages to share student 

achievements. 

Another strategy would be to improve the infrastructure and resources 

acquisition for multigrade schools. Consider, for example, through partnerships with 

NGOs, some schools can install solar panels and build rainwater harvesting systems to 

reduce electricity costs and water scarcity issues (UNESCO, 2017). The floating 

principal can advocate for sustainable infrastructure projects. First, there would need to 

be a needs assessment for the schools. Then coordinate with local NGOs for resource 

provision. The principal can initiate community-led school beautification projects 

through the same advocacy program implemented. 

A fifth strategy would be to foster leadership and sustainability by implementing a 

lead teacher program. For example, in the village of Punta Gorda, empowered teachers 

can serve as local mentors, creating a ripple effect of capacity building (Gaskins & 

Smith, 2014). The floating principal can develop teacher leadership pathways by 

identifying and training teacher leaders. 

The floating principal would facilitate training for trainers (ToT) sessions and establish 

mentorship programs for new teachers. 
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Evaluation Metrics 

 
To assess progress towards the utopian vision, various matrices will need to be 

implemented. One such matrix is an assessment for student achievement. There will 

need to be pre- and post-intervention assessments in literacy and numeracy, aligned 

with Belize’s national standards. There would also need to be a Teacher Competency 

assessment, which would utilise observational rubrics to measure the use of 

multigrade strategies, cultural relevance, and classroom management. Additionally, a 

community will be established, where various community events will be held to assess 

parental attendance rates and active participation in school committees. Furthermore, 

an inventory of resource availability will be carried out to evaluate teaching materials 

available, infrastructure improvements and access to technology. 

Another metric that will need to be in place is the Teacher Retention and Satisfaction 

rate. Surveys and interviews to gauge teachers’ confidence, motivation, and sense of 

support will be created and administered. Furthermore, teachers will need to collect data 

by using the teacher’s log, student assessments, community surveys, and periodic 

school audits. 

Finally, multimedia elements will be implemented to support this case study 

using video clips of recordings of classroom activities demonstrating multigrade 

teaching strategies and community events. A Photo Gallery will be created to illustrate 

the before-and-after images of infrastructure improvements and classroom setups. 

Interactive Maps showing geographic visualization of school locations and resource 

distribution will need to be created for all to see. Audio recordings of interviews with 

teachers, students, and community members sharing their experiences will be collected 

as evidence of progress. Incorporating multimedia will enhance engagement and 

provide practical insights into effective practices (OECD, 2018). 

Discussion and Analysis 

 
The concept of an educational administrator envisioning a "utopia" often involves 

innovative solutions to systemic challenges, particularly in underserved educational 

landscapes. In Belize, where multigrade schools are a pervasive reality, serving over 

half of all primary institutions, the idea of a "floating principal" emerges as a compelling, 

albeit complex, utopian ideal (Berry, n.d.). This analytical discussion examines the 

arguments for such a model, its potential consequences, and how it addresses the 
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complex realities of modern education in Belize's remote, multigrade settings. 

An educational administrator, driven by a vision of equitable and quality 

education, might propose a floating principal model to address the profound 

challenges faced by Belize's multigrade schools. This utopian ideal posits a highly 

skilled, mobile principal who would oversee multiple remote schools, providing 

specialized support, leadership, and resources that individual schools often lack. The 

core arguments for this model stem directly from the identified deficiencies in the 

current system, such as addressing teacher Deficiencies and professional 

development challenges. A significant challenge in Belize's multigrade schools is the 

high proportion of untrained teachers who often lack formal guidance in multigrade 

pedagogy (Wright, 2006). A floating principal could serve as a dedicated professional 

development resource, offering on-site training, mentorship, and practical strategies 

for classroom organization, instructional delivery, and effective grouping (Berry, n.d.). 

This direct,consistent support could bridge the gap left by insufficient formal training 

and alleviate the burden on teachers who currently rely on self-initiative and trial-and-

error (Wright, 2006). 

Furthermore, optimizing scarce resources and Infrastructure for remote 

multigrade schools in Belize are characterized by a pervasive scarcity of teaching 

resources and often lack basic infrastructure like electricity and potable water (Oliveras 

& Hickey, 2019; UNICEF, 2024). A floating principal, with a broader oversight, could 

strategically manage and distribute limited funds and materials across their assigned 

schools, advocating for equitable resource allocation from the Ministry of Education 

(MoE) and religious institutions (Oliveras & Hickey, 2019). This centralized management 

could ensure that critical supplies reach the most vulnerable schools. 

Notably, curriculum adaptation and pedagogical innovation can be enhanced. 

The national curriculum is often a poor fit for multigrade settings, leading to ineffective 

practices like "subject staggering", where teachers simply repeat material (Wright, 

2006). A floating principal, with expertise in multigrade pedagogy, could guide teachers 

in adapting the curriculum, promoting integrated learning, and fostering student 

independence and cooperative group work—pedagogical advantages inherent to 

multigrade settings but often unrealized (Berry, n.d.; International Journal of Education 

and Educational Sciences, 2024). Finally, the strengthening of leadership capacity 

would be increased. Many principals in remote multigrade schools, particularly women 
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in paternalistic Mayan villages, lack formal leadership preparation and struggle to 

balance teaching duties with administrative responsibilities (Oliveras & Hickey, 2019). A 

floating principal could provide direct leadership coaching, share best practices, and 

alleviate some administrative burdens, allowing teaching principals more time for 

instructional leadership and community engagement. 

The Utopia's Unforeseen Challenges Collision with Reality 

 

While the floating principal model presents a compelling vision, its implementation 

in the complex reality of Belize's multigrade education system would face significant and 

potentially insurmountable consequences. The utopian ideal quickly collides with deeply 

entrenched logistical, cultural, and systemic barriers. 

For example, the logistical nightmare of remoteness. The primary argument for 

multigrade schools in Belize is their location in "very remote areas" with sparse 

populations (Wright, 2006; Berry, n.d.). Villages can be at the end of long, impassable dirt 

roads, hours from paved roads, making travel difficult, especially during the rainy season 

(Oliveras & Hickey, 2019). A single floating principal attempting to regularly visit and 

effectively support multiple such schools would face immense transportation challenges, 

time constraints, and potential safety risks. The sheer geographical distance and lack of 

infrastructure would severely limit the frequency and depth of their engagement, 

rendering the "floating" aspect largely symbolic rather than truly impactful. 

Additionally, the cultural and linguistic barriers to effective leadership would be 

key in building trust. The case of Mrs. Po, a Mopan woman principal leading a school in 

a Kekchi village, highlights the profound impact of cultural and linguistic barriers 

(Oliveras & Hickey, 2019). A floating principal, likely an outsider to many of these 

diverse indigenous communities, would struggle to build trust, understand local 

customs, and communicate effectively with parents and teachers who primarily speak 

indigenous languages like Kekchi (Oliveras & Hickey, 2019). Without deep cultural 

immersion and linguistic fluency, their ability to implement change, foster community 

buy-in, and address issues like parental indifference or cultural norms (e.g., early 

marriage for girls) would be severely hampered (Oliveras & Hickey, 2019; Oliveras & 

Hickey, 2020). 

Furthermore, the solution of local leadership and community trust is essential. 

Effective school leadership in remote areas requires a deep, sustained connection with 
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the community (Oliveras & Hickey, 2019). A floating principal, by nature of their 

transient role, would struggle to establish the consistent presence and relationships 

necessary to gain the trust of parents and community members who often view 

education with skepticism due to perceived lack of tangible benefits (Oliveras & Hickey, 

2019). This transient presence could inadvertently undermine the authority and efforts 

of local teaching principals, who are already balancing dual roles (Oliveras & Hickey, 

2019). 

Consequently, sustainability and scalability Challenges would arise. The utopian 

model assumes a ready supply of highly qualified individuals willing to undertake such a 

demanding and isolated role. Given the existing challenges in attracting and retaining 

trained teachers in remote areas (Wright, 2006), finding enough suitable floating 

principals would be a significant hurdle. Furthermore, a floating principal, while 

potentially beneficial at the micro-level, cannot fundamentally alter the macro-level 

systemic issues such as poverty, lack of basic amenities, and the high cost of textbooks 

that contribute to high dropout rates in rural areas (Defiance College, 2008; Oliveras & 

Hickey, 2019). These are challenges that require broader governmental and societal 

interventions, not just administrative restructuring. 

Finally, the risk of superficial engagement may occur. Due to the vast distances 

and numerous responsibilities, a floating principal might be forced into superficial 

engagements, focusing on compliance and basic oversight rather than deep 

pedagogical support or transformative leadership. This could lead to a "check-box" 

approach, failing to address the nuanced and complex needs of each unique multigrade 

classroom and community. 

The utopian vision of an educational administrator deploying floating principals to 

support Belize's multigrade schools, while conceptually appealing for its potential to 

centralize expertise and resources, ultimately confronts a harsh reality. The profound 

logistical hurdles of remoteness, deeply ingrained cultural and linguistic barriers, the 

necessity of sustained community trust, and the sheer scale of systemic under-

resourcing render such a model highly impractical and potentially ineffective as a 

standalone solution. 
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Conclusion 

 
While the intent behind a floating principal to provide specialized support and 

leadership is commendable and aligns with the critical needs of multigrade education in 

Belize, the mechanism itself is ill-suited to the context. A truly transformative approach 

must move beyond a single administrative role and instead focus on comprehensive, 

localized, and sustained interventions. This includes investing in robust, context-specific 

teacher training programs that empower local educators, developing culturally relevant 

multigrade curricula, improving basic infrastructure and resource allocation, and fostering 

genuine, long-term partnerships with communities to address the socio-economic factors 

that impede educational attainment. Only through such a multi-faceted and deeply 

integrated strategy can the vision of quality education for all children in Belize's multigrade 

schools move closer to reality. Therefore, the journey toward the utopian future in Belize’s 

multigrade schools’ pivots on strategic leadership, community collaboration, and sustained 

resource investment. 
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