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EXECUTIVE SUMMARY
Education has been recognized as critical determinant of forward social mobility and hence the
centre-piece of people’s expectations & aspirations in tune with Sustainable Development Goal – 4.
At the same time, there is a global demand across the nations demanding for performance, delivery
and accountability from the education sphere. Expectations from schools in terms of increased
student learning and learning outcomes has indeed increased putting greater pressure on the
stakeholders especially those at the lowest level of the hierarchical educational structure: the school
heads and teachers for delivery of outcomes. This situation comes at a time when the pandemic is
reeling in the country impacting the retention of children in schools, when ICT has enormously
influenced the life style of public, private schools are on the rise, and there is huge increase in the
number of coaching centres promising quality education. At the same time national level policies
such as the NCF-2005, RTE Act 2009 have re-emphasised the trust to be placed in education holding
up the aims of education which includes commitment to democracy and the values of equality,
justice, freedom, respect for human dignity and rights. The recently developed NEP-2020 has
emphasised on quality, equity and inclusiveness in education while upholding the need to improve
the quality of education in terms of student learning and developing higher order skills among
children such as critical thinking, problem solving etc. It is in this context that the position paper
attempts to advance the discourse of school Governance and leadership in India and particularly in
the State of Karnataka.
Research also has provided evidence on the impact of school leadership on school organization,
culture and conditions and through this on the quality of teaching and learning and student
achievement. Schools leaders, in order to influence learning in schools and are expected to be
instructional leaders or transformative leaders. Yet, to a large extent, the kind of leadership roles
that can be taken up by the school heads depends on the governance of the education system, more
precisely the degree of decentralization. Major trends in educational governance have shaped
educational leadership over time. Governance models have shifted from Industrial models to
decentralisation models. In India, the role of Panchayati Raj Institutions (PRI’s) envisaged during the
early period after independence was revived through the 73rd and 74th Amendments of the
Constitution in 1992 that made the setting up of local bodies at the village, block, district and
municipal levels, through a process of democratic elections, mandatory. According to CABE
committee report on Decentralised Management of Education... Decentralisation of management
was needed not only to improve the quality of education, but also in view of the fact that educational
system has become too large and the aspirations of the people can be met only under a decentralised
system. ..(CABE, p-7). Decentralisation in education comes with the promise of increased autonomy
and accountability. At the same time the market based reforms have gained centre stage with
individualisation and competitions becoming the key words rather than education for the public
good. Lack of professional development of school leaders, school choice, high pressure to showcase
student performance, low funds allocated to schools, and school choice have made the concept of
decentralisation a questionable idea. The current position paper emphasises on the idea of that
“learner in the centre of all intent & actions”. The paper highlights the need to positioning &
aligning all governance & leadership processes in support & enablement of school heads and
teachers as “most critical facilitators” of the teaching learning processes.

Accordingly, the dimension of school governance & leadership as part of the aspirations of NEP-2020
are approached along the following principles in this position paper:












Child’s learning to be the prime focus of school governance & leadership.
Education tuned to development of 21st century skills and vocational skills.
Distributed and shared leadership guiding governance for school transformation.
Equity, inclusivity, sensitivity & responsiveness to diversity.
Autonomy to function& accountability in action.
Minimising subjectivity and maximizing transparency.
Reflection based systemic transformation.
Institutional memory of practices and processes.
Policy formulation and refinement to be informed by native/ indigenous wisdom.
Collaboration & networking as facilitator of school governance & leadership.
School governance and leadership as nurturing and empowering instrument as opposed to
penal and disciplinary connotation.
SMCs and schools at the helm of decision making & process ownership.

The position paper highlights the following issues and challenges in the educational governance and
leadership that needs to be addressed in the state.

















Institutions and Functionaries working in silos & in isolation
Necessary of creating a shared vision and therefore lack of clarity in organisational vision
among the stakeholders
Need for clarity in defining the roles and responsibilities of the educational functionaries
Stereotypic, mechanical and standardised communication of policies, programs, systems
structures and processes within the system
Policies seen as actions to be mandated and implemented on the ground rather than as
change processes to be brought about through collaborative efforts
Roles and Functions of various structures, institutions, and their vision(Purpose) hasn’t kept
the child at the centre
Timely communication on funding, budget allocation and norms for expenditure.
School visits has more emphasis on sorting out administrative aspects rather than academic
aspects that involves teacher’s teaching issue and student learning
Less emphasis on documenting innovative practices and institutionalising them
System is driven by centralised hierarchical arrangement.
Autonomy and accountability not seen as enabling, facilitating and empowering components
to be celebrated upon through our practices.
Perceptions of autonomy as equivalent to losing power.
Infrastructure in schools that does not lead to providing a supportive, congenial
environment for student learning
Systemic support for educational functionaries to prepare them for new administrative
responsibilities, or for continuous professional development not given priority.
School- Community participation is limited to few annual meetings that are symptomatic in
nature and less outcome centered.
Subject teachers forum informally exists, but lack of conscious support to institutionalize.



Professionals' associations have least priority on ‘child at the centre’ perspective.

The position paper provides recommendations along the following headings:
1. Organizational restructuring
2. Empowering functionaries and institutions for School governance & LeadershipA. Capacity building of Individuals
B. Capacity building of Institutions
3. Redesigning School System - School Complex
4. Job chart - Clarity on Roles & Responsibilities
5. Process Improvement for enhancing effectiveness
6. Finance, Budgeting & Accounting for Effectiveness, Efficiency & Rigor
7. Monitoring, evaluation & Learning for continuous improvement (School Visits, Review &
Feedback)
8. Transparency & Accountability
9. ICT as instrument of effectiveness efficiency & decentralization
10. Innovation , best practices, documentation & Institutional memory
11. Leadership– alternate perspectives
12. Co-ordination & Collaboration for system integration
Conclusion
The position paper is an attempt to analyse the current status and challenge of school leadership
and governance in the state of Karnataka. The paper forms its base on the recommendations of the
NEP2020 with respect to school leadership and governance while highlighting the need to concur
with the values of ensuring democracy, equity and inclusiveness in schools and a focus on quality of
education through improvement in student learning. The position paper duly provides
recommendations in the area of school leadership and governance while focusing on keeping the
child at the centre of all policy decisions.

Position paper on School Governance and Leadership
1.

Introduction

The National Education Policy – 2020 is being formulated at a point of time characterized by
some unique pangs of evolution of human life. The mankind has been going through a very fast
paced evolutionary experience in all walks of life as being witnessed during the first two decades of
21st century. This breeze of evolution has been sweeping across all dimensions of human existence
and life on earth. Being the most happening place of India, the state of Karnataka and its people are
not exception in this regard. As we deliberate upon framing various dimensions of this policy to fulfil
and cater to the needs & expectations of society and the state of Karnataka gripped with and in the
midst of this wave of evolution, it is pertinent to examine & browse through the lived realities of this
context. The following pointers attempt to outline these aspects in short & succinct ways: The first two decades of the new millennium has witnessed the public life dominated by strong
urge of humanity to express, converse, debate, argue, contest and challenge viewpoints &
perspectives on issues of mankind cutting across national, civilizational, cultural, racial, religious,
ethnic and linguistic sections.
 This urge to express is not quite often, coupled with civility, maturity, diligence, courtesy and
tolerance to accommodate plurality & diversity of demography, culture and practices. Outright,
unhindered and impulsive opinions have often led to widespread acrimony & intolerant outbursts
creating lot of disturbing, distracting, subverting, non-productive and often destructive “NOISE” in
the public domain, stirring calm & tranquillity essential for peaceful, productive and developmental
life processes to thrive. Person to person emotional connect has reached all-time-low as “I, ME and
MINE” are at highest focus of individuals.
 There is a global uprising of masses across the nations demanding for performance, delivery and
accountability from those in governance. The education has been recognized as critical determinant
of forward social mobility and hence the centre-piece of people’s expectations & aspirations in tune
with Sustainable Development Goal – 4.
 People participation in democratic processes has been at an all-time highin all walks of life
necessitating the need to developamong learners, the 21st century skills such as critical thinking,
problem solving, decision making, conflict resolution, etc., as well as vocational skills.
 Advancement of ICT has enormously influencedlifestyle and way of thinking amongst general
public.
 Imparting education is being done by schools under diverse range of ownership such as,
a) Owned, funded and run by govt.
b) Govt. aided but run by private
c) Not aided by govt & run by private
d) Coaching centres
e) Alternate schools
f) Institutions of open schooling
g) Ashrama schools
 The RTE – 2009 Act provides for liberty of school choice for the learners which may be exercised
in big ways in the coming years influencing govt.’s investment into public schooling system.
 Participation of local self governments and school governing councils in school processes has
led to quality outcomes in teaching learning process across the globe, influencing policies of
decentralisation in India and more specifically in the state of Karnataka.
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 Though India as a developing nation has achieved success with access and enrolment of children
reaching near universal levels, the quality of learning happening within schools is under scrutiny. The
learning levels of children in schools in India are on a decline as concluded by the World
Development Report, 2018; and ASER, 2017. High stakes testing has become the norm leading to
increased number of coaching centres across the country. Coaching centres with limited focus on
preparing for facing exams has gained more prominence than schools intensifying the belief in the
factory model of education producing learners capable of producing high ranking results through
rote learning with little scope for indulging in critical thinking, creative thinking and reflective
thinking.
 There is a ever increasing
demand for only those streams in
Advancement of ICT
higher education that has high
 Easy access of gadgets to all levels of economic
market value such as science and
strata has opened minds to vast body of
technology, in comparison to arts
knowledge.
and humanities. Pandemic from
 Free & open technical platforms enhanced
very
beginning
of
21st
information exchange and influenced the process
millennium and the COVID-19 in
of forming public opinion
particular have engendered NEW
 Scale &scope of reaching to mass is unparallel
NORMAL into people’s life. Onand at the same time they posed challenges on
line learning platforms are
education as a process of shaping mind
increasing in numbers throwing Market forces starting from national and
up challenges of learning without
international tutorials to robot teachers in the
human
interface,
the
classroom has significantly influencing the
consequences of which are yet to
notion of teaching and learning to mere
be assessed.
information exchange and means to get chance
All the above has drastically
altered the socio-political canvas
of nations across the world giving
rise to “strong & tough to
negotiate” people groups &
situations.
Karnataka
with
a
rich
demography of linguistic, ethnic
& cultural diversity need to gear
up to these realities of the time.
This would requiring the present
& future generations to deploy
their intellectual & imaginative
faculties as competent human
resource capable of meeting the
challenges
.This
would
necessitate school to adopt
learner
centric
pedagogical
approaches with prime focus on

for earning the livelihood.
 Technology driven Administration, management
and financial processes and all services including
health, transportation etc has influenced the
common man that education in its real sense may
not withstand the pressure of these factors and
maintains its core principles and practices.

 Technological driven employment opportunities
across the globe has influenced the process of
imparting education and demean the significance
of human element, exploration of abstract truth,
resolving social issues and other processes which
are time consuming and evolutionary in nature.
 There is an increment in the level of awareness
among people about importance of education,
skills & expertise to work with technology and
availability of wide range of choices, and social,
political and economic aspects of governance.
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quality of learning at the heart of the teaching learning process. Education as the process of
humanization of individuals and societies could be the decisive instrument at this juncture. It is in
this context that we need to draft an education policy & approach, coupled with robust system of
governance & leadership, to educate our children to deal with current realities and challenges of
future by,




Gaining knowledge of various subjects and disciplines,
Acquiring skills, capabilities & competencies to apply the knowledge
Developing attitude and mind set which is sensitive, facilitative, collaborative and
democratic in the diverse socio-cultural setting we live.

a. Contemporary perspectives on role of education in shaping up the life of a nation & its
subjects:The “FUTURE WE WANT” document of OECD (2018) (on the Future of Education and Skills –
Education 2030) spells out that, “Education has a vital role to play in developing the knowledge,
skills, attitudes and values that enable people to contribute to and benefit from an inclusive and
sustainable future. Learning to form clear and purposeful goals, work with others with different
perspectives, find untapped opportunities and identify multiple solutions to big problems will be
essential in the coming years. Education needs to aim to do more than prepare young people for the
world of work; it needs to equip students with the skills they need to become active, responsible and
engaged citizens”. This contemporary view appears to be in continuum with the aims of education
proposed by the NCF-2005 as given below: Commitment to democracy and the values
of equality, justice, freedom, concern for others’
well-being, secularism, respect for human dignity
and rights
 Independence of thought and action points
 Sensitivity to others’ well-being and feelings,
together with knowledge and understanding of
the world
 Learning to learn and the willingness to
unlearn and relearn
 Choices in life and the ability to participate
in democratic processes
 Ability to work and participate in economic
processes and social change
 Appreciation of beauty and art forms
 Creativity in arts, literature and other
domains of knowledge

“People in this country have been slow to
recognize that education is a profession for
which intensive preparation is necessary as it is
in any other profession”. This concern expressed
in the University Education Commission (194849) Report is alive in its relevance even today.
The Education Commission (1964-66) professed,
“the destiny of India is now being shaped in her
classrooms”. So did the National Policy on
Education 1986 emphasize: “The status of the
teacher reflects the socio-cultural ethos of the
society; it is said that no people can rise above
the level of its teachers”. Such exhortations are
indeed an expression of the important role
played by the teachers as transmitters, inspirers
and promoters of man’s eternal quest for
knowledge…..From preface of NCFTE -2009

While the aims & purpose of education continues
to be on similar lines, contemporary time demands for efforts to further equip pupils to match the
fast paced evolutionary development, augmented by technological advancement. Failing to match
the pace would lead to exclusion from the developmental journey the nation is going through.

3

Position paper on School Governance and Leadership

b. Primacy of focus – where our focus needs to be:The 1st Education Commission of India (YEAR??) puts on record that “the destiny of India is
being shaped in her classrooms” and “no society can raise above the level of their teachers”. This
view is even more relevant as it was in the 1960s. Therefore it is imperative that all efforts of
governing & leading education systems need to ensure that “learner in the centre of all intent &
actions” at the same time as positioning & aligning all governance & leadership processes in
support & enablement of school heads and teachers as “most critical facilitators” of the teaching
learning processes.
c.

Numbers of schools, school going children, teachers- diversity as a strength and challenge

We are a nation with 250 million children being taught by 8.5 million teachers, in 1.5 million schools,
spread across 28 states and 8 union territories, speaking 30 plus officially recognized languages
&nearly 1400 unrecognized but living dialects with vibrant cultures prevalent among innumerable
ethnic communities. This diversity needs to be appreciated & celebrated through equal
opportunities to children of diverse background to be educated and live as productive and
responsible citizens as aspired by our constitution. It is in this backdrop a galaxy of education
development initiatives such as DPEP, SSA and RMSA were conceptualised and implemented in
project/mission modes. This necessitated bringing in funds, functions and functionaries, capable and
efficient for effective implementation and management. This need based systemic response to
constitutional obligations resulted in development of the systemic capability in terms of intense,
target driven program management perspectives. Somewhere along the line while busily managing
the projects and missions, we seemed to have lost the focus on the learner – teacher centric essence
of the system. Hence it is critical to design, evolve, institute and operationalize structures, systems,
processes and mechanisms of governance and leadership, that is responsive to the humongous and
rich demographic & cultural diversity we are endowed with.
d. Principles underlying the position paper
Accordingly, the dimension of school governance & leadership as part of the aspirations of NEP-2020
are approached along the following principles in this position paper:1. Child’s learning to be the prime focus of school governance & leadership.
2. Education tuned to development of 21st century skills and vocational skills.
3. Distributed and shared leadership guiding governance for school transformation.
4. Equity, inclusivity, sensitivity & responsiveness to diversity.
5. Autonomy to function& accountability in action.
6. Minimising subjectivity and maximizing transparency.
7. Reflection based systemic transformation.
8. Institutional memory of practices and processes.
9. Policy formulation and refinement to be informed by native/ indigenous wisdom.
10. Collaboration & networking as facilitator of school governance & leadership.
11. School governance and leadership as nurturing and empowering instrument as opposed to
penal and disciplinary connotation.
12. SMCs and schools at the helm of decision making & process ownership.
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e. Approaches adopted in the position paper
This position paper is authored with the following approaches: i. Retrospect the past efforts of systemic reforms to avoid pitfalls in conceptualizing &
operationalising school governance & leadership.
ii. Position school governance as the vehicle and school leadership as critical driver for the journey of
realizing the aims of education with child’s learning in prime focus.
iii. Analyse vitality of school governance & leadership for equity, inclusivity and sensitivity to diversity
iv. Emphasise importance of autonomy for functionaries of educational governance & leadership to
be responsive to contextual exigencies
v. Deliberate upon interesting & facilitative role of technology deployed into the gamut of school
governance & leadership.
vi. Stressing upon need for embedding & inculcation of reflective practices in school governance &
leadership for its organic evolution & readjustment.
vii. Highlighting the collaboration and networking as cornerstone of effective & efficient school
governance and leadership.
viii. Encouraging reflective practices at each level of the education leadership and governance to build
institutional memory informing the course corrections
ix. Exploring immense possibilities and opportunities for school governance and leadership to succeed
by breaking walls and building bridges between institutions and between individuals to achieve
common purpose
x. Recommending mechanisms for encouraging and confidence giving to every individual and
institution to perform.
f. Efforts to meet constitutional obligation of UEE - Initiatives, Programs, Missions and RTE-2009:Education policies form a major part of Education discourses. Policies are directions or guidelines
that arise as a result of review of the contemporary educational conditions at local, national and
global level- not only the present scenario but also the future is envisaged and thought about. For
the education system to run in an effective way, it is important that the system follows these
education policies and adopt certain governance mechanisms to ensure this. What is envisaged at
the level of policies has to ultimately reflect in educational practice at the school level. It is one of
the major responsibilities of school leaders to ensure proper implementation of policies aimed at
shaping school organization and practice. This requires understanding of the policies, what led to the
emergence of these policies and the different implementation mechanisms and stakeholder efforts
needed to implement them.This would help all the actors to appreciate the thought process behind
these policies and ensure that these are implemented in the right spirit at their local level.
g. The present scenario and shift in thinking:
The current pandemic is demanding a paradigm shift in our approach to teaching and learning.
These are new modes of instruction that have previously been largely untapped particularly in the
kindergarten to Grade 12 arena. The current realities are also making one to shift to technological
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solutions and they will continue to play a key role in educating future generations. Keeping these
indicators in mind, and observing the contextual realities such as availability of quality teachers,
infrastructure in classrooms, lack of enabling environment, one need to arrive at solutions which are
long term and sustainable.This is the time for exploring possibilities to strengthen the individuals as
well as institutions to cater to the new challenges posed by the pandemic. There is a need to create
infrastructures and support systems at every stage so that it helps the education system to
overcome the challenges posed by pandemic or any other national calamities in future.
h.
The role of Governance in bringing together Actors at different level of the educational
ecosystem
The quality of education in a state is directly
proportional to the academic and leadership
capabilities of its teachers and functionaries.
While much attention has been given over the
years to teacher professional development,
leadership training and development has
remained one of the most underdeveloped areas
of professional development in the current
Education system. States have devoted sporadic
and inadequate attention towards the systematic
professional development of functionaries and
administrators at all levels. The long term result
has been that functionaries are often left to fend
for themselves in complex challenging roles.
Despite this, there are many instances of functionaries, both currently serving and retired, who have
done great work and have been exemplars for their peers. However, they have remained islands of
excellence and their experience and expertise has remained undocumented for others to benefit
from.
The process of defining and attaining quality education is an incredibly complex one with multiple
and diverse stakeholders involved at various points in the process. While the quality of teachers is
among the most crucial factors in helping children learn, what is often understated is the importance
of educational leadership and administration. Educational functionaries form an effective support
structure that can enable a teacher to perform her role better. This support structure is multidimensional including actors that can be classified as:




Departmental (including the hierarchy of education functionaries from HTs upto state-level
Directors)
Political (like SDMCs, Panchayati Raj Institutions), and
Social welfare (including departments of Social Welfare, Tribal Welfare, and NGOs)

For educational leadership to be effective and become a catalyst for improvement in the educational
outcomes of children, all dimensions of the educational ecosystem which includes the –
departmental, political and social welfare –would need focused efforts to build the capacities of
individuals and institutions therein.
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Teachers and head teachers are the anchors of classroom teaching-learning and hence, directly
responsible for school change and school transformation. Whereas, the senior functionaries are
involved in ‘providing leadership to’ and ‘management of’ education delivery processes (of schools &
classroom levels). The top department functionaries could only provide ‘high level strategic and
directional leadership’ in this regard. Responsibility to provide actual ‘on the ground operational
leadership’ rests with functionaries at district and block levels. There are different actors
(departmental, political, and CBOs) who influence the teaching and learning processes of school
system directly and indirectly. These actors are acting at different levels. There are gaps in terms of
communication, hierarchy and departmental boundary between the policy makers and
implementers. The role of ‘Governance’ is to bring alignment between these actors and to plug the
gaps if there are any.
i.

School Governance as the vehicle and the School Leadership as Critical Driver of Quality UEE
in tune with the constitutional Mandate
1. The initiatives, programs, missions and projects for enhancing quality of education have indeed
succeeded partially if not to the fullest extent as expected. Structural reforms led to
establishment of institutions such for infusing & ensuring quality of classroom teaching –
learning processes. Establishing SCERTs / DSERT at the state level, DIETs at District level, BRCC
and BRPs at the block, CRC and CRP at the cluster, resourced with qualified human resource of
the department of Primary Education with clarity on 3 ‘F’s - functions, functionaries and funds
resulted in a structural arrangement. Continuous academic monitoring, evaluation and learning
to identify factors challenging & impeding quality of classroom teaching learning and supporting
the teachers, head teachers & schools on the ground with supportive feedback was expected of
these institutions. But in reality, these institutions of have not succeeded to a very great extent
in delivering the expected mandate except for few isolated cases which could be termed as
mere “islands of excellence”. We don’t find evidences or institutional documents and memory
to prove the contrary. Reasons could be several such as,
a) Approaching the schools, teachers, head teachers and classroom teaching- learning
processes from the inspectorial & interrogative mode rather than facilitative & supportive
mode.
b) The roles & responsibilities of institutions such as CRC and CRP, BRCC and BRP, DIET and DIET
Faculty could not be scoped and understood to the fullest & most facilitative, supportive,
creative and imaginative possibilities.
c) CRPs and BRPs mostly working as appendages / assistants of some other functionary to
collect, update and transmit data and department orders & circulars from bottom to top and
vice versa.
d) Except for a very few instances, the CRCS could not emerge as centres for academic
enrichment & solution seeking / evolving dialogues between teachers.
2. Except for very few instances or exceptions, the institutions of BEO and ECO have got
completely constrained into doing mundane administrative & procedural aspects of
education administration with very little time & focus for quality enhancement of teachinglearning processes. It is classical case of MEANS TURNING TO BE ENDS - institutions which are
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“means” for achieving a prescribed set of goals / targets instead of working towards the
prescribed goals ended-up becoming “ends”.
The impact of this is reflected
a. In the findings of ASER year on year in terms of poor student learning outcomes – the
children of 7th standard found unable to read with clarity and fluently the lessons of 5th
standard / perform the sum of 4th
standard.
b. In higher drop-out rates of in the
secondary school and higher secondary
levels due to inability to handle, learn
and internalize higher level concepts
This calls for a conceptualization, scoping,
designing and establishment of a strong
purpose driven and accountable governance
system supportive to school, led by a visionary
& accountable leadership, endowed with
enabling structure, clear &outcome oriented
practices and practical and realistic mechanisms
implementable on the ground. (The SLDP Pilots and Roll-out in North-East Karnataka Schools have
successfully proved this hypothesis). This is the juncture at which we need to urgently redefine the
school governance & leadership as an instrument of guaranteeing quality educational delivery so
that all children learn and succeed.
j.

School Governance and Leadership
At the heart of the education system lays the school as the grass root level unit of the system
mandated to deliver quality education
a. At the heart of the school lays the classroom & other learning spaces – the places of
educational action – teaching-learning process.
b. At the heart of classroom lays.
i. the pupil – the primary & direct stakeholder of the system – benefitting by learning and
shaping his / her personality through formative years
ii. the teacher – one more & direct stakeholder of the system – catering to the stakeholder
needs and shaping his / her personality through the formative years
iii. the teaching – learning processes with all inherent, creative, imaginative and nurturing
components & flavour constituting the quality of nation building through schooling

The education system resides in, functions through and performs in terms of learning outcomes of
children in schools. Hence the need align whole of governance to the school and led by the collective
or distributed leadership across all levels – nation, state, district, block, cluster, school, local selfgovernment (PRIs) and community. All systems, structures, processes and mechanisms of school
governance need to factor in the core & core of the schooling phenomenon and work towards
enablement & empowerment of classroom level, teacher level and school level processes for
continuous quality enhancement.
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In pursuit of achieving quality education, governments and organizations world-wide are
implementing initiatives / projects / programs on educational leadership / school leadership to
evolve repeatable & adoptable models of education change for quality. The School Leadership
Development Programs of Wallace Foundation, Azim Premji Foundation, Kaivalya Foundation and
Nandi Foundation are to name a few of them. The establishment of SIEMATs and SISLEP across the
states and establishment of the National Centre of School Leadership (NCSL) at NIEPA are
institutional efforts of GoI and state governments of India in this regard.
Based on the insights of these efforts school governance is surmised as vehicle constituted with systems,
structures, processes and mechanisms intrinsic to institutions across systemic levels led by leadership as critical
driver. As defined by the academic paper on Governance and educational leadership_ Wilkins and Gobby

2020,
a. Governance refers to the ways in which government and non-government entities intervene,
both formally and informally, to shape the way organizations and individuals conduct
themselves. These interventions are designed to facilitate certain kinds of change (change in
individual behaviour or organizational structure) or limit the possibilities for change in order
to maintain the status quo. In both cases, governance is designed to improve conditions by
which change can be affected or limited to serve different political, economic and
environmental aims.
b. Leadership is defined here as discourse. It is a dynamic and culturally and historically specific
body of knowledge and practices that are concerned with influencing the conduct of others
and self to specific ends. The meaning, practices and effects of leadership (including
educational leadership) are shaped by social and political interests and power, and therefore
the field and exercise of leadership are both sites of contest and struggle.
School governance as the vehicle could be broad network of organizations & institutions across
systemic levels, SMCs, CBC, VECs, CACs, PRIs, PTAs, line departments, NGOs and CBOs with clearly
defined, understood & assigned roles & responsibilities for empowering school & schooling
processes for continuous quality improvement.
Educational / school leadership as a driver, influences & leads space of education in human making
& nation building
i.
ii.
iii.
iv.
v.
vi.
vii.

constructive, generative and facilitative in nature
reflective, learning & innovative in action
monitoring, evaluating and open for course correction
empathetic & nurturing in essence
demanding thought leadership,
academic & pedagogic expertise,
mobilization, optimization & deployment of resources from formal / official channels as well as
informal / larger stakeholder base
viii. creating spaces & opportunities for participation & contribution by entire range of stakeholders
of schooling (As demonstrated by NAMMA SHAALE Experiment of Azim Premji Foundation)
ix. facilitating democratic and participative decision on academic as well of administrative
dimensions of school governance
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x.

xi.

involving students, teachers, parents, SMCs, PRIs, functionaries from Cluster + Block + District +
State, academia & researchers, education enthusiasts, and community to make the education
contextually relevant, productive & meaningful
willingness and abilities to work towards making difference contrary to be satisfied with status
quo

k. Decentralization & Democratization of School Governance and Leadership
There had been a long-standing call for localized decision on areas of developmental priorities
followed by planning, funding and implementation through the oversight of elected people
representatives on the ground. Mahatma Gandhiji advocated for Grama Swaraj as an instrument to
ensure the development reaches our villages in true sense and its process be owned by inhabitants
of villages through a democratic institutional process.
The 73rd and 74th Amendment to the Constitution of India mandated that the authority of
governance be decentralized and devolved to the 3 tiers of Panchayat Raj Institutions namely Zilla
Panchayat, Taluk Panchayat and Grama Panchayat. Intention has been to enable participation &
contribution of representatives of people from PRIs so that whole process of development becomes
inclusive, democratic and sensitive to the needs of demography it represents. The purpose was to
consider local, context specific aspirations, voices & needs of the people leading to planning of need
based development interventions, financial allocation and implementation. This was expected to
take & ground the governance at the grass root level with an approach sensitive to the local needs &
requirements.
The whole purpose was to change the very approach to development from top-down to the bottomup basis. The govt. departments with a mandate to work & implement developmental programs &
schemes were brought under the umbrella of Ministry of RDPR equipped with exclusive set of
systems, structure, processes and mechanisms of governance & administration. The Panchayat of all
the 3 ties are vested with powers to make decisions on priorities of development. Based on the
priorities agreed upon through democratic deliberations, plan development programs, allocate
funds and oversee the implementation of the same through the administrative machinery of line
departments. Education is under the ambit of governance by these Panchayat Samitis.
In the 8th Plan the strategy for UEE envisages adoption of disaggregated target setting and
decentralized planning. An analysis of the educational indicators reveals that there are districts and
blocks which are educationally backward. The attempt would be to prepare district-specific,
population-specific plans for UEE within the broad strategy frame of Micro planning through
people’s participation to improve learners achievement.
Internalization of implementation of philosophy & spirit of democracy and decentralization is equally
important across the structural, systemic and institutional components of education system such as
SSK, DSERT, CTE, DIET, BRC etc. Keeping child and child’s learning at the prime focus of all efforts of
the system in tune with constitutional aspirations and policy intent needs to, and at the same time
resonate with the 73rd and 74th constitutional amendment.
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From the point of view of the beneficiary stakeholders of education system - Spaces, possibilities,
processes, mechanisms, structures and systems need to be evolved and embedded in the school
governance enabling school community, SMC, CAC, PRIs, local community such as
o Artisans andartists, Farmers and farming aligned professions
o ideologues & scholars of oriental knowledge & wisdom,
o individuals & organizations with repository of knowledge of local
 geography,demography, Ethnicity, ecology, folklore,
 water resources, mineral resources, farming practices, culture & traditions,
 unique knowledge streams and disciplines
Involving and enrolling the local resources as mentioned above in the process of
evolving / framing school curriculum, syllabus and pedagogy would
o immensely render the school education grounded, connected and relevant to the
preferences, pace and ease of learning among children who are engaged in learning in a
particular geography
o generate sense of interest and ownership of education discourse among parents, SMCs, the
larger community – the political, social, economic and cultural components of the larger
community.
 From the point of view of the internal & systemic stakeholders of education system such as
Teachers, Head Teachers, CRPs, BRPs, ECOs, BRCCs, BEOs, SIs, EOs, DIET Faculty and Heads, DEO,
DDPI, etc., An enormously large and diversely rich humanity is involved in manning, managing,
administering and leading the education system at different levels. There are enthusiastic &
entrepreneurial individuals in the system who have innovated, evolved and implemented
innumerable initiatives to boost quality of academic & pedagogic practices. There is a need to put
in place governance and leadership mechanisms to
o Recognize such practitioners of education innovations and initiatives across the levels
o Enlist and empanel them for consultative and knowledge dissemination processes & practices
o Encourage them to
- document their initiatives, processes, experiences, outcomes, impact and insights
- build institutional memory of these practices and the positive developmental shift achieved
o Publish and disseminate these experiences & insights across the department & line supportive
departments (RDPR)
o Incorporate these individuals as part of policy formulation and legislative processes to make
the whole process more representative and decentralized & hence democratic in true sense.
o Evolve and institutionalise mechanisms for voicing of grievances and pain points pertaining to
perceived policy aberrations, ‘one size fits all’ – standardised propositions in terms of program
design, unit cost, suggestive processes etc., so that there are feedback an feed forward
opportunities provided at every stage in tune with democratic ethos.
o Need to relook at planning, designing, allocation of funds and mandating a standardised
processes implementing training, research programs and other initiatives in the department,
as it restricts the functionaries’ creative imaginative managerial and leadership capabilities in
terms of optimisation.
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Chapter 2
Context and trends in school governance and leadership
The increasing modernization, rapid technological change and increased globalization and
its accompanying complexity has profoundly influenced the education sector. School
education system has become increasingly complex due to the diversity in terms of
economic variations, ethnic and political variation, making it difficult for the system to
provide efficient and quality education to all children. At the same time, schools are in
public domain that ever before and it has become pertinent that schools change according
to the new knowledge empowered society and in tune with the changing values required of
this age. School principals and administrators are required to manage the change according
to the revised aims of education articulated in accordance to the changing global scenario.
These transformations have placed greater responsibility on the school heads and
administrators in the role of leaders to transform schools into learning organizations. The
NEP-2020 policy univocally mentions the needs for fulfilling equity, inclusion and quality of
education, and lays considerable emphasis on the need for effective school leadership and
empowerment of school heads. The emphasis of NEP-2020 on improving quality of
education in India is substantiated by the international surveys and studies including the EFA
Global Monitoring Report, ASER and more recently the World Development Report (2018)
that have raised concerns about the quality of education, especially in developing countries,
stating that students are passing out of schools without acquiring the required cognitive
skills. In the search for new levers to improve quality of education and student learning,
school leadership reform has emerged as a top priority among policy makers across the
globe. The following paragraphs illuminate how school leadership impacts students learning
and learning outcomes and plays a major role in transforming schools.

1. School leadership for transforming schools
Research also has provided evidence on the impact of school leadership on school
organization, culture and conditions and through this on the quality of teaching and learning
and student achievement (Leithwood&Jantzi, 1999a, 1999b; Day et al., 2009; Gu&
Johansson, 2013). Research evidence about the nature and effects of successful school
leadership for student learning justifies two important claims primarily that leadership is
second only to classroom instruction among all school related factors that contribute to
what students learn at school. This evidence supports the present widespread interest in
improving leadership as a key to the successful implementation of large-scale reform.
Secondly the effect of leadership is more pronounced in schools that are in difficult
circumstances. Most of the research studies where troubled schools have been turned
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around, categorically emphasizes the intervention of a powerful leader (Leithwood, Louis,
Anderson &Wahlstrom,2004). Hallinger (2011), in a synthesis of the conceptualizations
provided by leadership researchers on school leadership and student learning, highlights
three major points: that leadership is enacted within an organizational and environmental
context. School leaders function in an ‘open system’ that includes the school community,
the institutional system and also the social culture. Leadership is both shaped by and
responds to the constraints and opportunities inherent in the school organization and its
environment (Bossert et al., 1982; Leithwood et al., 2010; Mulford and Silins, 2009).
Secondly, the exercise of leadership is moderated by the personal characteristics of the
leaders which include their beliefs, personal values, knowledge and experience. Third,
leadership does not directly influence student learning, rather, the impact is mediated by
school level processes and conditions (Hallinger and Heck, 1996; Leithwood et al., 2010;
Robinson et al., 2008). Robinson et al., (2008) meta-analysis provides information on where
the school leaders should put their focus in order to develop their schools capacity to
produce a positive impact on student learning. The research revealed the leadership
dimensions, functions and their impact on student learning. The leadership dimensions
mentioned by the research study as significant are (a) Establishing Goals and Expectations: The school leader sets, communicates and
monitors learning goals, standards and expectations; involves staff and others in the process
so that there is goal clarity and consensus;
(b) Strategic Resourcing: The school heads aligns resource selection and allocation to
priority teaching goals and also ensures quality staffing; (c) Planning, Coordinating and
Evaluating Teaching and the Curriculum: The school heads directly involves in the support
and evaluation of teaching through regular classroom visits and feedback to teachers;
(d) Promoting and taking part in Teacher Learning: Promotes and participates with
teachers in formal or informal professional learning;
(e) Ensuring an orderly and supportive environment: Protects time for learning by reducing
interruptions; established orderly and supportive environment.
If school leadership has to improve and school heads have to perform the roles that leads to
school transformation, the process needs to be supported by quality governance within the
education system. The following paragraph provides insight into the influence of
governance on school leadership within the educational system.

2. Governance and its influence on School leadership
Various models of school leadership reveals that school leaders can display Transformative
leadership, Instructional Leadership, Distributed leadership, Contingent Leadership, Servant
Leadership and so forth. Schools leaders, in order to influence learning in schools and are
expected to be instructional leaders or transformative leaders. Yet, to a large extent, the
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kind of leadership roles that can be taken up by the school heads depends on the
governance of the education system, more precisely the degree of decentralization. Major
trends in educational governance have shaped educational leadership over time. The
following paragraphs provides insight into the major trends in educational governance that
has shaped school leadership.

3. 3.1. Trends in Educational Governance
a. Industrial model of governance
According to OECD (2008, p-22), in the early 20th century schools, governance followed the
industrial model of schooling and encouraged bureaucratic administration. Within this
model, the bureaucratic administrator was entrusted with the responsibility of overall
school management and functioning of the school, while ensuring compliance with national
and state or municipal legislation, regulations and guidelines. The school heads undertook
teaching responsibilities while also taking care of the managerial and administrative aspects
such as managing resources, communicating with parents and other elements of the
education system etc.
b. Decentralization model under the New Public Management structures
It was during the early 1980s, that the “new public management” structures were
introduced. The NPM stressed on decentralisation, school autonomy, parental and
community control, shared decision making, outcomes-based assessment and school choice
have become the predominant school governance approach in many countries and have
significantly altered education systems (Mulford, 2003). The rationale behind these
governance approaches is that autonomy and accountability can respond more efficiently to
local needs. (OECD, p-23). The NPM structures of decentralization, autonomy and
accountability have influenced the role of school leaders to a large extent.

3.2. Challenges of Decentralization
a. Impact of Decentralisation on school autonomy
According to Glatter (2003), decentralization models can be of two types that have
significant impact on school leadership. One is at the local empowerment level where the
transfer of responsibilities is made to an intermediate authority between the central or
state governments and schools. In such contexts, schools are generally viewed as part of a
local educational system or a broader network of schools, with reciprocal rights and
obligations (Glatter et al., 2003). School leaders may thus be asked to play a greater role in
leadership “beyond the school borders”. School empowerment or school level autonomy
refers to delegation of responsibilities to schools. School heads are then given the autonomy
to take decisions in the context of increased school autonomy. Yet many a times the school
heads may not have formal training and expertise to take up various responsibilities that
includes budgeting, accounting systems, civil works, etc.
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b. Decentralization and accountability
Decentralization policies are mostly in the area of budgeting and financing while policies
under curriculum, evaluation and assessment and teacher performances etc are centralized.
School heads then need to perform according to centrally mandated guidelines and
expectations. High stakes performance testing has put in a lot of pressure on school heads
on being accountable for the performance of students.
c. Decentralization and school choice
Increased school choice and competition have pushed the school heads to compete with
private schools in terms of improved student learning and learning outcomes. With parents
mostly preferring to enroll the students in private schools, government schools have
become the schools mostly preferred by the marginalized section of the community.
d. Decentralization and increased focus on improving student learning
Countries, especially the developing countries, worldwide, are part of an educational trend
focusing on improving teaching learning process and learning outcomes. For the school
principal, this would mean greater responsibility in terms of reducing achievement gaps
between students, and further work towards ensuring equitable and inclusive education,
considering the huge diversity in classrooms in terms of class, caste, religion and language
etc. school leaders are under pressure to translate policy into practice for providing
inclusive, equitable and multi-culturally sensitive education to children.

4. Governance and leadership in Indian context
a. School leadership in developing countries with focus on India
Oplatka’s (2005) paper on school leadership in developing countries reveals limited
autonomy, autocratic leadership style, summative evaluation, low degree of change
initiation, and lack of instructional leadership functions. In spite of decentralization reforms,
school principals continue to have limited autonomy. Principalship continues to be another
public position rather than as a means to improve student learning. School principals in
developing countries continue to have low positional status accorded to the job, poor salary
and lack of career advancement opportunities. With respect to the roles and
responsibilities, school principals perform more of managerial and administrative roles
rather than instructional roles. They have no role in staff development and in staff
recruitment.
School leadership is slowly gathering strength in the Indian education context. This is
evident in the emphasis placed on school leadership development by planning and policy
documents such as NCSL-NIEPA (2014), the Twelfth Five Year Plan (2013:50), and more
recently the National Education Policy- 2020 (p22). In fact The National Policy on Education
(NPE, 1986) while envisaging the need for greater autonomy within schools, assigned a
bigger role to school heads by identifying them as key agents for improving the quality of
education. The National Curriculum Framework for Teacher Education (NCFTE-2009)
outlined the role of school heads in improving student learning through efficient teacher
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professional development strategies. Yet school heads in India as substantiated by Oplatka
(2005), the positional roles of the school head in a typical government school in India does
not garner much respect. The school principal mostly performs managerial and
administrative roles with most of the time spent in infrastructural development or in
furnishing reports to higher authorities. According to Govinda (2002), in spite of the rhetoric
of decentralisation, school heads have to function in a centralised school education system.

b. Decentralisation in India


Decentralization as envisaged in CABE Committee report
According to the CABE Committee Report on Decentralised management of
education, ….decentralised management of education will have far reaching bearing
on educational development in the country…..Decentralisation of management was
needed not only to improve the quality of education, but also in view of the fact that
educational system has become too large and the aspirations of the people can be
met only under a decentrilised system. ...Village Education Committee to secure
involvement of people should be given importance. Nomination of professionals
would be a step towards providing professional orientation to the Panchayati Raj
bodies and building up their credibility. Decentralisation as the means for greater
participation of people in the process of educational development is a welcome
move. These bodies have manifold responsibilities and they would require financial
and administrative support for managing education…..(CABE, clause 2.14, P-7).
According to CABE, p-13, …..The ultimate success of Panchayati Raj/Municipal bodies
in development of education will depend upon how well the Centre, the States and
the Departments provide support and guidance to these bodies for their development
along the best lines.
Among the recommendations of the CABE Report, the school Headmaster is the Member
secretary of the Panchayat standing committee on Education. the roles and responsibilities
include participation of the community in the education process, enrolment drives,
persuading parents to send children to schools, reduce drop outs, assistant in smooth
functioning of primary schools, mobilize resources, seek teachers, youths and women who
can participate in school related activities, prepare plans to ensure universal primary
education, present reports to Panchayat Samitis for periodic self assessment of the progress
done.
 Status of decentralisation in India
Quoting from the work of Govinda and Bandopadhyay (2007), on the trends and issues of
decentralization of educational governance, reveals that the Constitution of India adopted
in 1950 with the prime purpose of establishing grassroots level democracy through local
governance, directed all states to establish local self governance bodies under the
framework of panchayati raj through an electoral process. In accordance to the
decentralized framework, the panchayat raj system consisted of three tiers of political
structure beginning from district level through block level to the village level. The Education
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Commission of 1964-66 reiterated the commitment to decentralization, which was
endorsed by the National Policy on Education adopted in 1968. But with the waning of
interest at the state level, decentralization took a back seat in the 1970s. During the 1970’s
where there was large-scale nationalisation of schools, particularly at the primary stage of
education, state governments directly became the main provider and manager of
elementary education in the country. At this time the Block Education Offices came into
existence. Rather than decentralisation, this paved the way for ‘deconcentration’ of power
with considerable authority being vested at the district level, with regard to recruitment,
posting and transfer. The district education office remained as the main centre of governing
school education in the whole of the district. Slowly the interest in democratic
decentralization waned. The relative inexperience of people, lack of knowledge and lack of
resources to undertake meaningful development activities were reasons pitted against
decentralized governance through the local bodies. Therefore panchayat samitis and zilla
parishads were rendered ineffective. By 1970, there were many reports and analysis that
pointed out to the disinterest of state governments in decentralization process. Yet, in the
1980s interest in decentralization and panchayati raj was shown by some of the states that
includes Karnataka. Karnataka took the initiative to conduct election to local bodies but also
providing block grants and considerable autonomy to the local bodies in using the finances.
This prompted many local bodies to allocate funds for education development activities at
district and sub-district levels. In the 1990s there was a reemergence of Decentralization
and Panchayati Raj. The role of Panchayati Raj Institutions (PRI’s) envisaged during the early
period after independence was revived through the 73rd and 74th Amendments of the
Constitution in 1992 that made the setting up of local bodies at the village, block, district
and municipal levels, through a process of democratic elections, mandatory. This is arguably
the most significant policy initiative for decentralized governance that India has formulated
since independence. Panchayats have been constituted at the district, blocks and the village
levels. At the district level there is the Zilla parishad, at the block level there is the Panchayat
Samiti and at the village level there is the Gram Panchayat.
In case of Karnataka, there is currently greater importance to block and village levels in
school education. For instance, block has been made the main unit for teacher recruitment
and also School Development and Monitoring Committees have been created in all the
schools vesting in them considerable power and authority. Members at all the three levels
are directly elected.
The established structure, reinforced by the 73rd Amendment Act, seeks to realize the goal
of people centered governance in order to accelerate socio-economic development and
bring about equality and social justice (Sekhar, 2001). Yet, as the policy of reservation
provides opportunities for members from the weaker sections of the society and women to
participate in the local governance, there is a need to train the members so as to empower
them with decision making skills and on awareness of rights and responsibilities.
Yet inspite of these developments and constitutional amendments, according to Govinda et
al (2009), the involvement of panchayat in day to day functioning of schools seem to be
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limited, with roles such as constructing, repairing and maintenance of school building being
allocated to them. Political interference by local leaders or general indifference towards
educational development seem to be undermining the positive role of panchayat in
education and weakening the process of local governance as a whole.
R S Thyagi’s Research on Decentralized Management of Elementary Education and Role of Local SelfGovernance Institutions (Occasional_Paper-_48_R_S_Tyagi_NIEPA) in select districts of Madhya
Pradesh and Gujarat revealed that the decentralization & devolvement of powers to the PRIs has
largely remained on papers and failed to take-off in realistic terms due to,
1. Lack of Policy Reforms for Adequate Devolution of Powers – The committees of PRIs on
education at Panchayat Samiti Levels reduced to only signing authorities. Planning, decisions on
budget allocation and implementation related matters was handled by officers of education
department. PRIs are kept out of SSA related activities. Non-clarity prevails related to the
delineation of roles & responsibilities of PRIs and education department officers.
2. Inadequate training & capacity building of PRIs – leading to lack of role clarity, understanding of
the provisions of 73rd and 74th constitutional amendment providing for their active role,
participation & contribution to governance of issues being in proximity & understanding of the
ground.
3. Bureaucracy prevails over the democratic representation. Unwillingness of government officials
to divest / transfer powers and allow the PRIs to exercise their powers and discharge their roles
& responsibilities.
4. Unstable tenures of executive officers of different levels of RDPR and education department,
affecting sustainability of efforts initiated – 13 transfers of CEOs of Zilla Panchayat Samitis in 11
years (case of Madhya Pradesh) created uncertainty among rank & file of administrative
machinery with education getting least priority.
5. Lack of Effectiveness of PRIs in Gujarat and in Madhya Pradesh is due to political prejudicial
approach of the PRIs towards assuming & exercise of powers, authority & responsibilities of
planning, budget allocation, monitoring of implementation, insisting & ensuring accountability.
Stemming from the notion of vertical hierarchic governance rooted in “we are the masters and
here to govern – and people in the subsequent levels are subservient, to be ‘governed’ and
have to abide by our orders / demands (irrespective of the legal / normative validity)”. This is
antithetic to the very spirit of democracy and expectations of decentralization.
Power-play based on political dynamics, illegitimate expectations of benefits and covert
machinations to ‘tame’ the administrative machinery so as to be amenable & amicable are some
grey areas of decentralized governance requiring serious attention.
in the context of Karnataka state, Karnataka, being the pioneering state to engage, participate and
partner local communities in school improvement, through School Development Monitoring
Committees (SDMCs) , similar challenges still thrive.
At the root cause of all these problems is poor level of education, understanding, exposure and
experience of notions of
a. democracy, decentralization,
b. aims of education as per the education policy documents,
c. 73rd& 74thconstitutional amendments providing for decentralized governance,
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d. Right to Free & Compulsory Education of All children between 6 to 14 years of age,
e. SDMC Act
f. Constitutional provisions providing for participation, contribution and exercising authority
pertaining to matters of education through standing committee of PRIs
g. Lack of understanding of one’s own roles to be played by each actor at different levels.
There needs to be concerted efforts to empower the PRIs, SDMCs, CACs of Grama Panchayats,
Parent – CBCs, Teacher Associations, Village Education Committees with regard to
1. Personal effectiveness building for functional excellence – “ I am here to make a difference
through all efforts leading for positive developmental change”
2. Functional literacy and numeracy
3. Developing abilities to read, discuss, deliberate upon, understand & interpret the policy
documents, acts, orders, circulars and guidelines
4. Understanding notions of democracy, decentralization, distribution of powers, delegation of
authorities, stakeholder participation based planning, budgeting, execution & management of
public affairs, transparency and accountability, statutory as well as social audits
5. Preamble of constitution and vision based approach & actions
6. Notion of system integration for convergence of efforts for enhancing efficiency & effectiveness
and PRIs as facilitative components of system integration.
7. Notion of humanistic approach endowed with empathy, reason based actions, working as a
team for accomplishing common purpose, governance as an enabler for actions as opposed to
restrictive & maintenance of status quo.
8. Need for approaching education with utmost apolitical bent of mind keeping the child at the
centre supported with eco-system solely meant and dedicated to ensure all children learn &
succeed.
9. Notions of equality & equity to ensure meaningful & productive participation of disadvantaged
and marginalized communities & sections.
At the same time there also a need to make the administrative and execution machinery to be more
sensitive to the constitutional aspirations, policy intentions and societal needs through mechanisms
such as, Acclimatization, Acculturation, Contextualization, Field immersions, feedback and feed
forward mechanisms, informing policies.

5. Focus of the position paper
The New Public management system established its roots across the world in the 1990s. the
pre-dominant view is that bureaucracy needs to be removed and that a centralized state
control is responsible for the poor state of affairs and it is essential to bring in
decentralization and local community participation for annulling the situation. The
characteristics of this administrative reforms included a focus more on output oriented
performance, measured through standardized performance based indicators,
decentralization, and competition among schools. The structure is influenced by the
neoliberal agenda and the emphasis on open market reforms. The notion of the welfare
state was pushed away for market based reforms wherein in the context of devolution,
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there is more focus on individualization and competition rather than a focus on larger public
interest. Standard based performance assessment has led to emphasis on increased
accountability. In fact according to the study by Walberg (2000), though there is a huge
interest in the discourse on decentralization, review studies conducted from 1966-1997
reveals that decentralization mechanisms have little or no influence on learning. In fact the
research reveals that…. conditions in classrooms and schools have far more substantial and
consistent causal bearings on learning than how decision-making responsibilities are divided
among units of government. The study reveals that …..the question should not be if one
should decentralize, but where and how one might decentralize - and then be prepared to
support such radical changes from the top down and bottom up….(Walberg, 2000).
Within this context it is appropriate to question, ‘Is the concept of decentralization getting
limited to ensuring the outcome of economic efficiency and subscribing to market values?
How can the country ensure equity and democratic education within a neoliberal regime
that actually encourages individualization and competition which are against the values of
equity, inclusion and democracy?
Within this output oriented context of school reforms, what are the challenges that a
schools leader is facing?
a. Autonomy: though a decentralised governance brings with it increased school
autonomy, many a times school heads are not provided the required capacity
building opportunities to develop skills such as financing, budgeting, instructional
leadership skills, working in a team, decision making and conflict management skills.
b. Accountability: school heads are being increasingly held accountable for improving
the student performance according to standard testing measures. With the influence
of international standardized testing such as PISA, school heads are pressurized for
including high stakes testing as part of the curriculum. Also performamce measures
are becoming the sole criteria for achieving international aid conditionality
c. School choice: school heads are under pressure to market their schools so as to
compete with private schools in terms of increased quality performance outputs.
d. At the same time poor funding allocation for education results in poor infrastructure
in schools, poor salary and lack of motivation among the staff
According to Brackmann and Pashiardis (2019), school leaders, positioned at the interface of
external and internal operations, are supposed to mediate the influences of the outside and
inner world of school. Stemming from the NPM, the school leader has become …a “strategic
head,” holding an even more important and distinct role regarding the character of the
school (Mintzberg, 1992; Pashiardi, 2000), who is supposed to demonstrate a more
autonomous and responsible leadership, which leads to an environment conducive to better
learning
outcomes
and
better
working
conditions
within
the
school
…(Brauckman&Pashiardis, 2019, p-486).
Within this context of increased school autonomy and increased accountability the
questions posed for the school leader is
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a. How much autonomy needs to be coupled with how much accountability so that
teaching learning does not become merely an act of technocratic and transactional
activity?
b. How important it is to look at school heads as ‘process owners’ and involve them in
policy making process with respect to directives such as accountability and
autonomy?
c. With NPM bringing in rigidity, explicitly defined tasks, and rules and regulations, how
would a school head negotiate, considering the fact that school heads functions in
highly diverse contexts and situations marked by instability and uncertainty?
d. Are we looking at a hybrid style of leadership where a leader has to take into
account external pressures outside school and internal pressures within the school?
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Chapter 3 :
Present status, issues, concerns and way forward

Sl
No

Issue &Current Status

Way Forward

1

Structure

1.1

Organogram

1.2

Non alignment of Organisation with its Structure is meant to strive for accomplishing a
clearly defined set of ends. If the end is not clear and
institutions
the meaning making of the end is not broad based in
A. This is due to failure in the organisation, it leads to haphazard way of
communicating the vision and functioning analogical to ‘putting the horse behind
building shared understanding the cart’. Hence there is a need for an exercise to
of the vision through meaning build shared vision.
making process.

Initiatives to integrate the structural efforts for
continuous auto regulated organic interaction within
Institutions and Functionaries working & between.
in silos & in isolation,not connected to
whole, without organic interaction & Redefine and redesign Organogram keeping the
equilibrium established within the Learner and learning as a prime focus.
system - there by replication of efforts,
wastage of time and funds.

B. Roles and responsibilities are
not clearly defined leading to Job charts need to be evolved with minimum scope
overlap and misinterpretation. for subjective interpretation and avoiding
ambiguous and vague statements ( Like….. “ any
task entrusted by the head of the institution to be
carried out” ….)
C. Multiple reporting system ending up in duplication and
reduced performance.( Ex. CRP Several roles are with multiple reporting in nature
reporting to BRP, BRC, BEO, need to be aligned to proper reporting channel to
avoid duplication and repetitiveness.
ECO, DIET Faculty etc)
1.3

Meaning making
Stereotypic,

mechanical

and Need to create, implement and

institutionalise
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standardised
communication
of processes to evolve shared meaning of the essence
policies, programs, systems structures of education system being the driving force of the
and processes – No scope for meaning vision.
making and common understanding.
Functioning in Mechanical compliance
mode- low self esteem, fear of Mechanisms of building and reinforcing trust
consequences of non compliance, lack through empathetic dealingof the shortfalls of
functionaries of subsequent levels and measures to
of confidence.
build self esteem, allay fear of consequences and
give confidence.
Agreement on must-to-do and nonnegotiable.
Often,

The procedural/mandated aspects
overshadow the essence of the Need to evolve institutional protocols keeping the
message carried by policies, programs interest and sensibilities of the child and its learning
at the centre as non-negotiable.
and processes
Training time lost due to
1. Mandates and orders that are
unclear on on rationale, Centrally
designed and administratively
driven
offerings
(Trainings,
workshops, courses, etc…) not
informed by the stakeholders
needs and context.
2. Based on ‘one size fits all’ nature.
3. Inadequate resources, improper
content, insufficient information,
inauguration
and
closing
functions with protocols add to
the wastage of valuable resources
(Human, Financial and effective
learning time of children).
4. Unidirectional and input-based
delivery (No consideration/ space
for wisdom of field practice)
bereft
of
conversational,
reflective,
dialoguing
and
coevolving space.
School level activities dominated by
protocol
based
programs
compromising precious learning time of
children.

Need for mechanisms to evolve context and need
based modules involving local expertise and
assertive autonomy to decide on the reach out
strategy.
There is a need to quantify the ‘magnitude of
resources’ at stake and possibilities of optimisation
and deployment of the same towards higher
efficiency and effectiveness in terms of quality
academic support, inculcating reflective practice,
capability building to handle, manage and
communicate data based on ICT.
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Misinterpretation of purpose.

2

3

Need to contextually reinterpret the orders and
communicate the same to subsequent levels. Focus
needs to be on ‘essence’ being communicated rather
than
mechanical
forwarding
and
literal
interpretation.
As the entire system is for the development of child,
Functions
child need to be at the centre of every function and
Functions of various structures, thought process.
institutions,
their
vision(Purpose)
One needs to be well versed with the Larger
hasn’t kept the child at the centre
systemic canvas in relation to one’s ‘position and
place holder’ and hence dynamics (resonance or
dissonance) of individual as well as systemic
functioning.

Funding
Lack of timely communication on
funding, budget allocation and norms
for expenditure.
Apprehensions about allocating work
based on quotation, book keeping,
vouchers, bills, audit reports etc

Sources
of
funds;
allocation;
Accountability; Social audit; Autonomy;
guidelines; Purpose driven/ target

1. In-time and On-time release of funds for
meaningful implementation of plans aligned with
realisation of systemic purpose
2. Communication of Clarity and with Clarity – the
core purpose the fund is meant for and
mechanisms to build capabilities to utilise the
budget in compliance with the given purpose.
3. Need to discontinue insisting on compliance to
the norms as most often it defeats the
compliance to the purpose.
4. Every individual officer of the institution and sub
institutions of the department need to align with
and work to serve the core purpose for which
the system exists (Quality teaching- learning
process).
5. Clear articulation of purpose for which the funds
are being released to be communicated to all
actors and decision makers involved in disbursal
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(Physical & financial)/fund
processes;
Mobilising
Transparency.

4

driven
and accounting.
funds; 6. Academic institutions (DSERT, DIET. CTE, BRC,
CRC etc) Leadership institutes (SISLEP), Financial
institutes (Treasury, Finance department,
Accounts officers at state, district, block levels,
Auditors,
Finance
officer
at
program
management unit, Zilla panchayath, etc),
program implementation units ( SSK, MDM,
KSQAC, etc) need to come together and align
with core purpose.

Practices
Hanging on to traditional practices Capacity building of teachers / head teachers to
which are obsolete and hindering the collect, data entry and update the data on the online
efficiency such as
digitised platforms at regular intervals.
1. repetitive data collection as a
routine
2. practices of sticking on to pen and
paper based and format filling base
process of providing data.

Development and deployment of digital online
platforms for data collection, compilation,
consolidation and updatiing of the data, at different
levels of the system. As practiced by
A. CRC Karimuddanahalli,* Hunsur taluk, Mysuru
District- google spreadsheet based online data
collection, updatiing and management platform
developed and successfully deployed as formal
feedback and feedforward loop informing
development of all 15 schools of the cluster.
B. Portal developed and deployed by Madhya
Pradesh’s Education department*.
C. Case studies of improving Telangana Residential
schools.*
Measures to develop digital literacy and felicity of
using ICTs gadgets, solutions and platforms as
instruments to infuse efficiency and effectiveness in
governance.
On an average 1,00,000 visits done by all monitoring
officers in a month and these visits are considered
only for compliance mode and not for generating
data which informs decision making.There is a saying
‘if something is not measured it does not matter’.
1. School visit as a concept and process need to be
scoped for its vision, purpose and transformative
agenda in relation to improving teaching
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3. Not willing to accept and adopt
learning processes.
technology for ease, speed and 2. Designing school visits as instruments to identify
transparency in work.
curriculum hard spots, learning from school level
4. Lack of rigor w.r.t. learnability
practitioners, supporting school development,
assessing school performance w.r.t. various
parameters.
5. Unplanned school visits and data 3. School visits to be equipped with ICT tools and
generated by observations is not
platforms to generate data to inform very
been informing any decisions at any
distinct, direly needed and clearly articulated
level.
policy shifts.
a. School visits for academic
supervision and support are very
Detailing out, designing and implementing processes
important value addition to quality from ritualistic to meaningful accomplishment of
education
intended outcomes.
b. School visits could result in biCelebration of Jayanthis – as an opportunities to
directional learning process for
sensitise and educate children on philosophy and
teachers and academic support
value systems of the role models whose jayanthi
system components, which could
being celebrated. The activities conducted on such
over a period of time can drive
occasions could be linked to the classroom
marked positive change in quality
processes. ( for ex. Essay writing, role play, drawing
of school practices/ culture.
and painting, etc could be linked to school bases
c. Currently all school visits are assessment)
ritualistic, mechanical and number There is no need to reinvent the wheel.
driven without any effort to There is an urgent need to
support to quality improvements.
a. Brainstorm, evolve and deploy at the school
6. School processes carried out
level a framework of reflective journaling and
ritualistically
documentation on day-to-day basis the
-observing ‘jayanthis’ (birthdays of
experiences, ecstasies, pain and frustration,
legendries)
learning and insights of the champions of
change. This serves as repository of good
practices, reflection driven practices, innovative
- meetings and discussions
initiatives, scalable models, sustainable cum
educative cum indigenous practices, source of
inspiration for the champions of change and
reason for success/failure.
b. Encourage and ensure handing over of the
document of institutional memory to the
successor for sustained practice of the change
initiative.
7. No scope for documenting c. Build an ecosystem around the institution
involving systemic functionaries, students,
innovative
practices
and
parents, SDMCs, PRIs, CBOs, Alumni, CBC and
institutionalising them
educational enthusiasts to ensure a culture of
(Evidences collected from these
continuum of best practices.
schools/clusters are used for
- school assembly
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deepening our understanding)
a. GHS Sonale
b. GLPS Neereri
c. GUHPS, Raminakoppa

d. Devise &institutionalise structures, systems and
processes for propagation, emulation and
adoption of these best practices.
e. Recognise the achievement of these change
agents and empanel, involve and utilise their
expertise to scale up.

d. GLPS, Soppugudde
e. GHPS Anegadderaste
f. GHPS Banashankari
g. CRC Karimuddanahalli
High quality innovative practices
conceptualised and implemented by
the
teachers/CRPs
of
the
schools/clusters named above are
worth emulating and would succeed in
making remarkable difference to the
lives of thousands of children studying
across the state. As a system, we don’t
have mechanism to meticulously
capture/ document the experiences
and insights of champions of these
changes and transmit the same for recreating, emulating and adoption by
other teachers and schools.

5

If these change agents are transferred,
the well intended positive change
processes may fall apart as there is no
mechanism to build institutional
memory to be passed on to the
successor for continuity. This is a
serious lapse compelling an urgent
attention and action by the system.
There is a need to build and ground understanding
Processes
of alternative paradigms with reference to the
More hierarchical and centralised
a. notion of Power and Authority- The position of
Power and Authority is mostly construed as
CHANCE TO RULE. Gone are the days of rulers. We
1. System is driven by a rigid and
are part of a democratic republic system of
centralised
hierarchical
governance in which the position of power is an
arrangement.
opportunity to serve.
2. ‘Form’
of
system
has
b. ‘Keeping child at the centre of thought’ needs to
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6

overshadowed the ‘essence’ of
it(the core purpose of education
system is meant for).
3. Form-the structural arrangement
should be facilitating and aiding the
‘essence’ – the accomplishment of
core purpose.
4. ‘Form’ is mostly paraphernalia in
which the ‘essence’ resides and
thrives.
5. Unfortunately
building
and
governing the ‘form’ has received
more focus, importance and
emphasis at the cost of the
‘essence’.
6. Notion of Power and authority
dictates all aspects and facets of
governance
7. Rigidity and prescriptive approach
to governance of schools, academic
support systems, capacity building
approaches and assessment &
evaluation
mechanisms have,
damaged the systems’ ability to be
flexible. This has failed the system’s
ability to build self reliance and
capabilities at every level to be able
to solve the problems and find
solutions.
Whether system provides autonomy to
discharge the given responsibilities?
1. Autonomy has been the most
misunderstood word in the
system
2. Individuals
responsible
for
decision
making
are
not
delegating autonomy because of
the wrong perception that giving
autonomy is equal to losing
power.
3. In the name of autonomy
administrators are bureaucrats
end up prescribing and detailing
out operational aspects to the

c.

a.
b.

c.
d.

prevail above all the powers the position
provides.
Education in essence is expected to more and
more humanise the individual. Humanisation is
about
being
flexible,
accommodative,
empathetic and nurturing in one’s approach.
Hence building
Vision driven by the essence (core purpose)
Ability to accept the diversity, respect divergent
viewpoints and let go attitude towards learners,
teachers, peers, and other stakeholders
Building role clarity amongst entire spectrum of
stakeholders/ players.
Building trusted, productive, and sustainable
relations with stakeholders and actors in the
education ecosystem

There is an urgent need to conceptualise and
propose notions of autonomy and accountability as
enabling, facilitating and empowering components
to be celebrated upon through our practices.
1. Scoping and articulating the definitive and
process implementation dimensions to promote
child autonomy as the primary product.
2. Encouraging all functionaries (teachers, HTs and
others) to evolve contextually relevant and
practical scheme of action to ensure autonomy
and accountability.
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most basic granular level allowing 3. In the context of student learning outcomes
very little/minuscule space for
being the epicentre of educational processes,
school
heads
or
other
the language, thinking and actions should be
functionaries to take their own
strongly grounded to seek and ensure
decisions/ to act on their own
teachers/learner autonomy and resultant
4. Autonomy is technically given and
accountability.
practically forbidden/ discouraged 4. Developing and instituting supportive and
through
impractical/stringent
mentoring based review mechanisms to ensure
process framework infusing fear
transparency, openness and ownership in all the
of
penalisation
among
systemic processes.
functionaries.
5. Building
a. systemic resilience and capabilities to endure
the friction resulting out of uncertainties of
5. Lack of ability and skills in
transitions and learn to manage, sail through
exercising the given autonomy,
and evolve.
has reduced the impact expected
b. Shared understanding of conceptual and
from such innovative provisions
operational dimensions of accountability and
6. Consequentially functionaries at
autonomy grounded sufficiently enough to
different levels have failed to
diffuse tensions, drive away fears and
internalise,
exercise
and
apprehensions of consequences and distrust
implement the true spirit of
embedded in the system.
autonomy
in
terms
of 6. Accountability expected from the subsequent
independence of thought and
levels should begin from and be exhibited
action, ability to critique, critical
brazenly from the askers
thinking and reason based
Process of academic discourse and quality
decision making.
review adopted and executed by Mr. Krishna
7. Having inherited the legacy of
Kumar, the Principal secretary of Education
imperialistic governance and
department of Punjab could be an example in
being a part of it, the past has
this regard.
been
haunting
our
minds
enslaving us to the authoritative
command line. We are mentally
not prepared to embrace and
celebrate autonomy.
Whether accountability is inbuilt into
the processes?
1. Accountability is perceived as mere
transactional (number of meetings
conducted, Number of visits
completed) but not transformative
(what is the outcome turned out?)
2. Compliance to procedures has
become centre of accountability
than accomplishing the essence.

29

Position paper on School Governance and Leadership

7

8

3. Rewards and recognitions for being
accountable and reprimanding and
punishing for non-accountability
are missing in action to a large
extent.
4. Accountability measures have
limited and ceased at quantitative
aspects while ability to explore/
mine in to qualitative outcomes
and impact.
5. Moral and ethical compass which is
innate to every human being
(irrespective of national, ethnical
and racial background) compels
individual to be accountable. But
when this moral and ethical
compass is masked or subdued by
convenient and comfort seeking
frame of minds, accountability fails.
Infrastructure: Creating Conducive
environment for teaching and learning
processes, safety and security of the
child, encouraging socio emotional
space, enabling schools for ICT based
educational transaction.
1. Dilapidated school buildings
2. In adequate washrooms and
toilets
3. Lack of basic amenities related to
water, health and hygiene
4. Lack of academic infra – libraries,
laboratories, Computer labs, ICT
facilities etc
5. Inadequate space for sports and
equipments
Capacity Enhancement –
Education functionaries in Karnataka
currently receive no systematic
support, either to prepare them for
new administrative responsibilities, or
for
continuous
professional
development. This means that despite
their existing potential and best efforts,
a majority of functionaries operating in

Successive Policy documents have been eloquently
and profusely recommending for high quality infra
structural enablement of schools to offer safe,
secure and nurturing learning space for children. In
reality, these recommendations have remained
mere aspirational. There fore there is an urgent need
to gear up educational governance to
1. Take measures to translate spirit and
aspirations of RTE-2009 into reality considering
context specific requirements.
2. Initiate, facilitate, develop and broad based
discourse to commit necessary as well as
sufficient budgetary outlays(6% budgetary
commitment) and hazzle free mechanisms for
meaningfully investing for the same.
The aims of capacity enhancement efforts could be;
 To enhance professional requirements of
individuals, promote better understanding of
the work environment, and bring in right
attitudinal orientation through appropriate
training.
 To equip individuals with specific training at
the time of major responsibility change like
promotions.
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key leadership roles at all levels
struggle to do their jobs as effectively
as they should. This is worsened by the
fact that there are hardly any avenues
for functionaries in their daily
functioning to easily seek accurate
help. This leads to decision paralysis
and demotivation in the short term,
and in the long term we risk creating an
overburdened system unable to
provide
adequate
administrative
support to its academic core, i.e. the
school and the teacher.
(Source: Karnataka Education Functionaries
Training & Development Policy: A Proposal)

Karnataka has SISLEP - a designated
organisation to build school
leadership and capabilities across
all levels of education governance.
b. Being pioneer SISLEP has already
reached 7000 plus HTs and other
functionaries in school governance
and leadership space.
c. The journey has been very seminal
considering that
1. The
disciplines
of
school
governance, leadership, planning
and management are not clearly
defined.
2. Wings/ departments not fully
evolved enough to develop body of
knowledge and offerings (courses,
certifications, diplomas, etc) aimed
at building competency
and
capability sets among functionaries
at all levels.
3. Knowledge and expertise on
effective
governance
and
leadership resides at multiple
pockets of public life – Universities,
Management
institutes, State
training
institutes,
Training
academies,
leadership
a.



To provide induction for new recruits to
familiarize them with the department’s
functioning, rules, acts and procedures.
 To motivate individuals taking on important
leadership roles to handle the difficult
situations and challenges they are likely to face
Given these guiding aims and the current context of
education functionaries in the state, an effective
Training and Development policy would ideally focus
on three aspects for functionaries navigating
multiple roles within the system:
1. Foundation Course for all new entrants into the
Education Department, and existing functionaries.
This is meant to provide participants with a basic
overview of what is involved in the day-to-day
operations of a Government department, including
basic processes and protocols. These are
foundational areas for a functionary to know so that
basic operational errors can be minimized.

2. Preparatory capacity building for a new cadre
and role that prepares a potential leader for the new
role he/she is going to take on soon, e.g. for a BEO
who is being promoted to a District level leader
(DDPI cadre). This may start before the person takes
on the responsibility and continue as a formal
induction process into the role once he/she takes
charge.
Thus the preparatory capacity building for education
functionaries can happen on either side of their
promotion / transfer into a new role:
2.1. Future leaders’ preparatory program prior to
promotions to prepare functionaries for a new
cadre / regional context they will move into
2.2. Induction for new roles immediately after their
promotions
3. Continuous Professional Development for
functionaries in a role. This might be in the form of
refresher trainings, additional inputs, and/or
mentoring support from senior officers in some
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practitioners,
corporate
organisations,
illustrious
practitioners from bureaucracy,
intelligentsia and NGOs - this
resource base remains untapped.

form. The key principle in this case is that it is also
based on feedback received from the leaders on the
ground, in terms of what issues affect them most.
Collating evidences of influence, knowledge&
learning from their practices for policy revival.
Linked to promotion & appraisals.
To make the administrative and execution
machinery to be more sensitive to the constitutional
aspirations, policy intentions and societal needs
Administrative
and
execution through mechanisms such as, Acclimatization,
machinery remains alien to the diverse Acculturation, Contextualization, Field immersions,
contextual needs of the school feedback and feed forward mechanisms, informing
communities.
policies.
1. Acclimatization:
-Through
structured
interventions with individuals assuming the
positions of executive authority to acclimatize
them with the lived realities of geography &
demography of their work. Ex. Children from
Tribal
areas,
Socially-economically
disadvantaged groups, etc.,
2. Acculturation:-Through
structured
efforts
providing exposure to individuals assuming the
positions of executive authority to sensitize
them to the cultural identity, linguistic &ethical
diversity and uniqueness of geography &
demography of their work. Ex. While working
with ethnic communities and linguistically
diverse groups
3. Contextualization:-Through
structurally
provided spaces to study, understand and
contextualize the provisions of acts, policies and
programs and special provisions unique to the
geographical & democratic setting of their work.
Ex. Hyderabad Karnataka region in Karnataka.
4. Field immersion:-Regular slots / spaces to
immerse in the field of work to understand and
comprehend to make objective responses &
decisions to situations as they are emerging and
based on empirical evidences. Ex. Living with the
community
5. Feedback and feed forward mechanisms:Systems to encourage & request for and elicit &
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listen to feedback from the field with open mind
and capability to consider objectively and act
upon feedback and communicate the actions on
the feedback to the stakeholders.
6. Informing policies: Document learnings and
build institutional memories to make informed
decisions and continuity of governance.
Reflecting and theorise on the insights to inform
philosophy underpinning the policies driven by
grassroot requirements. Ex. Namma shale Plus
program in NEK districts.
9

Community
Convergence is missing at different
levels. Community participation is
limited to two annual meetings of
“School Towards community” and
honest approach towards involving
parents and community in learning
process is completely unseen.

Recognising the importance of indigenous
knowledge and respecting local traditions and
exploring vocational opportunities in the community
is emphasised in NEP. Involving Community as
resource group at different levels of learning is the
need of the hour

Exploring the potentiality of CBOs in providing
opportunities for the school to establish network
Network
and
building
trusted with different stakeholders and also as avenues of
relationship across CBOs to promote Vocationalisation.
inclusivity and transparency is missing.

10

CBOs

11

School based practices

12

Addressing diversity

13

Teacher Associations, STF – Examples
Efforts to identify subject teachers forums and
Informal Subject teachers forum exists support them to thrive and flourish would provide
which conduct academic discussions, professional identity to teachers.
but no conscious support to

Practices from the ground level has to inform the
processes and polices at different level and
Part of institutional memory which has strategies and action plan need to evolve in
been neglected and negated without documenting, publishing and spreading the solutions
being given proper attention and with different complexities which solved problems at
respect.
different levels.

Diversity in different forms demands creative
solutions and timely interventions which always not
Diversity is always seen as problem recognised as opportunities of learning new rather
rather than an opportunity for cross as a deviation from the prescribed frame of
learning and a challenge to address.
reference.
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institutionalize them have been made
as part of the governance.
Teacher associations have least priority
on ‘child at the centre’ perspective, as
teacher welfare is their prime focus.
Processes to involve associations in
decision making process is weak.

Engage teacher associations in academic decision
making and have academic consultations with them
would raise the morale of the teachers.
Empowering the association members through
intense personal and professional effectiveness
programmes with sensitising them towards the
professional identity would mobilise support for
learner centred governance.
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Chapter 4
Recommendations
1.

Organizational restructuring:
1) Organogram of the department should be redesigned to place learner as the prime focus.

DIETs
&
CTEs

2) The nomenclature of the department as “Public instruction” be changed to Department of
School Education, or of similar kind.
3) Providing teacher per class room should be a non negotiable agenda for the governance,
every vacancy arising should be filled within 7 working days with first priority. For this to
become a reality, the selected list of teachers for the posts should be available at any given
time, so that the next immediate deserving candidate should be appointed without any
delay caused due to administrative sanctions.

2.

Empowering functionaries and institutions for School governance & Leadership:
B. Capacity building of Individuals
1) An intense, long term enabling process for the functionaries ( ex; teachers, school heads up
to Director) to be provided in an admixture of contact slots; workshops; field immersions;
field visits and field experiences of real time situations, spread across an academic year.
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2) Rigorous professional enablement programme must be mandated when there is a major
shift in the functionaries’ role either due to transfer, deputation or promotions.
3) The enabling areas to be - working with community; teacher community; relating to children
of various age groups and their sensibilities; working in teams; asserting autonomy; building
creating accountable systems and processes for better student outcomes; distributed
leadership; planning for transformation; influencing and bringing education change; creating
& establishing learning culture; reflection based practices; creating institutional memory;
Pedagogical practice, School Based Assessment, and like.
4) An Effective Training and Development Policy, be brought in place for all functionaries in the
system and with special reference to those navigating multiple roles within the system.
C. Capacity building of Institutions
1) Assessment of institutions for current level of alignment / non alignment with department’s
vision and hence provision for evolving scope and mechanisms for bringing about alignment
vis-a-vis the defined functions.
2) Strategy for well rounded development of each institutional component-For instance, in case
of DIETs, CTEs, DSERT, SISLEP – the scope of developing every wing needs to be deeply
explored into, to understand comprehensively the related history, contemporary
perspectives and hence chart-out the way forward.
3) Regular and periodical institutional performance assessment and audit by independent
agencies for course correction and development coupled with social auditing.
3.

Redesigning School System - School Complex :
1) The school complex idea in Karnataka requires revamping. In order to keep learner at the
centre of all intent and actions of the governance, the school complex should be viewed as
the hub of the governance. School complexes management need to have a shared vision of
being academic oriented with focus on improving teaching learning process within the
complex schools, rather than focus merely on administrative issues
2) Maximum autonomy to be rested at the level of school complex and its school complex
management committees.
3) Establish SCMC in School complex, the members of which should be from the constituent
schools’ SDMCs. The number of members should be in consonance with the student
strengths of the constituent schools. For example, the number of members in a school with
student strength between 500 to 750 could be 20. It should also comprise of education
expert/ consultant, student representative, and school head.
4) Establishing and running School complexes is being tried out as an alternative for effective
educational governance. System needs to journey through the course of this pilot project
with a learner mindset. Meticulous process documentation and regular exchange of learning
could lead to emergence of a set of best practices and SOPs as for as school complexes are
concerned.
To begin with we may have to pilot a project of establishing and running performing school
complex characterised by
a. teachers and principals selected based on the basis of volunteering
b. training and development through rigorous process of engagement (training inputs,
field immersions, project based learning & reflective practices)
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5)

6)

7)
8)

c. monitoring & assessment with a nurturing perspective and
d. supportive stakeholder participation ensured through a mature partnership
perspective
The essence of school complex should be realised in a phased manner, in the beginning
involving only pre-primary to 10th and later plus two (11th & 12thclass) to be merged, as there
would be lot of issues(cadre, roles, power dynamics, perspectives, different school culture),
involved by immediate merging of plus two with school education.
Autonomy to recruit, hire, replace school personal (both teaching and non teaching) should
be eventually be rested at empowered school complex management committee, as they are
the immediate beneficiary side stakeholders.
Establish Professional learning teams at school complex level and provide necessary
infrastructure for Continuous professional development.
There is a need to attune the entire school complex team for self directed and reflective
approach to – envision, strategise, decide, act, review, learn and evolve into a Self Governing
Unit of School Education (School Swaraj).

4.

Job chart - Clarity on Roles & Responsibilities:
1) Evolve well articulated job chart that clearly establishes role clarity and responsibilities,
focussing on the essence of educational perspectives and practices, with no room for
subjective interpretation.
2) Something that cannot be measured, that cannot be managed, - in this context, the job chart
need to clearly articulate the element of accountability and measurement of performance.
3) The element of pride, sense of accomplishment and scope for driving positive development
associated with a role needs to be emphasised and highlighted in the job chart.

5.

Process Improvement for enhancing effectiveness:
1) Efforts across the system to be made to evolve a shared vision, based on the clear
understanding of essence of education and its purpose.
2) Adopt the ‘3 horizons model’ (with few changes to suit education systems), a growth
strategy framework by McKinsey to inform the innovation strategy of the school governance
system, as development in education sector is not an instant outcome giving process. This
model, helps in identifying those parts/processes of the system which are good and needs to
be continued, those parts/processes that are not useful that can or cannot be removed
immediately, removed or retained (H1); support innovations that would help the system to
move towards the vision or change expected/visualised (H2); evolve and start implementing
the new practices and processes (H3).
3) Every change or practice to be informed by the learner sensibilities which should be treated
as non negotiable.

Recruitment to the roles of governance & Leadership needs to be based on rigorous and competitive
assessment of candidates for requisite set of competencies & capabilities.
Promotions / elevation/ deputation of any functionary to the role of governance & leadership needs
to be based on
a. assessment of candidates for requisite set of competencies & capabilities
b. willingness of the candidates to assume the role of governance & leadership, and
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c. calibration of functionaries capability & aptitude in relation to the role of
governance & leadership
6. Finance, Budgeting & Accounting for Effectiveness, Efficiency & Rigor
1) In-time and On-time release of funds for meaningful implementation of plans aligned with
realisation of systemic purpose
2) Well articulated circulars and guidelines and financial breakups ‘informed by’ and ‘informing
the’ purpose for which they have been framed, should ease the hurdles thereby.
3) Initiate, facilitate, develop and broad base the discourse, to commit necessary as well as
sufficient budgetary outlays and hassle free mechanisms.
7. Monitoring, evaluation & Learning for continuous improvement (School Visits, Review &
Feedback):
1) Evolve efficient (fool proof) systems and processes for the officers in the support systems of
the department so that they cater to the school complex visualised goals and processes,
instead of dictating or fault finding perspectives.
2) Adopt reflective academic review and support mechanisms that cater to school
improvement and better student outcomes, based on learning from field practitioners,
supporting school development, assessing school performance w.r.t. various parameters.
3) Develop and institutionalise, supportive and mentoring based review mechanisms to ensure
transparency, openness and ownership in all systemic processes.
4) Any policy refinement should be informed by sustained field practices, along with
stakeholder consultation, with flexibility to suit diverse contexts.
5) A rigorous system of monitoring, evaluating & appraising the performance of education
functionary needs to be put in place to ensure continuous learning & career advancement.
This is a dire need to ensure the very survival of public education system being the hope of
ensuring social justice in the face of increasing educational consumerism.
8. Transparency & Accountability:
1) Mechanisms to develop & institutionalise a culture of Transparency needs to be put in place
through its multiple dimensions- such as financial, functional, performance and processacademic and administrative.
2) Create systems and processes of transparency and accountability as an instrument of trust
building among school governance & leadership.
3) Mechanisms which ensure accountability through stakeholder participation at the local
level, could be the most impactful approach.
9. ICT as instrument of effectiveness efficiency & decentralization:
1) ICT platforms for governance should be automated to reduce human interference, increase
transparency and reduce subjectivity, particularly in platforms meant for transfers, HRMS,
Appraisals, MMS data, EMIS, SATS and like.
2) Upgrade and Increase the server capacities of the governing system, so that quality teaching
learning time is not wasted in the process of updating or procuring the data.
3) Development and deployment of digital online platforms for data collection, compilation,
consolidation and updating of the data, at different levels of the system.
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4) Provide single window for both data upload and access. Data uploaded at each level should
be made accessible for the same level, so that informed and data driven decision making is
possible at each level, and reduce the duplicating and tiring efforts at school, cluster levels.
5) Infuse efficiency and effectiveness in governance by adopting measures to develop digital
literacy and felicity of using ICTs gadgets, solutions and platforms.
6) School visits to be equipped with ICT tools and platforms to generate data to inform very
distinct, direly needed and clearly articulated policy shifts.
10. Innovation , best practices, documentation & Institutional memory:
1) Institutional memory of practices at each level (starting from school complex to cluster,
block, district & state institutions) be documented to inform any policy refinement or
formulation.
2) Spirit of innovative practices around the core purpose, be institutionalised so that every
functionary at all level engages in reflective practice and contribute to the improvement of
system/institution they represent.
3) Create culture of respecting good practices through Identifying, recognising and providing
platforms for sharing and creating a case / narrative and making it part of the capacity
development module.
4) Create processes for knowledge transfer to the successor, secondary line leaders, when a
functionary is transferred/ promoted.
11. Leadership– alternate perspectives
1) Ensure that the schooling system in particular and all the systems that support it in general
to function on the principle of distributed and shared leadership.
2) Ensure Leadership to be grounded in the essence of learning, than work upon the whims and
fancies of the positional leader.
12. Co-ordination & Collaboration for system integration:
1) Establish network and collaborate with different stakeholders and institutions like
universities and other academic and administrative institutions.
2) Align academic, supporting, administrative & accounting institutions and personnel of the
institutions/organizations to cater to the core purpose of the department.
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Executive Summary
The concept of School Complex (SC) originated from the report of Kothari Commission 1964-66
which was mooted as an innovation in School Education. School Complex is organized by taking a group
of Elementary Schools, Secondary Schools and Senior Secondary Schools. Formation of school
complexes breaks the benumbing isolation of schools and enables small group of Schools working in a
neighborhood to make a cooperative effort to improve standards. It is also expected to share and
exchange resources and experiences. The first National Education Policy – 1986 also emphasized the
networking of schools and synergic alliances to encourage professionalism among teachers and enable
the sharing of experiences and facilities. Various committees and commissions of NPE – 1986 also
recommended the formation of School Complexes within the framework of local area planning.
As far as the needs and importance of School Complex are considered, it breaks the isolation of
schools, provides for sharing instructional works, material facilities. In addition, it also provides
cooperative efforts for improvement and provides to facilitate in-service training. Properly organized
educational complex can admirably serve the purpose of closer supervision, upgrading the quality of
education, optimum utilization of resources, both men and materials and improvement of human
relations and professional consciousness of all workers.
Karnataka has one of the most highly educated populations in India. Most of the educational
institutions nearly half of which are managed by the Government and the remainder are operated by
local boards and private bodies. The mission of the state for Primary and Secondary education is to
equip children of the state with specific knowledge, skills and values to enable them to become good
human beings and productive citizens. The syllabus taught in schools is by and large State syllabus. In
addition, the CBSE and ICSE syllabus is also being followed in some international schools functioning in
the state. The Pre-University course lays foundation for higher education and helps students to select
various professional courses. Primary Education covers five years, Upper Primary Education covers
three years Secondary Education covers 2 years and Higher Secondary Education called Pre-University
Education comprises two years of grades 11 and 12.
The Government educational institutions are owned by the Department of Public Instruction.
Government aided schools receive financial support from the Government and those unaided
institutions support themselves. There are School Management Committees in all Government Schools
and the private un-aided schools have parent teachers association. SSA, RMSA, SSK have contributed for
the quality improvement of education. There are in all 86,769 schools functioning out of which 63,707,
are elementary, 17,511 are secondary and 5,551 are of higher secondary level.There are 80,54,015
students in elementary level, 19,18,039 students in the secondary level and 12,47,775 students in senior
secondary level. (Class 11 and 12). In addition, a little over 62 thousand Anganwadi Centers and more
than 3,000 mini Anganwadi centers are functioning in 204 Integrated Child Development Services (ICDS)
projects in the State, covering all the 177 taluks. The transition rate for the grades 1-5, 6-8 and 9-10 is
98.95, 98.31 and 96.61 respectively. The retention rate for the grades 1-5, 6-8 and 9-10 is 97.87, 96.97
and 94.48 respectively. The promotion rate for the grades 1-5, 6-8 and 9-10 is 97.96, 97.02 and 89.95
respectively. Similarly, the Dropout Rate is 2.04, 2.98 and 10.05 respectively for the grades 1-5, 6-8 and
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9-10. About 82.26% of Lower Primary Schools are managed by the Government. The overall private
management participation in school education (up to class X) is 26.5%.
The epistemology on School Complex has shown various approaches to school complex. These
point out the administrative powers to transfer of teachers, preparing plan of work, hiring vocational
education teachers and so on. The various studies conducted have shown the success of formation of
School Complexes. We also have the indications of improvement in educational indicators like GER,
NER, PTR. The studies also have revealed advantages and limitations of setting up of school complex.
The relevance of school complex is related with two aspects ensuring the quality of education and
improvements in quality of education. The epistemological studies on School Complex have shown wide
variation so far as the scope is concerned. In one case School Complex heads are given the authority to
move staff and resources between the schools. On contrast at some other places school complex are
formed for the specific purposes of in-service training. There has been a much note on the success of
formation of School Complexes in different countries as well in India.
The issues and challenges concerned with the formation of School Complexes are seen from the
complexities of school complex governance bring Government and Private schools under one roof,
bringing together the schools following different curriculum, institutional coverage and geographical
coverage. The geographical coverage includes formation of school complexes in the habitations of tribal
population in the territory of reserved forest area. Providing proper transportation facilities, issues
concerned with management of different types of schools under one complex, infrastructural issues,
issues of different medium of instruction, issues of curriculum are the other main issues to be addressed.
Formation of SDMCs and training SDMC members is other major issue to be addressed. In addition,
holiday management of different schools under one complex, providing for inclusive and equitable
education needs due care.
Before forming school complexes some preparations are to be duly considered. They include
mapping of different schools, infrastructure facilities available, financial implications and identification of
social workers and local artisans. Sparsely and densely populated areas are to be given priority while
forming School Complexes. The head of the SC should be the principal of senior secondary school. He
should be given administrative and academic powers. The principal should be trained properly with all
aspects related with school complex administration. Technical assistants are to be provided to maintain
data related with school administration. One trained personnel to be appointed for SC to look after
CWSN. For optimal utilization of facilities, a central library may be established at one convenient center
of SC. The library must be kept opened beyond school hours and holidays. In the same way a wellequipped laboratory should also be established. A Para-Medical staff shall be appointed/hired to SC to
care of issues related with health and well-being of school children. A functional dispensary may also be
formed. Common working days, holidays and examination days are to be worked out at SC level.
Whenever, SCs are established in border sharing areas of 2 taluks or 2 districts the authority to supervise
and monitor should be appropriately decided. The supervising academic and administrative authorities
should be given the responsibility of assessing all components of schooling. Vocational teachers, social
workers and local artisans are to be hired to SC. The SCMC once constituted, the members are to be
given proper training regarding their roles and responsibilities.
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1 – INTRODUCTION
1.1.The Concept of School Complex
The concept of School Complex originated from the report of Kothari Commission 1964-66.
It was mooted as an innovation in school education. The Commission realized that modern
education is a process of learning from real life and from the pulsating, dynamic society around us.
Learning should be at the choice and pace of the learner.
Learning must stem from the roots of society. Co-operative efforts will help us to achieve
the objectives of Learning. Education can make its own contributions to the development of
individual, as well as the well-being of society, only when we can establish a face-to-face
relationship between different schools within easily accessible distances. This can be done only
when we develop all Schools as a Complex.
School Complex is organized by taking a group of elementary schools, secondary schools
and senior secondary schools. This facilitates equal educational facilities and experiences to all
students.
The Education Commission, 1964-66 which observed that “such an organization would have
several advantages in helping to promote educational advances. Firstly, it would break the
benumbing isolation under which each school functioned; it would enable a small group of schools
working in a neighborhood to make a cooperative effort to improve standards; and it would enable
the state education department to devolve authority to functional levels”. So, the networking of
schools in a school complex is expected to facilitate sharing and exchanging of resources and
experiences. In this context, there is much importance of school complex.

1.2. National Education Policy - 1986 on School Complex
National Policy on Education, 1986 says, “School Complexes will be promoted on a flexible
pattern so as to serve as network of institutions and synergic alliances to encourage
professionalism among teachers, to ensure observance of norms of conduct and to enable the
sharing of experiences and facilities. It is expected that a developed system of school Complexes
will take over much of the inspection functions in due course.”

1.3. Recommendations of various Committees and Commissions of NPE-1986 on
Educational Complex
The Program of Action, 1986speaks of School Complexes as already brought earlier. But it is
a limited concept of bringing schools together for sharing and exchanging of resources including
personnel. While they have been envisaged as institutions with wide-ranging functions relating to
the running of schools, they are not apparently conceived within an autonomous framework. The
inspection functions of the school complex, according to the POA, are also to be in addition to the
normal inspection functions of the district/ block level inspecting authorities.
DIET, Kolar, Karnataka
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The Central Government, in May 1990, appointed a committee to review NPE, 1986, under
the chairmanship of Acharya Ramamurthy.
The Committee submitted its report on 26th,
December, 1990. The Committee views the concept of Educational Complexes within the
framework of local area planning’.
It recommended that,“On a pilot basis, at least one Educational Complex may be
established in every district during the Eighth Five Year Plan so as to develop a functional model”.
At the pilot stage full administrative and financial support should be given to these complexes.
In July 1991, CABE (Central Advisory Board of Education) constituted a Committee to review
the various parameters of NEP 1986.
The committee in its report submitted in January 1992 mentioned the following on School
Complex:
“School complexes will be promoted as a network of institutions on a flexible pattern to
provide synergic alliances to encourage professionalism among teachers, to ensure observance of
norms and conduct and to enable the sharing of experiences and facilities. The school complex will
serve as the lowest viable unit of area of planning and will form a cluster of 8-10 institutions in
which different institutions can reinforce each other by exchanging resources, personnel, materials,
teaching aids etc. and using them on a sharing basis.”
“Although a number of states have experimented with the scheme of School Complexes, the
program is yet to emerge as a comprehensive and systematically administered one. As the
institutional resource endowment varies from place to place, there can be no single model for
creation of School Complexes. Every state has to evolve its own operational model based on
experiences or by drawing upon experiences of other states. The states may prescribe necessary
guidelines for creation and functioning of School Complexes and define the nature, mode, type of
planning and inspection work to be performed by them. While developing the educational
complexes, support form institutions like DIET, Teacher Education College, ITIs, Polytechnics,
particularly community polytechnics may also be sought.”
The report of CABE Committee on NEP 1986 quotes
“………………………. that educational complex is a proven institution which can be entrusted with entire
responsibility of management of education and major program like operation Blackboard in the area as
falling in its jurisdiction. Given the present stage of higher education, it seems to be rather farfetched to
expect colleges and universities everywhere to play a leading role in educational complexes”.

1.4. Review Committee on National Policy on Education
The National Policy on Education Review Committee (NPERC) assigned a very important role
to the Educational Complexes in planning and implementation.
The networking of schools in a School Complex was expected to facilitate sharing and
exchanging of resources and experiences. National Policy on Education (NPE) assigned a key role to
School Complex and the Program of Action (POA) elaborated the NPE perception.
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The Central Advisory Board of Education (CABE) in its meeting held on 8-9 March, 1991
examined the procedure to be adopted for consideration of the report of NPERC.
Following is the report of this Committee as regards the Educational Complexes.
“We find that the educational complexes suggested by the NPERC are an enlargement of the idea of
school complexes in that college, and universities are also brought into the network. We find a
certain measure of uncertainty in the NPERC’S approach to the educational complexes. The NPERC
had advocated experimentation with the idea of an Educational Complex in this chapter, while in
other chapters the recommendations relating to Educational Complex proceed from the premise
that Educational Complex is a proven institution which can be entrusted with entire responsibility
of management of education and major programs like Operation Black Board in the area as falling
in its jurisdiction’’.

1.5. Needs and Importance
1. No isolation of schools:The School Complex brings the schools of an area together and
helps to break the terrible isolation of schools which in-turn provides for raising quality of
education. It will enable a group of schools working in a neighborhood to make a cooperative
effort to improve Standards of Education.
2. Sharing Instructional Works:The school complex provides scope for the sharing of
instructional work among the different constituent schools. The expert teachers of the
complex may visit other schools, teach and plan new educational experiments. It will help to
follow improved methods of teaching.
3. Sharing material facilities:The school complex can provide new teaching aids like
computer, digital gadgets, projector, a good library, a good laboratory in each secondary
school as a unit and make them functionally available to all the schools in one area.
4. Co-operative efforts for improvement:The different schools work in close co-ordination for
mutual benefit. It will help for educational reforms and development of the country. It will
mobilize both human and material resources for the progress of education.
5. In-service Training:The School Complex provides to facilitate in- service training to teachers
and to upgrade the standards of teaching. It provides for teachers to develop their own
programs based on the needs of students. By this we can make each school to be more
dynamic. The School Complex can coordinate its works with the local communities and can
derive as much help from this source as possible.

1.6. The Features of School Complexes
1. The Management model may be that of local college, in high school or group of high
schools and the associated middle and primary schools coming together in a cluster.
2. The complex may work in coordination with local artisans and other skilled people (Pottery,
Horticulture, music, drama art and so on). The school complex may be developed further by
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appointing local artisans as said in NEP 2020. The School Complex be provided with adequate
intellectual resources as well.
3. The management of education in the Complexes should be the teaching community,
various aspects like curriculum, syllabi, content and process, evaluation, monitoring, teacher
training and modes of delivery of education to different segment of the society will be the
responsibility of the teaching community itself.
4. In discharging this responsibility, teachers will closely interact with the community, where
they are serving. In this arrangement, the quality of education will not be determined by a
body of Inspectors or functionaries external to the educational system. Consequently,
education being directly in the hands of those for whom it is a matter of day-to-day concern,
its quality should significantly improve.
5. The Educational Complexes should be autonomous registered societies in structures.

From the above, we derive the following on School Complex:
The School Complex brings the faculties of neighborhood schools together. It will help to
interrupt the terrible isolation under which each school functions at the present and like with other
schools during a particular area for raising the standard of education and to arrange similar units
throughout the country.
It assumes that High and Higher Secondary schools have better learning facilities, which can
be utilized by the primary and middle schools. So also, the local artisans and other skilled workers
services may also be utilized throughout the School Complex.
Lastly, we can conclude that properly organized educational complex can admirably serve
the purpose of closer supervision, upgrading the quality of education, optimum utilization of
resources, both men and materials and improvement of human relations and professional
consciousness of all workers.The idea of a school complex gives us potential to rethink our schools.

1.7. Education System in Karnataka
Karnataka is located on the western coast of the subcontinent. It is surrounded by Goa and
Maharashtra to the North, Telangana to the East, Tamil Nadu to the Southeast, and Kerala to the
South. There are 204 taluks(blocks) in Karnataka. Kannada, which is a Dravidian language, is spoken
by a large majority of the population and is the official language of the State. Towards the borders
of the state, other languages, such as Tamil and Telugu, both Dravidian, and Marathi and Konkani,
both Indo-Aryan, are also spoken. The State has 34 educational districts divided into 04 divisions for
all administrative purposes.
With a literacy rate of 75.36% (a rate higher than the national average), Karnataka has one
of the most highly educated populations in India. The state has many schools and educational
institutions, nearly half of which are managed by the Government; the remainder are operated by
local boards and private bodies. Compulsory free primary education is provided in all towns and
villages.

DIET, Kolar, Karnataka

4

POSITION PAPER ON SCHOOL COMPLEX

NEP-2020

The mission of the State for Primary and Secondary education is to equip children of the
state with specific knowledge, skills and values to enable them to become good human beings and
productive, socially responsible citizens and to achieve excellence in whatever they do.

1.7a. School Education
The 30 Revenue Districts of the State are recomposed into 34 Educational Districts. The
thirty districts of the State are grouped into four Educational Divisions with headquarters at
Bengaluru, Belagavi, Kalburgi and Mysuru. Besides, two divisions - Belagavi and Kalburgi are having
Additional Commissioners for streamlining of administration.
There are three kinds of schools in the state, viz., Government-run, Private Aided (financial
aid is provided by the government) and private unaided (no financial aid is provided). The primary
language of instruction in most schools is Kannada apart from English, Urdu, Marathi, Telugu and
other languages.
The syllabus taught in the schools is by and large the State syllabus defined by the
Department of Public Instruction of the Government of Karnataka. The CBSE and ICSE syllabus is
followed in case of certain private unaided and Kendriya Vidyalaya schools; IGCSE and IB syllabus
are also offered by some of the International Schools functioning in the State.
State-wide board examinations are conducted at the end of the period of Class X and
students who pass with a minimum of 35 marks in all the subjects can pursue a two-year preuniversity course; after which students become eligible to pursue under-graduate Degrees or
Diplomas.

1.7b. Pre-University
Pre-University is a very significant stage of learning. It lays foundation for higher education
and better personality development. It plays an important role in helping students to select various
professional courses.

1.8. Schools at different Levels
1.8a. Early Childhood Education
ECCE has begun in Karnataka Public Schools across the state from 2018-19. KPS provide
education from kindergarten to Class 12.

1.8b. Primary Education
Primary education in Karnataka covers five years (grades) typically from ages six (5.5 years)
to 10. Subjects in these classes include Kannada, English, Mathematics and Environmental science
(this includes science as well social science).
The NEP-2020 envisions a greater variety of subjects at primary level with renewed
emphases on art, music and physical education. The retention in upper primary has improved
since 2000 as per statistics of the government.
DIET, Kolar, Karnataka
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Upper primary education, also sometimes referred to as middle school (and middle ‘stage’
in the 2020 NEP), lasts three years from grades 6−8 (ages approximately 11−14), and within the
Government sector is often located in larger schools that include primary and/or lower-secondary
grades (larger private schools often offer all grade levels, with the exception of low-cost private
schools which often offer only primary grades). The number of subjects taught increases and
becomes more specialist as we move from primary levels.
According to Language formula in Karnataka, three languages are taught in Government
Schools: First Language – Kannada, Second Language – English and the Third Language varies like
Hindi, Sanskrit, Urdu, Kannada and so on. In English medium schools, the first language will be
English, followed by second and third languages English and usually Hindi. There are multiple
combinations for I, II and III languages in different types of management schools.
Secondary Education covers two grades, 9 and 10 (ages approximately 15−16), leading to
the first major high-stakes exam, the SSLC (Board Exam).
Higher Secondary Education called Pre-University Education in Karnataka comprises two
years grades 11 and 12 (ages approximately 17 and 18).

1.9. School Days
Typical school weeks and years in the Government school runs from Monday to Saturday,
with either a half or full day on Saturdays. In some locations – mainly urban – oversubscription of
enrolment means that some schools offer a double shift: morning classes, followed by a repeat in
the afternoon for a different cohort.
The school year usually includes around 220 days of study, typically from June to April or
early May. May is the time of the longest school holidays. October and November include a number
of public holidays (e.g., Diwali, Vijyadashami). Exam preparation typically begins as early as
February, with exams in March or April.

1.10. Grades and Promotion
The Draft NEP (Ministry of Human Resource Development, 2019) is suggesting significant
changes to the structure of schooling at different grades. The proposed revised system with a
strong focus on Early Childhood Education (ECE) that transitions into early primary education
(foundational stage), followed by a preparatory stage (previously upper primary), then middle and
high stages that continue until Grade 12. The terms ‘standard’, ‘grade’ and ‘class’ are all commonly
used to refer to different grades.
School Based Assessment is being followed in all the Government Schools. The progress of
students is recorded in Students’ Profile.

1.11. School Ownership and Management
Schools and other educational institutions in Karnataka are owned either by the
Government or by private sectors. There are two types of private sector institutions – Government
Aided and Unaided Schools.
DIET, Kolar, Karnataka
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Those that are ‘aided’ (often called ‘Government aided’ schools) receive financial support
from the government and are largely free to students (although nominal fees may be collected).
Those that are ‘Unaided’ support themselves most commonly through student fees. In practice,
therefore, both Government and Government-Aided schools constitute what are internationally
often called State Schools.
According to 2021 figures, in all Karnataka has 24,285 Lower Primary Schools: 30,883 Upper
Primary Schools: 55,160 Elementary Schools: 16,970 Secondary Schools and 3,632 Higher
Secondary Schools and in total 75,863 schools.

1.11a. Government Educational Institutions
These are run by the State Governments or public sector bodies and are wholly financed by
the Government. Examples of these types of schools include State Government Schools Murarji
Desai Schools, Kittur Rani Chennamma schools.

1.11b. Private aided (or government-aided) Institutions
These are managed privately but receive regular maintenance grants from the Government,
local body or other public authority, and as such are subject to regulations applied to Government
Schools. Curricula, study materials, syllabus and examinations at all level are similar to or the same
as Government Schools. Even the recruitment of faculties here follows norms of Government
Schools.

1.11c. Local body Institutions
These are run by Social Welfare Department. These schools include Murarji Desai Schools,
Kittur Rani Chennamma schools. There are schools run by Corporation in Bengaluru city.

1.11d. Private Unaided Institutions
These are managed by a private organization, trust, society or NGO and do not receive
maintenance grants either from Government, local bodies or any other public authority. The fee
structure for the students may vary greatly, from low-cost private schools to elite institutions more
common in larger cities. Students are often admitted to private schools according to criteria
(entrance examinations, interviews, etc.) designated by the school management. These schools
carry on with the curriculum and examinations like the Government Schools. In addition, we have
ICSE, CBSE, IGCSE and IG Schools in the State.

1.12. School Management Committees
According to RTE (Ministry of Law and Justice, 2009), each school must have a functioning
School Management Committee (SMC), comprising parents and guardians (75 per cent), local
authority officials, teachers and ‘local educationists or children’ to create a bridge between the
school administration (usually head teacher) and the local community. All Government schools of
the state have SMCs.
DIET, Kolar, Karnataka
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While the private unaided schools, typically have Parent– Teacher Associations which are
getting stronger and more powerful in many cases.

1.13. Initiatives towards Quality Improvement
DSERT is the premier institute that works for quality improvement of teachers. DSERT is
continuously striving to improve the pre-service teacher education by revising the syllabus as well
as by re-working the guidelines for teacher educator recruitments and the re-structuring of DIETs.
One of the biggest reforms in the State has been the re-conceptualizing of the Teacher Professional
Development Program of in-service teachers. The State conceptualized a revolutionary teacher
professional development program based on a Teacher Training Management System (TTMS)
develop exclusively for this purpose. Through this technology-based management system, the
Teacher Professional Development in the State has been customized to the needs of more than 1.5
lakh individual teachers.
Two prominent initiatives of the Indian Government, Sarva Shiksha Abhiyan (SSA –
‘Education for All Campaign’ in Hindi) in 2001 and the Right of Children to Free and Compulsory
Education (RTE) Act, 2009, have promoted greater foci on issues of access, inclusivity and quality in
education.
While pupil retention rates have improved over the last ten years in both urban and rural
areas, dropout rates from government schools remain comparatively high (12.3 per cent at primary
level in 2016) and enrolment gaps from primary to secondary are matters of concern.

1.13a. Sarva Shiksha Abhiyan and Rashtriya Madhyamik Shiksha Abhiyan
SSA was launched in 2001, with the aim of achieving universal primary education through
the provision of new schools, the strengthening of existing school facilities, increasing teacher
capacity and support, and improving teaching-learning materials.
The RMSA was launched in 2009, aiming to achieve secondary gross enrolment ratios of 75
per cent within five years, Universal Access by 2017, and Universal Retention by 2020. While the
last of these is likely to take longer to achieve, significant progress has been made so far. The
program has also included a focus on quality and equity.

1.13b. Rashtriya Avishkar Abhiyan
Launched in 2015, Rashtriya Avishkar Abhiyan (‘National Invention Campaign’) aims to
encourage greater enquiry, creativity and interest, specifically within the areas of science,
mathematics and technology in education.The campaign, which received Rs. 198 crore in 2017–18,
intends to create stronger links between schools and higher educational institutions through school
mentoring programs, student exchanges and development of science labs, linked to RMSA
initiatives.

1.13c. Samagra Shiksha Abhiyan
More recently, the Samagra Shiksha Abhiyan (‘Composite Education Campaign’), launched
in 2018 aims to bring together SSA and RMSA along with Teacher Education under one scheme that
DIET, Kolar, Karnataka
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views education more holistically from preschool to higher secondary education. The focus on full
access, quality education and greater equity and inclusion are continued in line with Sustainable
Development Goal 4, along with vocational, digital and physical education elements and further
strengthening of Teacher Education Institutions.

In conclusion, we can say that,
In Karnataka Primary Education covers from class 1 to 5, Middle School Education 6 to 7/8
and Secondary Education from class 8/9 and 10. Classes 11 and 12 belong to Pre-University Course.
There is no detention policy till 8th class. Board exams are conducted for classes 10 and 12
for further promotion. The assessment mode is formative and summative.
The schools in Karnataka belong to Government, Private, Government Aided, Local body
institutions, residential schools. The private schools have the governance of their own. School
Management Committees are effectively functioning in Government schools.
In addition, we have different types of schools following different medium and curriculum.
We find the schools following different curriculum in different schools like CBSE, ICSE, IGCSE, KVS,
JNVS and so on.
The mission of the State for Primary and Secondary Education is to equip the children with
specific knowledge, skills and values to enable them to become good human beings, productive
and socially responsible citizens to achieve excellence in whatever they do.
Many initiatives have been taken by the Government of Karnataka to enhance the quality of
education. These focus upon improving physical infrastructure, training of both pre-service and inservice teachers. In addition, SSA, RMSA, RAA have contributed significantly for the quality
improvement in different sectors.
The above points are highlighted by giving due consideration to the
Vision of NEP-2020 section 7 and Chapter 7.
The described introductory part lays due importance to the concept
of School Complex as envisaged in NEP-2020.
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2 – THE PRESENT STATUS OF SCHOOL EDUCATION IN KARNATAKA
2.1. Educational Scenario
The Karnataka State with an area of 1,91,791 square kilometer lies between 15.3173° N,
75.7139° E longitudes and latitudes and extended for about 675 kilometer from North to South and
for about 480kilometer from East to West with its coastline for about 320 kilometer. As per Census
2011, the population of Karnataka State is 6,11,30,704. The State shared the border with Goaand
Maharashtratothe North, Telanganato the East, Tamil Nadu to theSoutheast, and Kerala to the
South and the Arabian Sea to the West. The Kalyana Karnataka districts shared the border with
Telangana, AndhraPradesh and Maharashtra whereas the Kittur Karnataka districts shared the
border with Maharashtra and Goa states.
The 30 revenue Districts of the State are recomposed into 34 educational districts. The 30
districts are grouped into four educational divisions with headquarters at Bengaluru, Belagavi,
Kalburgi and Mysuru. Besides, two divisions - Belagavi and Kalburgi divisions are having Additional
Commissioners for streamlining of administration.
There are 204 taluks (blocks) in Karnataka. Kannada, which is a Dravidian language, is
spoken by a large majority of the population and istheofficiallanguageoftheState.
HindiandEnglishareusedintradeandbusiness.Towards the borders of the state, other languages,
such as Tamil and Telugu, both Dravidian, and Marathi and Konkani, both Indo-Aryan, are
alsospoken.
1) With a literacy rate of 75.36% (a rate higher than the National Average), Karnataka has
one of the most highly educated populations in India.
2) TheStatehas34educationaldistrictsdividedinto04divisionsforalladministrativepurposes.
3) There are in all 86,769 total schools are functioning out of which 63707, are elementary,
17,511 are secondary and 5,551 are higher secondary level.
4) There are 80,54,015 students in elementary level, 19,18,039 students in the secondary
level and 12,47,775 students in senior secondary level. (Class 11 and 12)
5) In addition, a little over 62 thousand Anganwadi Centers (AWCs) and more than 3,000
mini Anganwadi centers are functioning in 204 Integrated Child Development Services
(ICDS) projects in the State, covering all the 177 taluks (181 rural
projects,12tribaland11urbanprojects).
6) ECCE in Karnataka is predominantly delivered by ICDS scheme in 62580
Anganwadicenters and 3,331 mini Anganwadi centers.
7) The rapid survey of children conducted by the Ministry of Women and Child
Development showed that the percentage number of the children in the
samplesurveyattending pre-schoolstoodat86.6%.Outofthisnumber,57.2%attendedICDS
Anganwadis.
8) WiththecommencementofKarnatakaPublicSchoolsin2018-19,wheretheK12conceptwas
introduced by consolidating different sections (Pre-primary, lower primary, higher
primary, secondary and senior secondary) of the schools, Government of Karnataka
started a new dawn in the school education space(One campus)being run under one
DIET, Kolar, Karnataka
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roof.
9) There are 908 pre-primary sections with 2,62,602 childrenenrolled.
10) In all 1,16,73,642 students have been covered under school education which includes
60,04,286 boys and 56,69,356 girls belongs to various categories viz., SC, ST, OBC and
GM.
11) The estimated GER is 101.58 for the Primary level and the actual GER is 101.01for upper
primary levels and 90 for High School. There is marginal increase in GER for upper
primary levels and secondary levels. However, the GER is not spread evenly in all the
districts. No major gender gap is noticed in GER at State level.
12) The NER data at upper primary level is 86.66 and 83.91 at secondary level indicating
further efforts at secondary level. The lower NER (83.91) indicates that there are still a
large number of children who are not into the formal system of education.
13) The transition rate for the grades 1-5, 6-8 and 9-10 is 98.95, 98.31 and 96.61
respectively.
14) The retention rate for the grades 1-5, 6-8 and 9-10 is 97.87, 96.97 and 94.48
respectively.
15) The promotion rate for the grades 1-5, 6-8 and 9-10 is 97.96, 97.02 and 89.95
respectively.
16) Similarly, the Dropout Rate is 2.04, 2.98 and 10.05 respectively for the grades 1-5, 6-8
and 9-10.
17) The numbers of Teachers working in the Department of Public Instruction at Elementary
level is 1,53,308 as against sanctioned Posts of 1,75,931, and similarly at secondary level
42,054 teachers are working against 48,906 sanctioned posts.
18) Accordingly in the schools run by other departments, at Elementary level 7,563 teachers
are working against 10,230 sanctioned posts and at Secondary level 7,265 teachers are
working as against 9,887 sanctioned posts.
19) In Private Aided Elementary level 14,663 teachers are working against 18,350 posts
sanctioned and at Secondary level 25,030 are working against 30,628 sanctioned.
20) In Private Un-Aided Elementary level 1,46,012 teachers are working against 1,58,649
sanctioned posts and at Secondary level 1,02,031 are working as against 1,10,387
sanctioned posts.
21) There is no district in the State, where PTR in 2020-21, for sanctioned teachers is above
the RTE norm of 1:30 at all three levels. Highest PTR (sanctioned posts, LPS) is observed
in Yadgir district (1:24) and the lowest is in Kodagu district (1:8).
22) Similarly, the average PTR for the State at higher primary level is 1:22. A total of 15
districts record an average higher than the State average; the highest PTR is observed in
Yadgir district (1:30) and the lowest is again in Kodagu district (1:14)
23) The Government teacher numbers are more in elementary level than the teachers in the
Private sector.
24) The Private school teachers are larger in the Secondary School level compared to
DIET, Kolar, Karnataka
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Government schools.
25) 3 out of every 4 elementary schools in the State are either run by the Government or
supported by the Government.
26) 82.26% percent of the lower primary schools are managed by
Government.
27) It is only at the high school level that private participation is considerable. It is still
observed that nearly 3 out of 5 high schools are either managed or supported by Govt.
28) The overall private management participation in school education (up to class X) is
26.5%.
29) There are three kinds of schools in the state, viz., Government-run, Private Aided
(financial
aid
isprovidedbythegovernment)and
Private
Unaided(nofinancialaidisprovided).
30) Theprimary language of instruction in most of the schools is Kannada apart from English,
Urdu, Marathi,Telugu and other languages.
31) The syllabus taught in the schools is by and large the State syllabus defined by the
Department of Public Instruction of the Government of Karnataka.
32) The CBSE and ICSE syllabus is followed in case of certain private unaided and
KendriyaVidyalaya schools; ICGSE and IB syllabus are also offered by some of the
International Schools located in the State.
33) State-wide board examinations are conducted at the end of the period of Class X and
students who pass with a minimum of 35 marks in all the subjects can pursue a two-year
Pre-University Course; after which students become eligible to pursue under-graduate
degrees or diplomas.
34) TheStateplanstoconductthe
assessments
onanannualbasis.Otherthantheseassessments,thereareseparateBoardsofExaminationfor
Class X and Class XII which conducts the annual board exams.

The above status of schools across the state leads to the following:
PTR, Enrolment rate, dropout rate and such other educational indicators are not uniform
across the districts of the State.
The percentage of Lower Primary schools run by the Government is very huge (82.26%) and
Private Management participation in School Education up to class X is 26.5%. The Government
teacher numbers are more in elementary level than the teachers in the Private sector. The Private
school teachers are larger in the Secondary School level compared to Government schools.
Different districts of the state share their borders with other states – Tamil Nadu, Andhra
Pradesh, Telangana, Kerala, Goa and Maharashtra. Medium of instruction and curriculum followed
in schools also vary.
The present status of the State describes the educational scenario, distribution of
Schools, the educational indicators and such other factors which draws due attention
while forming School Complexes. The idea will be greater resource efficiency and more
effective functioning, coordination leadership, governance and management of schools
(NEP-2020, 7.6)
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3 – PERSPECTIVES OF SCHOOL COMPLEX AS PER NEP 2020
3.1. Efficient Resourcing and Effective Governance through
School Complexes/Clusters

The perspectives
of School Complex
throws light on the
quotes from the
relevant chapters
of
NEP-2020,
Section
7
&
Chapter 7, DNEP
2019.

According to U-DISE 2016–17 data, nearly 28% of India’s public
primary schools and 14.8% of India’s upper primary schools have less than
30 students. The average number of students per grade in the elementary
schooling system (primary and upper primary, i.e., Grades 1–8) is about 14,
with a notable proportion having below 6; during the year 2016–17, there
were 1,08,017 single-teacher schools, the majority of them (85743) being
primary schools serving Grades 1–5.
These small school sizes have rendered it economically suboptimal and operationally
complex to run good schools, in terms of deployment of teachers as well as the provision of critical
physical resources. Teachers often teach multiple grades at a time, and teach multiple subjects,
including subjects in which they may have no prior background; key areas such as music, arts, and
sports are too often simply not taught; and physical resources, such as lab and sports equipment
and library books, are simply not available across schools.
The isolation of small schools also has a negative effect on education and the teachinglearning process. Teachers function best in communities and teams, and so do students. Small
schools also present a systemic challenge for governance and management. The geographical
dispersion, challenging access conditions, and the very large numbers of schools make it difficult to
reach all schools equally. Administrative structures have not been aligned with the increases in the
number of school or with the unified structure of the Samagra Shiksha Scheme.
Although consolidation of schools is an option that is often discussed, it must be carried out
very judiciously, and only when it is ensured that there is no impact on access.
One possible mechanism for accomplishing the above would be the establishment of a
grouping structure called the School Complex, consisting of one secondary school together with all
other schools offering lower grades in its neighborhood including Anganwadis, in a radius of five to
ten kilometers. This suggestion was first made by the Education Commission (1964–66) but was left
unimplemented. This Policy strongly endorses the idea of the school complex/cluster, wherever
possible. The aim of the school complex/cluster will be greater resource efficiency and more
effective functioning, coordination, leadership, governance, and management of schools in the
cluster.
The establishment of school complexes/clusters and the sharing of resources across
complexes will have a number of other benefits as a consequence, such as:
 Improved support for children with disabilities, more topic-centered clubs and
academic/sports/arts/crafts events across school complexes,
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Better incorporation of art, music, language, vocational subjects, physical education, and
other subjects in the classroom through the sharing of teachers in these subjects including
use of ICT tools to conduct virtual classes.
Better student support, enrolment, attendance, and performance through the sharing of
social workers and counselors, and School Complex Management Committees (rather than
simply School Management Committees) for more robust and improved governance,
monitoring, oversight, innovations, and initiatives by local stakeholders.

Building such larger communities of schools, school leaders, teachers, students, supporting
staff, parents, and local citizens would energize and empower the schooling system, and in a
resource-efficient manner.
The governance of schools will also improve and become far more efficient with school
complexes/clusters. First, the DSE will devolve authority to the school complex/cluster, which will
act as a semi-autonomous unit. The District Education Officer (DEO) and the Block Education
Officers (BEO) will interact primarily with each school complex/cluster as a single unit and facilitate
its work. The complex itself will perform certain tasks delegated by the DSE and will deal with the
individual schools within it. The school complex/cluster will be given significant autonomy by the
DSE to innovate towards providing integrated education and to experiment with pedagogies,
curriculum, etc., while adhering to the National Curricular Framework (NCF) and State Curricular
Framework (SCF). Under this organization, schools will gain in strength, will be able to exercise
greater freedom, and will contribute towards making the complex more innovative and responsive.
Meanwhile, the DSE will be able to focus on the aggregate level goals that need to be achieved,
improving overall system effectiveness.

3.2. Ending the Isolation of small Schools through School Complexes
3.2a. Composition of the School Complex:Each school complex will
be a semi-autonomous unit that will offer education from the
Foundational stage (age 3-8 years) till Grade 12 (age 18). The complex
will consist of one secondary school (covering Grades 9-12) and all the
public schools in its neighborhood that offer education from pre-primary
till Grade 8. If for any reason a school complex does not have a secondary
school where Grades 9-12 are being taught, then these grades must be
introduced in one of the schools. The school complexes will also have
pre-school centres/Anganwadis, vocational education facilities, an Adult
Education Centre (AEC) etc., associated with them.
It will be up to the individual State governments to group schools
into school complexes according to the population distribution, road
connectivity, and other local considerations.
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3.2b. Leadership of School Complexes:The principal of the secondary school will be the head of
the school complex. S/he will be endowed with administrative, financial and academic powers to
oversee the coordinated development of all the schools within the complex. S/he will be given
adequate administrative support by the functionaries of the DSE, the DEO and the BEO, and be
assigned an adequate number of staff members for general administration, finance and accounting,
and so on.

3.3. Better resourcing of Schools through School Complexes
The grouping of schools across the country into school complexes will enable the sharing of
resources across schools including subject teachers, sports, music and art teachers, counselors,
social workers and so on, and also material resources such as laboratories, libraries and so on.

3.3a. School Infrastructure:While each individual school will be resourced adequately for their
basic functioning, school complexes can house shared facilities and equipment at the secondary
school that cannot be provided separately to each individual school. For audio-video systems with a
portable generator can be taken around from school to school. The secondary school can maintain
a large circulating library from which books can be sent out to schools in the neighborhood. All
shared resources will be in the charge of the principal of the secondary school who will ensure their
optimal use.

3.3b. Teachers:Teachers can also be shared among the schools in the complex. Areas/subjects,
which by the nature of the curriculum, do not require a teacher for every school (accounting for the
number of students), may have teachers appointed to the overall school complex thus making it
possible for resourcing to happen optimally.
It is generally difficult to provide leave substitutes for teachers in primary schools, because
of the small sizes of the schools. With the school complex concept, it will become possible to attach
one or two leave reserve teachers to the secondary school so that they can be sent to schools
within the complex as and when the need arises. School complexes shall have adequate numbers of
teachers for all areas/subjects in the curriculum on behalf of all schools within the complex.

3.3c. Social Workers:Adequate numbers of social workers will be appointed to the school
complexes depending on the student population and the population of adult learners in that
geography.
The social workers will engage deeply with the community being served by the school
complex. They will work pro-actively with parents and students, to ensure enrolment and
attendance, and to eliminate the phenomenon of children ‘dropping out’ of school.
Social workers will help teachers in identifying and managing CWSN including managing
relationships with their families and the community. Social workers will help in making the SMC
more effective. They will also work with counselors and families to help students identify vocations
of their choice, and identify and mobilize adults who can benefit from participation in adult
DIET, Kolar, Karnataka
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education programs. The school complex will support social workers in every way to achieve these
aims.

3.3d. Counselors: While the teachers will have the central role in student care and well-being,
each school complex will have one or more capable counselors available. The counseling available
will range from career guidance to mental health. While there may be other areas of counseling
that can be identified and mechanisms established to offer them, the following will be provided:
a)Counseling on choice of subjects in secondary grades, including vocational subjects, and on
choices in higher education, leading to potential career choices
b) Support and counseling on age related growth and development issues, especially during the
adolescent years
c) Support and counseling on mental health issues, including stress and mood disorders.

3.3e. Optimal utilization of Institutional Facilities: Since the physical infrastructure of
educational institutions is investment intensive, it is important to utilize these as fully as possible,
for the longest time during each day and for all the days in the year, by making suitable
administrative arrangements.
Given that vocational education and adult education will all be administered through the
school complex, utilizing the physical infrastructure outside of school hours will be possible.
However, the libraries, laboratories, workshops, craft sheds, sports fields, play grounds etc.,
should be open all the year round and should be utilized for at least eight hours a day, if not longer,
by anyone interested in learning through the use of these facilities.
With an encouraging climate for the sustained use of facilities, teachers, students and the
local communities will discover innumerable ways of utilizing school facilities to their maximum
potential throughout the year.

3.4. Fostering Integrated Education through School Complexes
3.4a. Integrating Early Childhood Care and Education: The requisite focus and emphasis on
ECCE will be enabled through the school complexes - by providing academic, resource and
administrative support to all public institutions engaged in ECCE within the geographic area of that
school complex. Schools that already have or will start pre-primary education, will run these classes
fully integrated with the school complex system.

3.4b. Integrating Vocational and Adult Education:School complexes will collaborate with
institutions such as ITIs, Polytechnics, etc., with local businesses (industry, service, agrarian, etc.),
health centers and hospitals, artists and artisans, and those with expertise in local crafts and
traditions, to offer a range of vocational education courses

3.4c. Children With Special Needs: Every school complex will create the infrastructure necessary
to ensure that appropriate support is available to all CWSN, within the complex. Irrespective of the
type of support that a child requires, s/he should be able to study at one or the other of the schools
within the complex, with transport provided as needed.
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3.4d. Role of higher education institutions:Universities, colleges, and polytechnics in the
vicinities of schools will contribute to improving school outcomes using the capacities relevant to
school education that they may have.

3.5. Improved support to Teachers through School Complexes
3.5a. Continuous Professional Development for teachers:The CPD of teachers will be an
important responsibility of the school complex. A comprehensive teacher development plan (TDP)
will be drawn up for the purpose, including multiple modes of development

3.5b. Aligning the Teacher Support Systems:The academic and teacher support system, and its
institutions, will be aligned to the school complex system by the DSE and the SCERT. This will
include the CRCs, BRCs, BITEs, and DIETs.

3.6. Administration and Management of School Complexes
3.6a. Organization of schools into School Complexes:Individual State governments will group
schools into complexes according to the population distribution,
connectivity, and other local considerations.

3.6b. Upgrading Infrastructure of Schools and ensuring
maintenance through School Complexes:The process of organization
of schools into complexes will also be used as an opportunity to assess
the status of infrastructure at all schools and to allocate adequate onetime funding to upgrade them.

3.6c. School Complex Management Committee:Each school complex

In collaboration with
parents and other key
local stake holders,
teachers will also be
more involved in
governance
of
Schools / Schools
Complexes including
as members of SMC /
SCMCs
(NEP-2020,
5.11)

will have an SCMC comprising representatives from all the schools in the
complex. The SCMC will be led by the head teacher/principal of the
secondary school in the complex and will have the head
teachers/principals of all schools within the complex as well as one
teacher and a civil society member from the SMCs of each of the schools. Besides this, the SCMC
will also have membership from all the other institutions that are attached to the school complex
such as AECs, academic support institutions such as CRCs and so on
3.6d. Managing School Complexes:Only a small fraction of schools in the country has support
staff associated with them, with the result that teachers are generally in-charge of everything, from
the midday meal to accessing supplies for the school. With the creation of school complexes this
will change. School complexes will be assigned an adequate number of staff members by the DSE,
to ensure smooth functioning of the school complex.

3.7. Effective Governance through School Complexes
3.7a. Improved Governance through School Complexes:The DSE will devolve authority to the
school complex and each complex will be a semi-autonomous unit. The DEO and the BEO will
interact primarily with each school complex as a single unit and facilitate their work.
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3.7b. Nurturing the Culture of Planning:The culture of working to a plan, both short-term and
long-term ones, will be developed across the leadership of all educational institutions. Schools will
develop their School Development Plans (SDPs) with the involvement of their SMCs.

3.7c. District Education Council — Zilla Shiksha Parishad:Each district will have a DEC/ZSP for
oversight of the functioning of the school system in the district, and to enable the functioning and
empowerment of the schools, school complexes, SCMCs, and SMCs.

3.7d. Planning and review for development at every level:A culture of rigorous planning and
review will be established at all levels by the corresponding apex governing bodies; the SDP, SCDP,
and DEDP will form the basis for such reviews.

3.8. Effective Governance and Management of Individual Schools within School
Complexes
This includes the following points:
 Making SMCs effective for improved local governance of Schools
 SMCs as a mechanism for community support and supervision
 Enabling SMCs to function effectively
 Addressing School Management Committee Issues and Grievances
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4 – EPISTEMOLOGICAL
MOLOGICAL FRAMEWORK OF SCHOOL COMPLEX
omplex is discussed under the following
The epistemological frame work of School Complex
components:
1. Context and background
a. Review of literature – exiting studies on School Complex
b. Significance and validity of the concept of School Complex
2. Approaches of School Complex
a. Multiple ways
b. Encouragement for Innovations
3. Arguments regarding the set-up
set
of School Complex
Limitations
a. Rationale
b. Advantages &Limitations
4. Relevance of School Complex
Com
a. How School Complex can contribute to ensure the quality of education

4.1. Context and Background

4.1a. Review of Literature on School Complex
According to UNESCO,the
,the School C
Complex existed in the third world was termed as School
Clusters. Since School Clusters
lusters are unfamiliar to many people, it is necessary to begin with a
definition. In the context of this study, a Cluster is a grouping of schools for administrative and
lusters are usually called Núcleos.
Núcleos.Other names are
educationalpurposes.In
.In Latin America, Clusters
complexes, Zones
ones and school learning cells.
The meaning of the concept may be clarified by focusing on structures. Figure
Figur 1 shows a
common cluster model in which one school is made a 'core' or 'central' institution, and is the leader
of several 'satellite' institutions. Thehead of the core school coordinates the work of the cluster. He
usually pays particular attention to sharing of resources and to staff development.

The Purposes of Cluster Schemes(termed as School Complex in NEP 2020)
Survey of cluster schemes shows(survey made by Mark bray,University of Hong-Kong)
many
Hong
common purposes. Chiefamong them are:

Economic



Sharing of facilities
Bulk ordering of materials and
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Pedagogic









Allowing schools to gain access to extraresources
Encouraging teacher development
Promoting curriculum development
Providing an environment for innovation
Encouraging cooperation in school projects
Encouraging pupil competition, e.g., in sportsand examinations
Integration of the different levels of schooling,and
Integration of schools with non-formal education

Administrative





Acting as a focal point to which instructionsfrom higher levels in the hierarchy may be sent
Acting as a centre for collection of informationon enrolments, staffing, etc.,
Local decision-making, e.g., on teacher postingand leave arrangements,improved planning,
Providing a better framework for teacherinspections.

Political




Raising consciousness about the causes of underdevelopment and of the actions that can be
taken by individuals and communities
Increased community participation in decisionmaking, and
Reduced regional and social inequalities

Schools Mapping – Project in Colombia
School maps are particularly valuable instruments for micro planning, for they help identify the
existing distribution of resources and the major developmental gaps.Itis no coincidence that the
nuclearization project in Colombia, for example, is coordinated by the National Technical Team for
Educational Mapping, for the initial awareness of the benefits of nuclearization. Seen in this light,
the growth of the school cluster concept results from the intersection of concerns about micro
planning, school mapping, decentralisation and popular participation. Viewing the matter from a
different angle, school clusters are widely seen as a way to improve the use of scarce resources and
to upgrade educational quality.
The cluster concept has partly grown from developmentsin microplanning. Advocates of
microplanning point out thateven in the smallest country it is impossible for the centralMinistry of
Education to know the specific circumstances ofevery school and community. It is of course
essential tointegrate all plans into a national framework; butit is alsoessential to treat eachlocality
as an entity in itself. Microplanning, which implies a degree of decentralisation,can also permit a
stronger local participation in decisionmaking.

Cluster Schemes also show wide variations in theirScope as the two extremes:
Sri Lanka – Introduction of school clusters have required partial federation or amalgamation of
neighbouring schools. The cluster head has authority to move staff and resources between schools
and heads of ordinary schools have much less authority than they would in an un-clustered system.
DIET, Kolar, Karnataka
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Papua New Guinea– Byy contrast, schools are only grouped for the specific purpose of in-service
in
training and for common use of Education Resource Centres. Clusters are relatively loose, and
teamleaders have little formal authority.This account first outlines an early scheme
sc
launchedin1945, before moving to the more important initiativeslaunched in 1972. It then
comments on the latter's aims,structure, and operation in practice.
The First Project: The first nuclearization
nucleari ation project was launched after an intergovernment meet
meeting
about Lake Titicaca in 1945. The lake is shared byPeru and Bolivia, and the two governments
wanted both to develop the region around it andto provide special support for the indigenous
ich was a slightly different
population. The meeting proposed 'Núcleos Escolares Campesinos' [wh
[which
name from the later nucleari
nuclearization
ation initiative], modelled on a famous institution in Bolivia called
Warisata.That school had been founded in 1931, and was the first in the continent to employ the
nuclear concept.

School Complex in India – Different Studies
School complexes (as they are called in India) were firstrecommended by an Education
Committee
ommittee in Maharashtra State in1948. No action was taken, however, and in 1966
overnmentEducation Commission. Some state
therecommendation was repeated by a National GovernmentEducation
governments responded inthe late 1960s and early 1970s, though with different modelsand varying
degrees of success.This account, which is chiefly based on Singhal (1983)describes the schemes in
six states. For ease of reference,the projects are summarised in Table.

01. Bihar
In 1975, the government of Bihar introduced complexes inthree of its 28 districts. The
complexes were made formalunits in the administrative hierarchy of those districts.Their duties
werepreparation
preparation of annual plans
plans. In addition the duties included the following also:
 intensive, regular and surprise inspections byeducation
by
officers
 panel supervision of teaching, by subject group
Teacher Association meetings at the complex level
 organization of student activities
activities, Parent-Teacher
 conduct of examinations at the complex level, and evaluation of schools on the basis of
21
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results
processing of requests for casual leave, andpreparation and collection of pay-bills

However, the scheme is said to have lacked adequate preparation, and in 1977 a new
Minister of Educationmentioned that the system might have to be abolished. TheMinister's
statement removed further support from an already shaky system, and although Sinha's 1981
evaluation noted that 32 complexes still existed, he added that they were just limping.
At the same time, some achievements were reported.Supervision of teachers wassaid to
have increased, which inturn improved teachers' punctuality and techniques, and hadsome impact
on pupil achievement. And resources were said to be used more efficiently: library books were used
morefrequently, laboratories shared, and teachers used assubstitutes when colleagues were
away.Nevertheless, Singhal'sconclusion (1983, p.9) was that"owing to lack of political will and
indecision about thecontinuance of the scheme, the future of the school complexes in the State has
been rendered bleak".

02. Haryana
School complexes were introduced in Haryana in 1969-70. Six higher secondary schools in all
districts except one weremade core schools, and middle and primary schools within aradius of eight
kilo meters were attached to them. By 1973,36 complexes were in operations.In 1974 the project
was modified and greatly expanded.Particularly with the focus of teacher upgrading, 909 high and
'Junior Basic Training' schools were made in-service centres. Each served primary and middle school
teachers within a radius of eight kilometres. A special training course was organized and attended
by 542 of the 909 heads of central schools. The scheme envisaged that about 35 primary school
teachers would go to each central school on the last working Saturday of every month. Many
institutions organized demonstration lessons and various kinds of competition for the children. A
school-complex bulletin, PrathmikAdhyapakwas distributed free of charge to every primary school,
and often formed the focus for discussion.
In 1975, the scheme was rationalized. Central schoolswith fewer than 12 primary schools
attached to them were dropped from the list, thus bringing the number of central schools down to
841. Although performance in some complexes was disappointing, in 1979, 816 of them were said
to be active.On the financial side, every complex in 1974-75 wasgiven a non-recurring grant of
Rs.500 (US$32) per annum.This was later reduced to Rs.250, but District Education Officers were
given Rs.l5,000 to purchase books for complexes and Rs.l,000 to support innovative projects.
Production of the bulletin cost about Rs.90,000 each year.

03.Maharashtra
Although an education committee recommended school complexes in Maharashtra as far
back as 1948, they were not actually introduced until the early 1970s. Six hundred complexes were
then established within a short period of time, and a further thrust in the late 1970s raised the
number to 1,200. Although some complexes only grouped primary schools, the majority grouped
DIET, Kolar, Karnataka
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both primary and secondary schools.Each complex had an average of seven schools. At the end of
1981, the scheme catered for 14% of all primary schoolchildren and 10% of all secondary school
children. The initiators of the second thrust argued that:"isolation is a curse to a number of schools
which calls forhumane consideration and concerted action. External inputsor rapport are all that
has been wanting all these years".
The initial premise about the need for rapport rather than support (instead of both rapport
and support) might seem rather questionable, and the acronym might appear rather gimmicky.
However, the campaign had the personal support of the Director of Educationand had a big impact.

Three of its distinctive features were:


Individual education officers volunteered to become'godfathers' to specific complexes. This
role wasoutside the normal frame of their duties.



The project specifically focused on weak schools. Even the central schools were selected
because they were weak. Leadership therefore came more from the
education officers than from the principals of the central schools.

 Cluster membership was voluntary
The emphasis was on non-monetary inputs. Even whenteachers came for meetings, they had to
meet costs from their own pockets. Strong emphasis was placed on periodic grading of schools and
self-assessment of teachers. Singhal (1983)presents figures suggesting that, at least in some cases,
thescheme had strongly beneficial results. For example, hepresents a specific case study of Charholi
School Complex,and indicates improvements in school facilities, pupilattendance and pupil
performance.However, the fact that much of its success has arisen from the personal initiatives of
the Director of Education is both strength and a weakness. If the scheme is not institutionalized by
the time the director leaves, it is likely to collapse.The fact that the scheme relies on rapport rather
than financial and material inputs are also both strength and a weakness: it is immune from
budgetary cuts, but is totally reliant on the enthusiasm of individuals. Experience elsewhere shows
that such interest can be very hard to maintain.

04.Rajasthan
The Rajasthan scheme was launched on a voluntary basis in 1967. Inspectors and individual
school heads were allowed to propose institutions as central schools. Each complex normally had
three to five secondary schools and up to 25 primary schools. The education authorities stipulated
that no teacher should be more than one hour from the central school. Separate complexes were
permitted for girls' schools, and no headteacher was forced to join a complex. The initial number of
71 complexes rose to 168 in 1972.
A survey in 1971-72 found that:
 53% of complexes had prepared plans
 47% had appointed subject committees,five had shared laboratory equipment or library
books,
 64% had arranged demonstration lessons
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The headmasters and senior teachers of 54% visited thecomplexmembers and

 56% had arranged common examinations.
This seems a notable achievement, though the authorities had hoped for more. Accordingly, the
Department of Education embarked on another thrust and issued detailed guidelines. According to
Singhal (1983, p.ll), no further studies have been made to assess impact.

05.Tamil Nadu
Tamil Nadu's scheme was founded in the early 1970s as a pilot project in every district. It
was considered worthwhile, and was expanded. By 1982 there were over 2,000 complexes. The
standard model was one high school, three or four middle schools, and 10 to 20 primary schools. In
general, its aims are similar to schemes in other states. However, detailed information on
performance is hard to obtain.

06. Uttar Pradesh
Although Uttar Pradesh is the state with the largest population, its school complex scheme
is very small. In 1982 it was confined to just five development blocks with about 20 complexes
altogether. Each complex consisted of 10 to 15 primary schools linked to a middle school.
The roles and strategies of the complexes were similar to those in other states. Among other
functions, they were expected to:


Undertake censuses of school-going populations



Set enrolment targets for each school



Identify weak students in each school and decide on appropriate remedial action



Set up laboratories in the central schools organize demonstration lessons, and



Organize competitions, e.g., in art, handwriting and story-telling

4.1b. Significance and validity of the concept of School Complex
In 1993 the Annenberg foundation sponsored a program to encourage networking among
schools for mutual learning and support, strengthened accountability and improved student
achievement in urban school districts in the United States. The project which was launched in
Losangeles in 1994 received US53 million Dollars for a 5-year project funding 27 network of schools
termed school families.Voluntary group of schools consisting of a high school and one or more of its
feeder middle and elementary schools were eligible for funding. The school families were larger
than anticipated averaging about nine schools per network. School families collaborated by sharing
information on curricula instruction and students in order to spread improvement initiatives.
The programs elaborated in various educational zones were very diverse, having their
purpose on the following goals:
Raising the quality of learning, Raising the quality of teaching, Providing support for school
families, Providing support for pupils, Tackling social exclusion and working with partners.First the
DIET, Kolar, Karnataka
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zone drew up a project bid, after receiving the necessary approval and funding. It came up with a
detailed project plan,with the consultation of local educational professionals.
It contains the zone objectives, a summary of its targets and of the progress made towards
achieving them. The programsfor coming years and outlined plans for the remainder of the lifetime
of the zone.This resulted in improvement of quality in school families and also enrollment increased
considerably.(School clusters and teacher resource center by Elizabeth A Giordano page-67)

4.2. Approaches of School Complex
From the above epistemological back-ground we observe the importance of school complex
for its successful functioning. The members of the committee, the District Educational Officer and
the Inspector of schools mainly should be in touch with each school complex and as far as possible,
should help in making the system more elastic and dynamic.If the system is to function effectively
and successfully adequate powers and responsibilities will have to be delegated to the complex.
They include the following:
(i) The school complex should be authorized to modify, within prescribed limits and subject
to the approval of the District Education Officer, the usual prescribed curricula and syllabus.
(ii) It is very difficult to provide leave substitutes for teachers in primary schools, because
the size of each school is so small that no leave reserve teacher can be appointed. It is more difficult
in case of single teacher schools, where if the teacher is on leave, the school has to remain closed.
The function of the school complex is to attach one or two leave reserve teachers to the central
secondary school and they can be sent to schools within the complex as and when the need arises.
(iii) The headmasters of the schools within the complex should prepare a plan of the work in
detail for the ensuring academic year.
(iv) The headmasters should meet together and decide on broad principles of development
in the light of which each individual school can plan its own program.
(v) The complex should arrange periodical meetings of all the teachers in the complex, at
least once a month, where discussions on school problems could be had.
(vi) The in-services-education of the teachers can be arranged during the vacations. Here
short special courses can be organized for groups of teachers.
(vii) The central high school can maintain a circulating library from which books could be
sent out to schools in the neighborhood.
(viii) The services of the special teachers, like the teachers for physical education for art can
be utilized for all the schools of the complex.
(ix) The services of B.E.O., the Tahsildar, The Medical Officer, the Subject Inspectors of
schools and other officers of the locality can be effectively used for planning and executing the
scheme of school complex.
(x) The headmasters and teachers of high schools of the complex should visit the higher
primary schools in the neighborhood at least once in a month and some lower primary schools in
the same manner.
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4.2a. Multiple Ways
The Basis for Cluster Formation
The range of models may be illustrated by three examples on a continuum. The first model
is far-reaching, the second is intermediate, and the third is the least extreme.

01. The Extreme Model
In this system, the School Complex committees have very wide powers. Among powers in Sri
Lanka and Thailand, for example, are determination of cluster budgets and recommendation of
staff for promotion. In Sri Lanka, cluster committees can also transfer staff within their clusters. In
both countries the roles of cluster heads are set out in official regulations, and in the Thailand case
they are enshrined in a national law.

02. The Intermediate Model
In this situation, schools are formally grouped together by higher authorities, but the
controlling committees have much less extensive powers. The director of the centre organizes
workshops and distributes materials around the schools, but cannot transfer staff among the
schools or make recommendations for promotion. Among 28 other countries, this type of model
exists in Indonesia, Malaysia and Papua New Guinea.

03. The Least Extreme Model
In the least far-reaching model, membership of a cluster is voluntary. Schools group
themselves together, and can abandon the association if they wish. The schools hold joint meetings
of ParentTeacher Associations. Usually, they appoint committees to organize meetings and
supervise implementation of decisions, and may formalize their association with written
constitutions. The Chairman rely entirely on voluntary cooperation, and have very few sanctions to
enforce control. The chief advantage of the informal operations is that they are entirely self-help
schemes. They can greatly improve the nature of education provision, without requiring financial or
other support from Governments.

4.2b. Encouragement for Innovation
Centralized systems are well suited to innovations initiated at the top, since the central
authorities are likely to have both the authority and the resources to introduce changes.
However, centralized systems tend to discourage local initiatives. Even when low-level officers
perceive local problems and ways to solve them, they rarely have the authority to introduce
changes. Decentralized systems can therefore be much more flexible, and can encourage local
innovation.

4.3. Arguments regarding the set-up of School Complex
The concept of School Complex came into existence in India since the report of Kothari
Commission in 1964-66. The first National Education Policy 1986 also laid importance for the
setting of School Complexes across the country. The review committee on NEP 1986 mentioned
‘the networking of schools in School Complex facilitates sharing and exchanging of resources and
experiences. The schools that have better learning facilities can share the same among the schools
in School Complex. The very concept of School Complex mainly brings the neighborhood schools
together and removes isolation of schools.
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Various educational indicators like GER, NER, PTR can considerably be improved. The
performance of students in achievement tests also be improved by providing necessary academic
support from among the schools in the complex. The children in specific School Complex may be
provided with the skills they are interested in by hiring local artisans. The disparities among the
schools can be considered with due care. The complexities involved in School Governance may also
be addressed. All these factors lead us to justify the causes for establishing School Complexes.

Advantages and Limitations of School Complex
The Epistemology of School Complex shows and different studies had done have shown
someadvantages and limitations of constituting School Complex. Few important of them
arementioned here:

Advantages
(i) The linking of secondary schools and primary schools under this program can break the isolation.
All the schools under the scheme can work together for the common good.
(ii) Selected School Complexes can be used for trying out and evaluating new text books, teachers,
guides and teaching aids.
(iii) The ill-equipped primary schools can be provided certain facilities and equipment to impart
instructions successfully.
(iv) The Complex may be used as a unit for the introduction of better methods of evaluation and for
regulating the promotion of children from class to class or from one level of school to another.
(v) Better library and laboratory facilities can be provided to the primary schools.
(vi) For the professional growth and development of teachers in-service training facilities can be
provided.
(vii) Students may be provided training in vocational skills by hiring local artisans for School
Complex.

Limitations
(i) Rapid expansion of student enrolment at the primary stage of education, create difficulties in
extending facilities available in the secondary schools to the primary schools at a particular
Complex.
(ii) If the dominant headmasters in any unit happen to be through - going educational
conservatives, the imaginative classroom teacher may face difficulties to experiment dynamic ideas
in the classroom.
(iii) The program of in-service education, will also involve expenditure.
(iv) Linking of schools following different curriculum other than state curriculum poses certain
problems.
If the students of the primary schools are to be taught science in the high school laboratory
during vocations, some payment will have to be made to the teachers concerned. If the scale of
this expenditure will not be managed, then the system may not function. Even problems may arise
out of linking together of schools. A large group may stand in the way of successful functioning of
the School Complex. Hence, it is wise to form small groups. It will facilitate better face to face
human relationships.
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In spite of the above limitations, the school complex has many more advantages as
discussed earlier. Therefore, attempts must be made to remove these difficulties for planning
education in a new direction.

4.4. Relevance of School Complex
Ensuring Quality of Education: The system of education has to satisfy constantly rising demands,
general desires for higher qualification and thereby ensure the concerns for enhancement of
quality. In Latin America, school clusters have been introduced in Bolivia, Colombia, Ecuador,
Panama, Peru and other countries. This has been proved a way to improve the use of scarce
resources and to upgrade educational quality.
Improvement of Quality of Education:The chief way that clusters can help improve school quality
emerges from the discussion on sharing resourcesthrough a cluster. Individual schools gain access
to the facilities and staff of other schools. In addition, if no school in the cluster currently has
certain resources, the fact that several schools are grouped together improves their quality of
education.
School complexes in India have two important roots: therecommendation of an education
committee in Maharashtra Stateas far back as 1948, and a similar recommendation by a National
Education Commission in 1966. Only in the late1960s and 1970s was there any action, however the
account presented here highlights developments in sixstates. It shows a wide variation in models
and in coverage.Although in most cases the positive aspects have to be balanced byshortcomings,
the balance remains positive. The complexes seen generally to have been welcomed by the
teachers and to have helpedachieve both the quantitative and the qualitative goals ofeducation.
The schemes in Maharashtra and Tamil Nadu seem tohave been particularly worthwhile. This
review has shown that clusters can indeed play apositive role, helping to improve the operation of
schoolsystems. They are not a panacea, and international experience shows the evidence of
shortcomings and failures as wellas successes. However, much can be achieved provided
policymakers are realistic in their aims and pay careful attentionto design and implementation.
The epistemological studies on School Complex have shown wide variation so far as the
scope is concerned. In one case School Complex heads are given the authority to move staff and
resources between the schools. On contrast at some other places school complex are formed for
the specific purposes of the service training. There has been a much note on the success of
formation of School Complexes in different countries as well in India.
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5– Issues and Challenges
5.1. Introduction
In 1986, India drafted the National Education Policy with the aim of improving
education in the country. They decided to do this by increasing the number of schools and the
number of teachers who join the system. The other big goal of that policy was to reduce gaps
in education by focusing on basic literacy and numeracy. In 2015, a committee headed by K
Kasturirangan came together to draft a new NEP of which the aim now had shifted to
transform India’s education system.
Is the system designed to accommodate this new idea of world-class education?
It talks about methods of using the schools more optimally by clustering schools and creating
School Complexes. If one reads the NEP, the word school complexes will come up multiple
times but its chapter 7 that talks in detail about the structure and governance of school
complexes.
There are several issues with respect to School Complex and there are many challenges
infront of us while constituting School Complexes across Karnataka.These issues have to be
taken as challenges and while forming School Complexes, these issues have to be addressed.
School Complex has its own advantages in rising infrastructure and quality in education.
Here are few issues related to formation of School Complex:

5.2. The Complexities of School Complex
Governance

The issues raised here focus on the problems
currently faced in governance and leadership

‘School will be organized into School
Complexes which will be the basic unit of governance and administration.’ The principal of the
secondary school will be the head of the whole School Complex and take decisions for all the
schools under the complex with regard to resource allocation, finances and accounting. What
makes all of this ambiguous is the lack of clarity, raising some key questions:
01. How will the principals/ heads be upskilled and trained to manage multiple schools?
The current scenario with schools has shown multiple times that principals struggle
with managing one school strategically. This has multiple reasons ranging from
overburdening the Principals with administrative tasks to lack of motivation. With more
schools, the efficiency and the quality of the work will further diminish resulting in
unequal attention to all schools in the Complex.
02. What will be the role that power will play when it is concentrated in the hands of a
topfew? Power plays a very important role in seeing actions take place effectively and
equitably. With power being centralized towards one school’s principal, resource
allocation, competition and financing may become extremely imbalanced. If a principal
for one school is taking decisions for all the schools in the complex, these might not
serve the same benefits for everyone as it’s not possible for the principal to have
complete context of all the schools.
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03. Under the New Policy of Education (1986), at least one Educational Complex may be
established in every district during the Eighth Five Year Plan, so as to develop a
functional model – An educational complex was intended to be established for the
same reasons as the current School Complex proposition. Hence this idea of school
governance has been in implementation for more than 35 years and has not completely
been functional in urban and rural India. What currently making us believe is - with the
NEP-2020 is the implementation be stronger?
04. And finally, as the infrastructural compositions of schoolschange, principals/heads of
schools also need to get accustomed to the other big changes, as mentioned above,
that come with the implementation of the NEP. Even bringing one small shift into the
school system requires training and developing teachers, informing and investing
stakeholders and making time for long-term strategic planning.

5.3. Constituting a School Complex
The number of schools across the state is more in numbers,so it is of great challenge in
constituting school complex.The number of lower primary schools is more compared to higher
primary schools,but number of secondary schools are lesser compared to primary schools,now
according to NEP 2020,even pre-primary schools like Anganawadi,Balvatika,nursery, LKG and
UKG schools are also have to be the part of school complex.
The number of Government Lower Primary Schools is 82.26%. These are mostly located
in rural areas. The percentage of Private Management Schools is 26.5% (up to class x) which is
mostly located in Urban areas. Bringing this 26.5% of private school under School Complex
poses critical issue.
Educational Indicators are different at different geographical areas. Achieving optimal
standards on these indicators poses a challenge.

5.4.Coverage
Two aspects of coverage may be considered here: (a) thenature of the institutions that
clusters can include, and (b) the geographical areas that they may cover
5.4a. Institutional Coverage
As mentioned in the Introduction, some clusters embrace onlyprimary/secondary schools,
and some embrace both.Three main arguments favor clusters composed of onlyprimary or
secondary schools:
1. If primary and secondary schools are grouped in thesame cluster, the secondary schools
are likely todominate. The staff of secondary schools may not besympathetic to the
needs of primary schools, and theoperation of the cluster may be unbalanced.
2. For most matters, the schools need to cooperate onlywith other schools at the same
level. It is unsatisfactory, for example, for sports meetings to requirecompetition of
primary school children againstsecondary school ones; and in curriculum matters
thechief needs are for staff to discuss problems withother staff who face similar
problems.
30
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3. Formal linkage of primary and secondary institutionsreinforces the idea that all primary
children shouldaim to proceed to secondary school. Few Governmentscan yet afford
universal secondary education, and thearrangement may raise unrealistic
expectations.On the other hand, several arguments can also be foundto support mixed
clusters.
5.4b. Geographical Coverage
How to involve all schools, where schools are scarcely scattered
It will be up to the
geographically in places like Malenaadu Karnataka, South and North
individual
State
Canara, schools in tribal areas and border districts of Karnataka?
Governments to
group schools into
The habitation of Tribal population is in the territory of reserved
Scholl Complexes
forest area and some families are also living in reserve forests.
according
to
(Nagarahole and Dubare in Kodagu district, Malekudias in Bhagamandala
Population
of Kodagu, HD Kote, Hunsur and Periyapatna of Mysore district,
distribution, road
Beligiriranga betta of Kollegal, Hanur in Chamarajanagar district, Koragas
connectivity and
other
local
and Malekudias in South Canara and Udupi, HalakkiGowdas in North
considerations.
Canara, Lambanis scattered in and around 3 districts Chitradurga,
(DNEP
2019,
Davanagere, Shivamogga, Hakki-Pikkis and so on). The customs, culture
97.1.2
and traditions of these people are different. No structures are allowed
inside the reserve forest and forest area. Establishing School Complexes in these areas poses a
big challenge.
Contrary to these issues, there are hugely populated places like B.B.M.P and other
corporations. Here number of schools is more in number compared to other places. There is
another issue to be looked into especially at border areas of a block or a district while
constituting School Complex.
Establishing school complex in areas that share border with the other district and taluk
also a challenge to be addressed.

5.5. Transportation and Facilities
It is of a huge challenge tobring foundational learners like nursery,LKG, UKG
&Anganwadis under the school complex. Mobilizing the learners to the feeder school is of a
challenge in all aspects due to their age.Regular change of teachers might have an impact on
their learning.
There are areas where the families live largely apart and segregated into different
localities. In some areas like Malenadu region, Coastal area in South Canara, Western Ghats
schools are sparsely situated. Arranging transportation facilities requires special attention in
terms of both expense and time.

5.6. Management Issue
There
are
many
Governmentaided,unaided,local
body
schools,residentialschools,Kendriya Vidyalaya schools and other schools functioning in a
geographical area by different managements and administrators.So, while constituting School
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Complex and to manage, it is important to bring harmony of all the people involved in it.
While many managements school might not be interested to involve in School Complex due to
administrative,financial,political and social perspectives.While involving private management
schools, utmost care needs to be taken so that the policies are not violated.
There are schools run by local bodies like BBMP, schools run by Social Welfare
department like Murarji Desai Schools, Kittur Rani Chennamma Schools, Ekalavya Schools and
so on. Schools managed by Central Board of Secondary Education – JNV Schools, KVS; Sainik
Schools managed by Defense Ministry. Brining all these schools under one single concept of
School Complex is an issue.
There are schools with different medium of instructions. Bridging these schools for a
School Complex is also an issue.

5.7. Infrastructuralissues
If the feeding school has more strength compared to feeder school,then feeder school
needs to be given infrastructural support and vice versa also possible.If any school has school
field and rest of the schools in the complex doesn’t have, then mobilization and
accommodation will be a huge challenge. In this event even time management also to be
looked into.

5.8.Issues of the Curriculum
While constituting School Complex in a region,we can find schools following different
curriculum and different medium of instruction. Then care has to be taken while forming a
school complex.(There are C.B.S.E,I.C.S.E,I.G.C.S.E and State run schools).
Though majority of schools across the state are governed by State Curriculum, there are
schools which follow CBSE and ICSE, IGCSE, CIE (Cambridge International Education)
curriculum. Brining the schools with different curriculum under one School Complex is a
challenge.

5.9.Article 371J
While constituting School Complex in Kalyana Karnataka and Kittur Karnataka area care
has to be taken to see that,the provisions of article 371J is not violated. (especiallywhile
forming school complex at border districts). Transfer of teachers to different school complex
also poses a challenge(inter or intra).

5.10.School complex in Forest and Tribal areas
While forming school complex in forest and tribal areas which involve tent schools,care
has
to
be
taken
regarding
infrastructure
and
medium
of
instruction.(Kodagu,Chamarajanagara,Belgumetc)

5.11.Formation of SDMC at School Complex

DIET, Kolar, Karnataka

32

POSITION PAPER ON SCHOOL COMPLEX

NEP-2020

Care has to be taken while forming SDMC at School Complex.Importance must be given
to all schools because they will have their own SDMC too. Schools might also be with different
legislative constituencies and panchayaths.
Ensuring various rights in RTE, there are SMCs in all Government Schools. The
committee is responsible for development of yearly School Development Plan as well
monitoring the utilization of grants. In private schools all decisions regarding school
development are made by the management. Constituting a SMC in private school with a
member from the Government sector is an issue.

5.12. Training of SDMC Members
The SDMC members of a School Complex are from different backgrounds. One cannot
expect the same understanding among the members towards the development of School
Complex. They are expected to develop School Development Plan, Improve Learning Outcomes
of Students, mobilizing physical and financial resources, endorse the performance appraisal of
teachers and so on. Designing a robust training program and making them obligatory to be
compulsorily a part of such training is utmost essential.

5.13. Political, Social,Psychological and Religious
These aspects pose issues for forming School Complex. Stake holders are also mentally
set for independent institutional aspects.Even teachers need to face the new challenges of
School Complex and to be involved in it.

5.14. Appointment/selection/nomination of Social Workers in School Complex
The nomination of social workers to help school complex, should be free from any
ambiguity. There has to be no pre-judice and only pre-determined guidelines and merit should
be the criteria.

5.15.Holidays Management
While framing the annual academic calendar of events for School Complex,working
days, holidays, conduct of other events are to be considered with due care.

5.16.Management of staff
In a school complex if different language formula is used,then managing staff for quality
improvement is a challenge. (Urdumedium,languages,heterogeneous)

5.17. Inclusive and Equitable Education
While forming School Complex enough space must be given to inclusive education.
Special children might have scattered across the schools and these children are to be taken
care of for providing equitable education to meet their special needs.

5.18. Accountability of work
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Fixing the accountability of teachers working under a School Complex need to be given
due consideration. Work distribution and having cadre wise job chart need special attention.

5.19. Language diversity and 3 language formula
Twenty-two languages are afforded official status in India, referred to as ‘scheduled
languages’ in the Constitution.
Kannada is the official language of Karnataka and is spoken as a native language by
approximately 76% of the population. In addition, the state comprises the speakers of Urdu –
9.72%, Marathi – 3.95%, Tulu – 2.28%, Kodava – 0.25%. There exists a script in Tulu and no
script exists for Kodava. Kannada script is used for Kodava.
In Government schools, Kannada is taught as the first language (exceptions are Adarsha
Schools where the first language is English, In Urdu Schools; the first language is Urdu). Private
un-aided schools have both English and Kannada as the first language. We have Marati and
Urdu schools in Karnataka. The issues related with the language are to be addressed while
setting up of school complexes across the state. This creates a complex situation in having the
languages in schools as the language culture and ethnicity are inextricably linked.

5.20. Translingual Practices in the Classroom
Separate medium of instruction may give the impression that what happens in each
classroom happens in one language. However, the reality is different particularly when teacher
and learner proficiency in Medium of Instruction is low. Reality of language use in English
lessons involve a more complex, pragmatic mixture of languages – a practice known as trans
languaging – both among learners and in interaction with teachers in ways that mirror the
reality of languages. This needs attention.
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6 –Recommendations
The review of different studies on School Complex has shown many advantages of having
School Complexes. The epistemology of School Complex has indicated the success of School
Complex in overcoming isolation of school, effective, proper and advantageous usage of resources
– physical and infrastructure. The varied geographical conditions pose certain challenges in
improving quality of school education in our state. The educational indicators like GER, NER, PTR
and so on also different in different geographical areas. These can be addressed to a considerable
extent by having School Complexes. Academic related challenges like students’ performance,
achievement of learning outcomes can also be addressed by constituting School Complexes
appropriately. With the insights derived from various studies, educational indicators, geographical
conditions of the state, the following are the recommendations for constituting School Complex.

6.1. Preparations for Constituting School Complex
6.1a. Mapping of Schools
The schools functioning in a locality – schools managed by Government and
other local bodies, private management schools, school different curriculum
and medium of instructions, different level of schools – primary, middle,
secondary, senior secondary, day schools and residential schools are to be
mapped appropriately before constituting School Complex.
Schools in urban area, rural area, tribal area, forest area, coastal area and
areas that share borders with other states, districts, blocks should also be
mapped.

6.1b. Infrastructure
Infrastructure facilities available in different schools must be taken care of.
In addition, facilities for establishing laboratories, libraries, sports rooms, and
playgrounds are also to be taken note of.

The
criteria
included
for
mapping
of
schools takes
into account
the geographic
area
accessibility
for students,
School
managements
and such other
considerations

6.1c. Financial Implications
Financial implications – finance required for transportation, providing infrastructure,
educational facilities. The financial implications required for ensuring safety and security of
students in tribal and forest areas.

6.1d. Governance
Governance related aspects – who should lead the School Complex? When there are more than
two PU Colleges in one complex, when there is no PU College in the School Complex.
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Governance in areas that share borders with neighboring districts or taluks when School
Complexes are established in such border areas.

6.1e. Identification Social workers and Local Artisans
The Social Workers who are willing to work between students, parents and schools should
be properly identified. The requirement of social workers and their availability should also be
considered duly before constituting School Complex.In the same way, the availability of local
artisans should also be surveyed.

6.2. Recommendations for establishing School Complexes
6.2a. Geographical Conditions


Sparsely and densely populated areas are to be given priority while establishing
School Complex, so also to the areas where the schools are existing in isolation.



Wherever the School Complexes are established in sparsely populated areas,
adequately transport facilities may be arranged for the students to access the
schools well in time.



The School Complex may also be established in border areas connecting 2 taluks or 2
districts provided there are similarities in local customs and traditions. Availability
of adequate required resources is to be ensured.



While constituting School Complex in Forest and Tribal areas due considerations may be
given for the security of the students and transport facilities.



All the necessary support in terms of transport, academic facilities, medical support and
such other aids are to be given for the children with different abilities.

6.2b. Governance of School Complex


The head of the School Complex should be the principal of senior secondary school.
He should be assisted by the senior teacher at 5+3+3 (foundation, preparatory and
elementary) schools.



The Head of the School Complex needs to be given Continuous Professional
Development in modular form to handle effectively his subordinates, students and
community.



The School Complex head should be given administrative and academic powers. He
needs to complete an academic and administrative course that may run for at least
6 months.



School Complex heads may be directly recruited or may be given promotion on
seniority basis. A Professional Development Course is to be designed exclusively to
develop him/her as an effective academician as well administrator.
 Wherever there are a greater number of schools and teachers, School Complex head
may be given an additional teacher (vice principal) to assist him/her.
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Technical assistants should be recruited/hiredfor each school complex to maintain all data
related to school and school administration.
All schools should be included under School Complex irrespective of the curriculum and
medium of instruction.
One trained personnel to look after Children With Special Needs be appointed to the School
Complex.

6.2c. Utilization of Institutional Facilities






For optimal utilization of Institutional facilities, a central library may be established at one
convenient centre of the School Complex area so that everyone belonging to School
Complex may use it. The librarian should be a qualified person. The library must be kept
open beyond school hours and during holidays.
In the same way laboratory resources and sports material can also be provided at a central
place for the benefit of all students of the School Complex.
Trained personnel for these may be hired to the School Complex and be made available
beyond school hours and during holidays.
A para-medical staff shall be appointed/hired to the School Complexto care of minor issues
related with health and well-being of school children. Functional dispensary may also be
formed at the central area of School Complex. This should be exclusively meant for the
students and teachers.

6.3. Functioning of Schools under School Complex





Common working days and holidays are to be considered for all the schools under the
School Complex.
While conducting examinations and declaring holidays, the autonomy should be given to the
head of the School Complex. Any such decisions should comply with the instructions from
the Government/Department.
The background of teachers who work in these School Complexes should also be given due
consideration regarding the familiarity of customs and tradition of that location.

6.4. Monitoring and Supervision






Whenever the School Complexes are established in border sharing areas of 2 taluks
or 2 districts, the authority to supervise and monitor should be appropriately
decided.
Monitoring and Supervision authorities are to be given due training regarding
establishment, functioning, sharing resources, managing physical and human
resources, their role in improving the quality and educational indicators and so on.
This helps to strengthen the School Complexes further.
The supervising academic and administrative authorities should be given the
responsibility of assessing all components of schooling in the entire school complex.
(the authority for this administrative aspects be different at 5+3+3 and 4 levels)
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6.5. Hiring of Personnel for School Complex





Vocational Teachers, local artisans language teachers, sports teachers, art and music
teachers, yoga teachers, school nurses and counsellors may be hired/appointed to School
Complex, whose services can be utilized for the entire School Complex. These special
teachers may be appointed on contract basis for a tenure of minimum 5 years.
In addition, two extra teachers may also be appointed/hired so that their services can be
utilized whenever some teachers go on long leave.
Social workers, local artisans, vocational teachers whoever may be hired/appointed be duly
trained regarding the discharge of their duties to the optimal level.

6.6. School Complex Management Committees







While forming SMCs opportunities should be given to all the representing schools of the
School Complex. The norms of the Government should be followed while forming SCMCs.
The SMC should meet once a month and prepare a yearly School Development Plan. They
should also monitor the utilization of grants and the whole school environment. The tenure
of the SMC member should be maximum 3 years.
SCMCs play a major role in improving the standards and quality of School Complex system.
They also have the task of improving Learning Outcomes of schools within the complex.
They have the great responsibility of endorsing the performance of teachers. Keeping these
points in mind, once the SCMCs are established as per the norms the members are to be
trained intensively regarding preparation of School Development Plan, improving Learning
Outcomes, resources management, improvement initiatives, their roles and responsibilities
and obligations as SCMC members. As we have CPD for teachers, the same modular type of
training to update SCMCs should be designed.
The SCMCs should involve parents and community in decision-making and holding school’s
accountability.

6.7.Implementation of School Complex in Karnataka – S V Ranganathan Committee
Report
The KPS is well positioned to be made the centre of a School Complex. Adequate planning and
resource allocation will ensure that KPS can turn onto a School Complexas envisaged in NEP 2020.
Certain KPSs based on their performance over the last couple of years should be identified as pilot
School Complexcentres.
A detailed planning with all the select KPS leadership should lead the exercise. KSEC should
think through a robust leadership program for the identified KPS leaders. A tenure posting for the
Heads of KPS can ensure that the leaders of these KPS can do long-term planning as well as shortterm and mid-term planning. The KPS heads are expected to map their immediate area and also
come up with the network schools of the complex and develop the SCDP along with the SDMC of
the individual school.
An initial teacher voluntary transfer scheme into School Complex should be worked out by the
department. This could be the pre-cursor to the teacher recruitment to the school complex that
should be in place once the rules are revised accordingly. Further, private schools also should be
38
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encouraged to create a mutually beneficial network wherein a set of educational institutions in a
specific geographical regioncome together and share resources. Funding for private school
networks could be done by well-established institutions in that specific geographical region.
Through such a mechanism the private schools can develop a collaborative relationship with other
private schools and raise the overall quality of education. There will have to be appropriate
guidelines in this regard so that the schools, particularly the larger ones which will have to share
their resources also see these collaborations providing benefits; these guidelines should be
developed by SSSA.
The Position Paper on School Complex aligns with the vision of NEP-2020 and
addresses the Anchor Points to NEP-2020 and reflects the current position of the
State. The whole document is in compliance with the vision of NEP-2020
This also includes responses to general questions related with the establishment
of School Complex and the Governance.
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Answers to Mandate Questions on School Governance Leadership

1. Please respond to the NEP points above on school Governance & Leadership, including any
suggestions you may have regarding additions or modifications.
The point that Secondary School head should be the head of the school complex may need some
modification because position of Secondary School heads in the present scenario, demands serious
engagement with the academic affairs of secondary level curriculum as this stage is associated with the
board examinations. So it may be too demanding on the part of secondary school heads to co-ordinate, lead
and manage all the administrative and academic affairs of the school complex. This had been the past
experience in the state of Karnataka, where the school complex head who lead the secondary stage up to
grade 10th had to face and was one of the reasons why the school complex couldn’t thrive. The same case
was observed when the post of CAEO (Cluster Asst. Education Officer) was introduced in the state to devolve
the responsibilities from BEO, and later the post was abolished due to several reasons, of which the vital one
being that, a considerable number of CAEOs couldn’t focus on the development of constituent schools and
their own lead secondary school, both simultaneously, which appeared to have a serious negative influence
on the performance of the secondary schools. There is every possibility that the role expectations that the
NEP 2020 envisages from the head of the school complex may be diluted, or may just limit itself to
symptomatic management of the school complex if, the secondary school head be made the head of the
school complex.
It would be preferred that a separate post as Chief Mentor of school complex, be introduced, where, he or
she in the post would function in similar lines to that of a CEO, understanding the constituent schools in their
context, build team, evolve schools’ vision and school complex vision, set directions through consultation,
motivate, co-ordinate, consult and collaborate with institutions and individuals, lead development of school
and school complex development plans, mobilise resource and manage, plan for people development,
manage processes and outcomes, work with multiple stakeholders, influence people and processes,
influence change and manage , be accountable for the student outcomes in all the constituent schools, lead
the development of curriculum to the local contexts, respond to the needs of the stakeholders, and so, the
position is not just a reporting authority or the position that symptomatically administer and manage as per
the circulars and orders of the DSE. Henceforth the need for a separate position that works with all school
heads, assert autonomy and be accountable. The position needs time and space to reflect, plan, act and
reflect with all the concerned stakeholders and not just lost in micro management of issues.

2. What are the problems currently faced in governance and leadership that must be
addressed?
The present situation focuses on loads of programmes and documentation thereby demanding the school
heads themselves to engage in the process. Though the documentation processes are digitalised, having to
work with different apps, information management systems and several digital platforms take away
considerable meaningful time supposed to be used for school development. Teachers are also dragged into
such process, at the cost of the valuable learning time of the students.
The mid day meals program though efficiently being managed by School heads, yet lot of time and energy is
being used in the process of MDM micro management. At the same time teachers are also made to involve in
the process. Though the scheme has lot of implication with respect to child right and the retention of child in

the school, it is far more important to see that child rights with respect to learning is not belittled and the
role of the teacher in child learning is not demeaned. This valuable and crucial time, should be spared to
work towards school vision.
School teachers at the same time are made to engage in academically unproductive works of other
departments especially revenue. Teachers and students are always taken for granted when it comes to
serving the objectives of other departments. This should be uncompromisingly considered as violation of
child right to education.
School heads role to function as academic leaders is highly hampered due to non availability of office support
staff first, second division assistant, D group staff. Posts remain vacant, non existence of posts compels the
school heads and teachers to engage in more of such works which directly doesn’t contribute to academic
progress of schools. Even when posts exist, they are deputed to serve the higher offices.
To ensure that child gets nutritive food and learning is not hampered for the reason of hunger, the
management of the MDM could be rested with gram panchayat or Self help groups along with parents’
association monitoring the process. The process can also be managed by private NPOs as there are proven
instances in Karnataka. However local community having a role in the MDMS would be preferred.
It's always the school head, misunderstood as the only school leader, is blamed for non attainment of
student outcomes, while the role of entire spectrum of system level leaders in DSE is ignored. This is because
School governance and leadership is always looked from the perspective from within the school, but School
governance scope goes beyond the school, involving all the system level leaders of the DSE, as part of the
school governance and leadership. This perspective needs to be reflected and emphasised. Otherwise the
sole responsibility of the school system to flourish would be made to rest on the School heads and teachers.
It is the school system at large which also plays a vital role in supporting the schools both administratively
and academically. Accountability should be also of the system level leaders to see that each child in the
system thrives and flourishes.
The perspective with which the system level officers or managers currently function, is more of policing and
fault finding in nature. This perspective should shift from fault finding to supporting and enabling in Spirit
and function so that every child in each school thrives and flourish.
The supervisory system instead of micro managing the schools, should enable the school community to
manage the schools towards their vision and set goals so that the schools over a period of time becomes self
managed schools as envisaged by NEP 2020.
The current system does not have processes to induct functionaries when their role or responsibility has
been changed or when the functionary is promoted to a higher level. This hampers the functioning of the
institute they represent, there by becoming unproductive. Hence in such situations, such functionaries needs
to be inducted into those rules and functions so that they perform confidently to reach the desired goals and
vision of the institution they represent.
School education should invariably cater to the diverse learning needs of children. School curriculum needs
to be accommodative to the cultural and social context of the school and the learning needs of the children.
Towards this end, decentralisation as a policy priority and mode of governance seemingly had the potential
to cater to the local interests, challenges and priorities of the school. The rationale behind this governance
approach is that autonomy and accountability can respond more efficiently to local needs. (OECD, p-23). The
73rd and 74th Amendment to the Constitution of India mandated that the authority of governance be
decentralized and devolved to the 3 tiers of Panchayat Raj Institutions namely Zilla Panchayat, Taluk
Panchayat and Grama Panchayat. The intention was to enable participation & contribution of representatives

of people from PRIs so that whole process of development becomes inclusive, democratic and sensitive to
the needs of demography it represents. The purpose was to consider local, context specific aspirations,
voices & needs of the people leading to planning of need based development interventions, financial
allocation and implementation. This was expected to take & ground the governance at the grass root level
with an approach sensitive to the local needs & requirements. Yet decentralisation as a policy priority does
not seem to work in spite of the constitutional amendments. The study by Govinda et al (2009) highlights
that the involvement of panchayat in day to day functioning of schools seem to be limited, with roles such as
constructing, repairing and maintenance of school building being allocated to them. Political interference by
local leaders or general indifference towards educational development seem to be undermining the positive
role of panchayat in education and weakening the process of local governance as a whole. Decentralisation
envisages that school heads are given the autonomy to take decisions in the context of increased school
autonomy. The highly hierarchical structure of the educational organogram does not provide the scope for
autonomy of school principals.
Many a times the school heads may not have formal training and expertise to take up various responsibilities
that includes budgeting, accounting systems, civil works, etc. Decentralisation has brought with it increased
school choice and competition. This has pushed the school heads to compete with private schools in terms of
improved student learning and learning outcomes. With parents mostly preferring to enroll the students in
private schools, government schools have become the schools mostly preferred by the marginalized section
of the community. At the system level, there is lack of policy reforms for adequate devolution of powers.
Research studies reveal that the committees of PRIs on education at Panchayat Samiti Levels are reduced to
only signing authorities while the planning, decisions on budget allocation and implementation related
matters are handled by officers of education department. Non-clarity prevails related to the delineation of
roles & responsibilities of PRIs and education department officers. Another challenge is the inadequate
training & capacity building of PRIs – leading to lack of role clarity, understanding of the provisions of 73rd
and 74th constitutional amendment providing for their active role, participation & contribution to
governance of issues being in proximity & understanding of the ground. Further, bureaucracy prevails over
the democratic representation. There is unwillingness of government officials to divest / transfer powers and
allow the PRIs to exercise their powers and discharge their roles & responsibilities. Unstable tenures of
executive officers of different levels of RDPR and education department, further affects sustainability of
efforts initiated with frequent transfers of officials creates uncertainty among rank & file of administrative
machinery with education getting least priority. There is a inbuilt culture of hierarchy stemming from the
notion of vertical hierarchic governance which is antithetic to the very spirit of democracy and expectations
of decentralization. Power-play based on political dynamics, illegitimate expectations of benefits and covert
machinations to ‘tame’ the administrative machinery so as to be amenable & amicable are some grey areas
of decentralized governance requiring serious attention.

3. How can we ensure that the problems listed in 2 are addressed and overcome?
The problems listed can be addressed through following the below provided initiatives
a. Organizational restructuring:
a. The Organogram of the department should be redesigned to place learner as the
prime focus.

b. The nomenclature of the department as “Public instruction” be changed to
Department of School Education, or of similar kind.
c. Providing teacher per class room should be a non negotiable agenda for the
governance, every vacancy arising should be filled within 7 working days with first
priority. For this to become a reality, the selected list of teachers for the posts
should be available at any given time, so that the next immediate deserving
candidate should be appointed without any delay caused due to administrative
sanctions.
b. Empowering functionaries and institutions for School governance & Leadership:
A. Capacity building of Individuals


An intense, long term enabling process for the functionaries ( ex; teachers, school heads
up to Director) to be provided in an admixture of contact slots; workshops; field
immersions; field visits and field experiences of real time situations, spread across an
academic year.



Rigorous professional enablement programme must be mandated when there is a major
shift in the functionaries’ role either due to transfer, deputation or promotions.



The enabling areas to be - working with community; teacher community; relating to
children of various age groups and their sensibilities; working in teams; asserting
autonomy; building creating accountable systems and processes for better student
outcomes; distributed leadership; planning for transformation; influencing and bringing
education change; creating & establishing learning culture; reflection based practices;
creating institutional memory; Pedagogical practice, School Based Assessment, and like.



An Effective Training and Development Policy, be brought in place for all functionaries in
the system and with special reference to those navigating multiple roles within the
system.
B. Capacity building of Institutions

 Assessment of institutions for current level of alignment / non alignment with department’s
vision and hence provision for evolving scope and mechanisms for bringing about alignment
vis-a-vis the defined functions.
 Strategy for well rounded development of each institutional component-For instance, in case
of DIETs, CTEs, DSERT, SISLEP – the scope of developing every wing needs to be deeply

explored into, to understand comprehensively the related history, contemporary
perspectives and hence chart-out the way forward.
 Regular and periodical institutional performance assessment and audit by independent
agencies for course correction and development coupled with social auditing.

c. Redesigning School System - School Complex :
1) The school complex idea in Karnataka requires revemaping. In order to keep learner at the
centre of all intent and actions of the governance, the school complex should be viewed as
the hub of the governance. School complexes management need to have a shared vision
ofbeing academic oriented with focus on improving teaching learning process within the
complex schools, rather than focus merely on administrative issues
2) Maximum autonomy to be rested at the level of school complex and its school complex
management committees.
3) Establish SCMC in School complex, the members of which should be from the constituent
schools’ SDMCs. The number of members should be in consonance with the student
strengths of the constituent schools. For example, the number of members in a school with
student strength between 500 to 750 could be 20. It should also comprise of education
expert/ consultant, student representative, and school head.
4) Establishing and running School complexes is being tried out as an alternative for effective
educational governance. System needs to journey through the course of this pilot project
with a learner mindset. Meticulous process documentation and regular exchange of learning
could lead to emergence of a set of best practices and SOPs as for as school complexes are
concerned.
To begin with we may have to pilot a project of establishing and running performing school
complex characterised by
a. teachers and principals selected based on the basis of volunteering
b. training and development through rigorous process of engagement (training inputs,
field immersions, project based learning & reflective practices)
c. monitoring & assessment with a nurturing perspective and
d. supportive stakeholder participation ensured through a mature partnership
perspective

5) The essence of school complex should be realised in a phased manner, in the beginning
involving only pre-primary to 10th and later plus two (11th & 12thclass) to be merged, as there
would be lot of issues(cadre, roles, power dynamics, perspectives, different school culture),
involved by immediate merging of plus two with school education.
6) Autonomy to recruit, hire, replace school personal (both teaching and non teaching) should
be eventually be rested at empowered school complex management committee, as they are
the immediate beneficiary side stakeholders.
7) Establish Professional learning teams at school complex level and provide necessary
infrastructure for Continuous professional development.
8) There is a need to attune the entire school complex team for self directed and reflective
approach to – envision, strategise, decide, act, review, learn and evolve into a Self Governing
Unit of School Education (School Swaraj).

d. Job chart - Clarity on Roles & Responsibilities:
1) Evolve well articulated job chart that clearly establishes role clarity and responsibilities,
focussing on the essence of educational perspectives and practices, with no room for
subjective interpretation.
2) Something that cannot be measured, that cannot be managed, - in this context, the job chart
need to clearly articulate the element of accountability and measurement of performance.
3) The element of pride, sense of accomplishment and scope for driving positive development
associated with a role needs to be emphasised and highlighted in the job chart.
e. Process Improvement for enhancing effectiveness:
1) Efforts across the system to be made to evolve a shared vision, based on the clear
understanding of essence of education and its purpose.
2) Adopt the ‘3 horizons model’ (with few changes to suit education systems), a growth
strategy framework by McKinsey to inform the innovation strategy of the school governance
system, as development in education sector is not an instant outcome giving process. This
model, helps in identifying those parts/processes of the system which are good and needs to
be continued, those parts/processes that are not useful that can or cannot be removed
immediately, removed or retained (H1); support innovations that would help the system to
move towards the vision or change expected/visualised (H2); evolve and start implementing
the new practices and processes (H3).

3) Every change or practice to be informed by the learner sensibilities which should be treated
as non negotiable.
4) Recruitment to the roles of governance & Leadership needs to be based on rigorous and
competitive assessment of candidates for requisite set of competencies & capabilities.
Promotions / elevation/ deputation of any functionary to the role of governance &
leadership needs to be based on
a. assessment of candidates for requisite set of competencies & capabilities
b. willingness of the candidates to assume the role of governance & leadership, and
c. calibration of functionaries capability & aptitude in relation to the role of governance
& leadership
f.Finance, Budgeting & Accounting for Effectiveness, Efficiency & Rigor
1) In-time and On-time release of funds for meaningful implementation of plans aligned with
realisation of systemic purpose
2) Well articulated circulars and guidelines and financial breakups ‘informed by’ and ‘informing
the’ purpose for which they have been framed, should ease the hurdles thereby.
3) Initiate, facilitate, develop and broad base the discourse, to commit necessary as well as
sufficient budgetary outlays and hassle free mechanisms.

g. Monitoring, evaluation & Learning for continuous improvement (School Visits, Review &
Feedback):
1) Evolve efficient (fool proof) systems and processes for the officers in the support systems of
the department so that they cater to the school complex visualised goals and processes,
instead of dictating or fault finding perspectives.
2) Adopt reflective academic review and support mechanisms that cater to school
improvement and better student outcomes, based on learning from field practitioners,
supporting school development, assessing school performance w.r.t. various parameters.
3) Develop and institutionalise, supportive and mentoring based review mechanisms to ensure
transparency, openness and ownership in all systemic processes.
4) Any policy refinement should be informed by sustained field practices, along with
stakeholder consultation, with flexibility to suit diverse contexts.
5) A rigorous system of monitoring, evaluating & appraising the performance of education
functionary needs to be put in place to ensure continuous learning & career advancement.

This is a dire need to ensure the very survival of public education system being the hope of
ensuring social justice in the face of increasing educational consumerism.

h. Transparency & Accountability:
1) Mechanisms to develop & institutionalise a culture of Transparency needs to be put in place
through its multiple dimensions- such as financial, functional, performance and processacademic and administrative.
2) Create systems and processes of transparency and accountability as an instrument of trust
building among school governance & leadership.
3) Mechanisms which ensure accountability through stakeholder participation at the local
level, could be the most impactful approach.
i. ICT as instrument of effectiveness efficiency & decentralization:
1) ICT platforms for governance should be automated to reduce human interference, increase
transparency and reduce subjectivity, particularly in platforms meant for transfers, HRMS,
Appraisals, MMS data, EMIS, SATS and like.
2) Upgrade and Increase the server capacities of the governing system, so that quality teaching
learning time is not wasted in the process of updating or procuring the data.
3) Development and deployment of digital online platforms for data collection, compilation,
consolidation and updating of the data, at different levels of the system.
4) Provide single window for both data upload and access. Data uploaded at each level should
be made accessible for the same level, so that informed and data driven decision making is
possible at each level, and reduce the duplicating and tiring efforts at school, cluster levels.
5) Infuse efficiency and effectiveness in governance by adopting measures to develop digital
literacy and felicity of using ICTs gadgets, solutions and platforms.
6) School visits to be equipped with ICT tools and platforms to generate data to inform very
distinct, direly needed and clearly articulated policy shifts.

j. Innovation , best practices, documentation & Institutional memory:
1) Institutional memory of practices at each level (starting from school complex to cluster,
block, district & state institutions) be documented to inform any policy refinement or
formulation.

2) Spirit of innovative practices around the core purpose, be institutionalised so that every
functionary at all level engages in reflective practice and contribute to the improvement of
system/institution they represent.
3) Create culture of respecting good practices through Identifying, recognising and providing
platforms for sharing and creating a case / narrative and making it part of the capacity
development module.
4) Create processes for knowledge transfer to the successor, secondary line leaders, when a
functionary is transferred/ promoted.

k. Leadership– alternate perspectives
 Ensure that the schooling system in particular and all the systems that support it in general to
function on the principle of distributed and shared leadership.
 Ensure Leadership to be grounded in the essence of learning, than work upon the whims and
fancies of the positional leader.
l. Co-ordination & Collaboration for system integration:
 Establish network and collaborate with different stakeholders and institutions like universities
and other academic and administrative institutions.


Align academic, supporting, administrative & accounting institutions and personnel of the
institutions/organizations to cater to the core purpose of the department.

Q4
Response given in School Complex position paper
Q5
Response given in School Complex position paper

6. What kind of leadership is desirable for schools to run smoothly and efficiently? What kind of

capacities and support systems would the head of school complex require? How can the leader
involve the entire set of teachers and staff to function as a team?
Research studies on school leadership has highlighted the significance of school leadership for school
transformation. There are 2 important models of school leadership which are transformational leadership
and instructional leadership. Transformational leadership according to school leadership research involves
visioning; setting directions; restructuring and realigning the organisation; developing staff and curriculum;
and involvement with the external community. Instructional leadership on the other hand focuses on

improving learning outcomes in students through emphasising on teaching and learning process such as
establishing envisioning educational goals, planning the curriculum and evaluating the teachers and teaching.
Context responsive leadership is another key element of school leadership. Context responsive leadership
indicates that effective leadership was found to be dependent upon features of the context or situation in
which the leader worked the schools socio-cultural and organisational context, economic, cultural and
historical context. Leaders in schools situated in difficult school contexts therefore adapt to and further
demonstrate responsiveness to the challenging contexts.
In the current scenario, where the NEP2020 focuses on improving student learning and learning outcomes,
there is a need to create opportunities for the school heads to display Academic (instructional) leadership
and transformational leadership with focus on improving student learning and learning outcomes.
The capacities that school head would need for effective functioning of the schools are vision building,
planning, team building, academic orientation, visionary, stakeholder networking skills, teacher leadership,
administartive and managerial skills, resource management, data driven decision making etc.
To function as a team school heads need to have a vision, democratic leadership, delegation,
communication, review and feedback mechanisms, collaborative learning, decision making and conflict
management, personal and professional development of the staff as a priority.
The school heads would need support systems (a workable model of governance) that would provide them
with autonomy, clarity of roles, space and time for focusing on academic aspects rather than spend time on
administration aspects, design capacity building programmes on delegation, time management, conflict
management, instructional leadership and vision development; create spaces within the school and district
for professional learning communities; system level functionaries support school heads in learning
enhancement programmes for children etc.
The leadership for efficient and smooth functioning of schools would preferably involve transformational,
democratic, and collaborative leadership. However the leadership should be collective. To bring this into a
reality the school heads need to undergo intense capacity building program in school leadership where in
they should handle projects that demands collective and collaborative functioning. The successful
achievement of such course would develop a sense of success which would positively motivate the school
heads to lead and set direction for the school community. Continuous hand holding for a set period if needed
be provided during the course work. Platforms to share and learn from other school heads’ experiences,
stories of achievements and reflections on causes of failures be documented. A second line leadership should
be developed.
7. How will the School complex build a vibrant teacher community? How will teachers work together to
achieve the purpose of the school complex?
Creating platform opportunities with all teachers to evolve and develop a shared vision for each constituent
schools’ and school complex as a whole;
Creating space in every platforms, where continuous dialogue and conversations regarding school vision
could happen;
Setting direction so that every action is directed towards schools’ and school complex vision;
Ensuring every teacher feels motivated to participate in evolving, and functioning towards schools’ and
school complex vision.

Continuous consultation with teachers and staff. Keep every teacher informed, and seek their participation in
planning, implementation and monitoring of every process, so that they own the process and feel
accountable for the outcomes.
Ensure that each teacher find ‘self worthiness’ in the task they perform and their professional identity being
established.
Sharing the responsibilities, providing autonomy to perform within the principles envisaged in NEP 2020 and
giving ownership of the process would make the teachers more confident and enhance their commitment.
Sharing of teachers’ expertise across schools of the school complex, as well between school complexes would
bring cohesiveness among teachers and eventually result in creating platform for a vibrant teacher
community.
Providing autonomy for practice, encouraging reflective practices, exposure visits, exchange of expertise,
recognizing good practices in teaching learning, incentivizing good practices and innovations are other
initiatives for building a dynamic teacher community.
Q8. Refer to School Complex Position Paper.

Q9. Who should be eligible to become the member of a school complex management committee? What
kind of support/training would SCMCs require to be fully functional? What could the relationship be
between a SCMC and a school leader. What should the SCMC be responsible for in terms of school and
classroom process?
The SMC members of the constituent schools should be the member of a school complex management
committee. The size of the SCMCs should be flexible to meet the sufficient representation depending upon
the student strength of the school. For example if a school complex has student strength of 500, then the
SCMC strength may be 15. If more than 500 below 700, then 20 and increase accordingly. On similar lines the
SMC strength of the school should increase.
It should be mandated through well articulated government order that only parents/ guardians of the
students in the school complex be the members of the SCMCs and constituent school SMCs.
SCMCs need induction program, when constituted, and orientation every year. A induction program every
time the SCMC is reconstituted. SCMC should be made to participate in all major decision making process, so
that they become empowered.
Active Participation of SCMCs in Periodical meetings (6 mandated meetings per academic year) should be
sought and mandated. A sitting charge could be provided to every participating member so that their
valuable time and labour is compensated as well their effective participation is ensured and respected.
SCMCs should be made to closely associate with Gram Panchayats’ and facilitate School & School Complex
Development so that SCMCs will be capatiated & enabled for development activities.
Well articulated responsibilities of SCMCs through proper guidelines, circulars and orders should be provided
to all school complexes and their SCMCs.
Capacity enhancement programs for SCMCs may be in the following areas - Community school connect,
School quality improvement, School Complex Development plan, Effective and collective decision making,
Visioning process, Financial accountability, Motivation for increasing participation and alike.

Exposure visits to other schools and school complexes would greatly enable the SMCs & SCMCs.
The relationship between a SCMC and a school leader:
SCMC and the school Leader should function in co-ordination, the guiding principles underlying the
constitutional concerns, aims of education, and child centeredness should bring them together and bind
them and get them along. School head should trust, believe and have conviction in the participation of the
community and SCMC in decision making for their childrens’ development. This attitude and respect for the
community should reflect in their relationship. SCMC being the consortium of SMCs of the associate schools
in a school complex have a greater responsibility in supporting the school complex head, who is also the
secretary of the SCMC, and aligning all SMCs together for collaborative efforts towards the vision of School
complex. The range of the school complex not limited to the lead school, but extended to the remote or
peripheral school in the school complex, school heads and SCMCs need to stretch their perspectives to that
range. The areas where School Complex heads to be supported by SCMCs as NEP demands are - teacher
development, recognizing and mobilizing local expertise and resources, developing SCDPs, liaise for School
complex development with local Panchayat raj institutions.

9. The SCMC be responsible for in terms of school and classroom processAs prescribed in NEP 2020, SCMCs have a major role in teacher development thus influencing class room
processes. SCMCs have a vital role in recognizing and mobilizing local expertise and resources that influence
classroom processes.
Their responsibility is major in bringing all the SMCs’ of the associated schools together to function as part of
the inseparable whole of school complex. Their support in teacher mobility, identifying local artisans, experts
and crafts and occupations that could contribute to student outcomes, resource sharing and resource
mobilization; supporting SMCs to develop their schools SDPs’; developing SCDP (SC development plan);
contributing to effective school governance under democratic principles; ensuring the involvement and
engagement of SMCs of the constituent schools of the school complex.
10. What other enabling conditions (school culture, practices, infrastructure, equipments, governance etc)
should be in place in order to effectively enable all the above transformations.
A rigorous long term Leadership empowerment program in course mode amalgamated with field projects to
all school heads and the second line to be made mandatory.
A dynamic vision building process involving all stakeholders should be facilateted at school complex and
school level.
SCDP & SDP directed towards vision should be evolved with clearly articulated direction setting.
A field immersion program for SMCs & SCMCs be designed & implemented.
Student leadership to Community leadership reflected in practices & processes.
Learning is interwoven in reflectively designed processes and practices to reflect the learning culture of
Schools’.
A culture in school, where every, student, teacher, staff, supportive staff and parent feel that they are
important and feel self worthy to participate and contribute in school development.

A process to identify, develop and execute need based capacity enhancement / enrichment program be in
place to enrich School heads, teachers and SMCs.
Capacity development to school heads in designing and managing an inclusive school environment, and
designing and managing an inclusive learning process to teachers be provided.
Regarding infrastructure the need to be inclusive, child and eco friendly, provision for maintenance;
Furnishing should be customizable, such that teachers and students should feel free to organize, reorganize
and customize to suit a democratic learning atmosphere.
A serious statutory order be passed to ensure Teachers time with students’ learning. Burdening teachers
with administrative works of the department and works of other department, especially revenue should
seriously be avoided. Any such attempt should be treated as violation of the education right of the children
in access to sufficient learning time.
Labs should be doer oriented with a maker space culture where students should feel free to create, organize,
construct, assemble, disassemble, deconstruct, reconstruct, re create, tinker with the equipments; but not a
serious set up where students dread of handling the equipments due to fear of damaging.
School heads and SMCs to be provided sufficient autonomy that ensures accountability in managing school
and its processes, clearly guided by the principles as articulated in NEP.
Teacher autonomy should be respected in designing and implementing learning processes, within the
constitutional concerns and student centered principles.
Schools should be provided with teacher per class, which should be considered as top priority and as non
negotiable.
Class rooms should be dynamic to suit both theory, practice and reference need. For this to become a reality
theme or subject based class rooms could be planned.
ICT inter phase should be enhanced to integrate teaching-learning, administration and management of
school process.
School and Learning processes to be consciously designed to integrate 21st century skills.
Before directly implementing School complex concept, a piloting to be made, where volunteering School
heads and teachers are carefully selected through a dynamic selection process.
Supervisory (support structure officers) personals should be educated to be more supportive to schools in
their functioning, rather than policing.
A transparent and humane administrative support to be ensured, where teachers feel it unnecessary to walk
into education administration offices, except for inevitable reasons. This would make the teachers spend
more time with children.
School transformations are based on the premise that higher organizational levels influence all that takes
place in the levels below them. The administartive governance structures influence schools’ goals, budget,
curriculum and personnel. The less hierarchical the school governance, the better will be the school culture
and climate. Positive school culture can have a positive impact on the teacher’s motivation and performance,
which in turn would influence student learning. Community participation would improve when the school
head ensure that schools function with a positive school climate. Interpersonal relationships among teachers

will improve leading to collaborative learning. A positive school culture will also be democratic, inclusive and
equitable and will involve community participation. Schools will influence the community and vice versa
towards development. Local community and parents will be interested in school development when schools
involve parents in the education of their children, it will lead to sense of efficacy leading to increased student
achievement.
Decentralized school governance with focus on democracy, equality and inclusion will be key to effective
functioning of schools. School heads and teachers decision making process, roles and responsibilities of
school heads, competencies of the school heads and teachers will all depend on effective governance
systems.
Poor funding allocation for education results in poor infrastructure in schools, poor salary and lack of
motivation among the staff. In-time and on-time release of funds is required for meaningful implementation
of school development plans. There has to be clarity on the purpose for which the the fund is meant for and
mechanisms to build capabilities to utilise the budget in compliance with the given purpose. Clear
articulation of purpose for which the funds are being released to be communicated to all actors and decision
makers involved in disbursal. Academic institutions (DSERT, DIET. CTE, BRC, CRC etc) Leadership institutes
(SISLEP), Financial institutes (Treasury, Finance department, Accounts officers at state, district, block levels,
Auditors, Finance officer at program management unit, Zilla panchayath, etc), program implementation units
( SSK, MDM, KSQAC, etc) need to come together and align with core purpose.

