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LINTRODUCTION

1.1 The UP Basic Education Projcct (UPBEP) came into operation in 1993 in twelve
districts of the state. The project is onc of the predecessors of the mega District Primary
ducation Programme (DPEP). The UPBEP covers the entire elementary cducation sub-
sector (grades 1-VIIT) and aims at universal cnrolmcnt cnhanced quality of education and
improved completion rates. A wide range of interventions have been introduced and
implemented for attainment of these goals. The second phase of the project was also
initinted in 1997 to support some of the specific components considered crucial for
achicying the goals. The project, however, is coming to an end in March, 2000. Many of
the interventions would need to be maintained and further strengthened beyond the
project period il the achievements have to be consolidated and sustained. Also, some of
the interventions may have the potential to rclorm the entire elementary education sub-
sector and deservd mainstreaming in the system rather than being limited to project
districts. The government of Uttar Pradesh (U.P.) is committed to sustain some of the
interventions but a systematic analysis becomes important to identify the critical lactors
that need to be sustained and also their pohicy, technical and financial implications. In this
Light, the project decided to develop a sust: undbllm plan based on carctul study of all the
mterventions,

1.2 Vo begin with, a detailed paper outlining the approach, framework and design for
preparation of this plan was prepared. This paper was shared with a larger group of
experts, professionals and project functionaries for their views and was modified in the
light of their comments, This paper formed the base for commissioning and conduct of
three rescarch studies as well as tormulation of the present report.

R Although the present report s largely based on terpretations of the three
specially commissioned  studics, the cevaluation reports for different programmece
components undertaken rom time to time thave also been referred to. The budgetary
trends of the U.P. government for the education in general and clementary education n
particular have also been analvsed in nrdc,r to understand and analyse the Tinancial

implications of the suggestions for sustainability.

T4 The present draft report has been divided in cleven major chapters - the second
chapter provides an overview ol the major UPBEP interventions: the third chapter
discusses the approach and methodology: the next one deals with the Village ducation
committees: the following one deals with managerial structures and processes: the sixth
chapter deals with the academic structures and processes: the seventh chapter discusscs
project investment on teachers and other infrastructural measures: the following chapter
discusses other major interventions such as ECCE and Mahila Samakhva: the nminth
chapter analvses financial implications in the post-project period followed by major
sustainability issucs and a transition plan suggested for the last project vear, ic., 1999-
2000 10 the fast two chapters.



[ The primary focus of the analysis in this report has been to move from a “project
based thinking™ to “system based thinking™ while treating project initiated interventions
as catalyst towards this transition. The approach and pace desired for project
-implementation often. do oot leave anuch scape. for systamic appraach. _lowever, the,
projects arc also gencerally bascd on relatively modern concepts and the implementation
becomes some sort of trial of these concepts in the ficld. A deliberate and conscious
cffort on the part of project managers as well as the concerned government can then usce
the “results™ of the trial for scaling and systemic reforms. Scen from this perspective, the
implementation of this project, UPBEP, also provides such opportunmu This has been
the perspective for analysing the interventions and asscssing the requirements for

sustainability or mainstrcaming,



L UPBLEP INTERVEN TTONS © AN OVERVIEW

2.1 The interventions introduced and supported by the project are being discussed
here briefly with an aim provide an overview of the UPBEP. In order to develop a
sustainability plan it is important to understand the kind and nature of interventions the
project has been implementing. Instead of following the typical classification that is
gencrally followed, a new categorization helpful in deciding the approach to develop the
sustainability  plan was developed and discussed in the approach paper. This
categorization, shown in the Diagram 1, helped in developing appropriate approaches and
methodology  for studying different types ol interventions and  developing  the

sustainability plan.
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22 ft can be seen that in broader terms, all the interventions arc ultimately guided
“towards three types ofecntres™for chifdren™— formal sclools, altemative schooting centres -
and ECE centres. Formal school naturally, occupics the largest and the most critical share
of all tvpes of allocations — moncy, expertisc and time. The key interventions having
dircet impact on these schools and other; education centres have been divided into four
eroups. The interventions falling into these four groups arc also directly linked, and affect
cach other. ‘1

Creation and augmentation of Physical and Human Resources in Schools

2.3 A number of existing as well as new primary and upper primary school butldings
have been built under the first phase of the UPBEP (UPBEP-I) and many morc arc
undergoing construction under the second phase of the project (UPBLEP-11). Hundreds of
additional classrooms have also been added to existing school buildings across the 12
project districts. The project also provided for toilets to more than 10,000 schools and
water supply factlitics to more than 5()()(1 schools. Repairs have also been undertaken in
existing school buildings. The project is the largest in the elementary education sector off
the country in terms of supporting augmentation of physical infrastructure in the schools.
The investment on this component has been huge under the project and requires support
for upheep and maintenance in future,

2.4 In addition to above mentioned ispecilic interventions, Rs2200 per annum for
cevery primary school and Rs.4000 per annum for upper primary schools are also being
provided by the project. Besides, provisions have also been made for goods and
cquipment in both the existing and the new (established under the project) schoots. All
the physical resources created need to be maintained properly by the state government
mmplving an upward move in the revenue or non-plan budget. ‘Their implications have
been discussed in detail in section VI

2.5 The project has provided large number of teachers to primary and upper-primary
schools in these districts under both the phases. No other project of similar nature in other
states has supported creation of such large number of teachers’ posts. This may have
significant implication for the state government’s budgetary resources that are being
examined at a later stage in section VIL

Structures and Linkages

2.6 The UPBEP has cstablished several new structures and revived some of the
existing ones. These structures could be divided into two sets, onc dealing with
technical-academic aspects while the other related with managerial systems,

2.7 The State Council ol Educational Rescarch and Training (SCERT) at the state
fevel and District Institute of Education and Fraining (DIETs) at the districts have been
strengthened by the project in many respects - augmentation of physical infrastructure by
providing equipment, furniture and books, and augmentation of human resources by



providing professional  development opportunities. At sub-district level, two new
structures were created, Block Resource Centre (BRC) at block level and Nyaya
Panchavat Resource Centre (NPRC) at cluster fevel These two centres direetly
implement the teacher training and support activitics while DIET and SCERT prmidl‘
technical support and guidance for excedtion of such activitics. Besides supporting the
activitics undertaken by these institutions,  the project also actively provides  for
professional development activities for personnel in these structures at all levels. The
inter-institutional linkages are also critical and have been reviewed in the relevant
sections.

28 The project has also established a new institute, State Institute for Education
Management and Training (SIEMATT), at state devel 1o provide academic/techmical
assistance in arcas of cducational planning and management. This institute is being
tunded entircly by the UPBEP and hence the financial liabilitics for the state government
are going to be huge. Also, the linkages with district and sub-districts structures have also
been reviewed Tor effective impact as DIETS, BRCs and NPRCs remain the structures at
these levels for the purpose of planning and management also.

2.9 The sustamability plan for these institutions consider different aspects — physical
and human infrastructure created that need upheep and maintenance, activities that arc
being undertaken and the organisational development issucs including professional
capacity building needs that are crucial for fulfilliment of the designated roles. Intra
organisational as  well as inter-organisational issued  have been  examined  and
recommendations made accordingly.

110 I case of managerial structures, perhaps the most critical contribution of the
project is the activisation, expansion .and  capacity building of Village liducation
Commitices (VECs). While expanding the base of VIiCs by giving morc representation
to the disadvantaged groups, the project has tried 1o tran and involve them actively in
project implementation at village level Village level mobilization and micro-plam'\ing
activitics have also been undertaken by VECs,

200 The project s being implemented through a district project office (DPO) being
manned by a small team of full-time personnel. Though many of these staff arc deputed
from the educational administrative structure, they are currently doing only project work.
In the absence of a full-time separate scet-up, the regular education department will have
lo manage and co-ordinate the various activitics that would continuc. At the state level,
the project is controlled by a registered Society, which operates though a state project
office (SPO) that controls and manages the day-to-day implementation of the project. The
SPO would have normally ceased to exist after projeet’s completion but this would not
happen, as the same SPO is responsible for management of other ongoing programmcs in
priman basic education sector. The UPBEP districts, however, would not be under its
purvicw once the project comes to an end. The sustainability analysis, thercfore, has also
assessed the management structures and practices with imminent intcgration of project
management structures at the state, district and sub-district levels with the mainstream



structures. Inter-organisational issucs have been studied within management structures
(mainly vertical) and also between management and  academic support “structures
(horizontal as well as vertical).

Practices and Processes

2,12 Somc of the practices and processes that have cither been introduced or
strengthened by the project need  serious examination for impact and need for
continuation. These can largely be divided into two groups (i) academic practices and
processes including teacher tratning and support activitics, and (it) managenal practices
including supervision and monmitoring.

213 A system of regular in-service training to the teachers has been started and almost
all primary teachers in project districts have, so far, received four cycles of training
during the project. Few more cycles of training arc planned for future based on identified
nceds of the teachers. This system is further supported by a monthly meeting at cluster
level and school visits by the resource persons. The new teachers have also received
induction training under the project, ?Thcsc tratmings  have focussed on classroom
practices, teaching methods and subject arcas. In addition, capacttics of selected teachers
have also been built in certain other arcas like action rescarch and school management.
The need for a regular on-site support and supportive monitoring was also realised and
related activities were started. AS instructors have also received induction training as
well as the regular in-service training. The project has also provided regular training to
ECE instructors.

204 The UPBEP has also introduced several measures lor close supervision and
monitoring ol the implementation, There has been svstematic collection and processing
ol educational information at various levels. Village level linkages with community have
also been butlt, All the construction activitics have been undertaken by the VECs and
they have also been associated  with activitics of community  mobilisation  and
management of school’AS centregs/ HCLE centres,

Teaching — Learning Materials (T1LAD) |

215 “The project has provided for recurrent supply of Teaching-learning materials to
formal schools (primary and upper primary), AS ceatres and ECI centres. Soine
activities have been initiated to building capacitics for development of TLM. The project
has supported development and distribution of supplementary readers tor primary classcs
on a large scale. Lately, a process of curricutum review under UPBEP has started which
is to be followed by the textbook development processes under DPEP. Development and
distribution of TLM is also linked to institutional development issuces and have
accordingly been examined in this study.



Maliila Samakhya

216 The UPBEDP has been supporting the Malhila Samakhya, a programme for
womens' cmpowerment in six project districts. This is a process oriented program which
works with women and teenaged girls on various issucs related  with womens”
cmpowerment. This has indirect links with the project goals.

Pilot Projects

217 Few micro projects have been started by the UPBEP including community
librarics and upper primary NIFLS centres,

218 It may be reiterated that the interventions mentioned above are not exhaustive,
The purpose of listing those under this categorization is to emphasize the range of and
inter-linkages between the interventions. These factors essentially determined the scope,
framework and approach for development of sustainability plan. Without this overview it
would have been difficult to discuss the approach and methodology in the following
section ’



3.0 JUThis sustainabality plan has been preparcd systematically on the basis 6f several
rescarch studies and analyses carried out uthu sp&.uhmllx for the purpose or available
otherwise. It was realised that the purposc 9fthc exercise is to facilitate consolidation of
the interventions and prepare the state government to plan accordingly and not an
cvaluation of the project. At the samce time, some clements of cvaluation become
necessary, cespecially because this plan is not limited to estimation ol f(inancial
implications alone. The linancial implications arc critical in determining the choice for
the state government and the same have béen assessed on the basis of studied technical,
managerial and institutional requirements rather than in isolation.

The Approach
. !
3.2 The broad approach that was follawed for preparation of this report could be

described as below: .

o identification of mtcrvcntions(physicul asscts, human resources, praclices, processes,
materials, structures, ct¢.) on the l)asls of their nature, impact and relevance for
sustenance and mainstreaming,

. Impllt..lll()n\ of sustenance / mamslrcammb

Technical/academic. The critical aundunm factors determining the quality of any
umlmumb praclice or process.
=> Managerial / administrative, l,inkagcs that arc crucial for implementation,
espectally in the absence of a separate “project” approach.
=5 Institational. Institutional and structural support linkages required for sustaining
such activitics. :

Financial. Most of the technical, managerial and institutional implications
translate themselves into financial implicaliom Besides, some of the activitics need
finances for continuation even by themsiclves, i.c., teachers” salarics.
=> Policy. Supportive policy decisions ru]mcd to facilitate continuation and
mainstreaming of key interventions,

o Examination of alternatives. The alternative posstbilitics have been closely examined
before arriving at any suggestions. The cffort has been made to develop a cost-
ctleetive choice while making recommendations for sustainability.

Hhsed on the aboy ¢ appreach, the plan has been developed for two types ol action

s wihin_the project framework _and tunc-period. A transitional plan building the
activitics that can be initiated or undertaken during 1999-2000, the project’s last
vears” annual action plan has been suggested. These activitics are expected o
factlitate smooth transition and integration.

v bevond the progect frameveork and e perrod. “The stte government will require to
take certam measures, policy and otherwise, to facilitate smooth completion and
sustained efforts. These have also been identified and incorporated.




34 The approach paper had suggested a framework for the development of the
sustainability plan (This can be seen in the Diagram 2). The same framework has been
followed with minor modifications. Three studics on ‘Academic  structures  and
Processes’, “Managerial Structures and pracesses™ and ~Village Lducation Committees’
have been conducted as suggested in the framework. In addition, a detailed review of the
existing budgetary trends in the state was also undertaken. An assessment has been made
ol the requirements for maintenance of human and physical infrastructurc that have been
created by the project. Mahila Samakhya and some of the pilot programmes have been
reviewed primarily through existing studics and suggestions made on the basis of
discussions with the project officials. |
3.5 These studics and reviews have l)c<§11 integrated and synthesised for development
of this report. The suggestions made by the three major studies have been carclully
interpreted and cxamined carclully and the common findings have been consolidated and
not so commons have been analysed afresh before concluding. However, this report is not
merely a compilation of these studics, Some of the interpretations based on the reported
status are entirely new and have not been suggested by individual studies at all. Special
care has been taken to maintain consistency in interpretations and suggestions. The
financial liabilitics emanating from these have been assessed and analysed against the
major trends in the state’s cconomy and the budget entirely by this report and therefore,
the responsibility also docs not lic with the individual studies.

)

3.6 The three rescarch  studies  followed  largely  the  similar  approach  and
mcthodology, which is being explained below:
' !

o review and analysis of existing reports and evaluation studics,

o data (quantitative and qualitative) coblection through intervicw, consultation and
observation at various levels (village, cluster, block, district, state). This meaut
interaction with the community, the VEC members, the Panchavat members, the head
tcachers and asststant teachers, the functioarics of the NPRC, BRCs, DIETs, DPOs,
SPQO, the cducation department (District and Block education officers), SIEMAT,
SCERT, cte., depending upon the nature and requirements of the study.

|
3.7  Though the three major studics were implemented through separate teams, the
designs were developed in consultation with cach other and also with the project officials.

Scparate sets of tools were developed as per the nature and focus of the study by the

respective rescarch tcams. The protocols and schedules developed for different studics

were shared with the state project officials, other rescarch teams and the study
coordinator. Revisions were carried out in the light of the comments reccived.

Consultations were also held with representatives of NIEPA and other institutions of

repute while the basic approach paper was being developed.

9



Diagram 2. Framework For Development OF Sustainability Plan
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Sampling Plan

38 In order to ensure comparability and compatibibty, the same samphng plan was
fotlowed by the three studics. Three out of total twelve project districts were selected and
thereafter, two BRCs, four NPRCs and cight VEECs were identified in every district. The
NI’RCs were identified from within the arcas of sclected BRCs and similarly VIiCs were
identified within the arcas of sclected NPRCs. Similar sct of structures identified in this
manner formed the samples for three studies cnsuring that inter-institutional linkages arc
also studied properly. This also madc it easicr to associate the findings of different
studies with each other. |

3.9 The suggested sampling design can 'be shown in the following manncr:
Sampling Design ( Projeet Districts)

District ] . : H HE No of districts 3
BRC BRC ! No of BRC2x3 =6
NPRC NPRC : ' No of NPRCs2x2x3 =12
VEC VEC : No of VECS2x2x2x3 =24

3,10 The three districts will be identiticd mainly on the basis of perceived performance
as well as the geographical location. The suggested districts arc

1. Nainital (hill district; good performance)

2. Saharanpur (western U.P.; average performance)

3. Varanast (castern U.P.; average performance)

I Inaddition to these three districtsd, a non UPBLEDP/non DPEP district was also
covered i order to provide the comparative backdrop. The district chosen for the purpose
was LFaizabad. All the three studies covered this district also. Blocks, NPRCs and VECs
were chosen in consultation with the project and ficld staff. Care was taken to have two
different tvpes of block - once that is ncarer to the district hcadquarter and the other not so
ncar. NPRCs were selected in such a manner that cach district must cover at Icast onc
NPRC with cither AS or project adopted ECCE centres. At least one school in cach VEC
was to be included but actually almost all the schools falling under the selected VECs
were covered.

312 Once the draft report of the three base studics were available, the draft of the
sustatnability plan was developed.  The financial implications were assessed and
cxamined at great length befor preparation of the draft sustainability plan. The draft
report was shared with the ofticials of different department in the U.P. government for
their views and comments, as many of the reccommendations have implications for certain
other development sectors also. A one day discussion was organised with the high level
officials of the government, project and rescarchers. Certain comments on the draft report
were reecived through certain informal channcls also. Based on these feedback and
revised study reports, this sustainabtlity plan was given the final shape.

11



1V, VILLAGE EDUCATION COMMITTEES AND COMMUNITY LINKAGES

. 4.1, . Qng of the.impartant objectives of the project has been to strengthen community
participation in the school management leading to community owacrship of the school. In
order to forge cffective community linkages, the project identified alrcady cexisting
Village Education Committees (VECs) to'be the means to be strengthened and entrusted
with additional responsibilitics. Onc of the major changes introduced by the project has
been a reorganisation of the committce itself by incorporating more members from the
women, parents and disadvantaged communities. The membership was increased from
four to twelve of whom six members come from Gram Panchayat (Pradhan, Up-Pradhan,
clected woman member, clected gcncrz{l member, clected SC member, clected ST
member, if any) and the other half comprises of parents, NGO representative and the
head teacher. !

|
42 The project assigned scveral rcspénsibilitics to VECs, some of these were new
and the others were already existing. Construction of school buildings, for instance, is
being done by VICs throughout the state. But involvement of VECs in aclivitics such as
community contact and mobilisation, micro planning, supervision of schools, AS and
:CCIE centres, resource management of funds like school improvement fund, sccuring
convergence with other departments, cte, were assigned for the first time. In order to
cnable VECs to perform these envisaged roles, the project provided traiming to VEC
members in all the districts. A three day training covering various aspects of VECS’
responsibilities was developed by the SPQ in consultation with the sclected DIET, BRC
and NPRC personncl. The training was impurtcd through a three-tier system by imparting
training to district level resource persons, who trained NPRC coordinators, who, in turn,
trained the VEC members. Additional one day training on construction related aspects
was given to VEC members. In all, 228206 members of 10373 VECs (out of a total of
11234 VECs) in these districts have been l‘raincd.

‘
4.3 The aspects of awarcness about !lhcir role, (ulfillment of the cnvisaged role,
potential to take more responsibilitics m futurc and the additional inputs/ mcasurcs
required for further enhancement of their capacitics were examined at length.

44 Onc of the ways to assert the activitics of the VIECs could be the number and
nature of meetings held. The VECs arc supposed to be mecting at Ieast once a month and
this was being followed in more than half of the sample VECs. The rest, around 40
pereent, met after two to three months. The average attendance in these mectings was
limited to two to five members other than Pradhan and head teacher, who are president
and member secretary respectively. Two or three members. i.c., the head teacher, Pradhan
ard Up-pradhan carry out most of the activitics. The involvement of larger community
hes remained limited. There are two women members in every VEC who, either do not
atend these meetings at all or if they do, do not participate in the dehberations. The
records of these meeting are maintained and a perusal suggested that construction is the
most often discussed agenda followed by attendance of children and availability of
tapattis and scholarship.
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4.5 The VEC members, communil)!f lcaders, project functionarics and  teachery
differed in their perceptions regarding role and responsibilitics of VECs. In any case,
construction activitics were consldc.rc.d to be the most important responsibility l\\
cverybody followed by awareness g,u\cratlon and teachers attendance. It was no
uncommon to find a lack of awareness regarding the role of VECs on the part of the
community. Many of the VEC mcmbcrs themselves were also, at times, not aware of
their role and responsibilitics. Majonly (90%) of tcachers could not claborate the
uwwabud role of VECs. However, the level of information and awarencess was delinitely
better in the project districts as comparc.d to non-project districts. Unlike the non- pm;c&
district, the activitics such as org,ams.umn of enrolment drive, rallics, ctc., though
sporadic, were not uncommon in the projg,u districts.

4.6 The performance of VECs in terms ot completion of tasks could be considered as
satisfactory so far as construction and orgamsallon of certain enrolment drive activitics in
the beginning of the year are concerned. Many VECs have successfully increased the rae
of enrolment among the children of disadvantaged groups. There appears to be a marked
difference in the t’rcqucncy of school visits by VEC members, this being much mare
frequent in Nainital than in Saharanpur or Varanasi. VECs were, in gencral, more active
and cflective in Nainital. This was the only sample district where two VECs were also
instrumental in converging with other duvclopmun programmes and community Tor
resource mobilisation for improvement in schools including appointment of community
teachers, The involvement of VECs in quality improvement was minimal at other places,

4.7 Micro planning appears to be onc 01 the weakest arca of understanding for VICs,
Although there has been regular data collection on enrolment and other cducatmnal
indices and a houschold survey has also been initiated, the VEC members were not really
involved cither in collection or in reflection and planning. Even the teachers, who were
conducting houschold survey, had very limited understanding of issucs such as school
mapping and development of village education plan. At no stage they shared these data
with the VEC or the community.,

4.8 There appeared a corrclation between comprehension of training contents and
performance across various roles and responsibilitics. Most of the members expressed
high level of satisfaction over comprchension of topics such as construction and
maintenance of school buildings, and 'organising sports and other extra-curricular
activitics. The level of comprehension has been partial in arcas like close community
contact, girls” education and mobilising community resources. '

4.9  There is an overlap between membership of VEC and Gram Panchayat, both
being hmdul by Pradhan, which cnsures coopuallon between the two. The data from the
ficld suggested mixed experience in this ‘context with some getting good support while
others not ruunng the same level ol cooperation. The support received by schools
include funds provisioning for construction of boundary walls, tree plantation, land
levelling, cte. VECs delinitely function better at places where they receive more and
consistent support from Gram Panchayats,



:
4,10 Mahila Samakhya (MS) scems to have played a very cffective role in changing
the character of VIECs. The performance of VECs was found to be relatively better in
blocks where this programme was operational. The general fevel of awareness and
participation of women was high and the meetings were better organised. Women
members ot VECs, which included one MS member, were also active in mobilising
resources through local means and utilising the same for improvement in schools.

411 The VEC study has defined l’ourI stages (the fourth bcim, the highest) of
development based on nature and level of involvement in the various activities and
concluded that hajf of the sample VECs in the project districts fall in stage 1, around onc-
{ifth cach in Stage Hand I and only around 10 percent can be placed in stage 1V,

4,12 This, however, nceds to be seen from three perspectives, 1) in comparison to the
non-projcet dlslml where even this level of awarencss and involvement is missing, i1) the
base with which ‘these VECs had started and 11) the cnabling conditions created for
cllective functioning. The VECs remain .Mour member committee in the non-project
districts and the m:.um;,s arc much lcss rq,ularly organiscd. General level of awarcness
about girls’ cducation is relatively higherramong the community in project districts.
Though it is difficult to ascertain but all indicators sugucest that during the pre-project
phasce, these districts were also at the similar level as the non-project districts,

4.13  The VECs have been receiving full! support {from BRC and NPRC coordinators,
specially in training. ‘The  education  department’s engincer  did  provide help in
construction activitics in most cases. However, all the VECs did nor receive support from
ABSAs and SDIES in school management related activities. Support received from block
administration and other departments has algo been very limited.

404 The VECs i the project districts faced certain constraints that adversely aftected

thetr Functioning. It is important to understand these so that corrective measures could be

suggested. The constraints, as articulated by VEC members themselves, include:

= illiteracy and lack of interest on the part o members, especially the women members
except in Mahila Samakhya blocks, .

= lack of awarcness among VEEC membery avout their role and responsibilitics,

= dominant role of Pradhan who, more ()ltcn than not, docs not allow VEC to function

in a democratic manner; most of the decisions taken only by the Pradhan; accounts

not placed before the full VIEC,

lack of interest from head teacher’s part to make VEC functional and effective,

no importance attached to VEC by department functionarics,

no administrative power or control over school activitics or teachers in any manner:

the resolutions passcd generally have no sanctity,

= Lack of a well planned ageada to work on,

= No well delined accountability towards the larger community.
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Sustainability Issues

4.15 In the Indian context, the goal of universal clementary cducation (ULE) is
essentially linked with decentralisation. UEL involves universal cnrolment, retention and
completion, and perhaps the only way to achieve these is through delegation of powers to
the lower levels and empowerment of the community and community based institutions
to handle such responsibilitics. The project has madc the right beginning by reorganising
VIECs, imparting them some training and assigning ccrtain responsibilitics. Even if the
achicvements may not be termed as excellent as against the desired level, a change has
definitely been made toward the right dircctiojn. If policy and administrative measurcs do
not support these changes further, there is evéry possibility that even the gains carned so
tar would start recessing. Development ol'conﬁmunily bascd institutional support systems
is a slow process and need carcful nurturing for sustained impact.

4.16  The analysis reflects that a mix of policy and administrative measures are needed
to give necessary impetus to the emergence of VEC as a vibrant community organisation,
There are certain pre-conditions for cfiective functioning of VECs and unless these are
ensured, it s dilficult to have a viable villz\:gc level structure. There are a number of
factors that act and interact upon cach other to create an impact and it becomes crucial to
address them together. One of the most important issucs, therefore, is to identify the
critical factors and linkages so that appropriate mcasures could be suggested. These
sugpested measures in the following paragrz‘xphs basically outline the requirements of
making VICs elfective and viable in the post project period.

4,17 First of all, it is necessary to understand that support ot educational administrators
and teachers is an esseatial factor il VECs have to be functional and clfective. Secondly,
the VECs have to be broad based and compulsorily democratic in decision making and
responsibilitics sharing. Thirdly, the VECs have to be delegated some power with a clear
agenda of their own to work on. Fourthly, the VECSs have to be accountable 1o both
community and the government, and this accountability nceds to be developed in a
svstemic manuner. Lastly, capacity building cfforts have to be there on a continuous basis
and as response o emerging needs. The specific measures that would cnable the above
arc being claborated as below:

Policy Measures

4.18  The management of clementary cducation should be decentralised to Gram
Panchavats (GP). This suggestion seems to be in line with the current thinking in the state
where a number of powers relating to the management of schools to have been
transferred to panchayats recently'. The VECs have now been made a part of the
Panchavat. Howcever, it is important to rctain a broad base in membership, which can be
done by co-opting few members from outside the GP. The criteria for identification of
these members could be the same as operational in BEP districts.

" The powers that have been transferred include maintenance and upheep of schools, teahing learning
materials related work and construction/renovationrepair of school buildings/classrooms The school here
refers to primary and upper prinuiry schools and NFE centres
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4.19  Within the GP, VECs have been given specific responsibilitics of granting casual
leave to teachers including some punitive power, which would help in making tcachers
accountable towards the VIEC and GP. These could be further widened to include issucs
of’ school planning and management, and chn}drcn s enrolment. The VECs should_have
power to recommend certain measures for school improvement to GP and in turn VECs
should be answerable to the GP and the larger community. Any important decision could
be taken only in the entire VEC's presence and in case of differences among themselves,
they should access GP and the larger community group. The VEC members not attending
the meeting for three consccutive times may! be disqualified and new members chosen
with the consent of parents and community.

4.20  Any move towards decentralisation! in - clementary education would not be
successful without involving the educational ddminislmlors at all levels. It is important to
include them in the process and make them rLS[)OﬂSIl)lL for the successtul transition and
post-transition operation. In other words, the decentralisation process should be such that
the teachers and educational administrators sce this as a challenge and not as transter of
power from their hands. For instance, the ABSAs and SDILs could be made responsible
for formation of broad based VICs and their activitics. The effective and successtul
VICs in the respective jurisdictions should become one indicator of good performance.

Admunstratve/N anacerial Measures

4.21  No amount of policy reforms leads to change unless supported by appropriate
implementation and henee it is important to, have certain administrative measures that
match with the policy reforms. Some of the administrative measures could even precede
the policy reforms as the latter are always more complicated and require political will. A
number of steps are possible even in the prcsclilt policy framework.,

i
422 There could be a regular data collection procewss for the village at the village
level The data collected from houschold and schools in the arca must be shared with the
conununity with the help of teachers and VECs. This should be followed up by making of
school registers for school going and not going children in the village. The VEC as well
as the community should then draw up a follow-up plan for regular attendance and out-
ol=school children. Teachers other than head tcachcr should also be involved. Functional
groups could be made within the VEECs for different tasks such as organising mobilisation
activitics, classroom observation, school imprfovcmcnl, girls’ cducation, cte. This activity
will give the VECs an agenda immediately, W;hich is important to make them functional.

i

4.23  The study has shown that the very presence of department functionarics like
ABSA and SDIL in some of the VEC meetings would create positive impact on the
functioning. These could be started followed by occasional visits of cven higher ofticials,
The department should try to identify the VIEC resolutions that could be responded upon
casily and should be taken up for action. The action taken must be shared with the
communtty and VEC in the arca so that the message passes that these resolutions arc
treated seriously. These scemingly small initiatives go a long way in activising local
bodies. All the teachers of the school should be involved in the process,



424 Onc of the crucial needs is to make cducational administrator aware of the VECS'
roles and responsibilities. They should be made to realise that effective VECs would
mcan sharing of their own responsibilitics, which in turn would facilitate cffective
monitoring. It may also be possible to link the elfectiveness of VIEC to the performance
ol these administrators in the present sct- up also. For this purposc, an objective yet
simple set of indicators can be developed to determine the effectiveness ol” VECs
including quantitative and qualitative aspects such as number, frequency and nature of
mectings  held;  participation and - contribution of women members;  community’s
satisfaction with VECs; number, frequency and nature of school visits, etc. These could
then be used for monitoring purposes.

4.25  The existing Danchavat Rap Adlunivam in the state provides for education
committees at the district and block lwclsa 'Ihu; commitices should be activised and
linked to VECs.

420  The VECs need help and support from other departments like Health, DRDA and
Women & Child welfare. Education department at the district and sub-district levels
should establish more cffective linkages with these departments and try to seck help for
the VECs activitics at the village level. The activities like health check-up of children,
coordination with ZCCE centres and availability of JRY and other such funds for schools,
cte. could become casier. In turn, the VICs'should provide help to these departments in
rcalising their activities such as running of ECCH centres or organisation of pulse polio
campaigns,

Capacity binldigz NMeasures

4.27  Capacity building ctforts arc signﬁﬁcam to cnable different stakcholders to
perform their responsibilitics in the envisaged/improved manner. The VEC members
need orientation and training at certain intervals on a regular basis. In addition there will
also be a need for certain continuous supportive activitics even at the ficld level till this
structure takes roots {irmly. In order to facilitate these cfforts during the post- pr0|ul
period. the best option is to involye NPRC, BRC and DIETs for the purpose. It is
cssential to see community linkages as p.lrt ol their responsibilitics and accordingly
prepare the BRC and NPRC resource puxons NPRC Coordinators should be also trained
for providing support and cstablish linkages with the VEC and other community
members. 1t will be much morce feasible and cost cffective to have a decentralised training
and support structures otherwise the simple anthmclu. of number and associated logistics
of training VEC members would make the task impossible, espeeially in the absence of a
projcct structure.

428 In order to ensure participation also it is alwavs better to organise short duration
oricntation trtaining programmes lor VIECs or any other community based organisation.
Separate training of women members should be organised as this would enhance their
participation. These also become feasible only il decentralised academic structures arce
available. The decentrailised structures should be developed in such a manner that they
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could themselves develop training designs wnh some external support in course of time.
Mahila Samakhya could be used as a rcsnuru. agency for training of women members.

1
4.29 It is being increasingly realised that training is not the only kind of activity that_
facilitates capacity building. An cqually cffective activity is sharing ol expericnces
among the peer group. The opportunity must be provided to the VLIEC members also. The
means could be formation of a group of all VEC members at NPRC level and holding of
sharing excercises quarterly or six-monthly. Such interactions could also be arranged for
sclected members at block and district levels occasionally.

Action Plan for 1999-2000

430 Many of the measures suggested above could be started during the current year by
the project itself. The state government coyld also initiate some of the mcasures this ycar
itself so that transition is casier. The project can focus on capacity building and certain
administrative measures. Certain specific spggestions for the project during 1999-2000 in
the context of VECs are being outlined here:

=> Organisation of district level workshops for cducational administrators (I3SAs,
ABSAs, SDIEs), DIET and BRC faculty members. Focus on stock taking (activitics
undertaken so far and their impact), emerging vision and the rationale for the same,
requirements to realise that vision and. the role of different functionaries in realising
the vision. An action plan could be drawn at the end of the workshop to be strictly
monitored by themselves and by the peer group.

= Inclusion of this aspect in the training of DIET, BRC and NPRC facultics being
planned for the purpose. Special cllort to build NPRCs to include VECs in their
agenda.

o> Intensive campaigns at local levels lq highlight the role of community and VICs
involving NGOs, local social workers, ctc.

=+ Orientation and training of women members, if possible.

= Initiating the process of sharing of houschold and cnroliment data with every VEC and
development of village registers as well as follow-up plan. This is refatively simple
and doces not involve mapping and other such cxercises.

=> ldentification of at lcast one NPRC and two VIECs in cvery block to be developed as
model by providing intensive inputs. from various sources. This would involve
provision of the measures suggested and demonstration of almost all the activitics
possiblc in this time-frame. In other words, these VIECs should be able to demonstrate
what an active and vibrant VEC mcans and how can that be achieved. The NPRC
sharing should also be organised. If it is not considered feasible to do so in every
block, this could be adopted in sclected two to five blocks.

4.31  The financial implications for the post-project period would be assessed together
for all componcents in chapter 1X.
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V. MANAGERIAL STRUCTURES, PROCESSES AND PRACTICES

5.1 The academic as well as managerial structurces, systems, processes and practices
were studied to identify the critical factors that nced mainstrcaming and nurturing tor
sustenance of the project gains. The project is being implemented through specially sct-
up offices at state and district levels, namely SPO and DPO. Thesc arc purely managerial
structures. In this context, it may be clarificd that in addition to thesc managerial
structures, certain academic structures cither created by the project or alrcady existing,
also perform certain tasks that arc educatipnal management functions and the distinction
becomes more and more blurred at the Im\flcr levels. The examples are DIETs, BRCs and
NPRCs. This chapter discusses only the purely managerial structures and processes, and
the academic institutions and some of the related processes are being dealt with in the
following chapter. The managerial aspects of those academic structurcs as well as the
managerial role fulfilled by the same would also be discussed in that chapter only.

State Level Managerial Structure
State Project Office

52 The projectis being implemented by a registered society, Uttar Pradesh Education
for All Project Board (UPEFAPR), under the chairmanship of the chief minister of the
state. Almost all the admumistrative, financial and cxccutive authority lic with the
Fxecutive Committee (1:C) headed by the chief seerctary of the state. State Project Office
(SPO), headed by a State Project Director (SPD), is the apex body responsible for
everyday management and has sufficient powers to manage the programme. The SPD is
the member secrctary to both the EC and the General Council, which is the larger
advisory body.

through cvaluation of physical and financial progress though specified formats, specially
designed by SPO. The SPO also dircetly monitors the DIETs mainly for activitics that arc
being supported by the programme. Monitoring and control is also exercised through
periodic inspections and site visits. In order to provide fecdback for decision making,
sclected programmes are being evaluated through independent agencics.

5.3 Programme activitics under the project are monitored regularly by the SPO

54 To factlitate decision making and expedite the exccution of the programme,
certain committees have been constituted, namcely Finance Committee, Programme
Committee, Policy Rescarch Advisory Committee, MIS Committee, Training Task Force
and Curriculum Review Pancl. Broad financial guidclines have been prepared at SPO
that arc strictly followed for project implementation. This has cnabled timely flow of
(unds and thus cffective implementation of project in the districts. The communication
channel between districts and the SPO, however. is mainly upward in the form of
information sceking. The little downward flow of information is mainly in the form of
instructions. Officials in the districts expected frequent visits of the officials from SPO so
that they can assess the realitics of the ficld. It was scen that use of information generated
throueh PMIS does not contribute mnch to the deciston making process.
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5.5 In nutshell, the creation of SPO certainly cnabled timely and smooth arrival of
funds, dccision-making at the local level, arranging of academic resource pool, cutting
red-tapism, monitoring with better tools and bringing about greater certaintics in the
svstem. In other words, the project did establish good practices in the functions relating to
'pcrsonm.l“md resoarce ¢financial and acadcmrc) management as wcH as in -monttoring
and review ol implementation at the smtg level. However, the process of information
management were not as strong u.pccmllv in terms downward flow and dissemination.

District Level Managerial Structures

Dustrict Fducation Project Committee (1 )/f.'l ()

|
5.6 The project activities at the district level take place under the overall guidance and
supervision of DEPC formed cspcciallyi’for the purposc. DEPC is the apex body for
reccommending and advisory purposes at the district level. The committee consists of the
District Magistrate (Chairman), Chicf bwdopmcnt Officer (Vice Chairman), Basic
Shiksha Adhikari (Sccretary), DIET Prmcnpal NGOs representatives and other local
government ofticials. The DEPCs have aqthomy to discuss decide about both programme
and financial aspects. ’
5.7 Going by the government directivés, DIPC's are expected to meet in every month
to monitor the project activitics. However, variations were obscrved across the sample
districts. The cffectiveness of the DEPC is influenced by the interest taken by the District
Magistrate and BSA’s initiatives. Uncertain tenures of district magistrates also affect the
unctioning of the DEPCs. Their perceived importance to project activities varics
according to the prioritics assigned by them to different activitics in the district. Mcetings
were conducted regularly in other two sample districts whereas this was irregular in onc
district, Varanasi. The routine department activitics were the priority in comparison to the
project activitics in this district. '

5.8 “The main activities DEPC as envisaged in project were:
I. Review of request for project support from VECs and other local organizations.
2. Preparation of district AWPEI3, !
3. Supervision and monitoring of progress in implementation of project activities.
4. Provide support for the establishment'of the MIS based school statistics program.
S. Provide support for implementation ofcommuml\ civil works.
6. Provide support for VEC development. :
7. Provide support for design and delivery of in-service teacher training program.

|
5.9 [t was found that the primary function of DEPCs have been appraisal and
approval of Annual Work Plan & Budgets and monitoring of project implementation.
especiallv civil works. A smooth ow of fund has been facilitated by the DEFPCs
cvervwhere, DEPC is authorised o give approvals upto Rs.30.000 for repairs
(construction) bevond which the proposal gocs to SPO. DEPC does not have a role in the
appointments and transfer ol teachers and other officials as these are governed by normal
state government regulations.
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District Project Office (DPO)

5.10 DPO s responsible for implementation and co-ordimation of all programme
activitics in the district. A new post of” Expert BSA (LBSA) was created in the district for
implementation of project activitics who was made accountable directly to SPO. Later in
1994, a post of Assistant Dircctor (AD) was created above the post of EBSA for the co-
ordination work between EBSA and BSA, who is responsible for general basic education
department activities in districts. However, the additional post of AD too could not
effectively co-ordinate between two parallel offices of EBSA and BSA. The financial
powers remained with the EBSA of the dlstnct and ADs had only administrative powers
with them. There was also a conflict of Jurlsdlctlon between Ad and EBSA regarding
project activitics. Morcover, duc to overall slaH shortage in the state, same person in
most of the project districts managed the posts of BSA and EBSA. This made the role of
AD redundant and the same was withdrawn in all the project districts subsequently.

5.11  Three account personnel, one computer operator, one steno and a driver at the
DI’O assist the EBSA. At the time BEP -1 was initiated, additional post of one quality
coordinator for cach projeet district was Lrwlcd to co-ordinate all cducational and
academic activities of quality improvement at the district level, There are generally three
or more deputy BSAs in the districts to assist BSA. One of these has usually been
involved in the project-related works. Each block has at least one ABSA or SDI who
reports directly to BSA. Although not directly involved with project implementation, they
have been associated with a number of mandg,uml activitics especially, exceution and
monitoring ol construction activitics,

5.12  The activitics of the DPO can be divided under four categories, i) construction
rclated activities, i) fund management, iii) monitoring of the implementation and
collection of feedback from several sourcey and iv) AWP&B formulation. Financial
approval for construction of buildings and toilets, monitoring ol construction as per the
original proposal. and co-ordination with Jal Sansthan cngincers arc the main activitics,
related to construction activitics in the project. EBSA also needs to co-ordinate with RES
cngineers for cost escalation in the constraction activitics specially in hill districts.
Lxceptional repair works arc approved locally up to Rs.2,500 by ABSA/SDIs, Rs. 12,500
by EEBSA and Rs.30.000 by the DM. And above Rs.30,000 the proposals are sent to the
SPO. Proposals, sent to DEPC for approval, are cleared within a month in their regular
meeting.

S.13 0 The entire project fund for the district is routed by SPQO through DPO. DPO s
responsible for disbursement of tunds that come trom SPO to VECs for construction and
maintenance activitics; 1o schools for School Development Fund: to DIET for training
and 10 BRCs and NPRCs for their maintcnance. Additional funds for other activitics such
as ECCIE centres, AS centres, cte. are also disbursed through DPO only. The flow of fund
has been smooth at all levels. The ABSAs expressed clearly that unlike the department
fund. there is generally no delay experienced in the flow of fund under the project. 7he
actovities related 1o fund management at the district level have been effectve under the
project primaridy hecavse of unambizuons procedures and decentralised authorify.
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Table: Perception almul avatlabilit )_ol funds

District Number of | Process of proposal clearance and availability of funds
L respondents in time _
Process has simplified | Process has become | Can not
ST T T T T Tand” T funds T are ['mord difficult and [say 7]
generally available in | Tunds are generally
time : not available in time
Saharanpur 66 62, 0 4
Nainital 66 0l 0 5
Varanasi 66 61 0 5

504 The district has multiple monitoring system under the project. Information
rclatlnb to child population, cnrolment, lL.dCerS position, building conditions, ctc are
collected, compiled and summarised from various sources by DPO. These information
arc used at different levels for AWP&D lormuldtmn At blocks, BRCs collect information
through NPRCs and VECs. DIETSs too sublmt their budget for training activitics for the
appr oml of funds through DPQ. DIETSs prupurc training budget after collecting feedback
from NPRCs and BRCs. |

515 DPO/EBSA controls project related ilclivilics through three mechanisms. Firstly
the administrative machinery (i.c. ABSA) which sends the progress reports and site
inspection reports information from the ficld. Sccondly, different audits like audit by
SO, AAQ, and CAs. Thirdly information are reccived in the form of suggestions and
complaints from different people. Inlormdl channels are used for timely corrective
measures, audits are used to cheek internal fund management, and data from

administrative machinery is used tor planning.

516 EBSA also looks after the transfer and posting ol BRC coordinators and NPRC
coordinators. EBSA also acts for administrative matters related o these coordinators
cither himself or on rucmnb information (rém DIET. Deployment process of teachers is
not found to be different in project and non- project districts. The oflice spends major
amount of their time in correspondence with SPO. DPO normally works as per the
dircctives and guidelines of SPO in implementing the project activities.

517  The roles and responsibilitics of DBSAs, ABSAs and SDIEs are also being
discussed here though they are not direetly attached to the project. The discussion is
expected to facilitate identify  mcasures for post-project smooth implementation of’
activitics in the basic education sector. At préscnt BSAEBSA scems to be heavily loaded
with responsibilities whercas the DBSAs/ABSAs feel powerless and redundant. They
generally have no specific role: whatever EBSa assigns him that becomes his duty. In
other words. there are no clearly defined roles and responsibilitics of DBSA posted at
district level. Assigning specilic tasks and power to these personnel can change the
situation.

S8 The responsibilitics of the ABSAs/SDIESs in the block are cnormous. These
include all the matters related o proposal and recommendation for posting, transfer, leave
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and promotion of tcachers and other department employces in that arca; disbursement of
salary and other benefits to tcachers and others, verification grants to aided schools;
availability of material through the grants to schools under operation black board and
other schemes; inspecting, improving and reporting about all the schools, sending
proposals for opening and transfer of schools; making proper arrangements of all
students’ funds and to prevent their misusc; kecping complete particulars and accounts of
all property and land records of all the schools; collecting and asscssing all the
information related to the block, making arrangements for all kinds of examinations as
per rules; planning for sports, scouting, rcd; cross compcetition and other co-curricular
activities at the block and to help the BSA to plan the same at the district level; preparing
answers to the questions for Legislative Asscmbly and Legislative Council related that
block; auditing and physic verification of .thc expenditure incurred on construction,
quality check, and timely completion; and lmplemcntatmn of mid-day mcal scheme.

l
5.19  ABSAs are required to propose for transfers and postings of teachers. However, it
was observed in most of the blocks that political interference was causing problems in
this arca. As a result, there are schools with full strength ncar the cities, whereas schools
in the interior arcas remain under staffed. Although the subject of teacher transfer is
outside the mandate of the project, the UPBEP attempted to address this anomaly through
its intervention of sanctioning new teachers’ post in existing schools on the basis of pupil
teacher ratio and creation of teachers™ units on the basis of enrolment.

5.20  ‘The ABSAs do not usually have dny office of their own. [n the project districts
they have started using cither BRC bulldmgJ or a room in the attached school as their
office. With this kind of job definition, it is fot surprising that they arc generally found to
be busy with many non-academic activities. Though they arc sanctioned TA and DA for
inspection work, they are not mobile. This affects their efficicncy adversely.

521 The BSAs and ABSAs have not received much input from the project in terms of
training or professional upgradation during the initial five years of the programme. Some
of thesc personnel did receive training on planning and management aspects under the
projcct at SIEMAT but did not find the same very uscful. They arc also averse to
receiving any training at the DIET reflecting inter-institutional tension. The contribution
of the project in augmenting physical infrastructurc in the basic cducation sector was
acknowledged.  Although they generally felt that the quality of cducation has improved
during the project period, an understanding and appreciation for the continuous academic
support to tcachers was lacking. The nature of school supervision by ABSAs/SDIEs
continucs to be largely “inspectorial™ in naturc. The project has realised this and started
making efforts to change this to make school supcrvision more supportive. The training
modules for the BSAs and ABSAs have been redesigned A set of simple qualitative
indicators is being developed for the purpose of use during school supervision. The
indicators would endurc that the visits of cducational administrators to schools do not
remain merely inspectorial.
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Notable Managerial Practices

5.22 In the process of project implcmcntlation certain new processes and practices
werc.initiated, which facilitated improved funcllomn;b The processes followed for fund
management were effective and have’ alreddy beeh discussed. “Two-more such practices
arc being discussed here as these arc considered to be having significant sustainability

implications.

Muanagement Information System (MIS)

5.23  Two typcs of MIS systcms were cnwsag,ud for the proper implementation and
monitoring of the project. The important objectives for the first MIS were to design and
implement a computerized information system for monitoring and planning cducational
activitics in the districts. It is known as Educational MIS (EMIS). EMIS related
information consists of school status description, school description, tcacher’s position,
equipment and other facilitics, age-wise enroliment for all students including break-up in
to SC/ST students.

5.24  To get detailed information on progress of project implementation at the level of
actual activitics and cxpenditure, Project MIS (PMIS) was implemented.  This
computerized PMIS serves as an important source for monitoring and obtaining timcly
feedback. Information for PMIS is collected through a specifically designed format. It is
structured to meet the needs of the data rc.qum.d for the project. Different heads for data
collection for PMIS are salary, cquipment, civil construction and major repairs including
physical progress, development of cducation and study material (through workshop,
seminar and consultancy), grant to school (Tcacher Development Grant and School
Development Grant), furniture and Grants to NGOs, cte. The process for data colicction
and analysis is similar for both EMIS and PMIS,
Figurc: Flow of MIS Data

Management Levels
S ta e State Project O fficc
DEPC DIET
D istrict “EBSA
Btock Rcsource
Block Commitlce

Nyaya Panchayat
Re¢sourcec Centre

1

Peimary and Upper
Primary Schools

Nyayva panchayat

Village
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5.25  MIS information is collected at the school level by the teachers on the formats
provided by the SPO. These formats arc printed locally at the DPO and distributed to
various sub-levels. NPRC Coordinators then integrate information at the Panchayat level.
BRC Coordinator further collates these at block level. From block level information go to
DPO which collates the information at the district level for meaningful usc of DEPC and
DT, Information is also sent to SPO for monitoring and cvaluation. This system of data
collection and analysis docs not have satisfactory quality checks for the data. The only
check employed at various levels is that the data should be comparable to the previous
years” data. Information is processed manually upto block level and only at the DPO
level the data are fed into the computer.

520 In the ficld, NPRC coordinators were not aware ol the cfficacy of their cfforts in
data collection. They generally reflected a lack of understanding as to how the data
collected would be fally used. They only had different forms that were supplied to them
bv DPO to be filled up. Filled up EMIS forms were found at the block level with BRC
coordinators. They were aware that the data would be used for planning by the district
and the state but did not scc any usce at their own level.
i

527 PMIS related information is compiled at the DPO office and 1s sent is sent to
SPO. Towever, accounts oflicers at SPO were of the view that there is very little utility
ol this compiled information. They complained about the accuracy of information and
delay in recciving the computerized information, [ence they still continue to work on the
basts of manually collected information for their budgeting and cevaluation exercise for
project related activitics. The design of the software is such that it docs not facilitate
monitoring or planning.

528 The ficld functionarics including head teacher and NPRC coordinators scemed
cllicient in compiling EMIS related information, There are no in-built checks for the
quality of information in both PMIS and I:MIS. As a result people are found comparing
the information of the current year with thé past year data to develop their confidence
about the accuracy of the data. NPRC coordinators and tcachers complain about too much
ol paper work which adversely alfects their Q()nlril>\lli()11 to academic activitics.

Anowal Works Plan and Budgeting Process (AW71)

529 The process of AWP&EB in the project has been such that proposals arc based on
eround level information regarding physical infrastructure and tcachers. The needs of
diflcrent districts and sub-districts relating to these aspects are given duce consideration by
SPO at the time of approval. The AWP&Bs consists of objectives, progress on previous
AWP&B activitics, commitments of funds/actual expenditure and explanation of unspent
balances, analysis of implementation difTicultics and suggestions to redress them, list off
specific interventions required for the proposed AWP&R proposal and cost of proposed
interventions. Requests for support from other operational organizations involved in the
project ke SIEMAT and SCERT are also included. A schedule of implementation of
proposed activities 1s also attached.



5.30  Thc main activitics in the project have been construction, teacher appointment,
tcacher training and provision of school improvement and teachers grant. Other activitics
have been opening and adoption of AS and ECCI centres respectively on a sclective
basis and certain pilot projects like school library, special NFE for girls, cte. The DPO
prepares a plan and budgct on the basis of EMIS and-last vear’s trend for alkthe activitics
except training for which the demand comes from DIETs. The SPO appraises and
approves these proposals on certain objective criteria,

530 AWPB s perhaps the most powerfu!l intervention in the normal government
svstem to improve the project implementation. It ensures systematic detailing of the
various activitics at various levels. Normally it takes about three months for preparation
and approval at district fevel. Final approval from the SPO is usually committed i about
one month from the receipt of the AWPB. Transfer of funds from SPO to the grass root s
on the basis of AWPB through DPO. This ensures timely availability of funds for
undertaking activitics. ;

‘ - ;
532 Itmay be relevant to mention here that full potential of AWP&B formulation was
not utilised at the district level under the praject. The planning revolved around initial set
of approved activitics and the new innovative interventions did not Tind adequate place.
This meant that some of the specilic issucs and problems of the districts were not
addressed. For instance, ticld experiences suggested that child labour is a major issuc in
Varanasi district and majority ol drop-outs atier class (I could be attributed to the fact
that children start working in sarce and carpet weaving units. ‘This issue was never
addressed by the project at any level, The AWP&Bs were prepared for the fixed
components and new arcas were not given due attention.

i

Sustainability Issues related to Managerial Structures & Processes

S.33 0 Since SPO and DPQOs are project structures, they should have normally ceased to
exist once the project comes to an end. However, since the same registered socicty 1s
implementing other ongoing programme,  District Primary Lducation Programme, in
other districts of the state through the same SPO, this body will continue to operate. 3ut
the structure will not have much relevancd for these districts. ‘The DPOs in the project
districts will not remain operational. As such, the mcasures suggested for consolidation
and strengthening would necessarily take this fact into consideration and focus on
institutionalisation of good practices and processes in the mainstream system. [t may be
mentioned that some of the measures suggested in the previous chapter would dircetly
apply in this case also and accordingly be treated.

Doty and admmstrative NMeasures

3534 The presence of SPO has enabled efficient fund flow, responsive decision making
at the local fevel, elfective academic resource management, improved monitoring with
better tools leading o greater certaintics and level of cffectiveness in the system. This
was possible because of establishment of certain clear and flexible procedures that
allowed decentralised powers with well-detined accountability. For instance, the mandate



to hire the expertise as and when required facilitated accessing of academicians,
rescarchers, NGOs and consultants in order to address the specific problems and issucs. Tt
is important to introduce similar measures in the main system otherwise the process of
reform in management practices would stop. Currently, the Directorate of Lducation docs
not possess the flexibility to respond to the ever-changing needs of the ficld and the same
nceds to be built cither through policy or administrative measures.

|
5.35  The alternatives to the departmental management could also be explored. For
instance, it could be explored whether it 1s possible to adopt Socicty mode of
implementation for the basic cducation scctor as a whole. There already cxists a
resistered society, which could be vested with more powers to control and coordinate. It
would be casier to have flexible, decentralised and participatory norms in a socicty, many
of which alrcady exist. It would be more difficult 1o introduce such norms in the
Dircctorate, which functions within the broader government framework. The GOUP may
consider studying these options at greater dcpth before reaching any conclusions. In
cither case, 1t is mussary that management practices are made more responsive, fexible
and decentralised. The project has made a beginning and the cfforts must be
mainstreamed in order to ensure sustainability.

536 DEPC in the post project period should be dispensed with and already existing
District Lducation Committee (DEC) should be made more responsive for control and
monitoring purposcs. DEC should be better organised by having munl)ushlp drawn from
clected local bodies, NGOs, DIET and teacher representatives™. DEC should Fulfil the
role and responsibilities currently being undertaken by DEPC and attempt to go beyond
that. Suitable administrative measures to decentralise certain discretionary powers at the
district level should be given to DECs. In the similar manner, the Block Education
committee should also be revived. *

5.37  The decentralisation should be scen in the context ofinstitutionalised practice of
district level planning and implementation with well laid out checks and accountability
svstem. The practice of systemic data collection and AWP&B formulation should not
only be continued but also strengthened and further decentralised. As suggested carlier,
the VIECs and panchayats should be given more powers and the supportive administrative
measures should cnable this transition. The district cducational plan should be prepared

“The xlud\ on mamaucrial structures and processes has suggested following membership
I Adbvaksh, Zilla Panchavat (Chairman)
2. members nominated by Zitla Panchayat
3 Chief Developmient Ofticer (Iix-ofTicio)
4 District Harjan Samaj Kalyan Adhikari | (Ex-ofticio)
S District School Inspector (Assistant. Sceretary)
G ABSA (Mahilay (BEx-olficio)
7. BSA (Member Secretary)
5. Principal DIET
G Teachers' representative
10, NGOs
I MS Co-ordinators
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in consultation with cducational administrators, DT, BRCs, NPRCs, and VIiCs
covering all the aspects of universalisation of basic cducation.

3.38 The cducational administrative system ;Iwould nced a redefinition in their role,
“responsibilitics and job profile. At the district 1evel, there should bé devolition of powcr
and responsibilitics among the DBSAs. At the block level ABSAs should get directly be
involved with the implementation of different %hcmu ABSAs should function closcly
with other institutions like NPRCs, BRCs and DlLls The administrative and academic
institutions should be secn as having complementary roles. The option of merging the
administrative and academic roles especially at the lower levels of block and cluster
could be debated. Any option must be mlroduwd with appropriate and adequate capacity
butlding mcasurcs. ‘

539  The ABSAs are finding it ditficult to cope with the problems of managing
administrative, monitoring, supervision and planning works on their own. ABSAs should
be provided with one assistant to help him!in his routine activitics including data
compilation at the block level. This person can be drawn from BSA’s office who is used
to handling service books and related files of teachers and head-teachers of that block.
This would give the ABSAs more time for s'ubcrvis'i(m and monitoring. Some financial
provision could be made to ensure his mobility. As part of their responsibilitics of school
supervision, they should be given ruponslhllny of nurturmg, VECs and developing
community linkages. Though this alrcady L\I\lS on paper, it is important to demonstrate
ils importance.

540 Many of the decisions, which are laku\ at the BSA level, can casily be delegated
to the ABSAs. These decisions could be of the nature of transfer of teachers within the
blocks, and maintenance approval upto some level, say, Rs. 10000, The mechanism for in-
built cheek should be there along with this delégation. They should be made accountable
to community or local bodics so that the prime stakeholders get a chance to vet the
decisions. ABSAs’ tenure should be made more stable. A minimum tenure of 4 years is
rccommended for this purposc. This will |‘l<.|p him in developing good understanding of
the arca and implementing his idcas for improvement of education in the block.
i

541 The process of data collection and usage should be made morce participatory and
systematic. Village level data could be collected with active participation of villagers. At
cvery level (village, Nvava Panchavat, block and district) data must be shared and
discussed with the stakeholders, and a follow-up plan made. The educational situation of
the respective levels in terms of various indicators could be made public. This is onc of
the simplest and most effective means of involving everybody in the process. Certain
stimple qualitative information like rcasons for non-completion or attendance could be
discussed and used for the planning purposcs.

542 Collection and computerisation of” cducational data on EMIS or DISL formats
should continue. BEP has made computers available and the collection mechanisms are
also in place. Tlowever, the districts would require services of one analyst'data operator
and this post at DPO should be retained by attaching him her to BSA’s oflice.
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Capacity bulding NMeasures

543 Several capacity building mcasures wquld be needed to factlitate the suggested
changes to take place. The personnel at the Education Directorate at the state level would
nced orientation and training and so will the, district level cducational administrators.
Although the exact design of these orientations would vary, the focus has to be on
strengthening of both attitudinal and profcsslonal aspects. The various aspects that must
be covered are, understanding of participatory management systems, responsibilities
towards community, sensitivity towards teachers, collection, compilation and analyses of
information, cffective use of information for different purposes and importance and
technique of cducational planning.

S44  SIEMAT at the state level and DIET, BRC and NPRC at the district level could
be resource organisations for the purpose. These training and support should not be a
one-time affair and be organised on a regular hasis. Continuous upgradation of personnel
is critical for smooth implementation of new ideas and practices.

Action Plan for 1999-2000

545 Many of the measures suggested in llu, VEC scction would automatically cover

this arca. These could be seen at one place in the last chapter so as to suggest a holistic

action plan for the last project year. Hmyuuj, some of the specific actions, other than

those sugpested in the previous section, are hcilng presented here:

- |

2> The personnel belonging to the regular directorate of basic cducation should be
exposed to the practices and processes adopted by the SPO allowing them to be more
responsive, The SPO could orpanise sharing workshops at the state fevel focussing on
practices and processes that facilitated snufmlh implementation and speedy fund fTow
and the personnel of the Liducation Dircctorate should attend these. These workshops
should scrve the dual purpose of providing initial oricntation to these personnel and
identifying the critical factors that need to be introduced in the mainstream system.

i
i

= In order 1o strengthen the system of professional development in the arca of
decentralised planning and management. for the basic cducation scctor, specilic
training programmes should be conducted for key administrative officials and DIET
facultics. The training should include the aspeets of information management and
community involvement. Intensive follow=up of these training programmes should be
undertaken with an aim to change the management style of the administrators. The
SIEMAT has started the process but the module needs entire redesigning.

= The system of developing annual plans helps in prioritisation, implementation,
monitoring and review. This also means greater ownership and therefore, greater
accountability. The process should continue and the personnel from the department
should be made o develop ¢ plan for the next vear in cach district as part of the
project activity. This would not be very diflicult. as there is already an overlap
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between the DPO and the department in terms of personnel as well as certain
functions. '

Tifforts for revival of district and block level PRIs and Fiducation committees could be
T S N T T S I C .
initiated and district level sharing workshaps on decentratised ‘management practices:
should be organiscd.

Strengthening of Planning & Management wing of DIETs in terms ol staffing and
their training so that they can take the challenge of resource support to BRCs and
NPRCs in the post-project phasce.



VI ACADEMIC STRUCTURES, PROCESSES AND PRACTICES

6.1 The chapter discusses academic structures at the state, district and sub-district
levels including those that are created by the project and those that had alrcady been
existing. Certain critical academic processes inftiated by the project are also being
discussed in the chapter, ‘

State Level Acadeniic Structures

Stare Institute of Fiucational NManagement and Trannng (SHEAAT)

0.2 The cstablishment of an institute far promoting the aspects of educational
planning and management was part of the UPBLEP approved proposals. Accordingly, the
State Institute of Educational Management and Training (SIEMAT) was cstablished in
1995 under the Socicties Registration Act (1860) in Allahabad. The primary objective of
the institute could be identified as undertaking of rescarch in the areas of planning &
management of school education as well as providing technical resource support in these
arcas to personnel at ditterent levels in the form of training and publications.

6.3 The SIEMAT has been discussed at fength as this has been created and supported
entirely by the UPBEP and therefore, has serious sustainability implications. The state
sovernment has, however, demonstrated its support o SIEMA'T and its institution
building process by ensuring a stcady and continuous tenure of Director. The state has
also contributed Rs. 15 30 lacks tor the completion of the building from its own coffers.

6.4 The wstitute 1s well developed in 1erms of building and other physical facilitics
mcluding training halls, auditorium and hostel. All the necessary cquipment such as
computers, photocopicr, pana-board, cfte. arc there in sutficient numbers. Ithas, however,
been week i terms of attracting and retaining good quality academic faculty. Institution
building is a tough job and the fast turn-over has led to jolts in the process. Some ol the
senior faculty posts have been recently filled but many faculty posts in the arcas of
Rescarch & Evaluation, Management and Fducation Finance are still vacant. This can be
scen in the following table: 7
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Tablc: Details of smlfposnmn in SIEMAT

"SI Position 1 Sanctioned l I)Lpulallon Contract

No o o dpests o N
1 Dicctor S L B

"2 1 Additional Director ~ 7 1 L " R

' 3. ' Head (Policy and planning) | | ! o

4. | Head (Management) I f Post advertised

i 5.1 Head (Iiducation FFinance) [ ; |

6. | Head (Rescarch & Eval.) I [ | Post advertised B
7. [ Had (MIS) L | g

-8 Sentor Accounts officer I ; I

9. | Administrative Oftheer 0L o
10, | Lecturer(Policy planning) | I P e o
11| Leeturer (Management) I || Postadvertised |

12, | Leeturer(Education Finance) | 11 Postadvertised | _
13, | Lecturer(Rescarch & Tivall) | 1 I_ o R o
|14 | Lecturer (MIS) I | L

15} Teining Officer 1 Lo

' 16, | Rescarchoflicer 1L oy
1700 L |lr9r|an N N »l’osl advutmd o
|18, /\ss:sl‘ml /\Lu)unts()lhur N o L
190 Conputer Programmer |1 I’ost .ulvurtlscd S
20, | Research Associate l I

|21 Ruwruh assistant I ) 1 B

j 22 I!(Md Supmntundu\l | L B 1 _

0.5 Saveral reasons are held responsible for this including the Tact that service
conditiors are not altractive cnough. ‘The pay scales offered are below the UGC scale and
the city of Allahabad does not offer best of facilitics avaitable in the metropolitan cities.
The reersitment policy whereby facultics are cither taken on contract or deputation also
operatesas a deterrent to many people. The discussions with the academic personnel also
reflecteda need for clarity on the institute’s vision and the faculty” role therein. Though a
number of activitics are being undertaken and the institute is responding to some of the
nceds ofthe UPBEP/UPDPEP and GOUP, it needs to set its own agenda in the fong run.
This is ¢l the morc important from the point of view of sustainability because it is
thinking of developing several sclf-sustaining capacttics.

0.6 Before discussing the sustainability issucs, it may be worthwhile to have a
prelimimiry asscssment of activitics undertaken by the SIEMAT so far. This would give
an indication towards the attainment of specified objectives and also provide insights into
the aspeds related to the issuc of sustainability.

Training
6.7 Cver the years training has emerged as a major thrust arca for the SIAMAT. It is

commenlable that large numbers of training programmes have been organised in such a
short perod.
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Table: Training activity at SIFMAT

Period ___Man- \wd\s oflr'unmb
April 95 10 March 97 | 7|9__
April 97 1o March 98 - 1286
April 98 Scptember 98 800
Projection for 1998-99 : 1700
Projection for 1999-2000 ' 2300

Two types of training arc being orgamsgd + cadre based and theme based. The main
cadre based trainings have been those for Basnk Shiksha Adhikarns (BSA), Assistant
Basik Shiksha Adhikaris (ABSA) and Pl anmnb & Management Wing of DIETs. It is
commendable to organise traiing programmes on such a large scale within years of
cstablishment. More so because there has traditionally no system of training for most ol
these functionaries. The coverage of these programmes can be scen as below:

Cadre based Training in SIEMAT (April 1995- March 1998)

CCadre Dased | Duration No. of | Other agency | No. of
L Prosrammess romunds (if any) Participants
} BSA’s Oricntation 5 days 31 None 90
lv_,,_ - SR —_— e S SO
/\BS/\/SDIL S 4/5 days 15! 455

| Orientation - o T
| Pllnnlm' & Mx'l Unit | 10/9 days o 131

(DT & Principals S R R,

0.8 The analysis of the modufes and feedback from the field, however, suggest need
for improvements in the quality and delivery mechanism of these training programimes.
The BSAs, ABSAs and SDIHEs are the key managerial functionarics at the district and
sub-district levels, Their training assumes special significance for any discernable change
in the managerial practices. A large number of topics including institutional planning,
cltective supervision, school improvement, planning, cte. are covered in the training
modules for BSAs and ABSAs/SDIlis in addition to materials on educational structures
and rules & regulations, The role and respoasibilitics of the officials have been outlined
in quite detail in the modules that also sérve as reading materials. Those who have
undergone the training apparently found thc information uscful in their feedback. No
impact assessment has so far been undert dkcn and henee itis difficult to arrive at definite
conclusion. The study on managerial aspects, however, suggested limited impact of thesc
training programmes. ‘

6.9 A closc look at these modules suggests that though the desirable topics have been
covered, there is a lot of scope for improvement, especially in the manner and method of
presentation. The method, as suggested by the module, relics almost entirely on lecture,
discussions and presentations.  Instead, a Tocus on creating experiences and simulating
exercises would have perhaps been more elfective in bringing about any visible change in
the administrative and supervisory practices that continue to be  hicrarchical and
inspectorial in nature. [t may, however, be added that these changes are not casy to oceur
and regular follow-up and cnabling environment are important to achiese the desired
result,
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6,10 The analysis of the module meant for the P&M unit of the DTS reflected that
there is more emphasis on data collection and analysis, and clements od institutional
planning as such. This did help in developing basic conceptual clarity given the existing
les el of understanding at the DHETs. However, now that the initial orientation on issucs
of data collcetion and analysis is over, a'changed approach necds-o-be-adopted with morc .
emphasis on the need, relevance and approaches of cducational planning as such
including the aspects of problem identification and strategy formulation. The treatment of
most of the arcas included in the module could be made more appropriate. The concepts
of information management and planning should be linked. The section on development
of training plan should include clements of follow-up activities and feedback from the
ficld. '

6.11  The theme-based training were started mhinly during 1997-98. The major theme-
based training have been in the following arcas: Micro Planning & School Mapping;
School Management; Financial Management in DPEP; Gender Sensitization; Action
Research and Rescarch Mcthodology. The coverage has been quite limited so far for most
of these training other than Action Research. Some of the materials have been developed
for use ol functionarics at different levels in the, Workshop mode. These are expected to
be used as self=learning materials apart from bcifng used as reading material during some
training. Two such examples are materials on the aspects of leadership and those on
school management meant for ABSAs and facultics of DIETs, BRCs and NPRCs. The
issuce ol school management has reeently been identified as a priority arca and the
SIEMAT intends o develop 18 identilicd schodls as model schools. Though uscful, the
content and presentation of such materials have to be much more communicative and
user friendly inorder to ensure ctfective utilisation,

6.12  The SIEMAT has also conducted ccrlﬁain additional training programmes for
specilic purposes either on demand or on purpose. Recently, the institute has entered into
an agreement with the National Society for promotion ot” Development Administration,
Research and Training (NSDAR'T), Mussooric for capacity building in the arca ol DPLEP
Perspective planning, development and appraisal of Annual Work plans & Budgets and
DPEP Supervision. In turn, the SIEMAT is cxpected to provide resource support and
services to the UPDPER and other Hindi speaking DPEP states. [n order to fulfil that role
snecessfully, the institute may like to develop networking links with certain other
institutions and individuals also.

6.13  T'he training modules for most purposes are generally developed in the workshop
mode. The participation depends on the nature of the module and at times national level
resource persons are also involved. Field level participation is also cncouraged. In the
initial phasc. the involvement of the faculty members from the State Institute of
Fducation (SH:), situated next to the SIEMAT, was common. However, a lot needs 1o be
done regarding the presentation of modules and the use of appropriate methods. The
training programmas adopt participatory measures so far as group discussions and
presentations are concerned but the ereative aspects of experiences and simulations need
19 be strengthened. A system of systematic trailing of modules as well as that for
continuous feedback from the ficld also needs to be developed. The institute is planning
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to have certain impact evaluation studics for their training programmes and feedback
from the same should inform the revision process of modules. A continuous system of
revision and refinement could be developed so that newer concepts and approaches could
always tind a place.

Rescarel

6.14  The rescarch programme of SHEIMAT includes conducting topical research studics
through its faculty, managing rescarch programme of UPBEP and an claborate action
rescarch development programme. The topics ol the studies being conducted by the
SIEMAT arce few (less than ten) and varied (not confined to the educational planning and
management arca). ‘The institute, on behall of the UPBEPR, invites and scrutinises the
proposals for research in basic education cvery year. SIEMAT is also active in sharing
and disseminating the completed rescarch lindings. 1t has recently completed a major
study on Classroom Processes in UPBLEP districts in collaboration with two other
agencies. The topiczfl research programme, hawever, can be made more comprehensive
and useful by focussing on identified policy and empirical arcas that are critical for the
cducational management in the basic cducation sector.
i

6,15 The action rescarch programme of the SIEMAT started with the aim of training
the teachers, head teachers, NPRC Coordinators, BRC Coordinators and DIET faculties
in identifying their problems, systematically analysing these and working for solutions.
With the active support and guidance of NCERT facultics, the SIEMAT trained the DIET
facultics in the four districts and identificd 20 problems to be worked at by 20 sclected
teachers, head teachers, NPRC and BRC Coordinators. The identified problems included
some ol the issues inside the classroom whereas some covered the issues relating to the
familial and social aspects. Continuous technical support was provided at various stages
in the ticld itself leadmg to suceessful completion of the projects.

6.16  The programme has been reccived well and is now being extended to 7 more
districts. Itis detinitely one of the best-planned and exccuted programmes ol the institute.
A number of arcas identified for the purpose of action research is linked to pedagogy.
Though the facultics of the SIE were involved at some stages, it may be a good idea to
have dircet links with the Pedagogical State Resource Group (SRG) of the DPEP so that
the identilicd problems and solutions rellect the needs and are immediately tested for
wider application.

6.17  Inorder to develop interest in the arca of cducational rescarch, the institute started
a training programme on Rescarch Mcthodology in Primary Education. The programme
focussed on different methods generally applicd in primary cducation and the skills of
proposal formulation and report writing. Apart from SCERT and DIET functionaries, the
participants included teacher cducators from the degree collages. Though the training
scemed to have gencrated interest, the institute has not reeeived any feedback about
actual application.
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6.18  The rescarch programme of the institute needs a focus. Currently, the topics for
academic as well as action rescarch cover a wide range including pedagogical | socio-
cconomic and several other aspects. ‘The instituite should attempt to develop
specialisation in the arcas of planning and mandg,uncnt at all levels v the education
svstem — classroom, ‘school, village, cluster; block, district and statc.- The present -
understanding of theoretical as well as applied aspects of the arca is limited. The
suggestion applics to the training programmes also where the theme base training should
be limited to specialised areas.

Dublications

0.19  The institute publishes Anubhuv, a quarterly magazine in Hindi, giving
information and articles on the various aspects of primary education. The magazine is
supplied free of cost and has potential ofbccommb supplementary resource material after
training. However, it has not been visualised :in this manner so far and hence, has not
cmerged as a viable follow- -up alternative. /\ bilingual quarterly newsletter prowdmg,
details of the SIEMAT’s activitics are also being published. The institute is proposing to
soon start publishing a journal of Iiducational Management.

,
(.20 Other than publishing the training manuals that arc aimed at scrving as rcading
materal also, SIEMA'T has published three h.mdbool\s on Office Management, Financial
Management and the Role of the Deputy HSA' ‘There is scope for further improvement in
the content as well as presentation quality of these publications. More cfficient ways of
undertaking publication activitics should be éxplored, which may also mean saving of
financial resources. '
6,21 Inthe long run, any academic institution is sustained on the basis of quality of 1ts
work and SIEMAT with sutficient inlrastructure and experiencee, is now in a position (o
focus on the same in every aspects of its work,

Urofessional Development for SHIMNAT L ‘acultics

6.22  Few symposium and lectures have been organised at the SIEMAT with the
primary aim of providing opportunitics of professional development for its personnel. In
addition, some of the faculty members haye been attending several workshops and
training programmes both at national and state levels from time to time. Some of them
have also participated in exposurc visits to cducational programmes run by Lok Jumbish
and MV Foundation. However, there has been no systematic plan for stalt development
and the cfforts are gencerally sporadic and isolated in nature. The institute needs to
develop awell thought out staff development plan to suit its own vision.

0.23  SIEMAT is also trving to cstablish close ties with other national and international
institutions like NIEPA  (cducational planning and management), NSDART (DPEP
planning), NCER T(action rescarch),  International Institute foc Educational Planning
(UEP), ctc.. Though these linkages have definitely helped the institute in developing
capacitics of some of the facultics, the same can be more cffective if the needs and
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requirements arc known and prioritised leading to clear identification ol capacity
development requirements. :

Sustamahility [ssues for SIEALAT '

6.24  ‘The UPBEP has been bearing all the C\'pcndilurc of the SIEMAT so far and
committed to do so during the project period. There is no doubt about the need to sustain
the institute as this can provide critical lcchmcal resource inputs to the educational
planmngD and management aspects of the state. U.P. is a large and the most populous state
in the country and requires such support for thd dcvd()pmc.nt ot its cducation scctor. At
prescnt, SIEMAT is onc of the very few regional institutions for cducational planning and
management in the country that has demonstrated a definite potential. The GOUP s
committed to take over the recurrent liabilitics of the SIEMAT in the post UPBLEP period
but the institute is also thinking of undertaking activitics to generate income and sustain
itsett to some extent. SIEMAT will also continuc to discharge training/capacity building
roles in DPEP- 11 and 11 This would mecan lmanual support for some of the programme
aclivities.
!

Acnnstrative and capacity building measires |

6.25  Theanstitute, however, needs to have an asscssmcnt of its own performance and a
relook into the future prmrmus in order to luhll the objective of becoming a premicr
institution in its field. It is amply clear that ;hu institute has made a clear impact by
initiating a number ol activitics. There is now peed for a more methodological approach
by prioritising the arcas where it has relative advantages and focussing on the same.
SIEMAT is expected to provide critical resource support in the arcas of educational
management  and  planning o two  different set of  target  groups -+ the
administratorsmanagers themselves and the institutions like DTS that are expected to
provide technical support to the sub-district and village level structures.

0.26  The institute has developed the physical infrastructure and facilitics of the Tirst
rate and has a tcam ol committed. facultics. There is scope now to develop a
professionally competent and committed cadre'and impact the system through them. The
development of an Institutional Development Plan in a systematic manner may help the
institute to sct its prioritics and act accordingly. The institute’s plan should be such that a
vision for development coupled with a core action plan for next five years is developed.
The plan should include the aspects of resource generation and related preparcdness.
This would facilitate a better planning for some of the paid courses that are currently
being thought of for futurc. The institute may like to develop some of the core capacitics
in the identified priority arcas first and then shape the activitics according to the needs of
the different set of programmes like UPBLEP or DPEP. Though a Five-ycar Plan was
developed by the SIEMAT in the initial phasc, the changed perspectives may precipitate
the need for a relook.

37



Policy measures

0.27 No amount of investment on quahly improvement will bring (ruits unless
_recruitment policy for academic stafl is reclified. This is a nceessary pre-condition for
other cnabling measurces to be initiaied and” have an impact. The paymicnts “have to be
comparable to UGC scale and the recruitment policy should be made flexible allowing
hiring of facultics from the open market on scale (not only on contract). The nature of
institute is such that a mix of professionals and educational administrators would provide
a good combination. However, the rccrulltmnl should be entirely through screening and
sclection and not on transfer. A revised rucruulmcnl policy will not only attract quality
facultics in future but also helpin motlvalmg, and rctaining the existing oncs.

Action DPlan for 1999-2000 (SHAAT)

6.28 The institute should Tocus on development of a long term Institutional

Development Plan and try to exceute the major part of faculty development activities this

year itself. The Plan should outline the followmb

e Vision for the SIEMAT with a clear dlslmumn between short term objectives and
long term goals |

e Identification with the linkages with othu aspects in the sector (e.g. pedagogical
improvement) and their implications i

e Identification of the needs of the sector ip the state and other Hindi speaking arcas

o Identification of arcas where the institute could have relative advantages in
developing resource support and generate resources

e Systematic assessment of the works l)Cil{g undertaken currently

« Identification of the current strengths and gaps

e Identification of priority arcas where 'corc capacitics need to be developed (e.g.
cducational management or Micro pl.mmng,)

o [dentification of arcas where mll)su]ucnt capacitics need to be developed (e.g. specilic
needs in DPEP, joint UN supported project, other such programmes )

o Identification of the most suitable approach for stafl development

e Identification of collaborating agencics/institutions/individuals for association in the
stafl development process i

« Development of a tentative action plan for institutional development activitics.

The stafT development activitics should be carricd out during the remaining period of the

vear so far as possible. Alongside, the plan for the activitics at the SIEMAT may also be

developed with a detailed financial projection for income and expenditure for a period of

ten years. As mentioned carlier, the financial implications for the post project period

would be discussed for all the components at one place later in the report,

State Council for I'ducationa Rescarch and Traimmg (SCERT)

0.29  The SCERT in the state compriscs the SCERT per se, State Institute of Education,
State Institute of Scicnce Education (Reapva Ligvan Shiksha Sansthany, and the Central
Pedagogic Institute. The latter three institutions have the status of departments of
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SCERT. Their main responsibilities include curriculum and textbook development,
tecacher education and training, research and cvaluation for school education.

6.30 SCERT, mainly working through thc SIE with some support from CPIl and SISE
has bcen actively associated with BEP in ! pedagogical related activitics of module
development for teacher training, training of master trainers development of training
module and textbooks for Shiksha Ghars and so on. A core tcam comprising members of
thc SIE/SISE/CPI faculty, and a few other specialists, viz.,, DIET facultics and other
functionaries of the system devcloped the training packagcs NCERT played a very
important role in providing resource support to the development of these packages®.
(

6.51  In-scrvice programmes for teachers lnmatc.d independently at the state level, and
transacted extensively among all primary school tcachers in given districts, is definitely a
new experience that BEP helped to generate. SOPI under OB, which was the immediate
lorerunner to these packages, entailed merely transacting a package developed at the
national level. Theexercise of developing these packages created considerable vibrancy
in SIE, as explicitly acknowledged by the SIE faculty. However, SIE did have very little,
other than development of these packages, to do with the training transactions. They were
not involved in z,allu,ring, feedback, and conducting programme cvaluation. This proved
to be a weak arca in more than one way; it did not help the SIiE facultics to improve their
understanding and develop more cffective packages thereatter and it also meant, at times,
very standardised packages allowing little flexibility to the teachers,

6.32  The SCERT has strong linkages with SPO as the director is on all the major
committees sct up by SPO. The SCERT director has also been delegated powers to spend
moncy upto Rs. 50,000 for all project activities. SCER'T prepares a proposal of activitics
for AWPB to be undertaken by them and sends it to SPO. After due approval of the
budget by SPQ, necessary funds are released to SCERT for undertaking these activities.
The activitics off SCERT get tightly enmeshed in the SPO activities as the budget
proposal of SCER'T is integrated in the /\WP&B of the SPO. For non-project activitics
SCERT gets its funding from the State Government's budgetary allocations. The release
of funds for project activitics has been much smoother as compared to that coming from
the department.

Sustainabilin: issues (SCERT)

i
6.33  Since the SPO is going to continuc because of DPEP, the linkages with the
SCERT would remain, more or less, the same. The pedagogical renewal and related
activitics would also continuc at the state level and some of these would naturally rcach
the BEP districts also. These activitics will not have any financial implication on the state
government cither. However, the institution would be certainly expected to provide the
[cad to all the districts, cspecially the non-DPEP oncs. Also, the organisation being the
prime institution in the arca of pedagogy at the school level has the responsibility of

The training svstem is being discussed separately later in the chapter
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institutionalising the desired practices and processes. In this light, certain suggestions to
improve the functioning of SCERT arc being made here.

DPoliey NMeasures

6.34  Fast turn-over among faculty in the! SCERT system poses a problun especially
considering that they do not constitute a cadrc This creates a hurdle in the formation of
an institutional memory and a sensce of continuity. The task of institutional development
also becomes difficult, as investment on professional upgradation does not make much
sense. The state government should seriously consider making this institution
autonomous and the academic faculty could be a mix of professionals and cducational
administrators. "The faculty, however, must be chosen on the basis of sclection and not be
posted on a transfer basis. It is understood that the state government is currently seriously
considering the move to make SCERT autonomous. The experiences of the states like
Gujarat and Maharashtra that have introduced such reforms arce very positive.

<
!

6.35 The autonomy of SCERT should bg scen from the perspective of decentralised
system of cducational management and academic support. Currently the academic
institutions function in a typical hicrarchical manner where the state level organisations
provide ready-made solutions to district Iwcl institutions and the same happens at the
district and below. This leads to a smmtlon where the lower level institutions only
“implement” and the upper level msh(utnons only “think™, which bcecomes a sclf
contradictory situation. An autonomous SCER'T should be ablc to break this and be
capable of providing a relevant and wntc\lual normative structurc for training,
documentation, sharing and dissemination m a framework where institutions like DIETS,
BRCs and NPRCs opcrate as partners, The autonomy would facilitate this by providing
well-defined, Nexible norms for planning and resource management normally not present
in the organisations directly controlled by ll?c government.

Capaciy Buildig NMeasures

6.36  Certain capacity l)uilding measures for the institution should be organised to
cnable SCERT develop a vision for thcmsc,lvcs as a facilitative institution for pedagogical
aspects of school cducation. The autonomy also mcans greater responsibilitics for
SCERT and capacity building cxerciscs should facilitate this understanding. Ficld
cxposure and intcraction with DIET, BRC NPRC and school tcachers, and cxposure to
the well functioning SCERTS in lhu country would help the SCERT faculty strengthen
their professional understanding. The DPEP can take the lead and support this mcasure
casily without causing any burden on the state government,

6.37  Itis important for the institution |lscll to reflect a design a plan for development.
The efforts to consolidate the positive expericnces of BEP excrcises in the form of
institutionaliscd processes for module development should initiate within SCERT.
Analyscs of the gains as well as shortcomings from the project would enable the institute
develop greater clarity regarding expectations from future projects. This itself would
serve as a capacity building excreise.
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District Institute of lducation and Traming (D7)

6.38  DIET is the most important academic resource support institution in a district for
clementary cducation. DIET is a pre-BEP structure, but BEP has fully made usc of the
possibilitics inherent in DIET by involving them as the lcad institution for
implementation of all academic activitics: Pre-scrvice teacher training is considered to be
the major responsibility in the DIETSs, especially in the context of the demand this (BTC)
programme has in the State. Although this remains true for the project district DIETS
also, there is a perceptible change in the vision as for the first time, the faculty got
associated with a range of activitics. In project districts, much ol what DIET docs (apart
from pre-service teacher traming) is related to BIEP and includes action rescarch, training

and ficld visits.

6.39  Three of the four DIETS including the non-project one, Nainital, Varanasi and
Faizabad can be considered well staffed if staffing across the country is any indicator.
Most of the lecturer’s posts were filled and the principal was in position. The post of vice
principal and somc posts of scnior lecturers were, however, vacant. The situation in
Saharanpur was different where only scv%:n lecturer were in position and rest of the posts
including that of principal was vacant. ‘The supportive academic posts were, however,
filled in all three districts. The state government, however, recently posted 70 scnior
fectures in the state, BLEP districts got 17 while DPEP dirstricts received 47 of these posts.
All tour DILTs also had good building and other physical infrastructure. The project
DIETs were better cquipped as the projeet has provided a number ol equipment,
computer, furniture, books and other training matcerials, and also some construction
wherever there was a need. Although these are gencerally being used, the use of computer
and library were found to be rather limited. Both the project and non-project DTS had
prepared training calendar but the exceution in terms of completion of activitics was
much better in the project DIETs. In the non-project DIET, many of the planned activitics

were caneelled.

Table: Academic Staff Position at Sample DIETs

Sro | Academic positions | Sanctione Varanasi Saharanpur Nainital Faizabad
No d strength
' Onroll ) Vacoey | Onoll | Vacaney | Ongoll | Vacancy | Onroll | Vacancy

| Principal ! ! 0 | 0 ! 0 | 0
2 Vice Principal I 0 l 0 | 0 ! 0 l
3 Scnior Lecturers 6 | 5 [ 5 | 5 0 6
4 Lecturers 17 15 2 5 12 17 0 17 0
5 Total 25 17 8 7 18 9 6 18 7

6.40  DIET has been fully involved with implementation of BEP mainly in all Kinds of
training - training of rcsource persons for teacher training, training of AS instructors,
training ot SSK personncl, training of NPRC personncel in planning and management
aspects, cte. In case of teacher training, they train block level resource persons and BRC
coordinators who in turn train the teachers. The DIET facultics also visit the BRCs at the
time ofactual teacher training,
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6.41  While introducing a decentralised framework for work in organisations that are
used to work in rigid and hicrarchical manner, it is common to find a period of
uncertaintics and doubt. This appeared to be {ruce for DIETs in BEP districts. The DIET
lacultics try to implement fully the given moduk without any altcration, cven if it is
considcred desirable. They felt that-they-do not have the freodom-10-do so. They also felt
that although they were asked to give feedback at the time of their own training as master
traincr, these were not really rellected in any sort of revision to the module. They
appeared to be willing and confident to handl¢ modulcs that provide the basic framework
and content but also has space for introducing alterations, if desired.

{

6.42  The feedback from the ficld suggested that at the time of BRC visit during the
training, the DIET facultics were generally concerned about the management of training
and the emphasis on the quality of training was relatively less. Nevertheless, it cannot be
denied that the project made the DIET facultics undertake field visits not only to BRCs
but also to NPRCs and schools which was; not at all the case previously. This was
apparent even in thé complaints that the DIET, facultics were making, that their work-load
had increased tremendously under the project including travelling  without any
commensurate benetfits. However, it was felt that these visits should be made more
intensive and that would be possible when llu,y themselves plan and sce the relevance of
such visits.

643 “The fact that the DIET faculties are ulso posted on transter basis and there is no
scparate cadre, adds 1o the problem. Many of the DIEET Tacultics join the institution as a
stop-gap arrangement till they. get a ‘bcllQr" posting. Morcover, almost all have a
secondary school background and no c\posur‘, to primary school system including
pedagogy. {
O.44  Th usc of particular opportunitics for (;rgzmisnlimml development also depends on
the lcadership and the general environment. This was cvident in the manner the DIETS in
three ditlerent districts have used the BEP opportunitics. All project DIETSs undertook the
training of’ AS and SSK instructors/hclpers directly. They were also responsible for the
monitoring ol these centres. The DIET in Nainital perfomed the responsibility more
scriously as cvident from more regular and responsive visits. The expericnee gave them
an cxposurce to the linkages with the pre-school aspect that was otherwise not there in the
DIET scheme of things. The DIET personnel in Varanasi, however, saw the task as
unwanted additional responsibility. The Naintal DIET also used the AS experience to
cnrich the training of NFE instructors, being undertaken by them as their regular
responsibility. BEP actgivitics helped DIET faculties to realise that their pre-scrvice
training coursc is outdated. There is a mismatch in terms of the basic philosophy
underlying the DIET's BTC (pre-service) programme and that of BEP’s training
programmcs. This is ironical as the samc teachers are provided the in-service training
later to unlearn their lcarning from the BTC courses. This mismatch may have to be
rectified and BTC course needs to be updated.

645  DIETs have a Planning and Management unit that received some training from
SIEMAT. This training has already been discussed in the SIEMAT scection. The one
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programme they did as Nt oS BEP, [hal: is to train the NPRC Coordinators, was mostly
on information collecion and g, not help much in building any capacity on planning as
such. However, all .lh~c_ RTER N had attempted developing annual plan for the institution
including all the activities. 1

6.46 Qne of the probl-cm\\- UCETS faced in implementation of their responsibilitics was
lack ol any administratine ¢oeyrol over BRCs and NPRCs. Although they arc scen as
providing guidance to these owg inslituﬁons, these arc not accountable towards DIET.
The BSA and ABSA contiil e BRCs apnd NPRCs giving them little scope to have their
own academic planning w consyltation with DIETs. The DIET facultics often felt that the
BSA and ABSAs al‘lach O wryportance 16 their [cedback about schools, teachers, NPRC
and BRC and therclore, theye ® NO l'olkqup action. In fact, at present there is no vision
of the organic “nk“:gCS Between DIET-BRC-NPRC at any level. Towever, the need for
developing such vision Was 1alised by most of the DIET facultics. This is all the more
neeessary in \'igw of the tviniiyent end of the project.

Sustamabilify Issues (238 )

647 There is no denving he fact that the UPBEP provided the DIETS an exposure to a
range of activitics linked wuh olementary education helping them to develop an improved
understanding ol the sxstem: these DIETS certainly have the potential to develop into an
important institution At the tiseriet level to give shape to the cnvisaged decentralised
academic planning ard implementation, although distributed over a wide range in terms
ol organisational preparedness for taking up such challenges. In the post-BEP phase, the
DIETs in these districts shogld conceptualise whatever follow-up initiatives that arc
required to the trainmy angd professional support inputs that BEEP had provided, finc-
lning them 1o the SPeeial needs and conditions that obtains in the district concerned.
This has to be preceded Iw g programme cvaluation of whatever inputs that were
provided through BEF. and an agsessment of further needs.
Policy and admunistrive A (e geures
0.48  DIET should have séparalc cadre with specific norms for sclection and
orientation of facultiex. The selection criteria should be related to compelence, expericnee
and demonstrated 1nterest in the ficld of clementary education. An intense and
comprehensive induction Runing prografnmc must be put in place for the new faculty.

.

049 DIET should not be Jooked at in isolation, but as the nucleus of an academic
support network cemprising DIET, BRCs and NPRCs. BRCs should be treated as
extension campuses ot (e DIET, and the BRC Coordinator given the status of an
associate faculty of DI e system of annual planning should be adopted for these
institutions also whe=2 plang are dcvclopcd, implemented and monitored on the basis of a
shared vision. Thase tnatuagions should then be able to demand particular skill
development activizes fiom SCERT, SIEMAT and others rather than just being a
“recipient” and Tprosadert oy pre-determined training programmes.
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Capacity Building Measures

6.50 A comprchensive Institutional Development plan for DIET in cach of the project
districts could be developed, specific to cach of them. This plan should include a vision
for the DIEET as the institution that would ‘provide tectmical-support to BSAs,-ABSAs on
onc hand and to BRCs and NPRCs on the other. This gives DIET the opportunity to
relate the pedagogy and management aspccts of the clumntary cducation, a critical factor
for the scctor. The activitics required to rcallsc this vision including the aspects of staft
development should form part of this plan, In order to play a more pro-active role and
provide academic guidance to all, certain mtc,nsc. capacity building exerciscs in the form
of inter-DIET sharing workshops, well-planned exposure visits and specific training
programmes require to be organised.

6.51  There is an Academic Resource ‘Group functioning in the project districts
currently. This has a defined membcrshlp ‘which is somewhat rigid in the sensc that it
assumes more of a committec’s character rather than that of an cnablmg, resourcc group.
The District Academic Resource Group should be reorganised comprising of practicing
clementary school teachers and others including teachers at sccondary and higher
cducation level or ABSA/SDIE with demonstrated interest in clementary education. They
should act both as an advisory body to DIET, bringing into focus the unique features and
needs of the district concerned, and as extended training faculty at times of needs.

Action Plan 1999-2000 (1)111)

6.52  The specific activitics that could be initiated this year under the project are as

follows:

=5 Have a separate cadre for DIETs where faculty could be recruited both from the
department and the open market. The recruitment should be through selection process
even for those coming from the dupdrtmcnl This will cnsure that only willing and
suitable candidates join DIET. The primary/basic education experience should be
given unougjh weightage in the rccruiimcnt All the vacant faculty posts must be
filled. Iiven il a scparate cadre is not built, the postings should be made more
scnsitively keeping the willingness and thc exposure to prlmary/b‘mc school system
in mind. The tenurce for DIET acully should be fixed for a minimum rcasonable
period. '

U

Preparation of an Institutional Du,vc,lopmcnl Plan along the line discussed above. The
aspect of duvclopmg3 BRC and NPRC as satcllite institutions of DIET should also be

included”.

Initiation ol intensive staff development activitics based on the institutional
development plan. Staft” development activitics should not be planned as scveral
disjoint training but as a complete plan of exposure with upward (visits and
attachments to other organisations and states) and downward (ficld attachments)
linkages, training, sharing and reflection.

!

Vg ge ; . ) . . e
e discussion for BRC and NPRC should be seen as complementary to that for DIET
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Plock Besonrce Contre

6.53  Livery district in a state like UP s a large geo-demographic unit. The prumary
school system in a district may comprisé to the tunc of about 1000-1500 schools and
several hundreds of pre-school and formal cquivalent structures. ‘The number of tcachers
will be about 3000-3500. When in the; Eightics, District Institute of Education and
Training was conccived of, it basically stemmed out of a concern for quality. It was
realised that in order to assure quality inithe school processes, the foremost thing to be
accomplished was cstablishment of a system of continuous building of professional
capacitics (through in-service training) in teachers. However, for a single institution like
DT 1o address this task makes the whale operation rather unwicldy. For instance, we
observed (in January 1999) in the control district, Faizabad, that the transaction cycle of
SOPT training package under the Opcragion Blackboard was still incomplete, although
the transaction was initiated as carly as in ;I‘)‘M-()S.

60.54  Accomplishing cffective rcl'orm:]" in school practices, presupposcs a certain
synergy, where teachers as a collective fare persuaded to look at alternatives in their
professional practice, in a mode of collective reflection and sharing. For this to happen,
there is a need for teacher orientation/training to take place in a reasonable time-frame. A
stngle institution like DIET is unlikely to {'wcomplish this task for a whole district in such
time-trames, as was clear through our observations in Faizabad.

6,55  UPBEP sought to address this pfoblcm by attecmpting to extend the reach of
DTS through the establishment of a Iilock Resource Centre (BRC) in cach block. Its
coneeption, was based on the rcahsalmn about the limitation of DIET to deal directly
with the primary school teachers in a dl:,lncl, given the latters” number, especially if a
regime ol in=service teacher training programme has to be sustained in a tight time-frame,
BRC is a crucial link in the academic support chain comprising DT, BRC, NPRC and
Primary School. They were essentially scen as satellite structures of DTS,

6.56  In comparison to the picture that Faizabad presents, where the transaction of
SOPT has taken 3-4 years and yet a wmprchumw coverage has not been achieved, the
BEP districts are in a fairly comfortable: position with respeet to the coverage and the
tight time-frame within which it is accomplished. This is thanks mainly to the
cstablishment of BRCs. There is constderable variation across project districts, and
across blocks within districts, in the number of tcachers who are to be trained. For
instance, a remote rural block like Betalghat in Nainital has only less than 200 teachers to
be covered by the training programmes, while a suburban block like Ashapur in Varanasi
has about 400 primary school tecachers to be covered in a training cycle. Each cycle has a
range of 6-16 programmes, and it takes a range of 5-10 months to complete one cycle,
Iach progranunc has an average of 30 participants.



Tablc: Trmmn;., Cycles in BRCs

2 Y Nainitad _' .Su/mr(mpur 1 'u_r_ugu_.vi—_.
' No. of Primary School Teachers in a 187 -310 280 234 - 396
] Block(approx.) L L R R
| "Number of Programinés in a Irammb ezt - - {89 - - - {717 - -
i Lyele U R B
‘T'ime period for complcetion of one cycle | 5-7 months | 6 months 6-10
1 (approx.) months

!

6.57 Al the sample BRCs were housed in impressive new buildings built according to
a standard design, with certain variations (such as, with regard to roof), according to the
geo-climatic nature of the region concerned. I ivery Building had a hall for the training
sessions, separate dormitorics for men and women trainees, an office rooin and a lobby or
a lounge. It was for the sake of taCIllmtmg the organisation of rcsidential training
programmes that huge investments were made in the construction of dormitorics.
Residential programmes were thought lo help facilitate the community of practltloncrs
both trainces as well as trainers, gel into' cohesive social and Iearning groups, which in
turn make their collective reflections and Sharing much more intense and cffective.

I
58 Most of the training programmes, however, are non-residential in the sample
BRCs. As a result, the dormitorics were under-utilised or not used at all, for the purpose
of lodging the participants. In onc or twg BRCs, the dormitorics were used as space for
dumping old books, papers and other maL:rials. The participants apparently prefer cither
commuting from their homes or making' their own private arrangements for stay. This
may also have something to do with the:disbursement of DA only to those who do not
avail of the board and lodge arrangemetits in BRCs, There is a definite need to ensure
that the residential nature of training programmes is not lost. If this can be ensured
through a minor modilication in the disbuirsement procedure, it is perhaps worth pursuing

i, r

6.59  BRC is adequately cquipped as an academic resource centre. [t has all the
neeessary facilities, materials and-cquipnfcnt that cnable the cftective accomplishment of
its mandate. It has water and clectricity supply. In addition to all the standard materials
and cquipment avaiable at NPRCs, BRC also has Colour TV, VCR, Public Address
System and Generator. It has also a library of about 250-350 books. Some of these
facilitics like VCR and library arc undcru}iliscd.

6.60  BRC Coordinator is a scnior teacher from the school system at the level of a THead
Teacher of a Junior High School. (S)he is. expected to co-ordinate with the DIET and give
academic lcadership to the activitics of the BRCs. S(he) is assisted by an Assistant
Coordinator, who is normally a Head Teacher of a Primary School. Every BRC maintains
a pool of resource persons who conduct. the training programmes. The Coordinator and
the Assistant Coordinator also undergo the training of trainers that the resource persons
undergoe and in addition, some of them have also undergone a Leadership Workshop at
SIEMAT, and a TLM workshop and a visioning workshop at the DIET.
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6.61 In addition to organising the training programmes, which is the mainsg gy of
BRC's activitics, the Coordinator of BRC, with the assistance of the Assastant
Coordinator, has been designated the following responsibilitics: | Su;\l\mn\ the
functioning of NPRCs and the Primary Schools and providing these structures ang their
functionarics with the nccessary academic support. 2. Overseeing collection and
processing of data as a part of MIS. 3. Maintcnance and management, including Ntvancial
management of BRC and NPRCs. 4. Coordination of the micro-planning and sehaol
mapping excrcises in their respective blocks. 5. Organisation of cultural and winer
activitics in their blocks, with the participation of the schools. 6. In addition, the BRC
also provide infra-structural and other suppon to conduct of programmes noy dueetly
related to BEP, such as training of tr.lmm as a part of the Total Literacy Campaign,. e

following table gives a rough tdea about 1hc proportionate weightage of time ang oot

that cach activity demands. i
Table: Activitics of BRC

: Nennital .\'{//mrunp;w : . ,,.\ m‘ ,:I‘“‘
B : Al aRaranpur )
No. of lmmms' l’rogrammcs p<.rmonlh ; 2onan 1-2 tay T
(Appr.) : average 1
[ ;
Number olda)spu month devoted torthg 15-18 12-15 ! 15
preparation and conduct of Training ,
Programmes (Approx.) . ] - ’
NPRC Co-ordinators’ Mcceting 1 ! .
. ! !
NPRC/ School Visits S 4-5 Cd
“(No. per month approx.) |
Meeting at l)ll I : I | "
Any other Community | - - -
Labrary l
|

6.62  BRC provides an cffective instrument for upward and downward linkages i (1o
academic support chain at the sub-district level. There are routine monthiy meetings of
NPRC Coordinators held in cach BRC for exchange of information, Monitoring
administrative and information gathering chores. Similarly, DIET convenes g montkly
meeting of BRC Coordinators to take stock of the progress of training cyveles.

0.63  BRC is also the headquarter of the ABSA/SDU of the block. BRC thus poteny; aly
holds the possibility of providing the crucial link between the academic support chainof
DIET-BRC-NPRC-School and the administrative chain of BSA-DBSA- -ABSA:SDI-
School. During the monthly mectings of NPRC Coordinators, the ABSA SDI (yhes an
active role in coordinating and monitoring the administrative, financial and informaton
collection chores.

6,64 External resource persons conduct the training almost entirely and coordingor

participates  only occasionally. [t is rather an avomalous situation in which he
functionarics o BRC are not effectively part ol its training faculty, and conversely, he
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resource persons who constitute the faculty do not have a regular presence in or a
continuing rclationship with the BRC. Thus, BRC is yect to acquirc an institutional
presence; all it has now is its physical prcs?ncc ~- mcrely as a training facility. As for its
relationship with DIET, BRC has not yctjin any scnse of the term become a satellite
* structure or-amcextenston-of DIET.

6.65 There also appeared a kind of disinterest in the present sct of BRC coordinators.
Some sort of conflict of interest between ABSAs who sit in the samc premise are
perceived and BRC co-ordinators was witnessed, as the former are scen as the controlling
authority though they arc in the same pay scales. Most of the BRC co-ordinators wanted
to be back as teachers. BRC coordinators have to face dual control — administratively
they are controlled by the EBSA and the activities are controlled by DIET. "This causcs
problems in implementing training schemes and programmes. Most of the BRC co-
ordinators preferred to be placed under DIET and are of the vicw that their even the
administrative matters including the salary be governed by DIETS.
Table: Preference to Work as BRC Coordinators

Districts Number of | Prefer teaching | Prefer BRC Prefer to | Prefer to report
respondents job i | Co-ordinator’s | report to | to Principal,
|| job EBSA DIET
Varanasi 2 2 0 0 2
Nainital 2 2 ! 0 ! |
Saharanpur 2 2 ’ 0 0 2

Sustainahiduy Issues (BRC)

6.66  Lven a cursory comparison between the BEP districts and the control district,
reveal that the sub-district dynamics of academic support and coordination of academic
processes in the project districts arc at a very high level of intensity, whercas in the
control district, the DIET, Ielt to itself, is not really able to gencrate this to an adequatce
mcasurce. The crucial link that BRC provides in the academic support chain largely
accounts for this. Educational relforms cannot be effected through a onc-shot approach. It
requires sustenance of a continuous process of academic support. One finds no alternative
to BRC for cnsuring this. However, there are a few challenges that BRC faces today.
These need to be addressed and dealt with for it to unfold its full potential.

Policy and Administrative measures

6.67  There seems to be a certain lack of congruence between the responsibilitics
assigned 1o the Coordinator and his/her Assistant, and what they find themselves doing
often. Time and cnergy, which should have been used for discharging their academic
responsibilitics  arc appropriated by tasks which are routine, procedural and
administrative.  This is, to some cxtent, understandable, since organisation and
coordination of academic processes cntail a fair amount of administrative tasks.
Howcver, this sometimes stretch to the extent of affecting their discharging the academic
esponsibilitics mandated to them. For instance, Coordinators scldom act as Resource
Persons for the training programmes. Managing the organisation of a scemingly endless
scrics of training programmes is scen as an immense task leaving them with very little
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time for making significant academic inputs in the transaction of these traintng
programmes. Thev also feel that all they have received as capacity butlding ts the training
eiven Lo resource persons on specific training packages and this does not fully prepare
them to discharge the full range of academic responsibilitics vested on them.

6.68  Lvery new structure created as a part of a project has a tendency to be subjected to
a structural modification while it is assimilated into the mainstrcam. BRC too runs this
risk. There is a possibility beyond BEP of the BRC shedding most of its academic roles
and regressing to the level of an Office of the ABSA/SDL It is indeed valid that
ABSA/SDI nceds an office and an assistant. BRC Coordinator and his assistant arc often
given additional responsibility of awstmg the administrative tasks of the ABSA. There is
dunmlclv a nced for bringing what i1s today pucuvcd as largely an administrative and
inspecting sct of functions of the ABSA/SDI closer to the academic support functions of
BRC and NPRC. At the same time, there is also a nced for relicving BRCs of many of its
administrative and MIS related functions. An additional post at the level of Assistant
Coordinator may b¢ created in cach Block, L,\duswdv to assist the ABSA/SDI, so that
those routine administrative functions may be taken away from BRC.

6.69  If quality enhancement initiatives at Sl‘lb district level, which BEP started off, has
to be sustained bevond its time period, one d»scntml step is institutional development of
BRC, truly as a resource institution from its prcsc,nt position as merely a training facility.
As a part of BRC's institutional development, there is a need to redefine the
responsibilitics of the Coordinator and the: Assistant Coordinator, emphasising their
academic roles. Possibility of constituting BRC Coordinators as a distinct cadre needs to
be explored. Alternatively, treating BRC Coordinator's as a Junior Faculty position in
DIET with placement at BRCs could also be explored.

6.70 The service conditions of the coordinators may be reviewed and revised as per the
job requirements so that their motivation remains high. For instance, BRC coordinators
may be made entitled for onc month of carncd leave in licu of summer vacation for cvery
vear of service as coordinator and adequate facilitics or provisions for their ficld visits be
made. |

Capaciy Bulding Measures

6.71  The Coordinators and their Assistants need to be given intense training inputs in
new curricular and pedagogic duvclopmcnts in primary cducation, much beyond what
specific training packages scek to give to their respective resource persons. They also
nced to be given training in training-tcchnology and on facilitating professional
development of teachers. Along with the pedagogical aspects, the BRC coordinators also
need to develop capacitics in the arcas of planning, management and community
finkages. There has to be a strong umbilical cord between DIET and BRC, and BRC
Coordinators and Assistant Coordinators nced to be treated as an extended faculty of
DUT. Continuous faculty  development activities of DIETs should include BRC
functionarics as well.

£~
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6.72 BRCs havc a buqy calendar organising the training programmes that arc designed
under BEP for successive batches of teachers. Despite this there is also a ‘lean’ period
when the training cycles are completed. Ihns period is currcntly not being uscd for any
_ feedback on training from the ficld mainly bc,C'lusc, this is scen as the responsibility of
SCERT and DIE I, and not of BRC. 1t should ‘be a routine fanction -of-BRC to make
regular cfforts at monitoring what happens in a sample of institutions under its
jurisdiction, with a view to collecting feedback regarding effectivencss of training
programmes. The training of BRC coordinaloyrs should emphasise this aspect.
6.73  For the training package of VEC members, a Block Resource Group has been
constituted. This is perhaps a verv uscful model, which may come handy as a part of the
institutional development plan for BRC. There is a need to constitute a general Block
Resource Group comprising competent and enthusiastic people from the block which
may include teachers, cspecially primary school teachers (practising as well as retired),
NPRC Coordinators, functionarics of the ' cducation system (practising or retired),
activists belonging to voluntary organisations working in cducation, and other
professionals. Identification of Resource Persons for transacting training packages needs
to be done on the basis of is criteria related ‘to their familiarity with and competence on
new curricular and pedagogic approaches. Such Resource Persons may be inducted as
regular members of the Block Resource Grotp. The Block Resource Group should act as
a standing body to advise BRC on its various academic endeavours and to act as its
extended faculty. e

Action Plan for 1999-2000

6.7+ In order to ensurc that BRC fully unfolds its structural potentials and discharges

effectively its role of encrgising the academic support processes at the Block level,

certain inpuls need 1o be made in the final year of BEEP. They are listed below:

=> Examine the responsibilitics mandated to the BRC Coordinator and  Assistant
Coordinator, with a vicw to redelining them.

=> Rationalisc the distribution of quasi-academic and administrative responsibilitics
among BRC Coordinator/Assistant Coordinator and ABSA/SDI, so that the time that
the formers need to devote for pdmupatmb in the academic processes be available to
them fully for that purposc.

= Constitute the Block Resource Group as an extended faculty of the BRC. Their link
with BRC be formalised to extend beyond specific training programmes.

= An intense training on new pedagogic and curricular approaches in primary
education, and on training technology be provided to BRC Coordinators and Assistant
Coordinators.

Meava Panclivavat Resourcee Centre (NIPPRC)

6.75  For school practices to be transformed, teachers need to actively address the
curricular and pedagogic challenges they face, wotk on the alternative methods and
approachces that they may have becn exposed to, and apply them in real situations (which
arc complex), after suitably finc-tuning and modifving these alternatives with all their
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complexities. They need to make crucial professional decisions while doing this. This is a
difticult process and they need constant support and reinforecement through an cffective
supervisory system or through a process ol reflection and sharing with their peers.
6.76  The primary schools in UP, especially in the rural arcas, have a very fragile
academic support system. This was very clear from the cvidences we gathered from the
non-project district, Faizabad. The school hardly receives any professtonal resource
assistance, neither is there a forum for sclf-help, in coping with the day-to-day academic,
curricular as well as pedagogic, problems and challenges that they face. The only
opportunity for this is the visit of the SDI or ABSA, which seldom happens more than
once a vear and remains administrative in nature. The teachers in the control district,
thus, scemed cut off from the thinking related to school reforms. The gap that exists
between DIET as the sole academic support structure in the district and the schools is
extremely wide.

|
6.77  BIP has specifically sought to 1ill this gap through the cstablishment of a new
academic support structure  called Nyay 'Panchayat Resource Centre (NPRC) within
accessible distance from cvery school, ong in every Nyay Panchayat. Its establishment
cssentially stems out of the conviction that primary school tcachers need ongoing
professional support in negotiating with the challenges of work. This is especially so in
the wake of the training programmes they are exposed to, which posc in front of them
new challenges of curriculum transaction, iclassroom organisation and evaluation, Also,
there s this challenge of having to address the ground reality: multi-grade situations,
large class groups, and children with disadyantaged backgrounds. Teaching competencics
locused in traming situations will come alive only in the process of actually dealing with
the ground situation. All these put together make it cvident that unless there is a
possibility of ongoing prolessional support to teachers and a regular arrangement for
them o engage in collective reflection and sharing, the chances are that the project inputs
in terms of new curricular materials and training programmes are most likely to evaporate
without making much of an impact on the school functioning,

6.78  Primary Schools arc by and large small institutions with tcachers, too few in
number o constitute a criticai mass for callective reflection, sharing and mutual support
and professional assistance. NPRC is supposcd to provide a forum for teachers in a
school cluster (defined here in terms of a Nyay Panchayat) to share their professional
experiences, do collective reflections on problems and issucs related to their professional
practicc, and work towards collaborative problem solving, action rescarch and
development ol teaching-learning materials. The NPRC has peer resource persons in the
form of a coordinator and an assistant coordinator who could be a source of continuing
professional resource support to the practising teachers. NPRC is also mandated certain
quasi-administrative and information management functions.

0.79  The number of schools and teachers under the jurisdiction of an NPRC, as well as

the distance between the schools and the NPRC, varics across sample districts. Table
presents a comparative picture of sample districts.
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Table: The Catchment of an NPRC (Range)

(
!

; R——

| Namial __| Sabaranprr | Faranasi_
No. of Schools served by an NPRC (number) 10-20 12-14 1510
rNo of lcachcrs u.rvcd (approx. number) ¢ 30-40 30-50 1 40-60
“Distance between school and NPRC (appx Km) 0-8 - - - 405 - - . {04, . .

6.80 NPRCs across the project dislricls; in cvery Nyay Panchayat have an impressive
physical presence. They have been built jas part of the BEP initiative, according to a
standard plan, incorporating a large hall and an cenclosced verandah on onc end. Therce is
also a toilet attached to it. The building is constructed within the compound of an existing

primary school, usually a centrally located one, within the

Nyay Panchayat. The School

in whosc premises the new NPRC building s constructed, was mostly the Kendriva
ievalaya which, prior to BEP, used to serve the tunction of a clearing house for the
information (k).

6.81

The NPRCs are cquipped with mzmy resource materials and facilities that could

cnable its becoming a resource centre. The sample NPRCs were cquipped with the

materials like charts, musical instruments, viz.,
RCCP (two-in onc), science kit, camera (I

stools, darri, almirahs, utensils, petromak, clock, and so on.

collection of books, meant for lending to teachers. If located in the jurisdiction, the

NPRC also maintained a community library.
!

6.82

tabla, harmonium, dholak, flute, manjira,
not in Varanasi), furniture, viz., chairs, tablcs,

NPRC has also a small

Coordinator of’ NPRC is imostly a scnior teacher, and is drawn {rom among the

Head Teachers. A “senior” person has been kept for this position in order to ensure his/her
acceptability among the teachers. However, there was a variation in the age-group and
experiences across sample districts. A ¢omparative picture of the backgrounds of the
NPRC Coordinators in the three sample districts is presented in the following table.
Table: NIPRC Co- ordma!or "s Backpround (Range)

L l Nainital o Saharanpur f(II.(III(HI____»_.____‘_7-
P\uc (ycars) [ 38-47 | 153-50 49 - 55 -
lixpericnee (vears) | _‘)ﬂ—;?j Col20-30 1722
Qualilication | High school + 13 IC Il|5h School + HT Inter + HTC
| Inter * BTC BA + Bed o L

|

6.83

Therc is a long list of responsibilitics that the NPRC Coordinator s asssigned.

This compriscs, among other things, organising, conducting and documenting monthly
meetings cum workshops of primary school tecachers, visiting cach school at lcast twice a
month, obscrving school performance and introducing innovations, on-the-spot support to
school teachers in tcaching-lcarning situations, to assist primary schools in absorbing and
utilising the training inputs, training VEC members, support non-formal education

prograimmes,

ensuring

community

participation

in primary

school management.

information and data collcction for BRC and ABSA/SDI, organising cducational surveys,

school

mapping ctc.,

to work on cnvironment building activitics and campaigns,

situational and progress reporting to higher authoritics, and protection and maintenance

of NPRC

butlding.

Following

Table presents some of the activities,

other than
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preparation of reports, of NPRC. It also give a rough idea about the relative proportion of
time and cffort that go into cach activity.
Table: Activitics ol NPRC

Number per month unless otherwise specified

!i B Nainital ' Suharanpur Varanasi
| Head Teachers Mecting { | [ !
[1Ts assemble for dak | f | . 1
| School Visit 3-6 5 . 4-5
%Mcc.lms_ at BRC 2 | 2 2
' Training | VEC B VEC lviec
A le\ to SSI\,Q(; 2 . Noschedule | No schedule
" Any other 1.Com. L lbmry -- -
C . 12NGOlinks_ I o

|
e e
i

6.84 In Hu, monthly meetings involving ‘primary schools, only the lead Teacher
p.nmupalcs There is one day of the month whcn the formal meeting is scheduled, and a
second day devoted entircly to exchange of information. These meetings are largely
devoted o giving and taking of duk .md m(/mu) en. According to many NPRC
Coordinators, they also involve discussions on issucs related to teaching-learning,
enrolment, VEC related isssucs and so on. lhg Minutes hept of some of these meetings
are usually brief and not very informative about the substance of discussion. Many Head
‘Teachers felt these discussions were usctul, but usually very little time was spent on
them. In almost all sample schools, there was no practice of Head ‘Teacher sharing with
the other teachiers about what transpired in lhcsc mectings. Most teachers knew very little
about what went on in these mu,lmbs u,\cupl about exchange of duk. Some of them said,
they did not feel much interested in what might have transpired in them, since these did
not concern teachers.

W hdl gets tmn\plrcd in these mectings, as reported by the NPRC coardinators, are the following

Collecting month-wise info on student .lttcndancc,
Processing salary form no.9, ;

Discussion and cooridination refated to the mplumcntatmn of the mid-day meal scheme,
Coordination work relted to disbursement of social welfarc scholarship,

Exchange of information about civil works,

'J‘l.l‘-..k,.l.l\)———

Collection of information related to children’s census (every september),

Collection of information about Savings Account for children (Jr HS),

7. Deliberations (somctimes. including auditing) related to disbursement and utilisation of school grant
and teacher grant,

jo)

3. Discussion on issucs refated to VEC, :

9. Collection of information related to book distribution,

10. Discussion about problems related to curriculum and teaching learning. ¢ g, mathematics, difficult
words. new pedagogy. ML, multi-grade teaching. peer learning

1. Model teaching (Somctimes) )

5%




6.85  Asked why these mectings are not for all tcachers, most NPRC Coordinators said
that would not be desirable considering the wastage of school time. However, in schools
with two or three teachers, the absence of Head Teacher twice a month did affect school
work, any way, as it further aggravated the already precarious teacher-pupil ratio. One
“suggesiion that came up from several tcaehers- was.to-keep the schools _closed for those
two days a month, and involve all tcachers in these meetings. )
.
|
6.86 NPRC Coordinators arec mandated to visit the schools, SSKs (ECCE centre), SGs
(AS centers) and other structures in tl1cjuﬁisdicti()n. The school visits, according to the
NPRC Coordinators, arc devoted to taking complaints, observing classroom lcaching,
piving suggestions, tcaching model lessons, hc,lp tcacher solve problems they face in their
tcaching, and so on.

6.87  The dutics assigned to the Coordinators arc too many and too varicd, that they are
not able to do full justice to these, as reported by most ol them. One item on this list
which gets somewhat affected by this wdrkload is School Visit. The coordinators do
complete the two mandatory visits to only qhosc schools that are in the neighbourhood of
the NPRC. The far-flung ones arc not visited as regularly. There is a logbook of visits
that is prescribed; but this is hardly ever maintaimd rcgularly. Some of them said that this
practice (ol maintaining a logbook) was nuv and they had not started it. Both teachers as
well as the NPRC Coordinators perceive the school visits as “routine” , and “not very
ditferent from the visits of the ABSA/SDI?. Asked how they give “on-the-spot support™
to teachers on teaching-learning situulion.s;, most of the NPRC Coordinators said they
give some suggestion after obscerving some of the classes for a short while. They also try
to assess children’s Iearning by asking questions randomly. The practice of giving modcel
lessons in the actual classroom does not seém to exist.

688 “There is a monthly mecting at BRC that the NPPRC Coordinators participate in.
The ABSA/SDI plays an important role in it, in addition to the BRC Coordinator. ‘T'he
academic information related to training and school visits are coordinated with the BRC
Coordinator and matters related to administrative and intormation collection funcitons arc
usually taken up with the ABSA/SDI. l

Sustanahility Issues (NPRC) f

6.89  On the basis of what was obscrved in the three project districts, and in contrast to
the statc of isolation which the schools in the control district find themselves in, there
remains very little doubts that the formation of the school cluster in the Nyay Panchayat
with NPRC as its nucleus is the only way to enhance the probability of the training inputs
making an impact on curricular and pedagogic practices in schools. Continuance and
strengthening of NPRC as a structure is: the best assurance for quality related inputs,
especially those related to new curricular materials and teacher training, to take roots and
sustain to make a dent in teaching-learning practices in schools. All the same, there arc a
few problems that need to be dealt with to ensure that NPRC discharges this crucial role.

lolicv and Admunstrative measures
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6.90  That the NPRC is set up in the gap left by the Kendriya Vidvalayva has created an
identity crisis for the NPRC. 1t is generally perceived merely as a new incarnation of the
Kendriva Vidvalaya. Teachers, Head Teachers and other ofticials, and cven some of the
NPRC Coordinators, perecive NPRC's functions as restricted predominantly to the
administrative oncs, mainly upward and downward transmission of the duk and
suchnayen (information). This needs a change and like BRC, the NPRC also has to be
seen as a link in the DIET-BRC chain. NPRC, in fact, would require to play a much more
crucial role as the lowest and most accessible structure for providing technical support to

tcachers and VIEC members. :

6,91 Some of the NPRC Coordinators showed considerable enthusiasm for new
curricutar and pedagogic practices, and in many such cases, they said they were able to
build a good rapport with the teachers m their Nyay Panchayat. The teachers, who
acknowledged the support they were getting from the NPRC Coordinator, corroborated
this. However, the majority of the NPRC; Coordinators did not show this enthusiasm.
There needs to be considerably extensive re -deployment of people in crucial positions of

NPRC Coordinators, bringing in young, compucnt and cnthusiastic tcachers into these
positions. I NPRC has to accomplish all lhcsu varicd tasks it has been mandated, it has to
have a very dynamic and enthusiastic Icadgrshlp Scniority, perhaps, may not be an
appropriate criterion while recruiting NPRC Coordinators.

6.92  Currently, as reflected in the sample districts, the only use the NPRC Buildings
arc put to, arc for the monthly meetings of Head ‘Teachers, or occasional mectings or
workshops for VEC members. In a few ingtances the building gets occasionally used for
community functions or panchayat re lated activitics. Only rarcly the building is being
allowed 1o be used as classrooms tor the peighbouring primary school. ‘There were also
instances where the building was locked up and the neighbouring school was not being
permitied 1o use it in spite of the schoal’s shortage of space. There has to be clear
directive to allow the butlding for the use of schools if here is shortage ol space.

6.93  All teachers should congregate in NPRCs periodically, fortnightly or monthly, for
reflective discussions, group work, sharing of expericnees and so on. This time should
not be used for dak or suchnayen. Schools may suspend teaching on such days. A smatl
core group ol tcachers (say, four or five) may form a resource group and work with the
NPRC Coordinator in structuring and conducting these meetings. NPRC needs to evolve
as a resource centre for teachers. NPRC already has been equipped with some matcerials
and kits. Currently these arc hardly being used. Not only this should be put to usc, this
could be further strengthened, and schools may like to share a small part of their grants to
equip NPRC for this. However, sustenance of this initiative should be through teachers’
own collective efforts.

6.94  Somc of the service measures suggested for BRC coordinators apply to NPRC
coordinators as well. These relate to their being linked to DTS, provision for carned
lcave and mobility facilitics.



Cupocity Building Measures

6.95  The commitment to modern pedagogy appears to be limited among the present set
of coordinators. Some of them [clt that the ncw pedagogic practices propagated through
the training programimes would-hardly work, g,xvcn the difficultics of ficld situations, like
multi-grade situations in some places or large class-groups in ‘others. ~Their “own-
acquaintance with the child-centred and activity-centred approach to teaching-lcarning
was entirely on account of the training programine they have attended along with the
other teachers and this is a major constraint. Lack of adequate training 1s more than
apparent in the case of NPRC coordinators.
6.96  For the NPRC Coordinaior to be able to do all the complex job (s)he has been
assigned, (s)he needs to be given a very intense capacity building input, covering not only
the various aspects of curricular and pedagogic issues related to primary cducation, but
also inputs aimed at developing skills related to classroom observation, supervision,
teacher training techniques, participatory mapagement practices, community linkages and
so on. They should also be thoroughly oriénted to develop the capacity to respond to
different types of needs emanating from the teachers or VEC members. It may be
mentioned that perhaps nothing new is being suggested as the specified job chart of the
coordinators outline all these aspects. What is important is to cnable them to function in
the envisaged manner. The training design and the follow-up system assume special
signtlicance in this contest. The NPRC u)ordmalor«. monthly mecting at BRC should be
revitalised to provide them an opportunity lu share and grow

'

Action Dl for 1999-20010) i

6.97  To cnsure that NPRC continues to discharge its crucial academic support role to

the school, the following inputs need to be madc in the final year of the UPBEP:

= Redeline the role of NPRC attaching greater importance o its academic support role
to teachers and VECs. ;

= Rclocus the scope of monthly mectings in NPRC, involve participation ot all
teachers, instcad of mercly Head Teachers, and introduce more academic substance to
these meetings. |

= Exposc thc NPRC Coordinators to an intense training package on new curricular and
pedagogic practices in primary schools, with special inputs on teacher development
approachcs and techniques. Also include aspects decentralised system of educational
management and role of local bodics.

lTeacher Traming

6.98  T'he aspects of teacher training and support have been discussed at some length
while discussing the structures but certain untouched clements about the training arc
being discussed here. In-scrvice tcacher training under the BEP has been visualised as
several annual cveles. The particulars of the various cveles of in-service teacher training
under BEP are presented in the Table.
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(,\LIC . Year | Particulars : I)L‘vél(;bcd h_vw o
Nao S 5 B
1994-95 | Foundation Coursc: ’ SIE with the active
f assistance of
L | B NCLRT i
2 { 1995-96 | MLL-Bascd Language Teaching SIE
| SO i . ——— —
3 | 1996-97 | Language tcaching based on supplementary | SIE
l i readers, Indradhanush
I : L L
4. i 1997-98 Igachmz, of Malhundtlcs in anary Classes | SII
| )

Table: Cycles of In-Scrvice ‘T'cacher lmmlm,

e e e e e S — e e - [ —— U

[

6.99  In 1994-95.the Foundation Course was developed. The Foundation Course
package focused on effective teaching in classes Tand I, and on principles of active and
participative lcarning. While addressing ' Active Learning, the package talked of
negotiation of objectives, demonstration, practice and feedback, continuous cvaluation
and support and school readiness. The corc team comprising SIE faculty, sclected DIET
faculty, and faculty of the Central Pedagogic Institute were exposed to a 25 days’ training
at NCER'T. The training strategy followed a cascade model of transmission. The core
tcam conducted a 21 days’ training for Master Frainers comprising 3-4 sclected faculty
members from the DHTs of the BEPR districts. The Master ‘Trainers, in turn, conducted a
I8 davs’ training at DHITs for Resource Persons sclected at the Block level. The
Resource Persons were  mostly  expericnced  (including  those who  have  retired)
functionarics of the system, in addition to the Coordinators and Assistant Coordinators of
BRCs. At the BRC level, these Resource I’Qrsons acted as Trainers and conducted several
rounds of training for teachers, Each teacher got six days™ exposure, followed by one day
follow-up cach month for twelve months,

0.100 The sccond cycle in 1995-96 was' on MLL based Language Teaching. It also
emphasiscd Cooperative Teaching and Active Learning principles and their applications:
This package stressed on sentence approach to teaching language in licu of word
approach, and on expression. It meant to cxposc teachers to pedagogic alternatives
available for listening, speaking, writing and rcading. The training strategy was almost
the same as in the first cycle, except that here, the Master Trainers’ and the Resource
Persons™ training were for 10 days cach, and the BRC-bascd training rounds of tcachers
were for six da\s

610V Indradhanusii was a supplcmentary rcading material that was  developed
cssentially to create among  primary school children an interest in reading  and
competence to read. The third cycle of training of 1996-97 was to orient the teachers as to
how to incorporate these readers in their language teaching. The transaction of this cycle
was again through a cascade approach, with ten davs™ training cach of Master Trainers at
SIE, and Resource Persons at DIET, and six davs™ training at BRC for teachers.



6.102  Acknowledging an oft-felt deficiency among primary school tcachers in basic
mathcmatics competencies, also duc to the lact that many of them may have taken up
options other than mathematics at the senior secondary level, a training package on
~mathcmatics teaching was dcvclopcd by SIt: in1997-98. ‘The package aimed at brushing
“up math skills among tcachers,-in-addition to exposing them to new alternatives in math
pedagogy. The package emphasised child learning trom child and child Icarning from”
TLMs, and tcacher performing a key facilitative role. The training strategy cntailed ten
days of training in SIE for Key Resource Pcrslons, cight days of training for Resource
Persons in DIETSs, and six days of training at BRC for a teacher.

(103 In 1998-99, SISE developed a trainingfpackagc in Teaching of Mathematics for

Junior High School Teachers.

They have
package on Teaching of Science for Junior High School Teachers.

also begun work on development of a training
The training for

mathematics was developed based on need, as this was considered to be a difticult aspect,
especially because there was a change in the class sixth textbook in recent past. However,
it may be pointed out that the project did not intervene in the arca teacher-training for
upper primary schools as intensively as was the case for primary tcachers. A lot, thus,

remains to be donce in this arca.

Table: Number of teachers trmmd under BEP till February 1999

S(.hm)ls/mclmns -
Primary school

Uppc,r prnnar\ suhool

_ Round Number of teachers
_ Firstround 42000
~ Sceond | 4287 -
L ) lhlrd 40779 .
o Iourth , ‘ 39 63_4_1((_)_%01115)
_ Mathematics | 2894

6,104 1t can be scen that large numbers of teachers were trained cevery year. This is a
major achievement in comparison to the pre-project situation when there was hardly any
svstem of regular in-service teacher training; The practice has created positive impact
though somewhat limited in its reflections in the classroom. The system certainly needs
to be continued and efforts need to be made to" further improve the quality of the training.

6.105 It has been mentioned carlier that the modules were not flexible enough to allow
any modifications and monitoring of the training has been weak. Any further training
programme for teachers or other functionarics in the district should be based on a need
assessment and designed by DIET and BRCs together, and SCERT system should play a
facilitative role. However, more than anything clse, transaction at the block level is

considered to be a concern.

The St faculty expressed a healthy scepticism, which

appears to be somewhat true, about the cffectiveness of cascade approach adopted in the
training stratcgy. The licld experiences corroborated that it was indeed difticult to get
sufficient number of Resource Persons at the Block level who were competent in primary
school pedagogy, and at the same time possessing training skills.

6.106

transaction at the level where teachers had to be traned.

The limitations faced in getting suitable resource persons at the block aftected the

This affected the quality of

training and many of the excreises and activitics suggested in the module in detail are
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rarcly practiced in the training at BRCs. It was felt that most of the activitics arc also
discusscd in the lecture mode and excrcisés arc usually limited to preparation of charts.
Although cvery itecm of training expericnce designed and fitted into the package is given
a place in these scssions, the whole spirit' underlying the new pedagogic and curricular
approaches was perhaps missed. This may have been partly duc to lack of conviction in
thesc among the trainers, and partly also duc to their own lack of cxpericnce, and
conscquently competence, in handling such pedagogic approaches. Morcovcr, the trainers
being very senior (albeit, rctired) officials lof the system, the trainees arc very often quite
passive and unqucstioning. The fact that these resource persons are associated for the
training period without any system of sharing, fecdback and reflcction, added to the
problem, as they seldom get a chance to learn and rectify.

Sustainability issues

6.107 The practice of annual training of all teachers at least for a weck’s period must be
continued in the post-project period. The mcasures suggested under the heads of DIET,
BRC and NPRC would directly impact the managemcnt and quality of training
programmcs. The unit cost aspect of training programmes is being discussed in the
chapter on financial implications. As such any spccific suggestions are not being made
here except that upper primary aspect should get special attention.

Leaching-Learnmsy Materials (TLA)

Currictdum and Learning Muterials

6.108 In recent past some of the acnwtles to revise the curriculum and textbooks on the
basc of MLL has been undertaken by SCLRT and its constitucnt institutions, SIE and
Vigyan Sansthan. BLP has been a calalytlc force behind some of these activities. In most
classrooms visited, textbooks were found to be the major curricular instrument that the
tcachers and Icarncrs usc. They are used in a varicty of ways, dcpcndmgD on the context
and the subject taught. It was strongly felt that the MLL-orientation of the textbooks
needed to be reflected in the flexibility of curricular transaction, which the textbooks in
their present form did not quite alfow. The transaction is rather lincar, which is what the
tcachers think, mistakenly perhaps, that the textbooks demand.

6.109 Under the DPEP, the SPO has launched a major exercisc of developing textbooks
in participatory modc with support of tcachers and DIET faculties. These books should be
made available to all the districts, as there was general dissatisfaction with the present set
of textbooks. The DIET facultics can undertake the task of oricnting the teachers to the
use of new textbooks with support system of inter-DIET sharing in the BEP districts
during the post-project period.

6.110 The State docs not have a provision of distributing textbooks frec; lcarners are
required to purchasc'them. There is, thercfore, a need to control the price of textbooks,
without scriously jeopardising the quality. The system of printing and distribution of
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textbooks is now systematised, with the Government specifving and monitoring paper
quality and price of books.

6.111 Onc remarkable accomplishment of the pro;cct has been development of a series
of five supplcmcntary readers for five primary classes.in Hindi called “Indra Dhanush™
The development of these has been a highly pammpallvc, excercise mvolving teachers,
writers, artists and so on. These books are well presented and there has also been attempt
lo bring in expericnces pertaining to the various regions and cultural groups of the state
into this scries. Teachers have received a training package on the usc of these books.
Multiple copies of these are supplied to all project schools and NPRCs. The expectation
has been that these will constitute the school library, and these books will motivate
independent reading among lcarners, a devise very usclul for independent «;tudy
sspecially in multi-grade situations. The (,Vld(,nC(,S from the ficld revealed that there is a
wide variation in the use of these books in the schools. While some schools did make use
o these books by lending them to the learners, some others made very little use of these.
It depended a great deal on the enthusiasm of the head teacher.

i
6.112 It can be perhaps said that the pamupatory process of development initiated by
Indradhanush has alrcady been adopted by theistate institutions, as reflected in many of
the subscquent exercises undertaken. This needs to be further strengthened by entrusting
DIETSs and inter-DIET groups more such responsibilitics.

FLA Cirant 1o Teachers

6.113  Initially there was no provision for TLM grant in the pmj‘.u Subscquently, at the
time of BEP-IL, it was fclt important to mchtdc the provision on the basis of positive
evidences elsewhere in the country. A wide range of situations was witnessed during the
ficld visits with regard to the manner in which teacher grant was utilised. There were
some instances where the grants were utilisq'd imaginatively for developing teaching-
tearning materials. In onc such case, it was partly because of the NPRC Coordinator who
took some interest.

6.114  In most cases, the amount is not bcingf uscd clfectively and imaginatively. In one
of the sample schools in Saharanpur, all four tcachers had purchased the same items.
Resultantly, the school had four common balances (scales), four battery torches and so
on. The teachers arc told to buy matcrials that arc of “permancnt™ nature, which the
teacher concerned can take along when (s)he is transferred out of the school. In many
cases they buy the items specified in the “list™ without any cluc as to what arc these
meant for. One of the teachers in Varanasi said that she failed to understand the
significance of buving “clay”. This list generally emerges from DIET or BRC. The fear
of frequent checking by NPRC and BRC coordinators and ABSA has also been onc of
the rcasons why teachers arc scared of using the grant imaginatively. The teachers need
to be feel more confident about the about TLM grant and the rules regarding their
“consumable™ nature. They also need to be exposed to the range of activitics possible
towards the development and use of TLM.

co
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Sustainahilify: fssues

6115 One of the most critical processes initiated by the project that needs sustenance
and further support is the involvement of teachers and others from the ficld in the
activitics like development of supplementary materials and action rescarch. The practice
ts being further strengthened by DPLEP but,also nceds to be institutionalised in the
mainstream system. Module development for different training programmes is onc of the
arcas where the practice has not been used. The prime institutions of the state, SCERT
and SIEMAT, need to adopt the practice in the real sense of the term and it should not
remain only notional.

6.116 The practice of TLM grant is cssgntmlly linked to teachers’ empowerment as well
as classroom practices. This has |mpllcallons for both the management and use of the
grant. The teachers as well as BRC and NPRC functionarics need oricntation for the very
concept of TEM development and use. They need to be exposed to a varicty of idcas and
possibilitics including those that do not cost much, i.c., locally available wastes, lcaves,
cte., ones that need to be made with support of materials like chart paper, dice, cte. and
those that can be bought dircctly from the market. The cmphasis should be on
development of creativity and not coming up with standardiscd product that cannot be
used in the classroom.

6.117 The practice of providing TLM grant should be continued in the post project
period, as this not only provides for T1LM but also gives a sense of empowerment, But at
the same time, some accountability towards its appropriate use also needs to be built.
This, however, should not be in the shape of frequent checkings by officials. Two wayvs
of” cnsuring accountability arc being suggested here. One. all the teachers in a school
should act as a group in deciding as to use of the grant. This would also ensure some sort
ol accountability towards the peer group. Two, it should be routed through VEC in the
similar as the School Development grant. This will build an accountability towards
community.

6.118  Although it is expected that once the teachers in a Nyay Panchayat start acting as
a collective, and plan curricular and p(.daboz,lc strategics in group, TLM grant will
naturally gel with these efforts and will be utilised much more mceaningfully, the
provision of Rs.500 for every teacher every year scems to be on the higher side cven by
their own pereeption. The amount, lhcr#l'orc should be reduced to Rs.150 per tcacher
CVery year.

Action Plan for 1999-2000)

¢. 119 The activities that could be undertaken during this year are as below:
=> State and regional (fow districts put together) workshops on participatory technigues

of material and module development involving personnel from SCERT, SIEMAT and
DIETS. |
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The last year of teacher training, if possible and compatible with their plan, should
focus on three major aspects, multi-grade teaching, teaching in large classes and use
of TI.M in such situations.

Inclusion of the TLM aspects in-the training.ofl BRC, NPRC coordinators suggested
carlicr.

Disbursement of TLM grant through VEC should start this year itsclf so that the
process takes root during the project.
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VIL TEACHERS

ND PIYSICAL INFRASTRUCTURE:

7.1 lhe UPBEP contributed heavily towards improvement ol infrastructure, human as
well as physical, in the clementary cducation scctor of the project districts. The
requireiment for space and teachers are the most basic needs of creating schooling
facilitics. The project reatised this and provided adequately for the same. These are the
most tangible vestments and occupy more than three-fourths of the project investiment.

Provision for Teachers

7.2 I'he project has created farge number ol tcachers™ posts in all the districts Tor both
primany and upper-primary schools. The posts in the primary sections are based on the
teacher-puptl ratio of 1:40 for the existing schools and two teachers for cach of the new
primary school. The posts in the upper primary scctions have been mainly for the new
schools opened under the project.

7.3 In all the posts of teachers ereated so far are as below:

Teachers” posts in Primary schools

Iead teachers : 6244
Asststani teacher : 12728
Total S asm

Teachers™ posts i Upper primary schools

Head teachers : 1771
Asststant teachers : 7081
Total : 8833
7.4 The total number of posts created tor teachers, theretore is as high as 27 827 This

vear the project has asked the state government to create addittonal 4291 posts of teachers
in these districts under BEP-IL This will increase the total to 32 18 This obviously had
a positive 1mpact on the teacher-puptl ratio in these districts where this has remained
more favorable in comparison with other districts.

7.5 No other cexternally funded project in the clementary education sector has
supported creation of these many regular posts of teachers in the schools. The
covernment of Uttar Pradesh has created these posts with a commitment to take over the
Habilitics at the end ol the project. The liabititics will be mainly in the form of salarics, as
the training and other related inputs will apply to all teachers and not only to those
cmploved through the project. ‘The annual recurrent liabilitics will be huge and the
chapter on financial implications will discuss these,
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ronvaxion for Plvsical Infrastructure for schools

7.6 The project has contributed to physical infrastructure in the schools mainly in the
-Torm of constructing school buildings, classrooms, totlets and drinking water facilities. In
addition, certain provisions have been-made as school opening grant for turniturc and

cquipment to the new primary and upper primary schools that were dpéned under the.

project. A regular school development grant has also been provided for small activities
such as whitewashing or minor repairs. These activities would be discussed under the
present section.

Construction

7.7 The tollowing table shows the details of construction activities undertaken by the
project so far under both the phases of the project. As many as 1994 building for upper
primary schools and 5096 buildings for primary schools have either been built or are
under construction. 6650 additional classrooms have already been constructed and 3612
are under progress. An additional number of 4291 classrooms are proposed to be buit in
the year 1999-2000. i

Lable : Construction ol school infrastructure

4/\@ nates ( '»l_':_lg’gg Complete f Under progress
Primary_school building ? :
! b BEP-I 4508 } 4344 | 164
| 2. BEP-II 587 | 340 247
' Upper-primary school building 3 ‘
| LRID-1 1687 | 1618 ‘ 69
2.B1P-1] | 307 ; 123 f 184
Addittonal classrooms | | :
| RHG | 3429 3374 , )
; 23PN j 0833 | 3276 23
‘ 3 BEP-IT (proposed) 5 4291 } 3557
. ileis (BEP-1) 10242 Co 10201 4
P Drmkmu water(BEEP-1) - 5299 4638 061
7.8 These buildings and other investments have a maintenance tmplication for the

state government. This is important because huge investments will have a longer fife 1f

these are maintained well The state must ensure that adequate funds are available for
maintenance. The management o maintenance could be handed over to VECs. This

amount should preferably be provided in the shape of continuing the practice ol

providing an annual school developiment grant started by the project.
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Schood Development und

79 A school development grant of Rs.2200.00 to cvery primary school and
Rs.4000.00 to every upper primary school is given to schools every year. ‘The grant is
civen in one installment to the district for all schools which is deposited by DPO into the
joint account of the Principal and tie Gram Pradhan. The grant is meant for the following
PULPOSCS:

. DBeautfication of school premisces.

2 Necessary maintenance of school building and maintenance.
3 Puarchase ofmaterial like tables, chairs, ete. for the schools
4 Storage utenstls for drinking water.

5. Paimting ol blackboards.

6. Health checkup of students, |

7.0 It was cnn;islcnlly obscerved that the grant has improved the arrangement for
sitting through purchase of Tat Patti. Also the white wash and other small beautification
of schools has become regular, There is a general positive feedback about the use and
utility of the provision. It is felt that the provision has meant a face-lift for schools in
these districts and that it is transferred through VEC makes it more meaningful. The
provision needs to be continued in the post-project period in slightly revised form.
Provision should be made for smaller amount of Rs.2000.00 and Rs.3000 annually Tor
every primary and upper primary school respectively. The amount could be spent on
anything dircetly linked with school development, viz., furniture, repair, purchase of
some small cquipment, cte. This would also help in maintenance of furniture and hibrary
books provided by the project. No separate provision for building maintenance should be
made unless certain specilic repair requirement comes up. VECs should manage the fund
and they should be encouraged to contribute to school maintenance and upgradation in
some form, viz., labour or material. ‘The VEC in consultation with the community should
have the power to decide how to spend this amount.

704 I order to make the management of school and TLM grant more transparent, an
annual exercise of sharing the accounts with the larger community could be started. This
could be hinked to any occasion like Independence Day or so when teachers share the
activitics undertaken with these amounts,
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VUL OTHER PROJECT INTERVENTIONS

S The project also made several mterventions other than those that have been
alrcady discussed vizz the-Shishu. Shiksha scheme or strengthening of LCCILE centres,
opening of Shikshaghars or Alternative Schooling Centres, support (6 Mahila Samakhya
(the women empowerment programme) and a few pilot projects like community hibraries
and spectal NEFE scheme lor girls, cte. These are not assoctated directly with the formal
clementary education sector but impact the same in significant manner. This chapter
discusses these interventions and their sustainability aspecets.

Nt Shiksha Kendras (SSKs)

8.2 Considering the tinkages between the carly childhood education with the primary
schooling both for its positive impact on quality because of pre-school concepts and on
retention by relieving the girls from the task of sibling care, the project intervened to
strengthen the already existing 1ICDS supported Anganwadi centres. Selected (1200 1n 12
districts) centres in the districts were identified for providing the identified iputs. The
major mputs given by the project include the following:

1. Lixtension of timing of Anganwadi centigs to coincide with the timings ol primary
schools. Provision of additional honorartum to Anganwadi workers (AWW) and
helpers to compensate for the extended working hours. 'The additional amount paid to
is Rs. 150 and Rs. 75 per month for AWW and helper respectively. In some cases, the
centres were relocated to the or near the primary school.

Provision of supplementary training to 1CDS personnel (supervisor, worker and
helper) using a two-level cascade trafing desipn.

Provision of play matcerials tor children in the centres

4. Provision ot a non-recurring allocation of Rs.5000.00 tor Almirvah cte. and an annual
recurring amount ol rs 1000.00 to cach centre.

Strengthening of the monitoring aspeet with respecet to the carly childhood education
component of these centers. An active rale was envisaged for VEC and priman

19
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'

school Head teacher.

8.3 The programme has created certain positive impact, as reflected in the different
studics as well as in the evaluation that was undcertaken recently by the NCERT. The
cvaluation has clearlv documented that the play materials supplicd for children were

being cffectively used creating the desirable impact. On the other hand, the use of

materials prepared by the workers themscelves on the basis of training received was not
found to be so effective. The activities at these centres were not very well planned and
henee the workers, at times, Tound it difTicult to keep children engaged for the long
duration. The shifting of the centres to or near the primary school also created mixed
impact. The move proved to be positive in establishing inkage with the primary school
teachers but in several cases it meant less attendance becaase the school happened to be
far from the focality. The small children cannot commute fong distances. In some cases it
also fed to some managerial problems.

(4
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84 According to the Evaluation report, the mert of conducting well planned
readiness  activitics  lcading to better  preparcdness for primary - schooling  was
demonstrated by the centres in those districts where NGOs were running the centres
under the project. Such evidences were available in other centres (non-NGQO) as well
during the tield visits made for the current plan preparation. The primary school teachers
accepted that children coming {rom these centres are better prepared in terms of their
understanding and also in their adjustment capacity.

Susteriahilin: Isues

{5 The project has demonstrated the impact of some of the practices in the pre-
schooling component. The ICDS system should consider adoption of some of the good
practices that have been found to be useful. The programme was operational in selected
blocks and some of the components can be made universal to all the ICDS centres. One
such example is the provision of play materials for children. However, it is for the
concerned department to take the responsibility. The project can take initiative and share
the expertences on a wider scale as part of tts transition plan.

8.0 Inaddition, VIICs could be oriented regarding the linkage between pre-schooling
and primary schooling, and could be motivated to take the required initiatives. The
teachers could also be involved and without any extra cost or financial implication, some
coordination could be built. The education departiment and ICDS could jointly work out
such possibilitics.

87  The project s providing additional honoraria for additional timings to the
instructors and helpers of 1200 [CDS centres across 12 districts. The project is also fully
supporting SO ECCE centres in Sitapur district. The education department may
coordinate with 1CDS 1o request them 1o take over these responsibilitics in the post-
project period. The respective DPOs could also have community contact programmes (o
assess the potential for partial sharing of financial burden by the community. This would
also imake it clear whether the community is interested mextended timings or not.

Action Dlan for 19992000

8.8 The tollowing actions could be considered for the last year of the project:

= A state level sharing workshop with partictpants from the ficld as well as the
Education department and ICDS high level ofTictals to share the experiences, identify
the critical factors and future strategy.

= Community contact programmes where SSKs are operational to share and discuss the
implications of the closing down continuation of the project.

Shikeshea Cilicars or dlcrnarive Schooling Centres (18]

8.9 The project supported opening of around 500 Alternative Schooling Centres,
called Shiksha Ghars, for children who had dropped out of the formal system for some
reasons. The centres were opened on a selective basis. around 20 centres cach in two o
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three identified blocks in every district. The blocks were identified mainly on the basis of
high drop-out rates, The scheme can be seen as a modificd NFE scheme where the similar
approach of a two-vear course with four semesters was followed with focus on provision
for improved curricutum and textbooks, more intensive training and provision for more
“and “better set-of materials for. lcarpers at the centres. The idea was the same as in
centrally sponsored NFL scheme to help the learners jointhe mamstream system once
they completes their course in these centres. A phasing-out of these centres was also
planned to coincide with the end of the project period. )

8.10  The scheme has succeeded in some of its objectives, as indicated by the field
experiences as well as the evaluation that was carried out in July 1998, These centres
were better cquipped that NEFE centees i iterms of anvailability of tatpattis, boxes,
blackboard, registers, ete. The learners in these centres received copics, pencil, rubber,
cte. on time and did not face the scarcity. The matenals developed for these centres,
Gyvansudha - a set of four books, was generally considered an improvement over the one
that is available for'NFE, Gyandeep in terms of content and presemtation. The instructors
were provided almost 30 days training in a year’s time as against 10 days in NIFFL2 scheme.
The DIET facultics who were involved in both types of traiming felt that the former was
better conceived and planned. There are evidences of a fair percentage of the passing out
children joining the formal schocls in some of the districts.

Nostegieehilify [ssies

.11 Somc ol the centres that were started in the mitial phase have already been closed
down and the rest would also be closed as per the phasing out plan. There doe not seem
to be much merit in continutng with the scheme and the phasing out plan should be
followed as proposcd. However, it is important to share the plan swith community in the
arca so that they are informed about the fact. Community contact and mobilisation
programmes should be held where community could be convineed to send their children
o the nearby formal schools. In many of the arcas where AS centres are running, new
formal schools have already been opened.

$.12  “the set of materials and the training module devcloped for these centre could be
adopted by the state government for the NEFE centres. The SCER'T, which is the resource
ageney for development ot these matcerials, could be consulted for review and suggestion
to the state government in this regard. Some of the good practices regarding monitoring
could also be identitied and integrated in the NIFLE system.

Action Plan for 1999-2000

$.13  Following agtions arc suggested for the project during 1999-2000:

= Organising a stale level workshop with support of SCERT and participation ol DIET
facultics in these districts to discuss and idenufy the clements of Shksh Ghar scheme
that could be integrated with the NEFE scheme.

= Organinsing community contact programmes in places where these centres are
running.
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Mahila Samakhva Proeramme (MS)

814 The MS programime that had been operational in four districts of the state - Tehri,
Banda, Saharanpur and Varanasi with support of Government of India was extended to
six more districts of” Allahabad, pauri, Sitapur, Ltawah, Gorakhpur and Nainital in a
phased manner with UPBEP support. MS is a women empowerment programme  that
cmphasises process oriented origin and growth, The focus i1s on making women informed
and conscious of their rights and potential, and strategics include formation and training
of women collectives: interface with education, health and legal aspects: opening of Bal
Nendras, Kishori Sangshas, AMahila Stikshan Kendras, cle.

815 Apart from the fact that the MS itself dircetly intervened in the arca of cducation
in several forms, it also contributed directly to some of the BEP activities. These included
large scale campaign for girls education, organisation of julithas on a regular basis and
mobilisation tSwards parent- teacher™s association and better mother-teacher interaction.
Wherever MS is operational, it is mandatory to iclude two women from MS sanghas in
the VEC. It has been discussed carlier that these VECs have a dilterent character and
unlike other places, women representatives here are not silent partoers. In fact, they have
helped in making these VECs one of the most active ones by providing a participatory
and assertive framework.

Nustagrabiliy: sy

S 16 "There s no doubt that the programme needs to be continued bevond the BEP
project pertod, This s a programme that has the potential to be catalyst in some deep-
rooted change in the socicty and must not be stopped in between, It may not be possible
for DPEP to take over the habilitics, as the districts where the programme is operational
are different. In that casethe state government should explore other possibilitics with the
central government including the external funding through some other sources. The
process ol identifying the altemative and negotiating with the same has started and the
central povernment has given some positive aindications regarding possibilitics of
integration with the centrally sponsored MS programme. Since it is not a cost-intensive
programme, the financial labilitics would be limited and the state government must be
rcady to bear the same in case ol need in view of its effectiveness.

Pilot projects

817 The major pilot projects inttiated by BEP included community libraries in
sclected areas and upper-primary work-expericnce centres for girls. The latter had hmited
impact ant the project does not view this as an inmportant intcrvention to be sustained.
The community fibrarics have gencrated interest m the respective arcas and need to be
continucd. The VECs arc currently actively managing these and i future these could be
cntirely handed over to GPVEC in vicw of recent transter of power to that level. The
department can provide occasional support on case to case basis.
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IX_FINANCIAL IMPLICATIONS FOR THE POST-PROJECT PERIQD

9.1 This chapter attempts to assess the financial implications of the suggestions made

carlicr m the report 4or the post-preject period. Fiestly, it identifies the iterventions that

need financial support in the post project period and works out the norm for annual
requirement bascd on established unit costs or the past expenditure trends. In some cascs,
alternative norms have also been discussed. Following this the total annual liabilitics
have been assessed and matched against the major trends in state finances for education.

Interventions and their Annual Liabilities

9.2 It may be mentioned at the outset that the unit costs for vartous activities have
been taken on the basis of ongoing trends and prevailing prices and inflationary factors
have not been taken into account.

leachers Salaries

9.3 Considering the arge number of teachers that the project has appointed, there can

be no doubt that the head of teachers™ salaries is going to be the largest in the list of

UPBEP liabilitics. The unit cost for teachers™ salarics has been based on the revised
salary scale and the likely average expeeted n 2000-20001 has been taken. This works
out 1o be Rs.5000.00 for the assistant tcacher in primary school, Rs.5500.00 for the Head
teacher in primany school and also for the assistant tcacher in upper-primary school, and
Rs.6000.00 for the head tcacher in the upper-primary school. 'The GOUP has decided to
hire local para teachers agamst all new post including those being supported by the
project. The mtermediate pass focal vouth would be selected through GP and paid a
monthly honorarium of Rs. 1450.00. 'Fhe otal annual liabilitics on this head, thus, can be
seen as below:

Table; Likely Annual Expenditure on Teachers sdlarlu.

SJEAD } Numbcer CUnit Cost (Rs) l Total Re.milhion

rmary Tead lwuhc : ()744 L L5500 permonth 1412104

P rimary /\\St te: l(zh_a.r(p()\lul { 1'77'7‘< S 1 SO00 perar monlh ' 7()? 630
Prim. Assttcacher(proposed) [4291 11430 per m“mh_,_,' 74663
Upper-Primary Head teacher 1770~ 6000 permonth | 127512
- Upper-Primary Asst. teacher 1 7084 - Sw()() ) per month ' 467 544
TOTAL 32008 18%_471 o

School Development Nanucenance Imnmid

94 The project has invested heavily in school and other infrastructure in terms of

construction. cquipment, furniture, books & librarv, and vehicles. Schools have got a tair
share of all these investments except vehicles, There are currently 19268 primary schools

and 5769 upper-primary schools in these twelse project districts. As suggested carlier, if

all the primary and upper-primary schools are given an annual grant of Rs.2000 and 3000
respectively, the total annual lability would be Rs.38 54 million and 17.31 million for
primary and upper-primary schools respectively, This amounts to a total of 55.85 million
rupees. This is about two percent of the imvestments made on physical infrastructure by



the project and covers all the schools in the districts rather than only those that have been
constructed by the project. The state government shonld be ina position 1o take up this

small hability,

NLRC Liahidties

9.3 The NPRC is seen as a very critical structure at the lowest level. 'The institution s
expected to provide support and leadership to teachers as well as VEC members. The
repular activitics would include organising monthly or fortnightly mectings of tcachers
and undertaking school visits. Apart from allocations for these activitics, 1t is important
that the structure has some money at its disposal to arrange certain need based cvents
such as a combined mect of teachers and VIEC members. The expenditure at NPRC,
theretore, would include salary, maimtenance, travel and contingeney. ‘The expenditure
trend suggests an annual expenditure of around Rs.2000 on an average basis in cach
sample NPRC. This included expenditure on meetings, travel and maintenance off
building and other materials. ‘The expenditure is likely to go up if NPRCs are made more
active as is being suggesed i this plan. Flenee, an amount of Rs.2300.00 per vear is being
sugiested Tor cach NPRC during the post project period.

9.6 This average could be made actually distributed on the basis ot number ol
schools, teachers or VECs being covered by the NPRC. However, for the purpose of
cstimation it is casier 1o take the average onlv. The average salary of an NPRC
coordinator was about S000 rupees per month, Since this has to be equivalent to the FHead
tcacher tor the primary school, the same umit cost of Rs 33500 per month is being used for
this purposc also. The annual expenditure on salary i one NPRC would add up 1o 66,000
rupees. The total expenditure, theretore, on an NPRC would be 68,500 rupees during the
post project period. There are a total of 1768 NPRCs in the twelve project districts and
the total expenditure would amount to about Rs 121 108 milhon.

DR Laabilities

9.7 Other than tcacher training, which would be discussed separately, the liabilitics at
the BRC include salaries of the Coordinator and assistant coordinator, maintenance
expenditure. travel allowances or any altermative provision for the purpose and some
contingeney lor organisation of academic activitics lihke NPRC coordinators mecting,
VEC members sharing workshop, cte.

9.8 The analvsis of the BRC expenditure in some of the sample blocks” suggested that
the annual average expenditure on items other than teacher training and salaries varicd
between Rs 10000 to 14000 in the sample BRCs durmg the last three vears: These
mcluded three items of travel. contingeney and maintenance. Since the sample BRCs
present a tairly vood geographical distribution also. which matters in the travel expenses,
the trend can be taken as representative. The expenditure on travel was relatively higher

“ e practice of mamntaining accounts varies from BRC o BRC Some BRCs maintain detaifed record of
all the expenditure including those Tor NPRCs and schools and the expenditure for the same heads at
difterent levels are clubbed. some others club the expenditure o e seheol situated in the BRC campus to
that ol BROs . <ome other heep the BRO accommt separate This made o dificult 1o present some of'the

trersds i tabebar ot The trends were, oo e captured ater discus g with the BRO coordinators
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in a topographically difficult block like Betalghat in Namital district. On the basis of this
trend and the role envisaged for BRCs in the post-project period, an annual grant of
Rs. 18,000 per BRC is being suggested. This would also include expenditure on activitics
like VEC training and any other need based small workshop, say, on TLM. It may be
‘méntioned that the average atocation lfor-the purposc-is-higher cuerently and the.actual
cxpenditure rather than the allocation are being taken as the basc so that over-cstimation
could be avorded.

9.9 The average expenditure on salaries per BRC in these districts was Rs.11.88
thousand per month or Rs.0.143 million per annum during 1997-98. This covers both
coordinator and assistant coordinator. One additional post of assistant coordinator 1s
being sugpested to help ABSA with the data compilation and reporting work. ‘T'aking that
into account, a total ol Rs. 17,000 per month for cach BRC is being suggested as annual
expenditure on salary. The adds up to an annual expenditure ol Rs.204000.00. This
means total annual expenditure for a BRC, other than teacher training, would be around
2.22.000 rupees. For a total of 176 BRCs in UPBEP this mecans an annual liability of

—_———

Rs.39.072 million. ‘

DI Liabiditiey

910 The UPBLP has been supporting a number of academic activitics in the DIETs in
these districts. A perusal of the DI activities in BEP districts makes it clear that the
size of non-BEP funded activitics has been very small - Very few tramings of NIE
instructors and that ol Science and Mathematics teachers were carried out with support of
non-BEP funds in some of the BER DHITs. In order to assess the future requirements in
the wake ol additional activitics emanating from this plan, it is important to examine the
expenditure pattern of the project funds in the past.

911 A comparative analysis of the financial accounts for BEDP in these DIETSs for the
financial vear 1997-98 has been presented in the following Table. It can be seen that the
rate of expenditure in comparison to the total funds available has been low m all three
DUTs. Varanasi DIET spent only {4279 percent of the total funds that mcluded the
budget for the paticular year and the savings from the last vear's allocation. This
expenditure was 45.51 pereent of the same vear’s budget without taking the previous
year's savings into account. Nainital presents a peculiar picture where the savings from
the previous vear was so high that even a relatively higher expenditure meant a lower
expenditure ratio of 29 48 pereent. This pereentage goes up to 30,15 if the construction
allocation is not taken into account and further to 65 pereent if only that vear's allocation
is considered. Saharanpur’s performance, measured in terms of expenditure against
allocated budget, is better in 1997-98, as it spent more than Y0 percent of that year's
budget but a huge savings from the previous year meant only 43.35 percent expenditure
out of total available funds. 1t is interesting to note that both in cascs of Nainital and
Saharanpur, the annual expenditure was lower than the savings available from the
previous vear's budget. They could have perhaps managed without any new allocation.
The size of the fresh budget allocation for all three districts was almost the same and did
not seem to have taken any note of the likely savings.



Table

C A comparative pictur2 of three DIE TS 0 TPBEP Districts
Rupess
VARANASI SAHARANPUR
tem| Last Year] Budget - Total| Exgpencit Last tur | LastYear Budget - Total| Expenditure
Balance} 1997-98 ure Year 2 Balance 1997-98
Balance
T Coestucton C 0 0 0 33400 - 32122
feazhing L2arning 0 0] 0 0 ] G 0 13300 13300 125650
| ‘Naterials
Geeds/Furniture 0 0 0 0] 36788 220CQ £5738 19795 -1326 20000 18674 197398
Eogegoment 1721 40000 41721 231931111478 zGCCaY 131472 zGo00 198192 20000 218192 205728
DOORS 33185 5C0Q0 83185 C 120 23330 5oied 315 180 50000 30180 912
Frinting 167 | 200000 200167 £652[ 117550 202203 317550 1E£559 150000 200000 350000 25170
P1onCranum 4600 25000 29600 245001 35000 233L8 Sllls 8100 35000 25000 £0000 0
Ccrtingency 145] 100000 100145 92168 46253 1CCCCC| 148223 8187 38880 100000 138880 138850
iravelling 2915 75000 77915 13672) 121833 1ol 221233 31032 101431 75000 176431 31201
~iowvance
Laasienance 47 50000 50047 13968 6618 SLCC0 e3i3 48832 179384 50000 229384 94316
Seminar 6466 125000 131466| 100814 80861 1GC0CO0} 180851 56525 93582 100000 193582 97151
Workshops
Venice Mainte & 0 60000 60000 29789 11372 €00CO 71372 38297 35571 60000 95571 65368
POL
Niscellenous 0 50000 50000 47580 G £3CCE £CCCe 235325 0 50000 50000 0
Lotad 49246 775000 824246 3527261937717 7750C0| 1712777 204882 832220 763300 15941984 691142




9.12 A comparison with A DIET in the non-UPBLEP district would be able to tell us
more about the magnitude of the BEP contribution. FFollowing Table reveals the size and
distribution of expenditure of non-BEP funds in Varanasi and that total expenditure in
Faizabad, a non-project district. The total size of the expenditure was about 2.7 million of
rupces-in Faizabad and 2.97 mdlien- in Varanasi, anaking. it- cxplicit that these arc.
comparable, and the project funds are over and above these. The training tunds are over
and above these in both the cases. :
Table : Expenditure Pattern in Non-UPBEP funds(1997-98)
Rs (approximately)

S No. Activities Expenditure | Expenditure
(Varanasi) | (Faizabad)
1 Salary - 960568 1110069
2 DearnessAllowance | 1546811 1099271
3 Travel Allowance ' 13000
4 Local Travel ! 22000
5 Other Allowance ' 131553 64195
6 Office expenses { 10000 50000
7 Electricity 7015 100000
8 Telephone i 24865 8000
9 Printing . 10000 10000
10 Interim grant 207371 156636
11 Others 70000 70000
12 Total 2967983 2703171

917 s, theretore, clear that additional amount i the range of 0.3 10 0.7 million
rupees (based on sample district anlvsis) are being spent by the project DIFTTS Tt s
important to maintain this provision, at Icast partially, in view of the role being cnvisaged
lfor DITs m the post-project neriod. An average amount of hall’a million (Rs.5 lacs)
cvery vear to cach ot these DTS is bemy suggested here, which could later be linked to
actual activanies planned and size of operations

SN Ll ities

913 SIEMAT being a creation of BEP and an institution ol critical signilicance
deserves  serions  attention while  estimating  financial  labihitics.  An - analysis  of
expenditure trens in the last four years is being presented here first, It can be seen from
the following Table that the total expenditure, other than that on building, has gone from
about Rs.6.323 million in 1995-96 to around Rs. 1211 million in 1997-98. A substantial
pereentage (73 o in 199596, 51 %o i 1996-97 and 39 "o in 1997-98) of the total
expenditure have been spent on equipment and furnishing every year. Almost 38% of the
total expenditure incurred till December 1998 has also been on these heads. Now that
almost all the units are well furnished and well cquipped and an expenditure of around
Rs.2 crores have been made, it is time to stop any further investment and focus on
mamtenance,

914 Since 1996-97 salary has been occupving around 15 1o 20 % ol the total
expenditure moving from about Rs.1 663 million in 1996-97 to Rs.2.048 million in 1997-
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98 (o Rs.2.278 million during 197-98. This is expected to go up further when all the
academic posts are filled. The share of salary being spent on academic statl has gone up
from around 50% in 1996-97 to around two-third during the Tollowing vear. ‘This would
also go up with more academic tacultics joining in.

915 The publication ol quarterly magazine, Anubhav costs around Rs.0.15 to 0.2
mithon per annum. Newsletter costs another 50 to 60 thousand of rupees cvery year. The
expenditure on the printing of training manuals and other such materials have been to the
tunc of 0.1 to 0.2 milhon of rupeces.

9 16 The expenditure on activities of training, rescarch, workshops and seminars can
be approximated to around Rs.3 million during 1997-98. This is around onc fourth of the
total expenditure. Although detailed expenditure trend were not available, the analysis
stuggeests high per trainee/participant expenditure. A perusal of the proposed unit costs
under various plans lends support to the argument that the costs oflrainir{g/\\‘orkshops are
indeed high in comparison to similar trends elsewhere. This needs serious attention and
an cffort must be made to isolate wasteful elements so teat cost could be brought down.
This is important from the point of view of sustainability as the project should not be seen
as perpetuating an unsustainable high cost culture.
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S No

BERS SRSt

JEN SR

2-A Equipment,

2-B Furnushing/Gaeds
2-C Books®

3-A Purchase of Vehicle-
3-A Consultancy Service’

8-B Local Feliowship

+-A Local Tram:’nngraQt:
S-A Salary
, 9-B Honoraria,
3-C Travaling Allowance
9-D Contingencies
9-t Telephens
. _9FPOL,
9-G Rent & Taxes
9-H Printing
-l Mamntenance
;- Vicrkshicp & Seminar

S-K Incentive

9-L Miscellaneous
Total

Heads of Account,

Table | Expanditu-s Trandsin SIZ41AT
) o Rupees
1995-96 1996-97 . 1897-98  1998.99 1
Amount o Amount % _ Amount % _Amourit
2627507 85 4153621333 209788271 1985540 211147874 170129 1532005, 127
197935352 31 30GERIZA 3273z87 3"} 3D SB551 274128575 22. 08754 302733’5"_ 251
48230 0782797411 24173325 2288414 44374187, 3575391 111390, 0.0%
24517398 3877629632 447217 4232584 517826.37,4172317, 394586.327
0 0 o0 T25000,0201424) 0l
BCOCO 1 253235234 2005 0047322 0 ) 0
0 oz ¢ 0. 352769 2922363 1180551979
52554935 8311593571 128284144 1573505 20483192 1650406 2277975 183
0 G 5325775 0523335 144930 1167754, 180862 149
13515531 2138233751 33122538 3325317 470272381 3789157. 165468’ 137
2874149 4545704781 83384143 8101058 833347.03 6714584 490606 _4.05
115571 184332 25 2333408 29445632 2372543 253486 214
135358, 0221137011 725 052519 18474031 1483520 211623 175
, 0. c o 68848 05547331 223624 1.85
263497 5° 4 157431283 4846 3979675 471334 3797711, 355190, 294
0 : 23335434 2435734 63815212 5141826 1129305 935
o z T:IT3823 5118007 99645535 028816 617907 572
o o 5 G 5493 0052364 .0
0 < 133 CIliesi | B1EA351 0473305 eoo 009
332277572 2o ffEzEzloez “00 12410995 95 100: 12057313



917 The UPBEP has been bearing all the expenditure ot gy NHEMAT so far and
committed 1o do so during the project period. It has been (ilx\‘|‘\‘\\.\“: lIﬁl the }llﬁli(l ““ i
of ¢ritical nature and henee needs further nurturing. An estina, 0{- likelv I.'m'\ln:izl).l
liabilitics to the statc government in near future s hcm,-. I esented here ) This
cstimation has taken the suggestions made for professional dey sl speeng | he y N
<ection and the analysis of expenditure trends into account. pment n the carlier

918 The analysis of the expenditure trends SUggests a ouply ¢ Gimate of an annual
expenditure of Rs. 10 million (at 1999-2000 prices), whiolh o o ST

: SR . s vomparahle to their
current expenditure trends. This is based on the followmy

Salaries ; Rs.4 milhion
Maintcnance of asscts : Rs. 1 million
Fraining Rescarch Publication : Rs. LS million
Orther activities (Miscetlancous) : Rs. 0.5 million
Total ; Rs. 10 million

hese estimates are based on certain assumptions:

Al the sanctipned posts would be filled,

-» No further major investment on building, equipment o e
The level of activities would go up but cgsl-cl‘ﬁcicnl and "“\l-c?l'cclivc MeaAsures

would improve the quality while bringing down the yyy, costs. DPEP :;'<)uld

support many of the activitics that have not been considegy ), |\ ‘).O“ibl,c hould

cost on trainmgrescarch/publication comes down shalyy ”-'“lw ) iikcl , l‘)l’lfl’

contribution is taken into account, } ’

would be made.

-,
—

Al the major cost-intensive professional development
over by then with UPBLEDR support.

11e
CIvanes would have been

919 SIEMAT tatends o develop a svstematic inshtutional g,
Al

\ . C , clopment plan that
world include the aspects of income generation. The GOUip : [

, ) . . . Must provide a grant of
e 10 milhion per annum for the first three years: This would Mean the institute would
X ; ¢ institute woulc

bear the extra burden caused by price 1ise or any other icanog Wiageh its own incon

. . . ' ghits oy come

from sceond vear onwards. Thereatter, the grant conld be sy, reduced based on
. . - . o 3 *duced basce

the projected mcome of the SIAMAT,

leacher Tramig

920 It has been seen that the project has made signihcany ditlerence in the annual
coverage of teachers in the in-service training. The ‘l““"'“a\llszuion of in—x‘cr\‘i;c
teacher raining in the project districts made it possible to iy, “‘l’lch n ol m”_nbm
To claborate. Taizabad could train only four 1o cipht hundy lczu:hcgrx' during tiu,;
period ol one vear under the SOPTE programme at the DI Wiy oag the |.;|:|x difl)ricl\'
trained two to four thousand tcachers durig a vear, [t IO .thnl lcag.‘hcrs: ncc;l
reeular upgeradation and an annual training ot around 3 o 10 (g, must be pro\'i~dcd 1o
every teacher. This basically means continuation ot the i ‘initiulcd by the
project. )

921 In order 10 assess the fancial imphications g work out a norm lor
extimation. an analysis of trends inounit costs oF dittereng ¢ o programmes at
DU and BRC Tevels are beme undertaken here Althoueh gy, M‘nicbcl h:uﬂ)mvidéd a
Ror of Rupecs 75 0 per teachor por din withont mcluding 1y, | exnenses. the actual

cxpenses. the actua

a‘-\;‘:l:dlim; vored o dederet to deet wind froam Frov imme 1o programme
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though never exceeding the norm. An attempt is being made here 1o to analvse the
actual costs m several programmes so that a more realistic norm can be worked out
for tuture.

922 Followme table presents the costs for varous training programmes and
morkshops i the three project DIETS. The travel expenses are included in these costs,
as can be seen Tromthe Table: [ris-clear that-per person per_day cost is not similar at
all the places and happens to be generally higher in Varanast as LUIHPJFL(I to that" v
Nainttal or Saharanpur. Distance can be seen as one of the reasons, as the expenditure
on TA/DA is much larger in the tormer. These unit costs appear to be high when
compared with the non-BEP activitics in the same DIETs. The SOPT (10 day
training) unit costs (Rs.41per day per person in 1997-98) are also lower than these
BED unit costs. The unit costs at BRC levels appear to be the same as DIET level, The
refatively agher unit cost i companison of non-BEP ot SOPT progranunes are
Justificd if residential and activity oriented nature (requiring lots of tratning matcrials)
ix maintained, and henee be supported by the state government,

923 The rang of unit costs is very high and varies between Rs42.0 and 89.0
However, most of the training programmes appear to have an unit cost between Rs 50
10 Rs.60 in all the sample DIETs. Taking that as base, itis being suggested to consider
the unit cost of Rs.60 per day per person for six days every teacher during the post
project period. This includes expenses on travel, boarding, ltodging (assuming the
availability of dormitories in BRC's), honoraria for resource persons, stationery and
other contingencies, ‘There are currently 10804 primary and 1019 upper-primary
tcachers i these 12 districts and the annual expenditure of 19.74 million rupeces. 1 the
posts ot teachers that are likely to be created are added, the expenditure on this head
woutld 120 o about 2128 milhon rupees per vear



Table : A Comparative Picture of Training Workshop Cost in the three DIETs

expenditure l ‘
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able to the research team. The numb
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Table Unit Costs of Non-BLEP Works AUDIET In BEP Districts (1997-98)

e RN . , oo .. Rupees
soer i (JHS Teacher {science/Maths)
: (Training of NCERT) i Refresher course)
T lr T _Varanasi - ' - . . . Ngsital o
ENDA L 172000 Lo TRMSS
PWorking Tuneh/Tea - Hje1000 b 067200 o
©Stationery i 87250 : 19000
i Total o o 2020856 ! _ 8082.55 o
SN ob Frainers L 40 L 28
SNoofdays 10 o l 8 )
Eler person per din i S0 S 36 08
Fable Details of SOPT expenditure, DI, Faizabad (Rupees)
Yer 1995-96 1996-97 1997-98
Budge! 293250 243595 552240
Training Raunds 20 14 11
No aof Trainees 367 580 401
Hanoraria 5600 3900 4000
SOPT Hon. (RPs) 19600 13580 14000
Lunch 113293 80010 119880
o Tea 22828 14934 14988
Hon Qthers 10400 7250 7000
Qftice expenges 14900 1103 2700
Contingencies 2950 2100 2329
Fatal xpesnctien 1H3/501 122377 1684897
Balance 105749 120717 387343
Table A comparative pictwre of training expenditare at BRC level
' Henes Nagal (Saharanpur) Chandouli (Varinasi) Betalghat (Nainital)
Elrwe! Mlowance 1100 1 480 1S3s
; (I8 oh 1 (R0) (10 77)
CDaily Alfowance LA 320 C247S
P (T02) L (2010) | (17 37)
1 Working Funch 5875 | S250 B 4778
A G A} L (dbaay oSy o
| Stationery / 240 Fgos 3960(3200 sta =760}
contingency - (202) L7 s S X T &) B
Donoraria 200 Tis00 11200
o uoi) (s ) s
. Water cleaning 300 £ 300 1300
o (253) (25 (2 10)
Total 11836 11818 | 14253
R 1) L (100) i (100) )
S 0. of persons 33 , 30 . P25
Noofdys 6 B o L0
SYear eos - T 908 o ooy )
Per-dayviper person 3078 oGS on “os 02

Expenditure
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11N Cirent

9.23  The estimation for this head is relatively casier as the unit cost of Rs.150.0 can be
applicd to the number of total teachers. The total annual expenditure on this head will be
Rs.0.76 million rupees if the total number of tcachers are taken as 45095 which includes
the number of expected posts.

Vitlage Fiducation Committee(11:C)

V.24 Some ol the activitics suggested for VECs have fmancial implications. These
imclude training of VEC members, sharing workshops, cte. Many of the smaller activities
could be undertaken at the NPRC and BRC levels with the funds that are being suggested
for them in this plan. Similarly, the DTS could also use part of the funds being
supgested for them for this purpose. Tt will have to be seen that anything covering all the
VI:C members should be organised cither at village or at the most at NPRC level for two
rcasons - this cnsures more attendance and the expenditure also docs not become too
high. :

I ustrict Niscellancous dotivities

925 The hind ol decentralised framework is bemg sugpested would ask for certain
expenditure on some activities hike sharing mectings, orientation workshops, small
cvaluation imitiatives, cte by the educational administrators. In this context, it would be
advisable to coordinate with DUETs and organise such events with their support. This
would ensure that the professional aspects are also addressed appropriately.

Vierld o Scumakfivar VIN)

026 The MS s betag partially Tunded by BLEP in Uttar Pradesh. During 1997-98, out
ol total expenditure of about 21.56 million rupees, the share of BEP was about Rs.8.28
million. Part of these came from previous balance and Rs.7 million was provided by the
project (BEP) during the current vear, There is a likelihood that the central government
includes the programme under its umbrella but failing this. the state government will
have to ensure an alternative source of (unding at least to the tune of Rs.7 million cvery
vear for this programime.

Lotal Auoval Purancial Labidiies (Post-Uroject erimd)

927 The total annual habilitics ecmanating from the project could now be estimated, as

shown in the followimng table:
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Teacher Traning

TABLE - ESTIMATED BEP (1 11) ANNUAL LIABILITY FROM APRIL 2000

hl l.C(ld. <,‘\.l_1vamm'l (Rsi.ln milliomn)

“elod] Bevlopmiont Maitenaee Grant -+ - - b - < . o o L DT
Veachors Salasies BNTYERTA) -
.val{é e e e e e
| Satary : 110 088
2 Maintenance/ Activity Grant 442
BRe S T‘ T B
b safary ‘ 35904
2 \htintenance Activity Grand ll 3108
I)lli'l'w,&cli»\‘iil‘\'(Erélﬂ( ~ VVVVVV S ' E - —""*h‘() o S
Teacher THN Girant 7 . “ --0 70

LD L —— — — ,_A,Z_' 28 - -

STENEAT 10.00

.\I;lrhil;'l»S;‘ﬁn_;'tkth)r‘;lw 70
Conputer Operatonr’s salary ‘ 7 o 0 g(,

Total 2169,283

Noter The hasis for caleulaton of these labilies have Beert as follows:

School Development/ maintenance Grant Rs 2000 far Primary and Rs 3000 for Upper Primary

schools

Salaries (teachers) Number of posts ereated multiplicd by the Tolowing unte cost

Head teacher 02 FEXRS SSO0 pm
Asst teacher 12728 N s S000 pm ¢+ 4200 X Rs BISO pm
Upper primary head teacher (771 X Rs 0000 pm,
Upper Primary assistant teachers 7081 N Rs SS00 pm
NPRC Salary [ 768 X 5000 per month
Maintenance/ Activity Grant : 1768 X Rs.2500 per annum
BRC Salary 176 X 17000 per month (3 persons)
Maintenance/ Activity Grant ‘ 176 X Rs 18000 per annum
DT Activity erant 12 X Rs 50000 per annum
Teachers™ VLM grat Rs 150 per teacher per annum
Teacher triiming Rs 600 per teacher per vear(10 dav
training)
STENAT sadaries - Rs - 0 million
mainternance othei - Rs 1 3 million
Activities - Rs 1 S muthion

Rs. 100 millhion
Computer opeiators” saban Rs 6000 per person per month in 12 districts
Mahila Samakbiva Rs. 7 million per annum
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928 The total labilitics add to Rs.2169.253 million every vear. 1L can be seen that
teachers” salary occupices the largest share, amounting to 85.07 pereent ol total liabilities.
I the salary of NPRC and BRC arce added to this, the share gocs up to about 92 pereent.
These estimated labilitics are shightly higher than the original estimates. BEP-1 was
estimated to be creating an annual burden of Rs.980 million and the estimate for BEP-II
was Rs. 770 million. The current estimate of Rs.2169.253 million is higher to the original
cstimates by about 419 million rupees. This can be mainly attributed to the recent hike in
teachers’ salaries in the state. The total estimated annual BEP liabilitics arc about 75 per
cent of the Annual UPBEDP outlay for 1998-99 (Rs.2900 million).

LPREDR Liahidities vis-a-vis the the cconomie and furancial trends

929 Ieis relevant here to assess the burden UPBEP liabilities would causc to the state
linances. To facilites this discussion, the present section first discusses four major
financial and cconomic trends - the State Domestic Product (SDP), total revenue
expenditure, total expenditure on education and total expenditure on basic education.
Projections for these have been made for 2000-2001 on the basis of past trends and the
GUP Babihities have been examined apainst these projections.

930 The State Domestic product (SDP) indicates the total size of any state’s economy,
which in turn determines the size and nature of overall finances to a large extent. The
SDP has been showing a consistent growth during the late 1980s and carly 19905,
Followiny table reveals that the size of total revenue expenditure in the state has grown
consistently at the rate of 1o 1S pereent per annum
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TABLE CTRENDS IN MAJOR ECONOMIC AND FINANCIAL INDICATORS

(Amount in Ml

fron Rs )

HINTERIM
Note SDP Figures for 1997-98 not compiled as vet for U1 RE Revised Estimate, B Budget Estimate
Source UP Statistica Diary,  Respective Years Tor SDP, Far others, a) Actual Expenditure as per A G

U and Iy Outlines of U P Government Budsiets g

931 The revenue expenditure on education, which accounts for around 99% of total
expenditure on education. has grown substantially for the state from Rs. 7675 million in
1983-86 to RsAA$700 million in 1997-98  registering a growth of more than six times
The Compound Growth Rate (CGR) for total revenue expenditure as well as that on total
cducation scctor has almost been similar for the period with the latter being only
marginally lower. Revenue cxpenditure on education as a sharc of total revenuc
expenditure has been in the range of 18 to 21 per cent with an exception during 1989-90
and 1990-91 when it had increased 1o 24.78 and 22.61per cent respectively.

932 Basic education occupics substantial share of total expenditure on cducation
ranuing between 43 to 60 per cent during the period. This share scems to have stabilized
al around 57-58 per cent in the recent part. The total expenditure on basic education has
incrcased substantially and the annual Compound Growth Rate has been higher i
comparison to both total revenue expenditure and expenditure on cducation sector as a
whole. Basic cducation alone occupics 11 to 12 per cent share of the total revenue
cxpenditure of the state. These trends establish the priority attached to the basic education
sithin the cducation sector.




.33 The estimated liabilitics likely to be created by these basic education pro;
aced to be scen in comparison to major cconomic/financial indicators. Following t
presents the projected SDP| total revenue expenditure ol the state government, total
revenue expenditure on education and basic education for the year 2000-01.

TABLE 2 PROJCTON OF SELECUED MASOR ECONOMIC TN ANCLAL INDICATORS
{(Amount in Milhon Rs)

Total Total Expenditure

P Year SDP at Total

3 current Revenue Lxpenditure on Basic
prices [xpenditure | on Lducation Fducation

2000-01 17357815 507048.9 98137.68 59350.33 !

Nowe: Projections on the basts of CGR calendated i earlier tables. Fxpendinere on education and hasic
ccducation meludes expénditure by the epariment of Fducation alone.

Progect liabidities vis-a-vis state s overall finapcial (rends

9,34 Following Table shows the BEDP Habilitics as against the projected cconomic and
financial indicators. It can be seen that the estimated burden ereated by the project would
occupy less than hall pereent of SDI as well as state™s total revenue expenditure. This is
the seenario with the assumption that the cconomy would grow at a rate it has
experienced i the past one and a hall decades. In case the cconomy grows laster, the
Liabilitics would account for a still lower share of UP's SDP. Uttar Pradesh 1s the most
populous state in [ndia and, thus, has large budgetary accounts. The additional burden
ciused by these habilities can be casily incorporated given the size of the fiscal
operations. The total abitites of 12 BEP districts sounld mean only 2.2 %o ol total
expenditure on education and about 3.6 “a of total basic cducation expenditure n 2000-
01 1tas clear that the sheer size of cducation svstem is so large that these seemungly large
liabilities also do not account for signilicant shares.

Table : Tiabihitics as share of SDI' Total Revenue Expenditure, total expenditure on
Izducation & Basic ducation
(Amount i N hllion Rs.)

CBEP liabilities (2109 253) as |

basic education (FPBI)

Year 2000-2001 o
! “Pa o A ;
A : B ¢
o Projected SPD (current price) 17357845 0125
Fotal jecte Nenue
H otal prwu.lul TEVENUC 617148 Q) 0428
evpenditure (TRI)
n Total . pro_ycg(c_d cducational 98137 68 2710
evpenditure (TEE)
e Fotd projected  expenditute on 59350 33 3655
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935 It must be mentioned here that the state government s already contributing
partially towards the project funds. In the UPBEP-L the initial projections showed the
state was committed to share around 13 pereent of the total project costs amounting to
morc than 900 million rupees. The reimbursement patiern followed by DA and agreed
by.the state goyernment is such that the salarics arc reimbursed on a dechining pattern
which means a larger share for the state’governingnt’ i "the saldry component happens te
be higher towards the later years of the project. In case of BEP-I1, the state government’s
share was estimated to be around 214 pereent of the total costs of 3200 million rupecs.
The high share was duc to the large component of tecachers appointment covering about
56 percent of the total costs. The average contribution of the state government was
expected to be about 200 million rupecs every vear. Due to the declining reimbursement
pattern, the state’s share turns out to be much more than the average towards the end of
the project. During the last praject year, the state would be providing 40 pereent of the
BEP-I salary component and 75 pereent of the BEP-II salary component as per agreed
criteria. This means that the state government is alrcady bearing about 35-40 pereent of
the projected habilities this year and would be bearing around 55 to 60 pereent of the
projected liabilitics in the vear 1999-2000. The increase in the burden of the project
liabilitics would not be sudden on the state exchequer.

936 The above analysis makes it clear that the sustainability of the labthtics of basic
cducation project cannot be suspect even if the economy and the budget of the state grow
at the same pace, and education and basic cducation sector reecive similar attention. The
project has supported the state government in providing the huge investment required for
expansion and improvement of the clementary education sector at a very large scale. No
major liscal reallocation will be warranted on account ol these liabtlities.
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X_MAJOR SUSTAINABILITY ISSUES

10.1 The sustamability issues discussed in this chapter refer largely to the structural
issucs that arc significant for institutionalisation ol the process initiated by the UP Basic
Lducation Project. ‘These have been drawn from the issues that have alrecady been
discussed in carlicr chapters. Any project. has certain short-term objectives/targets and
few long-term goals. In most cascs, some of these are [ully achieved, certain others
partially realised and still others where the achicvements remain minimal. More often
than not, the projects also gencrate certain externalitics, the bencefits that were not really
planncd or intended. The challenge lies in consolidating all the benelits - whether in Torm
ol tangibles such as physical and human nfrastructure, or intangibles such as practices
and processes  for a longer life span than that of any project. It is not uncommon to find
the benefits o best of the project dic down once it comes to an end. The larger impact of
a project depends to a great extent how the gains are consolidated and integrated in the
svstem. One of the necessary conditions for this consolidation s a conscious effort to
introduce measures, policy and administrative, would provide the enabling conditions for
the new processes 1o sustain and move ahead.
[

(0.2 Deceentralisation ol power and authority scems to be an essential step towards
creating this enabling environment. In this particular context, decentralisation has several
aspects and implications. First of afl it refers to delegation of power to focal bodics at the
crassroot level. One of the basic aims in the project was to promote community
participation. The process has detinitely started but needs to be taken further through
structural measures 1t participation has o be turned into ownership. ‘The most feasible
and sccured way to achieve this is through transfer of power to local bodies. Tocal bodies
ke panchavats have an in-built accountability towards larger community by virtuce ol
being clected institutions. Therefore, any delegation of power fo them means a step
towards devolution of power to peaple.

10.3  1tis notable, as mentioned carlicr, that the GOUP has alrcady initiated the process
by devolving some of the regulatory control of formal schools as well as significant
authority related to alternative svstem of schooling to GPs in the recent past. However,
this should be scen as the beginning and not the end of the process of decentralisation. In
addition, expericnees clsewhere suggest that any move towards decentralisation does not
succeed  without creating  capacitics to handle the power and  authority  almost
stmultancoush. Theretore, the cfforts of capacity building of these local bodies should
also continue. Several cost-cffective means have been suggested for the purposce in carlicr
chapters.

10.4  Delegation of some authority to local bodics does not actually mean lesser role tor
cducational administration. The whole system of basic education is large in any Indian
state and certainly so i U.P that it is necessary to have some structure at different
lovels However, it s possible to make this svstem of educational administration morc
cificient and ctfective by mtroducing certain changed practices and improved processes.
The BEP has started certain processes and procedures that are more cffective and
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adopted in the larger system, would lead to improved management of the basic education
scetor. These processes also involve decentralisation of power relating to personnel, fund
and information management to lower levels o adimimistration. The project had delegated
a number of powers related to personnel management and fund disbursement to district
level with clearly defined simple procedures. This resulted in responsive decision making
and faster fund a\allab|l|l\ at the ficld level facilifating smooth imptementation -This-also
meant certain amount of  flexibility normaII\ not available in typical government
managed public systems.

10.5 It becomes the responsibility of lhc. GOUP to introduce measures that help to
instituionalise the initiatives and take these further. The preparedness of the cducational
administration at the district fevel to function in the changed system has been tried and
proved in the project and therefore, certain reforms in the education administrative
system must be introduced. Age-old rules and regulations could be replaced with simple

vet cffective processes with in-built accountabilitics. In this context, the option of

handing over thie management of basic education to the registered Society, as has been
done in the project could also be studied. This would make it casicer to build flexible
mechanisms for management in comparison to what can be donc in the Dircctorate.

10.6 Another aspect of decentralisation is the mainstreaming of processes such as
persuasion ol activities on the basis of annual work plan prepared at the district and sub-
district level. This means that the activitics are determined by the needs and prioritics
fixed by district or sub-district rather than being guided by the allocations decided by the

state level. Linked is the issuc ol information management where information is a tool of

empowerment rather than one for exercising power Irom above. The project has made
some beginning in these respects but the practices need much more nurturing and the
shills needed to give shape to these practices need much more strengthening,

(0.7 Simifar decentralisation needs to be brought e the academic support structures
and processes also. The first level of decentralisation starts with granting of autonomy to
SCERT. The sceond level in this context relates to granting of more autonomy and
frecdom to DIETs in the arcas of module development and transaction of training. The
SCERT at the state level and DIETs at the district fevel should respond to the needs

cmanating from district and sub-district level respectively. Sub-district level structures of

BRC and NPRC should delinitely be retained and further strengthened along the lines
suggested in carlier chapters. BRCs should be developed as extended centres of DIRETSs
and NPRCs should be developed as the lowest level institution for sharing and capacity

building meant for both teachers and community structures. Not only the practice of

regular in-scrvice training of teachers should continue, teachers should also be
cmpowered to demand particular kind of training as per their need. The institutions in
BEP district scem prepared for accepling some of these reforms and therefore, these
should be adopted at the carliest. Sustained capacity building efforts would be required to
reabise these changes along with facilitative poliey and administratinve reforms.

108 The success of decentralisation also depends on the effectiveness ol the
accountability system. Theretore, while introducing policy and administrative reforms, it

89

t



is important to build these and remove mualtiple, which ultimately means blurred or no
sense of accountability, from the system.

10,9 The cfforts towards mainstrcaming and sustamability should also consider
scemingly small interventions more scriously. For instance, the ECCE strategy, though
small in terms of linancial investment is very significant for the state in view of large
number ol under-age children in the schools”. The clement of clfective pre-schooling
(acilitics becomes critical in achicving the target of universal primary or basic education
and accordingly be treated. Thus, the education department needs to discuss these issucs
with the ICDS and other relevant departments not only for sustainability of BEP
supported centres but also from the point of view of inter-linkages with primary/basic
schooling. Similar is the case of Mahila samakhya programme where the benefits in the
shape of externalitics outnumber the appurcht ones.

1010 Improved school ctfectiveness is the aim of many of the interventions under BED,
which included “provision for funds for school development and teaching-learning
materials. These practices also promoted decentralised practices by giving freedom to
headmasters and teachers to manage small amounts as per their needs. Although few
changes arc desirable for cffective management and accountability of these funds, the
practice must be seen as one of the means ol decentralisation and continued. These
practices also help in ensuring that some of the small needs of the school i terms of
repair, manntenance and materials are taken care of without much administrative cost ant

e,

1011 Tt can, thus, be salely concluded that the most critical issue in cllecting
sustainability of” BEP is that of decentralisation at certain levels. This issuc requires
serious and sensitive handling and should be scen from a holistic sectoral as well as
Lirper developmental perspective. This would mean adoption of policics and other
mcasures 1 a svstematic and sustained instead ol ad-hoc and isolated manner.

“Piease refer to Firancial requirerients tor achicving Universal Primary education in Uttar pradesh™,
LPDPEP toog
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X1 TRANSIRION PLAN FOR_1999-2000)

111 “The moventent from a projeet approach o systemic approach needs a planned
approach to deal with the transition from the project period to the post-projeet period. In
the present contextit means preparation of a transition plan to be implemented during the

last year of the project, i.c., 1999-2000.

11.2  Introducing a scrics of institutional reforms at the policy as well as administrative
level is a major challenge for any government and cannot be attained without a
systematic approach. The task would be casier and attamable (o the extent the project
I{clps in facilitating such initiatives. The transition plan for UPBEP should be seen as an
opportunity and the last ycar of the project should be Tully utilised to implement this plan

forcefully.

11.3  The measurcs that can be part ol the transition plan are primarily based on the
discussions and arguments in the previous chapters. These include the wider relormatory
measures as well as the activitics that are very spectlic to the project.

I1.4  Inorder to enable VICs to become more participatory and vibrant organisations,
a number of activitics can be planned Tor (llc year, which would help in making more
active and participatory. ‘These could be:

= Intensive campaigns at local levels to highlight the role of community and the vision
envisaged for VECs. These could be organised with support of Mahila Samakhya,
NGQOs, local social workers, cte. Participation of women and girls should be
cmphasised and aimed at.

An cftort should be made to orient and train women VEC members. This could be
organised at the village or the NPRC level, depending upon the feasibility. Mahila
Samakhva and other similar organisations should be enpaged as resource agency for

v

the purpose.
=> This vear sharing ol houschokl and cnrolment data with every VEC must be

organiscd to be followed up by development of village registers as well as follow-up
plan. Such excrciscs immediately create a sense of ownership and give the VEC and
community a ready agenda. The process is relatively simple and docs not involve
mapping and other such cxcreiscs. ‘

= Identification of few VEC to be developed as “modcel™ VECs in every block followed
by intensive work in those VECs with NPRC support. This would involve provision
of the measures suggested and demonstration of almost all the activities possible in
this time-frame. In other words, these VECs should be able to demonstrate what an
active and vibrant VIC mcans and how can that be achieved. The experiences of the
same should be sharcd with all other VECs at NPRCs and BRCs.

= Organising Community contact programmes with VEC support in places where SSKs
arc operational to share and discuss the implications of the closing down of the
project. The possibility of community support should be assessed in these activities.
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=> Organtsing community contact programmes with VEC support in places swhere AS
centres are running to share the plan of closure and to mobilisc parents to send their
children to Tormal schools. The BEP has opened formal schools in several such arcas

11,5 To enable NPRCs to develop into an institution proving support at the grassroot

level in forms of sharing opportunitics as well as onssite visits, an extensive

redeployment of the post of NPRC coordinators is needed. The aim should be to bring m

voung, competent and enthusiastic teachers who can provide the desired leadership. Once

the new coordinators are in position, the project should immediately undertake certain

measures such as:

~ Provide intensive training on curricular, pedagogical, participatory planning &

management and community Linkages aspects. Focus should be also on BRC and
DIET linkages. :

=» Refocus the scope of monthly meetings in NPRC, involve participation of all
teachers, instead of merely Head Teachers, and introduce more academic substance to
these mectings, DIET and BRC faculties should closely monitor these meetings,

=5 Change the character of NPRC coordinator mecting at BRC to include the aspects of
sharing and professional discussions.

L6 To factlitate the transition to a situation where district level administrators have
more autonomy and village fevel PRIs a greater role, the project could take inttiative m
organising district level workshops for PRI representatives, cducational administrators
{BSAs, ABSAs, SDIEs), DIET and BRC faculty members. Focus should be on stock
taking (activitics undertaken so far and their impact), emerging vision and the rattonale
for the same, requirements to realise that vision and the role of different functionarices
(BSA, DBSA, ABSA, DHT tacultics, BRC and NPRC personnel, GP/VEC) in realising
the vision An action plan could be drawn at the end of the workshop to be strictly
montored by themselves and by the peer group. The same opportunity should be used Tor
makinge VEC development plan and dentitication of VECs for development of *model
VECST This exercise should be based on redetined role of BRC Coordinator/ Assistant
Coordimator and ABSA. SDL ’

1.7 The recruitment policy for the DITs should undergo a change along the hines
suggeested in the report ensuring avatlabibity of willing and competent faculty. The vacant
posts should be filled on a priority basis followed by preparation of an Institutional
Development Plan for DIETs outhining a viston 1n the post-project phase. This should
highlight the role of the institution in the system of decetralised academic planning with
BRCs and NPRCs acting as the extended faculty of the DIET, and the staff development
requirements to achieve this vision. The state should start these stalf development
activitics on a priority basis. The DIETs in association with the state should plan
Hillowing activities for the coming vear;
= Organising inter-DIET regional workshops and their own reflections to develop
mstitutional development plan. The capacity buldding activitics should nclude ficld
attachments. exposure to other DIETs, tratninz on pedagogic,  planning  and
management aspects and shoukd be implemented i a svstematic manner. The BRC
and NPRC development should form part ot this plan.

7.



— Intensive training of BRC and NPRC coordinators focussing on multiple arcas like
curricular transaction; decentraliscd management and community bascd planning.
The option of developing “model NPRC™ as an action rescarch should also be
.censidered. This will help 1hun undusland the envisaged role better,

— Relormation/formation and oricntation ol District and Block Resouree Group €DRG
and BRG) in every block. This should be done carcfully so that right kind of people
could be located and included in the group. Membership to these groups should not
be on ex-officto basis, as is the case prgsuntly in Academic resource group at the
district level. i

Appointment of an additional assistant coordm..xtor at the BRC to assist ABSA.
Organisation of TLM workshop and mcla at the block level.

1
%

11.8 In order to introduce the personnel of the Directorate of Basic iducation at the
state level to a flexible administrative system, the SPO could organisc state level sharing
workshops focussing on practices and processes that facilitated smooth implementation
and speedy fund flow. These will have twoflold purpose - one, providing mitial
oricntation to the regular department personnel and two, identification of critical factors
that need to be introduced tn the mainstream system.

11,9 The recruitment policy for SIEMAT should be changed to attract and retain
qualificd and competent academic  personnel. SIEMAT should  develop its own
institutional development plan and SPO should support intensive stafl development plan.
SIEMA'T should also reexamine their modules and revise these | the light of feedback
received and needs that arc emerging. The anstitute should prepare itself for the major
responsibility of providing regular resouree support on the aspect ol cducational planning
and management.

A0 The SCERT should be made autonomous with in-built Hexibility to redesign
recruitment policy and engage outside experts. The institute should be capable of
providing a decentralised contextual framework for curricular and other pedagogical
aspects. 1t should also guide the district and sub-district level structures on these issucs.
The state can implement certain interventions that would facilitate strengthening off
capacttics in SCERT such as organisation of rcgional workshops on participatory
lcchniqucs‘ of module development with some hands on experience. Certain activitics
with a view to provide SCERT (including SIESISE.CPD facultics exposure to ficld
artented approach and methods could be planned. The SPO should also be instrumental in
fotlowing:
= organisation ol a state level sharing workshop with participants from the ficld as well
as the Education department and 1CDS high level officials to share the SSK
experiences of BEP identify the erttical factors for success and deliberate upon Tuture
strategy.
=> Organmising a stale level workshop with support of SCERT and participation of DUET
acultics i these districts to discuss and identity the clements of Shksh Ghar scheme
that could be mtegrated with the NI scheme.
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11.11 It would be a challenge to implement this plan successfully and cffectively. I,
however, should not be difficult given the current level of experience in running the
clementary education projects. Presently, the state has also  developed  suflicient
professional resources who could support the state in realising this plan. However, this
transition plan would hold good only if the state government is convinced of structural
reforms and shows the inclination and will to bring in the required policy changes to
achicve the same. This will be several steps forward 1o the goal of achicving quality
universal primary/basic cducation as the management of the system is as important in
arriving at the goal as the provision for schaoling for all.




Sotehe e Neae o Nummary Findings aind Recomincidatioins Attachment [

1 VEC and Community [ainkages

indings Observations _Implicatons tor Transition Plan | Implications for Sustainability -
- = Reorsanised making it more broad based

Satistactory performance in meeting Construction - Organization of NPRC and block level - VECs be m;de part of the Gram
oo e e ''meets for sharing among the VEC | Panchavat with well defined role
et and i community mobilisation " members. An action plan could be | and commensurate statutory power
drawn at the end of these to be stnctly | regarding school management
monitored by themselves and by the | issues; In-built accountability
peer group. | towards community as well as the-
. government; Democratic decision’
- Intensive campaigns at local levels to i making to be ensured.
_highlight the role of community and .
' VECs involving NGOs, local social | - Opportunities for sharing and
workers. etc. capacity building at a “feasible”
level, say cluster.
- Sharing ot household and enrolment .
data with everv VEC and development : - School Development Grant 1o ¢o
- Microplanning as an area for improvement ~of village registers as well as follow-up | to VECs with an annual implication .
‘- i plan. { of about Rs. 111.7 million.
.
l

i

Women more imvolved in Mahila Samakhya

DAreds,

|
|
|
1

however,

- dominant role of Pradhan; limited involvement of
women members: larger community otherwise

- Lack of o well planned common agenda: no
administrative power in control over schools

' - training needs to be taken care of
| by NPRC/BRC/DIET funds.
ANY PROJECT SUEFIERS FROM OBVIOUS LIMITATIONS. IT CANNOT GO BEYOND WHAT EXISTING POLICY AND
ADMINISTRATIVE FRAMEWORKS ALLOW FOR.




oo Stugtures

C- Lesarhations . fmeheations tor Transivon Plan Implications for Sustainabilit:
oo o ostructures like BRC and NPRC established at sub- - NPRCs 10 be developed as a - NPRCs and BRCs should be
Corpcr oy s impressive phyvsaical presence and well-equipped  platform tor sharing and peer retained and nurtured as
R NI b e learning for both teachers (all) decentralised structures for
and VEC members. i effective management and
“eumber of trainmy programoes held at decentralised - academic support.
fovels - NPRC  coordinators 0 be”
recruited on selection basis; to be ' - Positioning of all DIET
SNk bas tull potential Tor becoming a nueleus to enhance the given further  training  on ¢ faculties: preferably a separate
cayected teacher tramning and also foracting as a decentralised management as well | cadre or posting through
cesoas capacity building structure for VEC memebrs, as pedagogical practices. . selection (not on transfer)
s~ aeneral Hink between DIET and NPRC andralso in - BRC 1o be treated as extension - - SCERT should be made
~aresord! tuneuons of DIETS I autonomous with a well
defined Institutional policy and
- Di s are relatively well staffed: activised and involvedin+ - SCERT 1o function more as i plan.
Swecuiiaiy of training of resource persons, supervision of euiding and skill development |
oz and action research. agency. - SIEMAT has sufficient
- potenual and must be retained
S ioweet b s e betier equipped mterms of resouces and - Decentralised  planning  of 1o provide critical professional
driasieclule training and other activities to be | support in educational
encouraged with more | management tunctions.
SSCERY fully involved inmodule development and training of - responsibilities for DIETs. i
Ansier rainers leading o enhanced capacity, - Changed recruitment policy
- SIEMAT to develop a clear for SIEMAT with at least UGC
SSHEMAT established with impressive physical infrastructurie: vision based on well defined scale of salary.
Laree number of training programmes and other activities held:  priorities and also to develop and
implement an Institution . (Financial implications shown
Nowever. Development Plan - separately at the end)

- Mostof the structures still to emerge as vibrant and |




responsit 2 academic institutions
- Centraoedd planning of decentralised activities

- NPRC tunctioning as a centre for Head teachers rather than
Ctor all primary teachers

- BRC tunctioning more as training venue than as resource
Cnstitution; most of the training porogramimes are non-
- restdenual.

- DIETS taculty members have secondary school orientation
and sutter from fast turn over.

- Urgamic linkages between DIET-BRC-NPRC not so strong.
BRCs and NPRCs have dual accountability towards
~administration as well as DIET.

- Recruntment policy and pay scales oftered at SIEMAT weak
i attracting and retaining experienced and qualitied faculties.

- training and research actiy ties at SIEMAT need better tocus.
planning and execution for improved quality. Staft development

" of taculues essential.

THE PROJECT HAS CREATED NECESSARY CONDITIONS BY ESTABLISHING . ACTIVISING THESE INSTITUTIONS -
AND STARTING SOME VERY IMPORTANT PROCESSES. THE GOVERNMENT NEEDS TO PROVIDE SUFFICIENT
FACILITATIVE MEASURES TO TAKE TIHESE FORWARD AND TURN INTO RESPONSIVE ORGANISATIONS. '




3. Impanant Academic processes
Lindimes Observations

Fodchor Tramng
- Laree number of teacher training bas created positive unpact in
ferms o teachers” awareness about modern pedagogical methods and

practices

- Poben-up and onssite support activities undertaken but weak in ts
~ond impact.

M L

Teaching Learning Materiad

- Deveropment of a set of Tive supplementary readers for five priman
crades axelul i process and content.

- Praciee of imolvement of teachers and DIET faculties 1in
sevelerment of materials initiated. which needs o be strengthened

e

- e o potential of the practice of providing annual TLM grant not
utilised as the rgidities occurred at lower levels: however, the
practice s important and should be continued at a lower rate of Rs.
20 pereacher per annum

Acuon Research

- the practice of involving teachers by building their capacities
created cood impact in encouraging the to find solutions to their
problom ina systematic manner. The  practice needs o be
strengthened and enlarged inits coverage.

_.Implications tor Transition Plan_

- Teacher training to be made

more need  based  taking
feedhack on earlier programmes
HORSRNG ‘

- Teacher traiming for upper-
primany teachers needs to be
intensiticd and completed.

- teacher training to include

aspects  of  creativity  in
preparation and use of teaching
“aids:  conscious efforts 1o

remove the rigidities that have |

’ Sustainability Implications

- The practice of annual

teacher training o
" continue: unit cost to be
cbased  on  expenditure
' pattern.

' To cost an  annual
expenditure  of  Rs21.28
- million.

- Module development for

training  to  be  slowly
dectralised o DIET or
Sinter-DIET  level.  New

modules to reptace SOPT.

cropped at lower levels in use

of TLA tund.

- TLM g¢rants to be routed
through VECs for  greater
accountability.

- decentralised svstem  of

academic support mechanisms ¢
to be encouraged with DIET as -
handle

1 tocal to

point

- TLM grant to continue
at revised rates. To cost Rs.
6.76 million.

- no separate provision for

~action research or’
development of
supplementary  materials.

To be taken care of by
NPRC. BRC DIET funds.

expansion of action research

and related acuvities.

L~ PROCESSES TAME MADE A GOOD BEGINNING AND UNTESS NURTURED APPROPRIATELY WOULD LOSE ;

P GR POSITIVE IMPACT IN THE LONG RUN.




CManavement structures and practices
1 mdimgs Observations o
- Responsive dectsion mdl\mw prmux at district and state

Jevels

- Urcaiaen of flow of tunds and

SPOy enabled  timels
aitanzanont ol academic resources

of Annual Work planning usetul and needs to be
turther sirengthened and decentralised in order 1o realise its
tull potenual.

Progoss

Recular col
Lo

cction and compilation of school based
through MIS useful but local
collected data not encouraged.

on

by oand faree active and effective To be dispensed
the post-project period. District and Bloek ‘.dmmmx.
Comperriees o be revived and reconstructed on a broader base
with more power to manage elementany educauon.

voth

administrators need  continuous  contidenc

2 and professional uperadation.

- ducational
B ldio

Al\,‘ AAAAA

- DPO e cease in the post project pertod. Integration with the
mamstream already well entrenched. The post of computer
operator would need to continue tor data compilation as well
ds umumm«'

utilisation  of

mplic ”10 < tor Irm\munrl’lan
- Revival of District and Block -
2ducation comimiiees

- Personnel of Directorate of Basic
Fducaton to be exposed to the
practices and processes adopted by
SPO. SIEMAT o provide academic
upport

- Process
usage be made more participatory
and svstematic. Training 1n Annual
work planning processes required at
all levels '

of data collection and :

- ABSAs SDIEs  shoulkd  be
provided  with one  assistant  for
U ACTIVIERS and data

comnilation
coordinator more ume for academic
acstvites

This would give BRC

Smmlmblht\ ]mplmumm -

educational
academic

Delegation of more power
1o Panchavati Raj Insututions
and lower administrative units

linkages

between

administrgtion,
Institutions

PRIs to be clearly defined at

all

levels.

- Required flexibilty to adopt

the processes and practices of
eranted. especially for
purposes

SPO be
the

monnorng review
academic
mobilisation.

of

and
resource

\m‘wl ‘\or'\' nhnnin'; 10 be

- Planning & Managcmbm
wing of DIET to be tully

Sta

CERTAIN
SANTTUNTINT T

GOOD MANAGEMENT PRAC ICES THAT HAVE BEEN

tted.

SIEMAT

to

adequate technical support.

STARTED BY THE PROJECT WOULD BENEFIT THE
| ONG RUN IF PROPERLY RETAINED AND STRENTHENED.

pm\ 1de

cand




P ey ions

{
- L Ul Centres have been usctul in
propartny children for primary schooling.

Ve mnocnals provided by the project were

pond sl

Sl ~amakhva

Phe prociamme has been very effective in

corcas oo airlsToenrolment as o owell as
sulacrs s participation o school
maneccent activities. ftoneeds o be

conlinued i view of eritical socio-cultural
and poiincal botdenecks faceds b: Indian

|
~oUiet

NEIR
Matiasy SAMAKHYA
DUCATION SYSTEM.

i

PLAY CRITICAL

- SPO and the education deparunent to
hold consultations wilh concerad

- department to discuss

» taking over of BEP opened LICCE
centres

*  rosponstbility of bearing  additional
honoraria currently being given by
BLEP 0 Angzawadi instructors and
helpers.

- The state government should explore
posstbilities of alternative tunding with the

central government tor the continuation of
Mahila Samakhsa

~Sustaimability Implications

- the importance of pre schooling system
for effective primarv schooling to be .
acknowledged in policy and programme -
formulations especially 1n view of large
number of underage children enrolled in
schools.

- The education department to provide
technical  support  to  the concerned
departments in matters of pre-schooling.

- Mahila Samakhva to cost around Rs.7 |
million per vear.

ROLE IN RAISING THE

APPARENTLY INDIRECT LINKAGES PROVIDED BY SUPPORT STRUCTURES AND SERVICES LIKE ECCLE AND
EFrECTIVENESS OF PRIMARY ELEMENTARY



0. I'inancial Iimplications 1 teris ol

\nnual Recurren

t Liabihic.

3 Head

©nchool Development Grant

Foachers Salaries

NPRO

R NERTAN

2 NMamtenance

nR( Ny
2 MV antenance

I)H l ASIEN

(n wt

~TENM (1mm

1\.»\. »

RIS

Maiuls samakhva

Activity Grant

Activiny Grant

Comp o cperator’ s salars

l'otal

Projected

Laabilities as percentay

Projected Liabilities as percentay

Projected Liabihities

Projected Liabilities as percentay

s as percentay

1843

Amount {Rs In
million)

7
473

116 088

Assumptions and unit cosis

- Nalu e (LA ier s

Head 12ae

LL\

At teachs

L‘p' et ori;,‘ an ‘nJJ teachar

Nember o

,mn created mul*lpl'cd by the fo ”nwm : unit cost

6244XRs 5300 pm

IZ2728 XRs 5000 pm -

42U N Rs SO pm

1771 X Rs 6000 pm

7084 X Rs 5500 pm

2th (3 persons)

176 X Rs 18000 per annum

Schout D\.\-udﬁ nent Grart Rs 2000 for ¢ Primary and Rs 3000 for Lppxr anar\ school |

40 million
1 3 million
4 5 million
10 0 nnlhon

Rs 7 million per annum

. NPRC S:x‘.;r) 1768 X 3000 per menth
c 442 - . -
- Mamntenance Activity Gran: 1768 X Rs 2500 per annum
i35 904 BR(‘ Sl'.m 176 X 17000 per nioi
Maise Acuviny Gran
' 3 1eS
ou [)H T \un i grant 12 X Rs 50009 per annum
1676 Te crers’ ﬂ.\i ara Rs 130 per teacher-per annum
N :_1“373 o " Teacher tramma Rs 600 per teacher per vear(10 day Training)
N 1 O TSIENNT T satanies } - Rs
maintenance other - Rs
Activities - Rs
Total - Rs
7 0 \[al {a Samakhva
g % Rs ot.u? per month or Rs 72000 GUper annum for one in each ux\mq
2 16‘? ’*3

> of projected SDP 1n 2000-2001
¢ of projected Total revenue Expenditure in 2000-2001
¢ of projected total expenditure on education in 2000-2002

¢ of projected total expenditure on basic education in 2000-2001
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