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SDUCIiI1IONAL PLANIUING, ADMIN1ST RATION AND; EVaUJATION
IN IHB

R}URTH FIVE ZEaR PLilN (1969-74)

Raport of the working Party on

Educational Planning, Administration and Bvaluation

I— INTRODUCTION

1. Appointment. aomDOsltlon and Terna of Rftfierence t— The
Planning Oommission appointed this Worldng Party on Educational
Planning, AdminJLstration and Evaluation under their letter

No,I/37"/67—Edn dated 34th January, 1968. It consisted of the

following

1» Shrj. J.P.Naik, Chaiman
Ministry of Education,
Shastri Bhavan, New Delhi,

2* Prof Re Klapur, Meiriber
Executive ji rector,
Aslan Institute of Educational
Planning and Administration ¢

3. Prof M. Srinivas,
Vice—Principal and
Piofessor of Public Adininistration,
Indian Institute of puolic Administration,
New Delhi*

4. Shri N.D.sujidravadivelu,
Joint Educational Adviser,
Ministry of Education,
New Delhi. =**

5. Sb.ri D"P.Nayar.
Senior Specialist(Edn) ,
Planning coinnission,
New Delhi-

¢ Since assumed charge as vice—chancellor, Sambalpur
University, Sambalpur, Orissa.

+eSince assumed charge as Director of public Inst motion,
MaHT»ag



6* Dr* M.3* 3uch, Member
Head of the department of Educational
Admini stration,
National Council of Educational
Research and Training,
New Dd.hi.

7. Shri J,C* Saxena, ” r
Research Officer,
Eiducation Division,
Planning Commission,
New Delhi »

8, Dr. S.N.Saraf, Membei'—Secretar'——
Ui rector(Qdn).

Planning Commission
New Delhi..

The Group cx>—opted the following members at its
first meeting i-—

1. Dor. B.TIlitt,
Secretary,
Bducatton Department,
Government of West Bengal,
Calcutta.

2. Shri SLMehta,
Retd. ';hiaf secretary,
Rajasthan Government,
Jaipur.

3. prof M.V.Mathur,
Dt rector,
Asian Institute of Educational
Planning and Administration,
New D)elhi.

4. Prof D.A. Dabholkar,
Chintamanrao College of commerce,
San” i (Maharashtra).

5. Shri V-V. Satav,
Chai rman,
~"rks & Education comnlttee

(Shikshan Samithi)’
ZLla Parishad, Poona.

6. djt# S.N.Mehrotra,
Deputy Secretary,

Government of U.P.,
Lucloiow.

The Planning commission broadly indicated that the worlcing

Party should review the present position of education%ﬂlpwéﬁ;l.mﬁ%E



aumni Stration and evaluation, suggest long—term objectives of
development in these sectors and make specific proposals for
inclusion in the Fourth Five Year Plan and left it to the Woridng
Party itself to define its detailed terms of reference. The
Working Party therefore discussed this matter in its first meeting
and adopted the following as its terms of reference i—

(1) to suggest ways and means of gearing educational
administration to developmental needsb

(2) to suggest needed inprovements in the educational
eplanning process;

(3) to suggest reforms in educational administration”
with special reference to making the inplementation
of educational plans more effective} and

/(4) to discuss, in some detail, the following major

areas s

Ca) Adnlni stration at the National level;

(b) Administration at the gtate level;

(c) supervision and Guidance;

(d) educational Administration with special
reference to -—
(i) organisational aspects;

(i1) Personnel aspects including recruitmait,
training, salary scilos, incentives, eftc; and

(i1i) Procedures;
(e) Bvaluation;

(f) public Relations - State—Oomimnity BBlationship
and Public Cooperation;

(g) Adoption of a Broad—based and Decentralized
Planning process which will include tha
preparation of coordinated plans at the
institutional district, State and Central levels;

(h) Managerial Aspects of ®iucational Administration; and

(i) Elasticity and Lynamism; Developing Capacity for
Change among Administrators and Supervisors,
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The Working Party also deoidod to vjork oiit tho
broad financial implications of its pi?oposals
2, The working Party hold throe meetings in alii The
first meeting was held on 5th of April; the second on 34%@
of July and the third and final meating on 17th and 18th
ieptemberi 1968*
3. The Working Party desires to place on record its
gratitude to its Memberusecretary, pr, 3.N4 Saraf, whose
enthusiasm, hard-vrork and gras]® of the subject enabled it

to produce this ™port Iin so short a time.
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4. As a first step in its task, the Working Party
reviewed in detail, and separately, the present
position in regard to the planning, adtainistratlon
and evaluation. Some of che main findings of the
review have been given in the following paragraphs,
6. R)i'nmatiQn of Plgns: Bducational planning
implies the taking of decisions for future action
with a vi”™ to achieving pre—determined objectives
through the optimum use of scarce resources. There
are three main elements in this definition:

(a) Pre—determined Ob.iectlvesi These will Include
the problem of educational objective vis—a-vis tho overall
objectives of national development, the content of
education, the question of educational standards, the
technology of education and the problems of expansion*

(b) Use of Scarce Besources: There are three scarce
resources in educations

Ci) Time — The explosion of knowledge has made it
necessary to le?T»u g gr™at deal in a short time,
so that time probably becomes the most scarce
resource of all. From this point of vi(®,
the significance of economy in teaching and
learning cannot be overstressed. The elonent
of time also assumes significance because
India must develop her education as quickly
as possibl g,

(1i) Talent — The tasks to be done in education
which need human talent are far too numerous
in comparison with the talent which the
profession is, on the whole, able to attract
and retain at present. Programmes hprve. there-
fore to be prepared to attract and retpin an
adeouate share of thf bent talent aVailaM”
to tho Notching profession, kt the sano
time, intensive efforts hsvo also to be made
to discover and develop talcint among students
especially at the secondary ?nd university
stages.
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; (111) Mfiterla] ResrUTt™ns Inp.l udins money — Money Is
’ the third scprce resource in all situations
and this is specially so in the developing
countries. It must, however, be remmbered
that, in developing economies, other materials
| are also scarce ( e.g. cement and steel? paper
for books and printing capacity) and realistic
educational planning should take these
scarcities into account. Reciprocal relation— 7
—ships between the agencies which produce
» these materials should also be established.

(c) Taking Decisions; Educational plans will,therefore
have to be prepared for‘each level at which a decision is
taken, namely, the institution, the chief administrative
unit for a group of institutions (. a district;for schools,
a university for higher education, etc.), "the state and
the nation. , . A
6. What has not been done so far, and what we need at
present is a total educational plan, which describe what
the objectives are, in teres of the entire educational
situation in a given area, and which covers content or
curricula, the standards to be achie/ed, the improvenents
in methods of teacMng and evaluation, and the expansion
of facilities at all stages f~d in all scctors. Such
a total plan should give™? coherent and integrated picture
of educational development with reference to pre—determinei
goals and should ir.dude programmes which cost money as well
as those which do not require a large financial investment
or which may even lead to an economy in educational ex—
—penditure. It should deal with non—-plan as well as plan
progranmes. It should cover not orlLy the activities of the

State, but the activities of other agenci3 also, such

as the universities, the authorities, the voluntaiy

‘A



orgonlsations and the public in general. FUrthcr,
the pInn should assign specific tasks to teachers,
Inspecting officers and institutions, - in short,
all those who are directly irvolved in education.
7. Judged from this point of vi”, our existing
ef ucational plans thow several deficiencies.

(1) They deal with only those programmes which
have financial implications but which do
not give a total coherent and integrpted
picture of the educptional development.

(i1) They generally deal with expenditure,
incurred from State or Central funds but
dp not reflect all the expaiditure incurred
on the developmeait of education,

(111)Thecy do not present the non—plan aspects
of education vrhich now form the bulk of
the total educational effort,

(iv)They over—esnphasi se targets of enrolment
and finpncial expenditure and generally tend
to neglect other aspects of educational
development such s affecting “con:mies,
discovering less costly techniques of
development, intensive utilisation of exi st*r
—ing fpcilities and several other programmes
GSptcially of qualitative improvement.

(v) The State Education Departjnents generally
set Up VJorking Groups cvimprising mostly, if
not wholly, of officials to formulate pl?ns
and propramries. These groups generally work
in isolption. There i1s little involveraent of
experts and of other agencies interested in
the formulation of pI™ns. The District
Siucption Officials are not generally
invited to cooperate in these exercises and,
where they "are required to do, so, their
contribution is not very effective, due nainly
to lack of training. By and large, tepchcrs
and their organisations are not InvolWA" in
the Planning process nor is an adequate
opportunity provided to voluntary organi satix2's
and others interested In
forward their views beft)re the plans are
fomulcted and finalised.

N #
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The systeci is top hef*vy resembles

an Inverted pyramid bccause most of the
Elanning Is done at the National pnd

tate levels only. |If the best results
are to be obtained, an Integr™~ted process
of planning will hpve to be evolved and
wll—-coordinated plans will have to be pre-
pared at the institutional, (district,
tate and National levels*

The preppration of detailed projects
which would help implementation is also
generally neglected. Blucational
programmes have to be treated as projects
in the same way in which Drojects for
industry, irrigation or power arc clr*van
up. W« should be clear, not only about
the objectives ve want to achieve, but
also about the time-phasing, advance
action needed, inputs required in terms
of incentives, materials and skills,
administrative machinery and the dovetailing
of all these Iin "me and space iIn order
to ensure that the desired targets nre
achieved. Such projects are conspicuous
by their absence at present*

iviii)The Planning Cbmmission and the Mirdstry

(Ix)

of Bducrtion discuss their Five Year and
annual Plans with the State Governments,
These plan discussions pre not as thorough
as they should be because the preparation
often lepves much to be desired. What is
worse, there is hardly any fllow—up action
and, once the discussion on an annual plan
is over, the matter is ranembered only when
the discussion for the next annual ptin is
taken up in the following year.

A 15rge number of agencies look after
different aspects of educational planning*
For instance, at the national le/el, the
Ministry of Qducption, Ministry of Food

and “riculture (including Ctommuhitv
Developmeit). Ministry of Health, Ministry
of Lr—bour and 5in];'loyment. Departmmt of
Sociel Welfare and the “Unistry of Ibme
Affairs ( in respect of Scnrduled Castes
and Senegaled Tribes) aro concerried with
educational planning in some form or another*
In the States also, there is a corresponding
multiplicity of agencies. The coordination
between these different agencies is often
weak.
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(x) The areas where educptlon hps to be bridged
with life also tcrid to get neglected. For
instance, the dofveteiling of educational
nl??ns vrith the reqtiir®*ents of nmpowor or
employment opportunities har not been
successful.

8*  IduomtlooilLL AdnInlstmtioni—' generally been
observed that our plans are good but that their
implenentp.tion is weak. Thi ? is only’pprt;! all/ true
because, pointed, cut above, the pltnni vg process
itself is far from satisfactory. It is,hOvV3Ver, true
that our failures on the jide of inplenent?tion ai'3
even greater. In our opinion, those du®™ to tho
following main reasons*—

(1) The Educntion Departments ?rr not adsouatcly
equipped for the tasks they ai”e expected to undertake
in a progrprame of planned devclopmm:,. iLven In 1947,
the departmental staff was inadequate and nor as competent
and well—-tr'~ined for its responsibilities as i1t should be.
In the last 20 years, the “pansion of educational
facilities has been fr faster than the increase 1'i
the departmental staff. The old traditions of administration,
oriented to maintenpnce and personnel pduini stration,
gener—"lly of a polic. chr™acter, are still in vogue ad
.the procedures, both admiidstrotive and financial,
still continue to be culLersome and timtr—consULiing. 3y
and large, the Si“ucrtion Departicnts aro, tnoreforo,
even mo”e ill-equiped today to deal adequately with
the complex tasks of educational develomenc than

they were 20 yeprs ago.
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(2) procedures of r croltsnrsnt. scales of pay,
conditions of service and facilitiep Tor in—service
trrining of tne officers of the Bciucation Departments are
such that they do not attract and retain porsons of the
right type in sufficient numbe/s. Very often, thd.r
rccruitznent is pushed down to lower and lover levels and
there 1s no adequate lateral recruitment for the higher
post'*. There is a general trend to create far too many
posts at lower scales of remuneration instead of managing
with a fewer posts at a sufficiently high level. Programmes
of Iin—service education ore generally non-"istdixt. There
is also an over—onphasis oi personnel and financial
adjninistrption, Vihat is really needed is a revolution in
the character of State Education Departm”ts, that is to say,

“I'ts conversion Trcm a body of men wiio depl mainly with
statistics, financial sanctions, grants—in-—aid, tsransfors
rnd appointr.ents, fnd enquiries into all sorts of conplalnts,
into organisation of educationists who would be imaginative
aiough to realise the gaals of educational recorB truetion,
sensitive enough to know needs and demand? of the people,
competent cnou ™ t plan satisfactory programmes of
educational reconstruction and to —implement them with
success and able enough t ”~ function as the frien’'s,
philosophers and guides ox teachers, who in theii'turn,
would exten'” a rir.iilflr service to pprentr and stvdentr”.

But no intensive efforts to this end arc being made.

* J.P. NaikJ 'aiueptlonal Planning In lad™ .. pp.3':'-38
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(3) The implanentatlon of cducationfd plslis is really
a responsibility of the society as p whole because, in proper
impleoentation, not only departmental officers, but teac”icrs,
students, parents and several other groups are also involved#
For successful inpl?jnentetion of educational plans, thcr foret
there—has to be a good system of conmuni cation betweeen different
levels within the Education Department itself, between the
Department and the teachers and educational institutions of
all categories, and bet\tfeen teachers, students and their
parents in all institutions., efforts have bc-on made so
far to-btdrld up proper channels of ccni:uni cation between
these— different groups and to involve thtn, anotionally and
effectively,’' in progrpnunes of inploaentation,

(4) Implorientation of educational plans often requires
‘the collaboration and cooperation of other dG-)artnents or
agencies. Pbr instance, the construction of school builcLngs
is done by the Public lijurks Department in caSe of 3c»vornaent
institution®™ and local coninunities or voluntary organi‘sations
in the caSe of non—-CkDvernmoit institutions. "The prxrtuction
of books requires collaboration with the private sector
in the book trpde; and so on. This collaboration and
coordination is often weak end ineffective.

(5) On account of stringency of rerourcos, financial
sanctions are often withheld, even to approved plans;
allocations made are frequently reduced; and priorities are
often disturbed because the pressure of expansion «
tend to drive the progracines of qualitative inprovonent to
the Wall. Sometime?, funds are sanctioned too late to Take

economic and effective utilisation possible; and not
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infrequently, even when finances &“% made available,
necessary resources in real terms ( 1. e ceradnt for
buildings or fbreign exchange for equipnoit to be imported)
are not made available,

(6) Interference with approved plans on account of
political pressures is also very frequent. For instance,
the location of educational institutions of different
categories is often determined on political rather than
acadanic grounds. Transfers and postings of teachers
are also often subject to political considerations rather
than to their professional competcnce or perfomanco. The
opening of new institutions or the provision of new
courses Iin the existing institutions is also often subject
to political pressures and regional considerations and
because of them, sound criteria of economy, cfficioncy
and academic viability are often thrown to the winds.

(7) Democratic decentralisation is sound in principle
and there are several inst”ces of local authorities which
hpve done excellent work in educational development* It
cannot, however, be denied that, where leaderFhip of the
proper type was not available, democratic decentralisation
hps retarded the implanentation of plans in —>r?ctice or
even distorted thsn. Te;?chers working j:n local authority
schools have often been hsirrased and wherever the relation—
—ship between education department and the local authoriti®; s
was not clarified adequately, efficiency of implencntation
has generally suffered*

9* ayalUAtionx An element of evaluation is always built

into all educational administration. For instance, educationrl
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programmes are reviewed annually between the Centre
and the States at the time of plan discussions. The
preparation of every annual budget also implies a certain
elenent of review and an evaluation. The publication
of administration reports provides another occasion for
the purpose and so do questions, Besolutions and Debates
in the Legislatures, in teachers' organisations and in
the press. But it must be admitted that systematic and
formal attanpts on evaluation by competent academic people
hpve not yet been undertaken on any appreciable scale#
This is due psartly to the failure to realise the
significance of such evaluation and partly to inadequcy
of tools. Pbr instance, the Statistical Units in the
State as well In the Centre are inadequately staffed
and are not generally coapetent to undertake progrspmes
of evaluation such« Biucttional research'is yet
Iin 1ts infancy; and the ur”iversities which could provide
the personnel and expertise needed tqaconsiderpble
extent, have not yet been adequately involved in evaluation
programmes. There is, therefore, a general trend for old
practices and programmes to continue to linger on with
only sUch marginal adjustments as are necessitated by
subjective opinions or revi”~s of officers and others
concerned; and.thEe planning process loses the corrective
and invigorating effect which a well-developed progrspme

of evaluation could hfve provided.
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111, PFIPPOSALS FOR RSFORMi THE PLANNING PROCESS
10. The main deficiencies in the existing plann'ing process
have been indicated earlier in paragraph 7 and steps will

have to be taken to overcome them. In this cont<Xt,
we would specially highlight the measures indicated in

the par??graphs th?.t follow.

first
11. Preparation of Tbtal Plans? Th("important refom ~*
needed 1 s to prepare total educational as sStated
deal

earlier, our existing pians™merely with one aspect
of—plannings namely, the allocation of resources,provided
by Central and State Governments, to different sectors

of education and®ithln— a given sector, to different

tyoes of programmes. But a total educational plan goes
much beyond this. It should dealvrith the present educations
situation, the educational objectives in view and all
programmes proposed to realise these objectives. It

should thus cover plan as well as non—plan dxpenditure,
programmes that involve financial implications as w”I

as those which do not, and also programme for economising
expenditure cr better utilisation of existing facilities.
Their linking with progrgmmes of socio—economic development
will have to be much closer than at present.

12. The second important reform needed i? to broad- n
mp-le= and decentralise the process of educational planning
and to* prepare well-coordinated plans at the institutional,
district, state and national levels. This is so fundamental
and rpdical a departure ftom the present practice that

we would like to deal with it in some detail.

X3. Institutional Planningi The base for this nds®
technique of planning will be provided by insti tuttonal
plans which will have several advantages. For instance,

they will emphasise programmes of qualitative improv”tient
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and, aS these will have to be increasingly emphasised

in the years ahead, they will become more and more

inescapable and important in the planning processes of

the future. They will make it possible to involve, not

only teachers, but also parents and even students effectively

in the planning process; and what is more important, they"

will provide adequate scope for initiative, creativity,

freedom and experimentation by teachers. They will also
€3mphasise hum?n effort rather than expenditure and thus

serve to reduce the expenditure—orientation which our

plans have acquired in the past,

14. It is necessary to develop a proper technique of
preparing institutional plans. Otherwise, there is a real
danger that they may not talce the form of ‘programmes of action*
which the schools can undertake within their available

resources or with such additions to them as are immediately
practicable and instead, become ‘charters of demands* which

will be beyond the capacity of any government to meet. SLmilarly,
suitable—measures will have to be taken to introduce a systan

of institutional planning, under a phased programme, in a

given area— Steps will also have to be taken to train

teachers and departmental officers for the pro”amme and
appropriate amendmaits will have to be made lb the grant-—in-aid
codes or departmental rules. These proposals have been discussed

in detail in Annexure I,



15. It should be understood that the idea of institutional
plans is not quite new# There are a nunber of good schools
which prepare find inplaaent their own plans of development

even now. In fact, an inportant criteria of a good school

iIs thpt it does so. What we propose here is that this process”®
which is now confined to a few good institutions and is
entirely optional, should becone universal and be resorted

to by all educational institutions,

16« mstrict Plpjis; ~t present district planning is hardly
resorted to although it is beimg recommended for some time past,
The need ©nd advantages of preparing such plans has been pointed
out by the Biucation Comnission. A district is a convenientj
unit of population (about 1.5 million) and areaCabout 4,000 |
sg. miles). Educational expansion, even at the district level,
has now reached substantial proportions and, in fact, the averagi
educational expenditure in a district at present is even greater
than what it was in the country aS a whole in 1882. The
Variations in educational development between one district

and another are far I~"ger than those between one State and i
another, Fbr all these considerations, the Education Commisiion
recommended that the district should be taken as the basic

unit of educational planning, development and administration.*
We suggest that this recommendation should be accepted and
district plans should be introduced on a pilot basis in a

f~ districts in every State with effect from the next year. n

By the end of the Fburth Five Year PIsfli, planning at the distric
level should become universal -
oThe expression ‘district’ does not necessarf. ly mean a revenue

district. It should mean a convenient unit of population
(about 15 million or so).
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A7 The district educational plan should deal with
education below the university I"el - pre—primary, primary,
secondary and vocational. They should plan the location of

educational ins.titutions of all categories within the district
with a view—to equalising educational opportunity on the one
hand and creating institutions of optimum size which tend to
be economical and efficient on the other. They should provide
for expansion of facilities as well as for programmes of
qualitative improvement. The preparation of such plans should
be the responsibility of the District Siucation Offices or the
Zila PaTlshads (or the District School Boards) which hpve been
entrusted with the respon”tibility of school education in the
district. It may be necessary to coordinate the work of more
than one Department of Government and to associate the local
communities in the preparation and implementation of such plans.
There should be a two—wa/ traffic between the state and district
plans — the district plans win have to be framed within the
broad guidelines issued from the state level and, in its turn,
the state plan.itself will take shape, to some extent at least,
from the.district plans.
18. State Plans : The State level plans are very important
and the centre of gravity of the entire planning process in
education will have to be at the State level. It is therefore
necessa™*y to build up a sufficiently strong end competent
unit In every State Education Department for the formulation
and implementation of State plaXis. In the immediate future,
the following programme is suggested for planning at the
State level s-

(1) Bvery State should review the educational development

within its area since Independence.
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*

(2) It should prepare a fairly long—term plan of
educational develepment spread over the next 15*20 years.
It may be desirable to IS%ue the broad outline of such a
plan for public comment in the form of a White Paper and to
finalise it Iin the light of suggestions received.

(3) It may also be desirable to pass an Bducation
Act with a viefd to providing a statutory basis for education
and to devising a more powerful tool for implementation of
educational plans,
19. National PImS t ~t the national level the Government

of India has already issued a Resolution on National Policy on

Bducation and has also announced that it will be reviewed
every five years. The national plans which will be partly
based on the National Policy on Education will have the

follovdng elements *—

(1) An additive element which arises directly from
the State plans and where the national plan is merely the sum
total of the State plans put together.

(2) National programmes, i.e., programmes of national
Importance in which coordinated action on the part of the
Centre and the State Governments is called for. The funds
for such progranmes would be partly in the Central sector,
partly in the Centrally—sponsored sector and partly in the
State sector (earmarked).

(3) Central programmes, namely, programmes which
will be Implemented directly by the Centre in accordance with
the terms of the Constitution or in agreement with the State
Governments.

It is a responsibility of the Central Government to

take a long—term and the coordinated view of educational



developmentr fOid to oisure that regionpl Imbalances between
States pre minimised. Special programmer will have to be
developed in the nationpl plans from this point o" view,
20. Involvfiment of TGachers : The third important reform
needed is to involve teachers intimately and effectively in the
preparation and implementation of educational plans. The
principle that the teachers should be so involved is
unexceptionable and has been accepted by all concerned. But
its Implonentation in practice is held up on four main grounds.
The first 1? that Government has never been keen to involve
teachers effectively in educational planning and development.
In fact, it has not even shown an awareness of the problem
and i1ts significance. Secondly, we have not yet bedi able to
visualise and create the institutional machinery which will
enable all teachers to effectively participate in the formulation
and implanentation of educational plans. Thirdly, there are
several divisions in the ranks of the teachers which weaken the
profession and diminish its capacity for active participation in
this programme; and lastly, which the teachers themselves have
shown, a general unconcern in probl”~s of educational planning
and development and have failed to develop the necessary
expertise and leadership. All these four weaknesses will have to
be overcome if teachers are to assume leadership in educational
planning and developmait and thereby benefit education as well
as improve their own status.
21, From this point of view the follovdng suggestions are
put forward

(1) The system of institutional planning should be
adopted universally. It is in the formulation and imploncntation
of institutional plans that every teacher can be intimately pnd

effectively involved.
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(2) The authorities responsible for preparation and
implenaitation of District Development Plans in education
should constitute Advisory Boarc® Councils of Teaches on
which all organi nations of teachers functioning within the
District will be represented. These Councils should be n
consulted on all matter? relating to planning and development
of education.

(3) Similarly, at the State level, the State Government
should constitute Joint Teachers* Councils consisting of the
representatives of all the different organisations of teachers
working in the State. These should be consulted on all
matters relating to the salaries, conditions of work and
Service of teachers as well as on all matters relpting to the
planning and development of education.

(4) The Ministry of Education, in its turn, should
constitute a National Council of Teachers consisting of
representatives of all teachers* organisations functioning
at the national level. Its functions should be similar to
those of the Joint Teachers’ Councils established at the
State level and they should be effectively involved in
preparation and implanentation of educational plans,

(5) Government must announce unequivocally that it desires
to give the teachers professional leadership in improvanent of
education and that the role of the Bducation Department will be
one of providing the necessary facilities and assistance for
this purpose. Such a declaration will influoice the attitudes,
both of the departmental officers and teachers, and create the
necessary atmosphere for the success of this programme.

Steps should also be taken to associate” teacher s with

the administration at aS many points as possible. Jbr
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instpnce, the establishment of Boprds of Secondary Alucatlon

(or Bosfds of School Education as recommended by the Bjucation
Commission) i1s an effective means of associating practising
teachers with the conduct of the public examinations at the end
of the secondary stage and in such allied problems as
prescription of curricula, approval of textbooks, prescribing
the essential conditions for recognition of secondary schools,
etc. The constitution of the State Boards of Teacher Biucation
will provide similar opportunities of associating teachers with
administration in all matters connected with teacher education.
Yet another method in which teachers can be associated closely
with administration is to adopt the system of *panel inspections*
recommmded by the Qiucation Commission, At preset, all
inspections of primary and secondary schools are carried out by
departmental officers on an annual basis. While this should
continue, the Commission has recommended that we should supplement
it with a systm of panel inspections of primary and secondary
schools to be carried out every three to five years. Eadi panel
will consist of a group of selected teachers or headmasters
(including the headmaster of the school to be inspected)

and may have a departmental officer as its Secretary. The

panel should spend a longish time in each institution

so that it is able to evaluate its work and give proper
guldanoo. The principal advantage of this system of panel
inspection is that it will make the experience and exp”~tise

of s™ior and competent teachers available to all others.

Once the policy decision is taken, several such ways of
associating teachers with administration will be

di scovered.
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(7) On their pert, the teachers must develop
Interest in the progracime. It is unfortunate that
trachers have so far neglected this Important subject
and not much interest has been evinced by the teachers’
organisations in the three Five Year Plans and in the three
annual plans. They have not ev” criticised them either in
depth or in a comprehensive manner while what is expected
of them is not mere criticisn but, i1f necessary, evoi the
fomulation of an alternative plan which the public cefi
compare with the official plan ~d judge for itself. It is
obvious that this apathy will have to be abandoned, the
sooner the better, and that teachers win have to show
much greater interest in educational planning and development
than what they have done so far.

(8) Similarly, the teachers will also hpve to develop
the necessary competence in educational planning, both
individually and through their organisations. It 1s
true that this competence will grow aS the decentralised
prograMne described above is evolved and teachers are
actually involved intoisively in the formulation and
implanentation of educational plans. But some formal and
institutional attempts to the same end are also needed.

For instance, the subject of educational planning and the
problans of Indian education should find a place in the
curricula of all training institutions at all levels.

The teacher educators should be properly prepared for
developing these programmes in their institutions and

the necessary literature on the subject should be prepared

in all the modern Indian languages. Moreover, the
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teachers* organisations should set up working groups
to study the subject, to conduct research thereon and
to bring out publications and Journals, Such efforts
should receive dncouragmoit and assistance from the
State.

(9) This association of teachers with educational
administration will be more effective if all categories
of teachers join together and become a united teaching
community. This will need, first and foronost, a change
in attitudes, "™t present, the teaching profession is divided
into a number of castes, aS it were. The university teachers are
the Brahmins of the profession. The secondary teachers
form a middle group, the Kshatriyas or Vai?hyas of the
profession. They generally regard thonselves as superior
to, and keep themselves aloof from, the primary teachers
whil# the college teachers, towards whose status they
aspire, keep than, at the similar respectable distance.
The primary teachers, who are the largest group, foPin the
Sudras of the system ~d are often treated as such in all
respects. In each of these main groups, there are again a
number of sub—groups or soib—castos. It is obvious that in
the India of tomorrow which aspires to create a nd” social
order based on justice, liberty, equality and the dimity
of the individual, there is no place for such traditional
and obsolete attitudes. "All teachers belong to one ccmmunity
and are essentially equal and this feeling of brotherhood
will have .to be deliberately cultivated by all. To create
and str~gthen these attitudes of oneness, opportunities

will have to be provided to teachers, through institutional
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structures of the proper type, to work with one another

in common tasks and thereby to come to know fYd respect

each other. The systdn of school-complexes recommoided

by the Education Oommission will provide opportunities

for secondary school teachers to work vdth primary school
teachers and for university and college teachers to work
with secondary school teachers. Similarly, the establishnent

of District Teachers Councils, joint Teachers* Council at

the State lwel, or the National Teachers* Council at the
all-India level, on which orghii sations of teachers of
all Categories will be represented, will be another

important means of enabling teachers of all categories to
work together for common ends. The same ob;)) ective can
also be attained by establishing subject teachers
associations which will bring together, on a common
platform, teachers of all stages, from pre—primary to
the post—graduate. Such associations should be formed
at the district, state and national levels. The
Education Commission has also recommended'that universities
should be involved intensively in programmes of
improving school education. This will provide opportunities
to university teachers to work in close collaboration
with teachers at all other levels.

(10) In order to enable teachers to develop a
sense of identification with their institutions, they
should be given an effective voice iIn their managoncnt.

Suitable methods for this will have to be evolved, both

for private and governnont institutions.
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22. Trilnln—> of Porscnnt™H The fourth Import—mt
roform is to provi(io the necossary trainin;; to persons
concornod with fornulation nnd Implementation of plans.

In so far as the training of teachors and b”adnastors

iIs concomed, the v/ork will have to be taken up by the
traininr, institutions, For the departmental officers
below the district lovel, the State Institutes of
Education Vv/?2.1l have to or™aniso suitable courses at the
Stats level itself, but for officers of tho district

level and above, prof;rannos of appropriate training vd.ll
have to be developed at the national level. This should bo
an important responsibility of the National Staff Colle?®
for Tducational Ad'ni* stration "~fose ostablishnent is
being recomonded,

23. Project Preparntion™® The fifth important refcrc
is to adopt, as \fidely as possible, the systen of
preparation of pro,—)ects <or all important pror*rancies
included in tho plans* At present, as stated earlier,
very little attention has been —iv¥n to this. In future,
the project preparation tochniquc should be very largely
adopted, suitable steps beinf; taken for tho trainin.”» of
officers 0* tho department for the purpose and for
evaluating the progress 0* each project from time to tine,
24. Reducing Bxnarn™ ture—orlpntatinnt The Sixth
important reform is to reduce the expenditure orientation
of out educational plans, which implies an over onphasis

on money based on tlio naive belief ‘tlnat there is no defect
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In education th&t nore money cannot set rilfht*. We have
been "Malrly successful, it nust be renonbcred, in Implenontlng
simple expansion pro?,rannes which depend essentially on
monetary investnont such as the establishnent of now
institutions, appointment of additional teachr'rs, revision
of teachers* salaries, construetion.cf buildinf?s or purchase
of eqgioipment* But 1®hen expansion pronrammes had other
dimensions that could not be net by expenditure of money
alone, our success have been limited, Por instance, we have
not succeeded well in adult literacy profjramnes in which

the basic problem is to motivate the adults to learn and
this cannot be done by money alone. At the prinary stage,
ve have failed even more miserably in reducing \astage

and stagnation because thcjse protrrames need human effort
rather than money. Similarly, we have not succeeded in
restricting enrolments at tibe secondary and university
stages because this needs a chanire in public attitides
rather than expenditure of public funds. Wg have also not
been able to r“ive a food tccoimt of ourselves in pror*rammes
o qualitative improvement where, by and large, money

plays a minor sole* Other examples of this vfeakness can be
readily siven, but are hardly needed. What has been stated
above 1s enou™h to show that we have been able to achieve,
by and large, vhat could have been' achieved by expenditure
of money. But vrhcre such expenditure of public funds had

to be supplemented by expenditure of thouc,ht o— by human
effort we have not b¥Yn able to rise to the occasion and

the results have been rather indifferent.
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26* It is nec”ssiry to roallse thnt such an expenditure—
orlentritlon nay not do much harm in a rich country >$hlch
has plenty of resources and which nay try to make up ”~or
the s?iortages of intellectual intuts by irvostin”®
larger amounts of noney. But a poor country like ours
cannot afford this luxury; it will either have to make up
for the short?»ges o4 physic” and monetary investments
by larger inputs o® human effort, or bo content to be
swept aside by the strong currents of history. This can
be done by adODtinp the follov/ing main prosrammes anonpist
others!—

(1) Cost Consciousness: Poor coimtries o”ten adopt

educational plans vrithout duo regard to the cost involved.
As resources available to them are very limited and have
to be used in the most economical manner, every schemo they

undertake should be submitted to ri™orous cost—benefit
analysis ¢« Alternative uses for the investment of available
resources vrill have to be carefully wcirhed and priority
will always have to be accorded to those programnes which
yield a better result for a {jiven investment or require

a smaller investment to produce the same result.

(2) Intensive Uttllsntlon of Avnjlablo Rasoureeal Since
funds are limited Iin poor countries, they have to take
sp'riCal «t«pB  to ensure that all available resources are
most intensively utilised at the existing level of investnjGnt.
In fact, i1t shoTild be a matter of policy in planning that
additional investments to ensure better return fron existlisg
facilities should be accorded hif*h priority; and subject to
this reservation, new investments should be permitted only

when the maximum possible utilisation of facilities has

been obtained -x the oxistinfr level of investment*
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(3) Rest?—ireh for tho PovQlopnent of Leaa CoatTv Tachnloncj
4n inportant contribution of scienco is to r.ake it possible,
through research and mass productioni to prodixse things of
higher quality at lesser cost. Such a programme has not yet
rcccivod the attention it really deserves and it is tacitly
assumed that bett'*r education is necessarily costlier or W¥1at
is even vrorse, that costlier education is necessarily better*
The rich countries have not seriously felt the need for
such research. But the poor countries cnnnot do >rithout it*

(4) Seloetlve AnoroflcVn There is a general
tendency, v/hile planning? for education, to undertake too
many schemes, and to spread the available resources over too
wide an area* This always leads to waste and it is,
therefore, necessary to adopt a selective approach on
the basis of National and well-defined priorities. This
IS necessary oven in rich countries because there is
always a gap botvreen neec’s and resources. But in poor
countries, this gap is very wide and the need to determine
priorities bccoEcs both extremely urgent and difficiolt.

(6) Hunan Effort: The vicious circle in i*hich
poor countries find thenselves — poverty leading to a
non—developnont of education which, in its turn,
loads, to still i;reater poverty — can best be broken
through human effort and hard, dedicated and sustained
work on the part of all concemod. In fact, poor
countries have deliberately to utilise greater human
effort to riake up for the short-—fall of naterial and

monetary resources.
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26. Priorities jJ The seventh important reform is to decide
priorities at different levels — national, state and local,
*“programmes of national significance such as provision of

good and effective primgry education to every child, vocationali-
—zation of second;™y education, post—graduate education and
research, or education for agriculture and industry nay be
regarded as national priorities in the sense that the decisions
regarding thon would have to be taken by the Centre in consulta—
—tion with the States and, once they are takai, it should be
obligatory on every State to implement them effectively ~
vigorously. In several other matters, and these would form

the bulk of the decisions to be made, a syston of State-—level
priorities should be adopted, i1.e., e?ch State may be left to
make its own best decision in vie® of local conditions. These
would include problems such as. making secondary education free of
tuition fees and in such matters, no attempt at a national
uniformity need be made. In certain other matters, as for
instance, iIn the provision of amenities in schools, and deter—
—mining the type and scale of non-—teacher costs, a system of
local priorities mpy be adopted. The State Governments may create
appropriate authorities at the district and school levels and
leave then free to take decisions, within the powers delegated,
and best suited to the local conditions. There should be no

need to expect any uniformity in these matters between one dietrict
end another and even between one school and snotljer. A system
such as this which centralizes a few essential sectors at the
national level would be much better than the present trend to
take more and more decisions - crucial or otherwise — at the
national and State levels. This sometimes results in the curbing
cf local initiative and disregard of locpl conditions.**

eReport of the Biucation Camnission, page 446.
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27. QBardi,fiattQn> The eighth important refoim
Is to secure better coordination between different
agencies concerned with educptional plans.

(1) At the national Idvel, the work of
several Ministries which deal with different
aspects of education will hgve to be properly
coordinated and similar steps will have to be taken
at the State level to coordinate work of the
concerned Departments.

(2) It is even more important and urgent to
improve the present process of plan discussions
and follow—up between the Oentrc end the States,
As coitionwd earlier, this is a discontinuous
process at present. Ti*w Centre and States discuss
their annual plans, but there is hardly any follow—
—up so that they meet again only when the next
?nnual plan is to be discussed. Wc su™est that
there should be close and continuous contact
between the (Xntrc end the States; and the
period between the two annual plan discussions
should be utilised for close follow—up, project
preparation, evaluation, watching over the
progress of schemes undertaken and study of
allied probl”s. This will involve, not only
calling for periodical reports, but visits of
concerned officers frcm the Cecntr*: to the States

and vice versa and the maintenance of a continuous

dialogue between them.
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1V. P.iui>0GA o ; 1LJUCATIONAL AJMJI—I .mTIO!?
28. To inprovG ?nplc™nnntatlon of ednc”tlon-1 plans,
it is nock's"w.ry to r?fcr:a 'cVicationfil acninistration on a
priority basis* \s i3 well-knovn, tho ”;ducatlon Dopartcnnts
today aro ‘)aliically’concorned vith ‘r.iintenanco aclrdnistratlor
in the sonae thr.t nost thoir. tine> is tciker up by <koepin™*
thinr—s oinc* and dealinp’ vrLth problons as ar when they arlst
WhlI™ there is hardly any justi—"ication ~or sjich r>ollclGS
at any time, those are t*c least dcfor.sibie at Drcsont when
the States have to :indertako a larf*c—scale anil conprehensive
prorranne educational reconstn’ction on th* 11ms recoinmenc
by the Education Colimlssion. '*.at we n”od, therefore, are
Gtronr: Education Departnenta ori"nt—od to Movoloprontal
acmlnistration* v.ioeo prl-"ary responsibility is to keep
In toucli vdth the latest and best educational clevelopnents,
not only in ths other States of India, but ovon in other
countries of the world, to anticipate tho tyri of
educational proc;ranrncs t'“at Td.ll have to be uif*er*aken
and inplemonted in the State in the years ahe?(;, and
tc ™an itn a»—ti Ities in such a nann*r that the
school systen of the ™tate will bo able to rise to
nrnt the needs and aspirations ¢ tho people.
29. Tho rain features of a devolopEr>ntal
aclninistration as opposed to a naintcnanco ad:ilnlstratlon
in education are the followingx—

(n A c'ovolopmentcLl. ac'*—ilnlstratlon is charactf.ri*ed

by i1ts fciroloss strilvin * to™—-rds growth, both in its



qup.ntlTiative 'Tid av'alitativ'—; aspects. It iIs conscious
of pnd Iso over attuned to the ‘wid” horizons* which
a goo’ systan of education should plways keep before
itself "eMch npke education so challenging and
wv»ortbv™I'™ rn adventure. A continuous ?nd integratol
proc..,ss of plpnnin;;® for the f'uture, an evaluation of past
pi\ present experience and the provision of the widest
possible opportunities for the professional growth of
the P'ininistmttro. therefore receive n gi eat emphasis
iri d*vclrpmt;ntal adnini stration. On the other hand, the
system of maintenance administration emphasizes the
past nnd the present rather than the,fliture pnd its
horizons pre comparatively niore limited. Planning and
the professional growth of the admini stratore also play
a minor role in such administration which generally
gphrSisciS reporting rather than evaluation.

(2) h maintenance adrinistration is more oriented
towards *control’ and, like a silk—worm, is ever engaged
in the endless process of shutting itielf up Iin a prison
made out of self-spun rules, regulations, circul?«rs and
orders. A devJLopnental administration, on the other
hand, is oriented to eservice* and more out—going and
open. It respects the individuality and f]’eedom of
educational institutions and teachers and eunhasises the
pr vision of essential guidance and dxtension services,
rather than control, 7?jid strives to provide a free outlet

to initlptive, creativity and Gxperlinentaion on the part
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of schools and teachers. This also iipllcs St
“or the acceptance of its advice rNd ideas, nore on its own

eprofessional competence* than on Its *status* or

*statutory authority *e

(3) A naintenance administration is essentially

dosic™ed "or a static or slowly changing socii,ty and for a
social order in which there is a greater enphasis on
econforriity* than on ‘individual development*e It, therefor
places a great enphasis on unifomiity and ri'*idity* A
devolopnental administration on the other hand is dosigned
m'or a modern 'sinc® and ra™idly changing »ocioty in vhicl;
the enphasis Is on Individual development rather than on
conformity* Its principal business is to brinj?'about
desired chancos in a planned manner and it continuously
strives to adjust its policies and proftrames to tke needs
of individual institutions just as a progressive teacher
always strives to adjust his instruction to the needs of
his individual students. |It, therefore, emphasises
elasticity and dynamism*

4) In a system of naintenance administration,
is usually a dichotomy between the *administrators* and
'teachers*, tho former beinr a more privila®”od and psn/erful
f'roup than the latter. The traffic bet”~~on tho two cadres
is .t"cnerally ono—v?.y and a teacher "“Yo becomcs an
administrator remins ”“or ever so and ceases to teach*
T'is dichotomy has serious adverse consoquences on the
academic freedom and growth of taachoro rnd on tho

free and full devoloDiiont of education* aovolopnc«ntal

there
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administration, on the other hand, is based on a close and
continuous collpbpration pnd cooperation between teachers
pnd adminlstrstors ~d provides due scope for the
professdonal leadership of the teachers thmselves. The
traffic between the two cqdres also becomes the two-—way
affair and passage from teaching to administration or
vlco*versa is both easy and frequent.

(5) A developmental administration is both democratic
and decentralised. There Is good communication between the
st—aff at different levels so thft problons and new develop-
ments from the rlield find'*n ep.sy access to those higher

where they can be properly attended to and decisions
taken at higher echelons pre transmitted quickly, both iIn
letter and in ppirit, to the cadres below which have to
implenent them in the field. At every stage, there is
vide participation by all concerned in the process of
evaluation and dedsion—-mrking so th?“t the workers concerned
generally feel committed and enthusiastic about the
programmes they h=lve to implement. f maintcnj’uice
adminlstr stion, on the other hand, tends to be central! sod
and bureaucratic and relies, for implonentp.tion of its
policy, more on discipline, bpser' on a systan of records
and punlshnents, than on intellectual conviction or cnotional
acceptance of the progrsmir.es by the persons who hpvc'tr:
inplanent them.

29# The creation of such r developmental p.dministration
is always dIfficsilt. But it becomes more so becriuse rf the

traditions of imDarial pdminlstrr.tlon which v/c have
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Inher tod and which we hiive nr ' yet been ablp to shake cf

For i;.stance, there i's an over—"phacis

In our Set—up usually mean? ‘personnel admli'lstrptior.

rtend ' at too, in the narrow power—orlented sense of posting*;

t: an~fers, confidential reports, enquiries, prcxnotions
mr] danotions, rather than in the broader terms of profess!
groml— through programme of in—service education. Our
administrative syston is also largely finpnce-orientcd and
a goo' depjfof its time is tficen up in finp.ncial administrs—

—tion and allied nattlbrs* Inmost EuLuc”tion Departir nts,

90 per cont or more of fie time and energy of all cfficer”s®

tr’'Vjii together is devoted to p'“rsonnel and financial
matter? and that e<iucption proper receives very scant
attentjon to the tune of about 10 per cent only. S.milarly,
our departments tend to function in isolated ivory cowers
of the school system. Tii<y hgve not becjome public—oricnteu
and have not yet developed closer contacts with the wider
society outside consisting of parents or different
profesrionpi groups such as agricultujrLsts, business men,
cotJaercial enterpreneurs, traders and industralists, It

is obvious that these traditional* handicaps will have to
be ove: coree before any sigificaJ™t progress can be made in
convert—Ing the present systan ot maintenance administratlon
into a ievelopmcntal one.

30. Tiic pjnposals made here are basedon the funuac”ental
eassumption that tte task before the Centre and the States
is to (ir.nge whet is essentially a maintenance and

r"dKinls srr—tion into a d”elopmcntal one on the lines of

the brood criteria indicated-a'~T?"

\Y/

N

r.



31. H-organias.4.on of mucatlon Scrvloest One of the
njot proél.*einmes of educational admirii stration is to
impror e the Educational Services, both at the Centre
and in the Stat s. It was from this point of vieiw
th?t the schraiic ¥ the Indian .iucational Scrvice (or IBS)
w—s put forward ind it wa? hoped that all posts on the
administrative .lde at “ne listrict level and above would
be en—cadred in the IBS. This idea was never very
popu.lar with the State C*vomm Jits who opposed it on sever™
grounds. Sven alLiong the educationists, there was an
iTHfin.ontial section vMch opposed the idea of IBS. Their
cor.b J tion wrs . nt edu/atior?! administration is ’'pcrvice”
to th teaching profession and that i1t would be wrong
in principle to orovicle bettor conditions of servi> 0 on
administrative 3l le th™n in research and teaching*. They
also felt thnt the crertion ci such a service would
dcnri”e the universitier of the top level talent which
they would otherwise havc obtr>ined and to which they were
fullv entitled. It is, however, hardly necessary to
diMiuss the merits and danerits of the IBS at this stage*
In tdc present political situntion, the possibilities
of o”™g”ising this service are remote and it has there—
—for becc’'js ncc— sSpry to consider ways and means, other n
thrsn the org—nis—tion of the I.~S, for improving the . \
quality of the ™ —lucational services.
3L. , print of view, the following are some
Ci’ tht important suggestions which c™n be considerod:—

(1) 1t will b necess™ry tr, reorgjudse the Bducational

ik*visory SMNr/icj vhich has been created in the Ctsntrd
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Ministry of Bducation. It includes Assistant Bducption
Officcjrs in the scsle of Rs400-780; Educption Officers

in the scale of Rs.700—-"00; Assistant Siuc?tional Advisers
in the scale of R 900-1250; and Drputy Educational Ac3visers
in the scale of Rx 1100-1800. This is a small service
and suffers from several we?Jcnesses, the principal among
which is that its officers do not get an opportunity to
work periodically in the field and thus tend to get
isolated from the realities of the situation. To overcome
its mpin weaknesses, the following programmes p.rc
suggested t

(a) The scope of the service should be ailarged by
including in it posts urier the Government of India
which require educational skills ( e.g. posts in the
Education Division of the Planning Commission), selected
posts in all Union Territories, and certain categories
of posts even in the autonomous bodies under the Miuistry
of Education such as the Central Schools Orga™ii sption.

If possible, il/shouid also inclur®e those States wliich
agree to join it and way shoul® be left open to other
States to join it at a later dpte, .

(b) Some posts in the Central I-lirdstry of 3—ucclicn
should be reserved for bdng fillor'. by nomination of
selected officers of State Govprnricnts ©n doDUtaoicn
terms; and in return, officers belonging tc the Ccntr?}
service should also be given p”rio "leal opnorturltics tc
work in the field for short pcriodr? vrith p vi'w to
obtaining first—hpnd expcri ncc of eMucrti «al r n'iti*ns

in the country. Suitable rrry™j®enimts for this purpose



ng —

should bo made with the States axid it is obvious that

such an arrangement will benefit then as well as the States.
The former will have officers who hpve first—hand knowledge
of the field to pdvise it and the latter will also be

better off because its officers can get a chance, onco o™
twice in their service, to work at the national level and
thereby improve their vision and competence.

(c) At the level of Joint B:*.ucational Advisers, a
certain propbrtion of.posts should be reserved for filling
by the appointment of selected officers from States or
uixLversities or even by the appointment of eminent
educationlsts, B«ch such appointment should be normally
made for a period of five years; and if necessary, one
extension ( and no more) may be given,

(2) It will also' be necessary to improve the quality
of State Brlucption Departmaits. Pbr this purpose -

Ce.)) The scales of pay of State Education Services
should be revised and upgraded. In particular i1t may be
advantageous to a”.opt the University Grants Commission scales
of pay Sanctioned for university teachers for the officers
on the administrptive ride cf the Sducation Departments also.
This will facilitate the tr?“nsfer of officers from teaching
to adnini stration pnd vice—versa. It will also have the ad-
—vantage of attracting o better type of person to the
Bdminl str'~tion.

Cb) There is a tendency to create far too many ports

at lower levels and too few at the higher Icjvcls. It | f better
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to have feiwer officers who ere better paid arid more competent
than a large body of ill—-paid and less competent workers*

The structure of the S3ucptipn Departments should be

suit.”bly modified from this point of view.

(o) There should be lateral recruitment from outside
at every level, 7t preset, there is a tendency to push fresh
recruitmoit down to lower and lower levels and to fill ell

posts at higher levels through promotion from below. Lven
when a proportion of posts at higher levels is reserved for
open recruitment, it is only persons from the service who
happen to be selected in practice. Such ~.othods which
restrict fresh recruitment to very low levels and premote
large—scale inbreeding have disastrous effect on quality
and should be avoided.

Cd) For posts at senior levels where high quality
expertise is needed, or policy decisions pre trken,
comparatively a snail proportion of posts shculd be
reserved for promotions from be3.ow and the remaining
posts should be filled on a tenure brsis by Inviting

suitable persons from the teaching departments, universities,
collegea<&id even schools on the same broa:! lines that vere

suggested earlier for the Ccjntral ~vi<?ory Service. 'Itis

will broad—base the pool of talent from which senior ’'la'iccrr
are drawn and will rptrrially help in rai nf s —ndercls of
administration. This refcrn is ¥ r 1 wr—r'c i

States where the vast bulk of educational institutions -r
private and where, In consequence, the lrr;est nart m t
pool of talent available is, not in the depa™ nt-J.

cadres or Qovernmmt institutions, but in th" private rcct r.

127073
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Officers selected for such tenure appointment should be
given a flve—-yepr term In the first Ins),)tance. If thdr
work i1s satisfpctory, they should be continued for another
term of five years, but no more* A proportion of the
posts at the 1€&ql of the Deputy Directors of SducatLon
and all posts at higher levels should be open for such
appointnents in every State Education Departments.

(e) Institutional arrangements should be made to make
it possible for a person to transfer himself from teaching
to administration and v | The prograrune of
associating teachers with planning and adciinistration at
different levels has already b6en discussed. This will
mpke it possible to identify administrative talent aPiongst
the teachers and v"ill also give the teachers an opportunity
to find out for thenselves whether they would like to
take up adniinistrative posts, kn arrangement should,
therefore, be avnil able unler which teachers who hpve
shown admlnistrptiVG talent and who desire to work on
the administrative side c?n be posted,—on a tenure bnsi??
to work” some admlinlstrrtive posts and to eith—-r continue
in the job.on a long—term basis or revert to terohl
if they so desire. Sa.milprly, opnortunitl cs rhrui.i be
pvallable for persons cjncpdred on the administrative

to VABTr in «cb~*0"G in ccll™goe or ovon 1in
university departr.€nts. M™ny practical problems wl.”"l
have to be faced and solved in mateing theso orr pngci.icnts.
But the effort would be worth while. W should move
towards a situation in which: (1) some persons nay join

the administrptivc side and work on thp.t side throu“hoti&™,



p nu'‘bor of pr=rsom™ will ove fir“?ly fron tepchlng to
rdml—istPf'tion or j.'-on administration to tepching acccrding
to their choice. .
33. IserVice IlZcption: 'he second importpnt progr
of refoin is to cr. rnise rd quatr programmes of in—sc”ice
educption for GCArucrtional *:i'2iuinistrptor3. This is
especially so becpuse the —“r“sent conditions in the State
Education Departments prc f/r frora satisfactory. An
average departt. ettoi offlccx—* ilnris no time to read, no time
to kcop abrest of pluc”tlonal thought. After some tine,
he even lo?es the habitoof reading and of original thinkings
This adverse balanco which has <lready set in will need
'a -au'Tafne effort to countrract and to put the ball in
notion in the op”o”ite dir'~ction. The follovdng suggestions
with regard to thi r progrf me are put forward for
consi derationj—

(1) On first appointner.t to the pdninistrptive or
supervisory side, overy jf-!lcc™ rhould be required tc
unde 'go an inducti™ n course. Thf* fAuration an<3 content
of such courses will depend upon the level at which the
c?ppointment is nado and the “ype of duties he is expected
to porforc.

(1) The object cf the in—service progrpmi es should
be folds

(e) To keep the depprtncntpl officer”™ in touch with

the Gcverni.ert policies ps they fre evolved from tino

to tine; and

(b) Ib keep them abreast of the latc.st developocntr.

in education in India and abroa™ which htve p special



Wi
relcvonce to the progr™nres being ‘developed in the -
St flte, |

It Is sugFortcd that ewTy o''ficcr on the admlnistmtlvt:
an: inspecting si”e of r\Q Derrr'inent should be requjr ed
to nartlcipatc " twn seminars, or v;orkshops of not less
th?n B v/eek‘s duration. One se”iinpr o? workshop should bf
devii“ted to disru«™'on of government policies, preparation
of plT\ns, revi«3 of work alread/ completed, evaluation of
sch.”es, 1iscusri* n of th? nTrblans fiat arise froa time
to time and the probable L.8"hor's o.f their solution rad
such other alMicr —"at'.Grr Vv/hiich are necessary for policy
foir ulation and 11 “lonent tion. The second seminar or
wor* lop should be devote™ pr¥tl/ to pcadonic and
educational issues, the object bcdng to deepen the
knowlodge and un”erstpndin.® of the officers with regard
to pcpdenic problcrs whic™ they jire called upon to fncet
These seminars sh—.uid be organised for all the Departmental
offlct*rs - gazette" as well rs non—jraletted. The
rosponsibility for* or”pnidn.; the first'type of seminars
rhould be ‘n the M strict or Divisionrl officers in .o far
as non—gazctted cfr cers =+e concernec*. They should "-et
ac’™Mde™c assistf*.cc in this fran tae State level organsa-—
tionr.. Witn regprd to gazetted officers, the responsibility
shoui 1 b~ on the directorpte of i'"M.ucaticn end the State
Institute of IUc,tion shoulr® be the coor iinating and4 N
implLii. nting ac one/. AN

In ~ddition, i . lay ©Olso ba neVessary, from'time to \

tine, to organise in—-sorvice cour.,—s of various duration



for officers of different categories such as subject
inspectors. These should be org?™nised In appropriate
institutions at the State or ;iational levels.

(3) JB"ery Department should run a good journal for
its officers. This should be located in the State
Institute of Bducation and its object should/be the
same as that of the two groups of sminars - to acquaint
the officers with governnental policies and with the
latest trends of academic thought. The journal can be
effectively used for cross-—fertilization of experience
by reporting on good work done in different parts of
the State, It wil2 also provide a good opportunity to
the Departmental officers to put forward their idea;:*

(4) The system of sabbatical lepve under which an
officer gets ~ix months leave after every six years cf

service for further studies and refreshin ' is also of
great significance. In the old days, the Government cf
Indip had a scheme of ‘furlough studies*. Under this
sch”e, an officer of the Department could talce si':
months leave, on average pay, for study of any special
problan which he proposed and which the Qovernraont
approved. The only restriction on it was that he should
submit a detailed report of his studies on return rrom
leave, flbne very vgluable studies hpvo come out In this
Way; and what is even more important, they hr—e been a-

good source of self-renewal totitlke officers thanselves

Some such schemes will have to be devised nnd adcp* 1.
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(6) The systan of accumulating earned leaVe has also
to be modified. At present an officer calh accumulate earned
leave for four months and’any further leave earned just
lapses. There are some officers who utilise every leave
available to than without any disadvantage. There are others
who do not use any leave at all and they hardly gain anything
thereby. 1t would be desirpble to permit every officer of
the Education Department to accumulate all his leave. He
should be allowed to utilise not more than four months out
of i1t, like other Government servants, for private purposes.
But the balance of the leave which he could have utilised
and did not utilise”™ should be made available to him for
personal studies and professional advpncanciit.

(6) There should be a system under which the officers
of the States are periodically deputed, for the study of
special problens, to other States of India. This will help
the State aiucation Departaait to keep in touch with
important . developments in other parts of the country. It
will provide a good tool of Pelf-renewal for the officers
deputed.

(7) The Government of India should make plans of running
in—service courses for officers of the St"to Siucction
Depprtm®its in ~iifferent fields. The Ministry of Blucaticn,

the NCFfiT and the Asian Institu~:e of Eiucational Planning
and iidmIni Stration a”e in a special position to conduct

advanced level< courses of ™xxch type, particularly because
they can draw upon intemationel expertise aitl experience

and also because they are in touch with what is happening



in rdl pr.rts of the ccintry. The State Gcverments should
adopt a librp.nl r>6licy in deputing their officers to mch
training progrffnces m<* thproby help thcom, ‘to keep in
touch v*ith the developments at ttz— naticnal 2»d international
levels.

34. The Bducation ‘Jarai ssion has rrcomr.ended the
establishment of n National Stpff College for Educational
Administrators.* One of the major programmes of this
Institution would be to provide in-—servio? education to
all senior officers of St"te Education Departments (at
the district level and above). It will ajso conduct
research and studies in problaijs of educational administra—
—tion. Mg attach great importance Co this institution

and recommend that it should be set up immediately and
developed to its full stature by the ond of the. fourth
Five Year Plan. The possibility of developing it, aS

an Indian wing of the *.sian. Institute nf S”ucational
Planning and ~dministrption, should ke explored.

36, Provision of facilities for professio’iBl advancement
is a good trd.ng. But individual officers will rtact
differently vo it? sorc will grow and others may

not. It i s therv:fcre necessai—y to provide somt incentives
fbr actual professioncd growth shown by the officers of
the Department. The publication of research papers or

Valuable studies by rfficor? of the I>gpcrtment should be

regarded as a mark of distinction to k> noted in the
service record. In ?uiLpble cases ™ this should also be

rewarded by advance Increments or other forms of officials

* Sducation fionmission Rapor* PP 461762
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recOijnition. In making pronotion? tc higher crir s, the
evl®t.ence of profession?! growth shown by the officer

should be the niort inpurtpnt criterion.

|
36. liJhile programnes of in—cQj”icc educption of the type

descA'lbed rbove rre indispenspble and “ould form an

integral port of the orgpnis ption of every Educption
Depprtment, they will show results only oveip period

of tine. W« now stand at a critical juncture when an
intensive effort fo” educptional reconstruction has to

be 1pundied pll over the country and sustained for the

next 15—cX) yeprs. This requires a large—scale and

intensive progranme of re—orientation of all educational
aciriinistrptcrs within a yepr or two. While attempts

to develop in—service trpining’ programmes on the above

lines should therefore be undertaken in earnest, it is
equally essential to supplanait them by n crash programme

of in—service education'in which ,:1 officers in educational
pdninistrption at all levels will be.reorientv?d to the
complex pnd difficult tasks of educptiorual reconstruction
that the country has to face and the immediate progrc?nme /
of action thpt has to be undertaken. The Centre and th"
Stptes should fully cooperate in developing this programme”
which shoul'*. be develc”ed at the district, stpte and n
national levels tor different categories of officers.

37. Institution®™! ~rmneenents for—PrQeramm,es..fif Ottfa |l tattZ —
L.—rovpr—ipnti The third important progranine for~refoim In
educptional adnini strption is Create appropriate

institutional and personnel arrpngcnents to look after
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programmes of qualitative improvonent* IXiring the last

20 years, the ~phasis has been on expansion of educaticnal
facilities and rightly so. But a stage has now come when
it should shift increasingly to improvonent of quality”®

In the next 20 years or so, therefore, a major task before
the Education Departments in the States vrill be to

strive their utmost to improve the quality of educatioi®

It 1s to this task for which they have now to equip
themselves, properly.

38. The quality of education is the result of a large
number of lectors. These ineludei quality, competence and
dedication of teachers; quality and motivation of students;
aiano—epJiere of sustained, hard—-work in educational
institutions; provision of facilities; improved curricula;
dyngpic methods of teaching and evaluation adopted;research;
quality of Bupervision and guid?nce; tfid favourable sodal
atmosphere i1n which the educptional institutions can function.
In dealing with problsns of educational administratioUt
however, we are concerned mainly with two aspectsi (1)
institutional structures needed for securing quality
improvement etfid (2) supervision and g™Nddance to educational
institutions. It is these two problviiis thgt will be
discussed in this section ~nd the next,

39. Till 1947, the tradition of the Education Dcpartnicnts
has been opposed to the creation of any s-—jecielised
institutions looking after programmes of qualitative
improvement and also to the appointi‘jent of special

functionaries whose main object will be to look. ?fter
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the Improvement of quality. The general theory *gs that
every officer of the Department shoulc”e charged simultaneously
with the resporisibility for looking afrer the dny—to-dpy
e.dministr?tipn as well ps programmes of qualitative
improvement. Fbr a long time, this theory did work fairly
successfully in practice because, the adtiinistrative work

of the DDpartmental officers reamined v/ithin reasonable
bounds end they could have adequate time at their disposal
tb look after progr?=mnes of quplitative inprovem”t. But

as the administrative pressures began to grow, the vvak

of qualitative improvement tended to be neglected and

a situation was reached, by 1960 or so, when the departmental
officers could somehow manage to cope with the pressures

of administrative work ai™d ha”™ hprdly any time to look after

the qualitative programmes. This situation hps beccme worse

since then and is becoming worse still as the years pass.
40. The idea thus arose that programmes of qualitative
improvECi.€nt will not come into their own unless some special

functionaries are set ap?Zwrt for the purpose and unless some
sp>ecial institutions charged with this responsibility are
created. The experiment is being tried for more t"£Ji fifteen
years now in different areas, both in the Centre and in the
States. Subject specialists are being appoint?” in the States
and more and more subject inspectorates devoted to specific
programmes are being organised. VIie GovermrikMint of India
established a number of institutions fcr qualitative
Improvement. These, for instance. Included: th? Central

Bureau of Textbooks; the Ctt*wral Bureau of Educational *and
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Vocctlonal Gal "incc; tho K~tial Jyaal
Education, th National BAsic itilucrtioui tnc
N?.tlon?1l Inrtitute of Fundai.ieitr<l Education; the ~"ircctrrOtr>
of BxtcTxslon Progra.vj.ies for Secondery iJc—cation; the Central
Institute of lingllsh; and so on, Ccuntcr—perts of such
Institutions have also sprung up in most States and include
State Institutes of iJlucrtlon; Inspectors «f Au.dlo—Virual
Education; the Srr—o Bureaux of Sk!lucatlonal and Vocational
Guidance; State i1”eluation Units; and State Institutes for
Science and English; etc. A review of these progrannes brings
out the mein point that these institutions have succeeded
best where =0 main conditions hpve been fulfilled. The
first is thdt the Department should be cpreful enough

to drso== their best officers for these programmes or
institutions. This is not always easy bfcpuse the old
administretive functions have a Drrstisie and a ponxc—

which makes an officer generally un”Adlling to leave the
adminlstr?tlve ?irie rnd tal-e up an acrdcnic position

meant for Improving qupjlty. Very often, therrfc*re, the
State Govemments selected unwated or less ccopetcnt
officers and pl~cec’ th"/m in char“Ye 3f these progrr—rraes.

The consequences were, tc say, the least, disastrous. The
second is TYat these specialised officers who have tnken
over academic responsibilities must have the cooperation
and support of the general administrators who hr.ve
authority Ir. fTiAn.o s.' that their ideas and programmes
can be tak” up by th3 school quickly and effectively.

In several cases, this cooperation did not cone fcrth

whereas in some instances, there was actual hostility*
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Undor such circumstances, the prograr—imes either
received a set—back or di® not develop adequately*

41. In. the light of the oxptrience gained in the past,
therefor’, the following proposals can be made for the
institute.onal structures needed to promote programmes
of qualitative improV(“ient?—

(1) The principri’'l object of these institutional
structure* 1 s to brin® together professional persons
with the necessary expertise to examine the different
problans of school education, to devise suitable
solutions to them and to make their findings available to
the teaching community and the schools.

(2) The universities have, so far, re'nained aloof
from School education. It is now necessary to involve then
in this effort to improve school education through research,
improvanent cf curricula, discovery of rethods of
teaching and evr..Tuation, training of teachers, discovery
and development of talent and preparation of textbooks and
teaching and learning material?. Tliere shoujd, therefore,
be a scheme under v;hich grant—in—-aid could be available
to university dep?<rtmeats if tney undertake programmes of
this type.

(3) lhere i1s 'Iso need of an apex institution for tliis
purpose at the national level. T:iis has been met by the
creation of the KMtion.—il Council of Educational Research
and Training whose main object to strive to improve'

quality of school of education.
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(4) 1t will also be necessnry to establish State
leivel organisations for improvement of school education*
It may be desirable, on the lines of the action tnken
at the centre, to create a State Council of Sducation

lor a State Institute of Bducption as a counteF-—part
organisation of the NCERT. Alternatively, th“re co'old
be a few key organisations at the State 1”el whose
primary responsibility is to improve school education.
These, for instance, may indudei the State Bcsrd of
School Education5 the State Institute of Education;
the State Board of Teacher Education5 the State Bureau
of Textbook Promotion and Curriculum Research and State
Evaluation organisations; the State Irptii/—ttr of Sciincei
the State Institute of and'the State Bureau of
Educational and Vocational Guidance.

(5) At the district l.evel, there should be an
adequate organisation to look after qualitative progrsnnes.
This should be headed by the District Kucation Officer.
All heads of training institutions in the district and
associations of teachers at the district level should also

be intimately involved with this progrepme.

42. While operating this institutional organisation,
special attention will have to be given to the following
pointsj —

(s.) They should be staffed by the best people we
can get and for that purpose, the renuneration provided
to the officers working in this section should be

properly determined.
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(b) They should be required to function, not in isolation,
but in close and continuous collaboration and cooperation
with one another. For instance, the NC3RT should work in
close collaboration with.the organisations r.t the State
lerel and with the university departments. The Stpte n
level organisations, on their’p?rt, should work in close
collaboration and cooperation with the university
departments and with the organisations at the district level.
The district 1evel(rganisations should maintain close lid son
with the schools and teachers thrrugh the school cooplcxes,

(c) The work of these organisations should bo regrrded
as an integral part of the Ministry of Education at the Centre
and the State Sducation Departanents and should reccive their
full cooperation and support.

43. 1t is obvious that, if such a structural orgpnisption

is created, a link will be established between the class—rooms
where the teaching process essentially takes pi see and
research and apex organisations in the universities and

at the State and national levels. This will make it possible
for probltfis from the field to be tpken to high level
laborptories where they can be solved and, to carry,quickly
and affectively, solutions to problems or ™ ideas and
programmes developed at the national or stpte levels and

in university departmtuts to the thousands of clpss—rooms

in the country.

44. Supervision pnd Quldance to Schoolli saide by side, stops
will have to be taken for providing better supervision and

guidiance tc schools. Some proposals to this effect hrve

already been referred to, namely, prep”iration’and implemcaitption
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of institutional plans, reorgpnisation of State S™ucptlon
Departmaits, adoption of school complexes pnd the
introduction of panel inspections. In addition to

these, two norc progrpmmes may be mentioned. The

first is to increase the number of inspecting officers*
jit present, the load per inspecting officer, in tems

of the number of institutions in his charge, varies from
37 to 71, with an all India average of 60. Similarly,
the load per inspecting officer in terns of the number
of teachers within his jurisdiction varies from 97 to
762, with an all Indip average of 166.¢ In some areas
therefore, there i s pn urgent need to increpse the
number of inspecting officers.

45, The second programme is to appoint, in addition

to the general inspecting officers, a group of s”ecirlists
officers to de?l with those rspects of eduoptional
development, and these pre mostly auplitative in chc Tp.cter,
which need certain special skills, it present all
inspecting officers in the district are ’j.cnerplists’

in the sense that they hpvc not specialLised in the tcpch—
—ing of any particular subject or in th« dcvelopnG™o of
any specific progrrjnne. If qurdity of alucrtion is tr be
improved, it is necess™ry to supplment p gciierr.l
inspection by p good depl of specialised ~uidpncG. It

i s, therefore, suggested th™t, in ®vory district, there
should be p number of specialist inspectors. These

could be of two typess (1) specialist inspectors denling
with the teaching of subjects included in the curric’ilun

such aS science, mathematics or linglish; n.d (2)spedrlists
#oPlease see Annexure I1.



in progrrcines like physicp«l educoition, examination reform
or currimlum constractlon,
46. It may be pointed cut that the specialist inspectors
will function in p different way from —the generalist
inspectors. They will not depend so much on inspecting
schools or paying than short visits. Their main res—
—ponsibility is to give guidf*nce to teacher? and they
would therefore work chiefly through orgsnising programmes
of in—.—service education, producing materi—als, etc.
47. Some specialist inspectors c™n be provided without
any adilltlonal (Expenditure either becpuse the load per
inspecting officer is on the low side or because the
appointment of specialist inspectors, in itself, will
replpce generalist inspectors to sccie extent. Pors™ns
working as generalist *in si‘)ectors could then be carefully
selected and given special training in the programme
proposed to be developed such as examination refomis, and
appointed as specialist inspectors. The possiM liti es of
developing the prograpme in this manner should be fully
explored as it does not involve any additionrl 'DXDenditure
and will result in considerable qualitative improvement
48. TO)r other specialist inspectors, ner posts will generally
have to be created especially for subject inspectors. A
beginning may be made with important subjects like science
in sane districts pnd the programnie nctiy be extended to ather
subjects and districts as funds become available. The
target should be to have at least three to five subject
specialists, working aS a teatu in each division or a i'rouj
of districts in the first instance and ultimately in each

dl strict.



49* Procedures? The fourth important programme of
administrative reform is to modernize departro'mtax
procedures and practices which, at present, are vory
often unsatisfactory and unsuitable to the requirgnonts *
of a developmental administration. This is because they
have grown up more or less in a rule—of-—thumb manner,
from precedent to precedent, and there has been little
philosophical discussion of the issues involved* W it
is now needed is ? determined effort to streamline and
improve these procedures. In this ccntcxt, the following
observations of the Education Commission may be of

interest:

The study of educational administration develop
in the US™ out of one peculiar features the
Variety of administrstive practiccs in the different
States which arose from the fact that education
Was a State subject. This variety led to a
comparative study of different prnctices in epch
aspect of administration. This comparison was
originally restricted to mere tabulations which
showed the differences. But it soon led to a
discussion about the origin® of these differences,
the fundamental principles on which each such
practice should be based, and a comparison of the
relative advantages and disadvant?;es of
different practices. Out of this arose a science
of educational administration and when the States
were confronted with those comparative studies
year after year, they were stimulated to think
and to make innovations. This happy and fruitful
corss—Tfertilisation of administrative practices
has not occured in India* There are hardly any
comparative studies it has conducted or promoted
in educational administration with the result
that the tntellectual contact between the different
State Education Departments is v-~ry little. We find
officers in every State aiuc”tion Dcparti‘ient who
know about the USA, the UK. or the USSR, but they
do not know what is happening in other States of
India. If pcriodical .comparative studies iIn
educational administration could be prepared arid
the Statii Eiducation Departments closely involved
with than, the sad picture would soon disappear
and administrative effl clency will brgin to rise
(pD. 462—-63 of the Report of the
Education CJotnmission)
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60. Pbr the development of such conparative studies and
Improvonent of procedures, the following measures mry be
adoptedi

*(1) The Siucption Commission has recommended the
establishment of a National Staff College for Educational
Administrators. This vill the apex institution for
research in educational administration and planning and
for providing advanced level in-service training to
senior officers of the State Education Departments
(District level and above). It should be a specific
and important responsibility of this National Staff
College to make a comprehensive study of adninistrativ e
practices in different States and to bring then to the
notice of all the State Education Departments.

(2) In each Stpte iflucation Department, there should
be an 0&M (Organisation and Methods) Organisation whose
principal concern should be to examine the dxi ?ting
practices and procedures of the department 03ntinual}y
and strive to improve than.

(3) In the annual seminars which will be held at
all levels for acquainting thr officers of the dopartJuent
with progranmes and policies of Ooverumtnt, »one of the
important points to be discussed should bo changes of
procedures end practices, if any, which the officers
have to suggest. The wearer knows whore thf. shoe pinchcr
and there are no persons better suited to suggest rcforrr:
of €004 sting practices and procedures than the officer?:
who use thm from day to day. ihe main thing is to

then consious of the problem and to provide theii with
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an opportunity to put forward their views.

51. One point deserves notice in this contoct. j* continuous
improvement of procedures and practices requires officers
who have an openness of mind md a spirit of enquiry. On
the other hnnd, institutional arrang”ents of the type
indicated above will be effective in stimulating proper
attitudes among the Departmental officers. A progr«anrt*

for the reform of procedures and for improving the

quality of educational administrators should therefore

go hand—in—hwid.

52. BlLasticitv pnd Dynamia;u The fifth progrc.mme of
administrative reform i s to make the functioning of
Siucation Departmaits elastic and dynamic. The present
system of educational administration lays considerable
stress on confomity, uniformity and rigidity. We almost
seem to work on the principle that either all move
together or none moves; and the net result of this assumption
is that no one moves. These attitudes which are
characteristic of a static society hrve to be abandoned.
The modernising society which we desire to create iIn India,
has nece.”sarily to be elastic and dynpmic. As the
Education Oommission observed: “In the rapidly changing
world of tocay, one thing is certain: yesterday’s educa-
tional system will not meet'today*s, and less so,

the need of tomorrow”.

53. Elasticity and dynsl'.ism is alwrys desirablt. in every
educational system. But there are special considerations
which make these ele™ents almost crucial in India. Thp
problms of Indian education are extr™*ely complex ani in

almost all cases, there is no single answer that can r.pply
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to all conditions. The social pnd econonic conditions
vary largely from one part of the country to anc>thdP;ftnd
even the education shows vary I1?irge Vi“‘riations in the
level of development reached. Under such circumstances,
this imoise diversity becomes a handicap S gt-2t
hindrance to progress if one desires to have a ftingle
solution or a uniform programme for al'l parts of the
country. On the other hand, this very diversity becjmes
an psset if one were to adopt an elastic and a dynamic
approach because it make? a large scale experimentation
of different kinds simult™npously possible pnd thus
provides the means of arriving at the truth more
quickly and at less cost* The Report of the Education
Commission has therefore placed great onphasis on this
element of elasticity and dynamism aS the key—note of
the educational reconstruction to be undert™en in the
immediate future.
54. A examples of this have been given below to
clarify this important conc”t.

(1) At present, our system is that all schools in
a State or all colleges in a university must have unifonn
curricula and thp.t changes therein are introduced simulta-
neously flll ovur the State or in the entire area of a
university. This makes curricular changes difficult.
Moreover, the curricula remain at a low level because
they are framed for the average or weak institutions in
view rather than for the progressive ones. This also
creates a gap between the facilities available in an

institution - these show vast variations — and the unifonn
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curricult that are inpoj~d on all of then. It 1s
therefore necessary to hpvemore thr>n one turricula

or at least two different curricula (advanced and ordinary)
pnd to leave it to schools to adopt one or the other
according to the facilities they cr.n provide. An attoript
should also be made to introduce the advanced curricula,
one adopted, to all institutions under a carefully

phased programne and then to stprt the programme onc'?

again at a more advanced level.

(2) At present there is s fairly rigid tie—up between
the subjects studied by a student at the school stage and
those to be selected by him at the university stage. Fbr
instance, a student desiring to go in for nodi cine or
engineering must take a decision to opt for science as early
as class IX or age 14. This attempt to force a child to
choose his career at so early a stage is as harmful,says
Dr. Kothari, as child marriage. Similarly, the conditions
of subjects permitted for the first and sccond degrees
are also restricted from several points of vigw. A shudant
at the university stage, for instance, is not permitted
to opt'for the study of two modern Indian languages although
such bilingual teachers are badly needed. The Education
Commission has therefore recommend:?d that our approach to
curricula should be more elastic, thrt tht link between the
subjects taken at the school stage and those at the first
degree should be less rigid, that combination of subjects
permissible for the first and second degrees should be more
elastic, and that special efforts should be DF.ie to permit

inter—disciplinary studies.
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(3) The objectives of the flfet degree courses in

general are rather restricted* The attenpt to vocatlonalisc
secondary education to divert students into different wp.lks
of life to reducc preFsures on university p'‘nissions hps
not succeeded. As there is p grept lure for the university
degree, it hes been suggested that it might be worthwhile
to consider ways and neans by which different typos of
vocational elments can get into the first degree ccurses
and Dake it more useful, Slailprly, the coursos for the
second degree are often restrictefl to a single objective
of high 13l specialisation. While it is nccessary that
they should be also oriented to two other equally valla
objectives, viz. preparing teachers for schools and cptoring
for the needs of students who are still interostod in broad
connected areas nnd who nay attempt specialisation at the
Ph.D. level. Such an elastic appropch tc curriculuni planning
at the university st?ge has yet to cone into use.

(4) An elastic and dynrfnic approach is also needed
to Improve the methods of teaching and evaluption. We h”ve
educational institutions functioning at different levels of
efficiency and the spectrum of variations is immense. In
a situation of this tync, there is a pl~ce for detailed
syllabuses, textbooks, external examinations, frequent
inspections and well-defined rules. The average teacher who
wants Security rather than opDortunity for creativity will
welcone such support. But the v,ork of the best teachers
will be crippled if they rrc not perriitted, encouraged and

helped to go beyond the departnental directions. TJie succeiiP
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of an educational refom will therefore depend upon r
flexible and dynanic approach adopted by the Srlucati—n
Depsrtmoit under which a good school or a good teacher vdll
be encouraged to go ahead while the necessary supports
are provided to the wepker institutions or teachers.

(5) Even in the field of expansion, an elastic
policy is callcd for. There are 9one areas Vvthere the
expansion of general secondary ani higher educption hps
reached ttuch proportions and is creating such difficult
problems of educated unouploymmt that e severe restraint
on such expansion would be in order. At the same tir;*e,
there are classes and areas where secundpry «nd higher
education has just begun and where intensive efforts
for its expansion would be needed.

(6) With regard to the inediun of instruction at the
university st?ge also, a pragmatic and elastic approach
is required. It would not be eorrect to say that the use
of Siglish as a medium is necessary for maintenance of
standards because, in a large number of class—roon
situations, the students now hpve such weak conmand over
Siglish that it is the use of English as a medium of
instruction that has become the most importgnt cpuse of the
fall in standards. On the other han<l, it nrYy not be possible
to adopt the use of the regional languages as media in all
situations. In courses of such rpeciplised character thet
we Can mpintain only one or two institutions for lie country
as a whole and where the nunber of students would be
ex.tron™y limited, the medium of instruction will WYY to

be jiiglish until, at somefuture d>te, it is replrced by



HIndi. Itiat is needed therefore is a fle”cible apDroach
guided by one over—-rldIng consideration, nemely, the
maintenance of standard's? as Dr. Trl%ina Sen, the Union
Hiucatlon Minister once observed: "\WYat Is any medium
vorth i1f education itself dies and what does any medium
matter, if good education is impprted. ”

(7) 1t present, the grant—in—aid codes generally
provide uniform grants—in—-aid to all institutions, Pbr
instg”ice, in a State, the grants to secondpiry schools are
given at 50 per cent basis of their approved dxpoiditnre
and the same rule will apply to the best schools as well
as to the worst ones. This policy of uniformity has to
be replaced, as the Siucntion Commission has recommended,
by one of the professional discrimination. There should
be a unlfoitn grant at a given level of malntenance for
all institutions. But there should also be additional
special grants which pre given to selected institutions
on the basis of their promise and perfomance.

S5. A syston of education which ejcpects conformity and

is based on rigidity “oid uniformity is very easy to
administer. But an educational system based on dasticity
and dynrfnism is extronely difficult to handle and requires
teachers and educational administrators of high competence
and integrity. There Is™owevcr, no escape from attempting
this task. In a mcdcrnising society where the rntc of
chonge and growth of knowlo”go is very rapid, the
educational system has to be elpstic and dyn?™nlc. It

must give freedom to its basic units - the Individual,



63—

pupll a School, the individual teacher aPiong his
colleggues, and the individual snIx)ol ( or clusters of
schools) within an ?rea to nove in a direction or at a
pace which is different fron thrt'of other sin.llpr units
within the syston without being unduly hampered by the
structure of the systor as a whole. This"5 difficult but
not impossible provided we can build up ™o mrin resourcesi
competent and dedicrtod teachers and efficient educational
administrators who cpii discrminete between school and
school, between tescher and teacher and adopt a flcsxible
mode of treatment for individuals or institutions at
different levels of development and who vdll continually
strive to promote initirtive, creativity and experirrisntetion

on the parts of the teachers.



V. FFIQFQStty

56. The need for continuous evaluation of progr'«nmes ir
obvious. In feet, planning, *Jip*emtjritetion and evaluation
are org&ni cplly related procerse”, essential ibr the

success of any progr?«ime. Planning foresees aPtd prepare?;

for the difficulties likely to enccunte:‘cd In
implmentption, It"ile evaluation jetermines the difflcuitiieK
that still rarain and shows how they can be overcomco it

is unfortunate that adequate emphasis h”s not laon placed
on evaluation or research so far, suMest, In the
years ahead, much greater eniphasis shcuid be placed on
evaluation and gducational research shou3 d be vigorously
promoted.

57. There are three types of evaluation which will have
to go on simultaneously and continuously?

(1) The first and the simplest foim of evaluation
is ori in which 1iVciy teacaer, pvery officer of the
departmoit and every institution hpE to engage itself
In the preparation - implementation of i.istitutional
plans, it has been suggested that the progrc—? Df ae
by the institution should be periodicaDy revi(®? *d oy the
institution itself in the first instance. Similarly,
teachers will have to evaluate their own work periodically
and similar action will so have to be t=kn t/ avery
officer of the deDartaeit. The Sta”™e and Central
Gove—r.ents al™o will havc toevaluate their progranmes
periodically to t .sure that their objectivop b~ing
attained quickly, effectively and economically. Such

self—evaluation is most conducive to progress.



(2) The plans, progrpmmes or schemes undertficen

by the organisations at the district 1(?7el, by State
Governments or by the Contre also need evaluation.

In fact, every important schane included in the pl;3is
should contain™ as an integral part thereof, a provision
for its periodical evaluation. Such provision should
state the objectives of evaluation, its procedure, agency
and timing. In short, just as teaching and evaluation
go together, the fomulation of a scheme and its
evaluation should be regarded as inseparable and
included in pl®ns in pn integrated fashion. These pro—

e grammes are best developed by the State Governments
who should seek, where necessary, the assistance of

the Governnent of Indie and the universities,

(3) There are some aspects of planning which will
have to be evaluated at the highest level. Fbr instance,
there is the very important question of the contribution
wbdch education makes or can make to national deivelopmont.
Today, this is almost axiomatically assumed and there
is Very little effort, in concrete terms, to ascertain
vhether educption is or is not promoting national
development. Similarly, there is the important question
of man—power utilisation, man—power requiron™nts or
employment opportunities. Continuous research and
evaluation hes been undertrken to make forecasts of man-
—power needs, to study man—pover utilisation and to
discover better methods and techniques to rel?*tG the

output of the educational systcn with man—power netd?
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or aaploynent opportunities. There is also the problen
of the quality of education. It i p necessary to wr’nato
the products of educational system, at various levels
and in different cptegories of institutions to detemine
the ~tent to which they really cone up to expected
standards. It should be responsibility of the Ministry
of Euucetion and the Planning Oaxiisslon to promote
such research, which has necessarily to be of aA
inter—disciplinary charactc”. University departnonts
of aninence could be advantageously involved in such

evaluation progr”™nines.
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VI UraVBRSITy "IMINJSmMTION

58. Mk havp spokdi so f*r about the pdninirtratlon
ol* the i1*ucption DGp?rtnciit only* The adrdnistratlve
problems of universities are also conplex and
difficult rnd need pttesition. He generally endorse
the reconriendations made by the Sducption CfcTunission
on this suoj ect and suggest that the Indian Wing

of the i1”sian Institutt: of Buuc”oion should also —ake
up research studies into this problen in collaboration
with the Universiiy Grpnts Connission and arrange
appropriate trrining programes for the university

staff of higher cadres.
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VIl  PRIORITY

59. The progronr. es for refonn in eductitioriGl

planning, adninistrptlon raid evaluation which have

been indicated above, need to be developed on a

basis of high priority during the Fourth Plve Yor.r n
Plcn,

60. During the last twenty years, there has been

a good deal of expansion in all St?te Education

Dep&rtnaits. But unrortunately this expansion has

not kept pace with the expansion of educational

facilities. In 1946-47, for instance, the total
expenditure on Direction and Inspection waS Rs.1.8 crores

or 3.2 per cent of the total educational expenditure.

This in itself was inadequate and ought to hp”*e been

abcut 5 per c”~t or so. In 1966-66, ~hi s increased

to fis 11.4 crores or nearly to six tines. But in the

Sfine period, the educational expansion waS even grea'cer

and the total educational expenditure incre?=sed from

Rs. 68 crores to R* 600 crores. The proportion of the
expenditure incurred on Direction and Inspt?ction to

totrl educational expenditure therefore actually declin«i N
to 1.9 per cent,<®

61. « This trend in the progressive decline of the expendir,ure
on educational adninistration h?s been conspicaous in the

last twenty years, and more so recent in the three annual

4
¢ Th? Stntem”™ of expenditure on Dirction and

Irc—"cction is given in “nneocure I11iMvJIl jjL.
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plan years. It has been cur experience thrt funds
reouired for improvonent of sdninl ptretion and Infection
are not generally provided on an adequate scales in the
State plans: and even when they are provided, they become
the, victim of retrmchcient. TIluf is a “penny—wise -ud
pound—foolish’ policy, because while a small amount cf
adninistrative expenditure is saved a much 1?3rger gpount
of expenditure on education becomes infructuous for lack
of adequate supervision and guidance.

62, It is unfortunate that there 1 s no adequate
realisation of the serious damage that h?s been done to
educational administrgtion by this policy. In most
instances, the quality of educational administration

has deteriorated and in some, it has actually broken
down, A few illustrations will clarify the positions—

(1) Tho Director of Education is so prooccupied with
his file work that he is no longer able to tour as frequently
as in the past. He cannot, therefore, maintain a close
and a personal touch with the district Irvel officer? nor
provide them with necessary guidance and intellectucd.
stimulation, Sven the divisional officrrr, where they
exist, suffer from the same difficulties*

(2) In their turn, the district officers also hr.ve
become overburdened’ with work. In 1881-82, the total
educational expenditure in Indir a whole wns about
R 18 million. Ibd™y the t“cpansion haS been so greet
that an average district spends about Rs.25 million on
education. ~nd yet, the quality of the district officei

lifes not been strengthened and his staff hps not exprmd™d
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in proportion. The time oT the in«pecting ofllcors -
whose numbers g”erally continue to be very inadequate —
1s so t?en up with administrative routine, that they
I.”ve hardly any time — and in some caSes not ev” the
ability— to give appropriata guidance to the schools and
the teachers. Consequently schools remain unvisited or
uninspected for long periods and the quality of inspection
has gone dowi considerably.

(3) The BJucf:tion Depr.rtments have talten over several
major rerponpibili ti es but without any provision for a
suitable r'IministratiVC machinery for the purpose. Pbr
instance, school taitbooks h”ve been nationalised, on a
large scple, by most Stpte Governments; and yet, no
satisfactory machinery has been created within the "
Department to look after this programme. Consequently
the work of textbook production greptly’'suffers, "at
is worse, the time cf the existing administr?itive and
Inspecting machinery, inadequate aS it is, is taken
unr'u3y by such new responsibilities at the cost of their
legitimate duties. In one State,’” for instance, the
district inspector has practically become a bookseller.

In another he has to spend about two-—thirds of his time n
in distributing salaries of teachers.

63. Instances of this type can be easily multiplied,but
the few typical ones given above will show the present
unhappy condition of Education Dcpr.rtmaits arid the low
levels to which administrative efficiency has fallen in

recent years. It is both imperative and important to
reverse this trend* 3ducatic Tal administration is a
crucial sector and investaert therein brings rich dividend’
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We therefore recomniend tliat funds should he provided,

on a basis of high priority, for strengthening and

improving educational administration. A satisfactory

norm in this respect would be that expenditure on educational

planning, administration and evaluation, including research

and in—service education of teachers, headoasters and

educational administrators, should be of the order of about

5 per cent of the total educational expenditure*

64. We recommend that tlie following schemes should be
included in the Forirth Five Year Plan for improving

educational planning, administration and evaluation

) (s in crores)
1* National Staff College of
Educational AdministiBtors. 0.70

2. Training of Educational
Administrators at the State level
through the State Institutes of
Education. 3*00

3* Training* of Headmasters/Inspecting
Staff in institutional planning etc. 2.0<

4* Publication of journals and other
reading materials. 0.50

5- Deputation of Central and State

administrative personiiel for
inter—Stato studies and tours. 0.10

6. Seminars and Conferences for
Educational Administrators of
Higher Education. 0*20

7* Additional staff at the District
level and Subject Specialists and

Supervisors* 10*00

8. Statistical and other technical 1.00
ataff at the district level

9. Full-fledged planning and statistical N qq

units at the State headquarters
10. Reorganisation and strengthening of

Educational Administration at the 0.50
Centre
11. Educational Evaluation. 1*00

Total22.00 crorcs
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116 W11.X '@ waljch over ‘the dowvelop]jiCBt]
of thbso programmes if the cxpenditiire on

cduct™tioDaX adniinistra‘’tioci is shown as a separate
sectot. in the plans.



Vin. MAIN RFfcT)MMSND/JIONS

65* Wo glvo bolow our main rocomondationB for
convonionce of roforoncot —
(1) Tho educational djvolopmont p3?ogranmaB shc3uld
covor plan ns woll as nor>—plan oxpendituro, prograniQOB thit
Involve financU. implications as woll as thoao which
do not* (Paragraph il)
(2) Thoro is nood to proparo wcdl ooordinatod plans *
at tho Institutional, District, Stato and National lovols. (Para IH)
(3) Tho base for preparing woll coordinatod plans
wHI bo prcvidod by tho Institutional Plans (Pnras 13-15)
(4) District should bo takon as tho basic unit
of oducational planning, dovolopmont and adninistration.
District Plans should bo introchicod on a pHot basis in a
effect from
foatr difltricts in ovory Stato irltb™ noxt year. By the end
of tho Fourth Plan, planning at tho District level should
becoiTO universal. (Parael6-17).
(5) Tho Stato Plans are very important and the
ontro "f gravity of tho entire planning process in education
will hnvo to bo at tho State level, (Para 18),
(6) It is tho responsibility of the Central GovcininGnt
to take a long torm and the ooordinatod view of educational
dovolopmont and to ensure that regional irbalancos between

States are minimised. Special profrrannes will have to bo

devoLoped In tho National Plan Trom this point of viow. (Pari 19)
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(7) Thore is nood to involve toachors Intimately
and effocrtivoly in tho proparixticn and ImplomGntation of
educa&ioiiai planes (i aras 20-21;

(8) Nccosaary trrininj® c.iould be provided to
person8 ccncorned with formlaticn and implenentation of

Flans. (Para 22)

(9) Tho project preparation technique for formulating
educatiaial development prograEnep.should be adopted. (Para 23)

(10) E:?ponditure orientation of our educational
developmDnt ppograinnes should bo reduoed. (Paras 24-25)

(11) Pot eftective educational planning, it would n
bo necessary to decide priorities at different levels — National,
State and local. (Para 26)

(12) There is an urgent need for securing bettor
coordination between different agencies concerned with
educational planning and for better coordination between the
Centre an<S the State In the work of Han fcrnulation and
Plan inplementation, (Para 27)

(13) Tho meat urgent task in the field of improv?jig n
tho iEplenentatlcn of educationa?. plans is to change tho
prosent”Maintenance Administration” to Developmental m~dministratior:'
(PaTas 28-32)

(14) Tho organiaaticii of adequate programme of
insorvico education for educational administrators should
receive thb hi»hest priority in cur Flans* ~ first appointment

to tho admlAistmtive or aupervisory side, every officer should



—7>

bo regxiirod to undor,<p an Induction ocurso. The duration
and contont of such ooursos vrLU dopond upon tho level

is made
at which tho appcintRonl”ind the type of duties ho is
expected to perfom. Those training ooursee shcul'l bo

organised by the Stato Institutes of Education anVor

ether appropriate organisnticns. (Faras 33)

(15) We attach the greatest inportnnoe to the
Education Conndssion* s reoonnendation regarding the
establishment of a National Staff College for Educational
Administrators and reccunond that it should bo set
up innodiatoly and dovolopod to its full stature by the
end of tho prurth ?lar.. Tho possibilities of developing
it as an Indian win? of tho Asian Institute of Educational
Flanning & 4dctnigbration should be explorod.(Para 34)

(16) It is necessary to provide incentives
for actual professional growth shown by officers of
tho DOpartnent. (Para 35)

(17) While attonpts to develop inservioe
training progrannos should be undertaken in oarnest]|
it is equally essential tc supplement then by a crash
programiao of inscrvico education in which all »fficers In
educational administration at all levels will be reoriented
tc the ccmplox and difficult tasks of educational
roconstruction. The Centre and the State should flilly
cooperate in orgaaieiag this progranne which shoild bo

developed at tho District, State and National levels for
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difforont catogcrios of rfficjers. (I'arg 36)

(18) Appropriito Institutlcnal and poracnnol
arrangononts to lock after prcgrammes of qualitativo Improvomont
arc nocossniy if oducaticnnl administration is to bo reformed.

(Paras 37-43)

(19) Stops will have to bo taken to proviso
bottor supervision and guiJanco to schools. (Paras 44-48)

(20) The departmoixtal procedures and practices which

unsuitable
at present are very often unsatisfactory and ~ v . t o the
requirements of developmental administration should be reforwad#
(Paras 49-51)

(21) The functioning cf the education departments
should be made bz elastic and dynamic. (Paras 52-55)

(22) Tt is suggested that in the years ahead, much
greater eiiphasis should be liLaced on evaluation and educational
rosearch which should bo vigorrusly promoted. (Faras 56-57)

(23) The Indian wing of the Asian Institute of
Educational Planning and Adrrinistration should take up research
studies in the administrative problems of universities In
collaboration with IIniversity Grants Commission and arrange
appropriate training prograinnos for ths University staff of
higher caders. (Para 58)«

(24) The programiiE)8 for reform in educational
planning, adminietraticn and evaluation need to be developed
on a basis of high priority during the ?turth Five Year Plan,

funds should bo provided, on a basis <¥ hifh priority,for
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Btrongthoning ‘and Inproving oducatlonftl adndnlstmtlcn*

A 8atlsfact«py norm in this rospoct wenild ba that
Qxpondituro on oducaticn?xl planning, adminlstntlrn and
ovnluaticn,including rosoarch and insorvieo education

of toachors, hoadmastors and educational administrators
shculc’ bo of tho order cf oboui % of ihe totnl oducftticnal
exy)cnclituro.( Paras 59-63)

(25) A prcvisirn of Hs. 22 crrros is rooommondod
for various schomos ralatinp to improvomont of oducati”nal
planning, ar™ministration and ovaluatirn, ( Para 64).

(26) 1t wb—1 holp to watch ovor tho devolopniant
of programnos relating to cxlucaticnal planning, administration
and ovaluation, If the oxnondituro on educational

administration is shown as a separate sector in tho Plans.

(rara 64)



ANNEZWKI= |
Teohniquew of pteparin”™ insUtu*-lorjRl Plans

It uec™ D mo d n tochniquo of
priiparing ine*cicuxioal:fl”~jpo is a roal danger
that the institut:lrn(JL plans may dogcncrato into “charters
of demands * .vhioh *yvill bo beyond the capacity of auy
govjrnmcnt to mnot, Tliis wj 11 have to bo avoided and the
iM titutionol plans will liave tc bo prepared aa “programme
of sotiou* which the schools can underteko wl'Shin their
prcjcnt available rcsfiii—cs or with such additions to them
as arc imijcdiately pi~cticable. In fact, p?.nnning at te—
inetltutioml I-"vel can bagin with ithc question : Whpt can
you do evoti within ohe availabl™i resourbess or with joVe
small feasl'blc acT'Titicns 10 ilion? Qhife question is rarely
asked'. Sui when jnc studies institutior,s clOBely, One
finds that the*re 10 an infinite number of thj.ngs which
every institution can do, even Vv/Ithin ‘e available
physical and finanwial resources, if it can bring in a sense
cf duldyy, a livol/ ii:aginr,ticn and hard work to bear upon
the pi'Oblem, F-r prcparli)g institutional plans, therefore,
it iiithis approach that he3 4o be enphasisod. As the
EducationCcroiiission haL Gai(®

"Sveu wttliin its existing resourc’'es, however
elimiti.d they uay bo every educational institu-
tion can do a great deal more, tTirough better
planning and harder work, to impj.”*ve the
quality of education it provides'. In cur
opinicu, “herofore, tho emphasis ir this
L"“Womont should be, not so much onphysical
resources, as on notivatinr tho human agencies
concQmrd to "akc thoir best efforts in a
coorciuaxcd maniiex* lor wie iuprcvement of
education, a” thereby offset the shortcomings
in tho phyeical loaouroos. There are a large
numbor of programmos which aa educatiooal
institution can urdort-—'ke on the besis of
hionen offort at™ in spite of ppucity (B
physical! rosc—cMccsfr These include : reduction
in stognaticL and wcstago; improvcmont cf
teachilig methods* absistance to retarded
students; special attention tc gifted studdntg;
enrichment of cumicula; trying out new
tochniquee of vcrk* Improved method of organising
the inst.ructional programr” of the school;

and increasinc the professional competence of
1 aoUeis tarcu™h programmes of self-atudy,

I witad the planning aud implementation of
programmes of this type that shv'uld be
emphasised.” &

2« There Is ic'lm.n£ now in tliis idoe cf iaatltutionaO.

plans. There arj a number of good schooli= which propare
and implement their own plans of development even now. In

Bf.r.m—I: nf —o Ejuoatl.«'n p. 258



tact, au iupcruGut oritwria of a gccd dciiOvX xj it
dcos sc. \/hnt is pxopogcc. hero is thrt

wLioh is new ccnfincd oc a few iLstitutions is
cntiroly optic.iol, “hcul’ boconc bu rcacrtcd
to by all educ".tic nnl infjti™~ ticnn.

3. M5 aro tho steps ncodcd to introduoc a systen of
institutiOb 1 plans jr. e Stf;te? Tho fcllcwiug soggostions
in this recard aro pul fcrwaru for tho cor”ideration of
the Stctj GcvcrriLionts.

(1) 1t sliould bo a ccnJiticn of r™cognition and grsnt—
in—aid that tvcx'y institution prepares a fairly Icne—teiD
plan of its cwn dcvclcpDent. Against tho background of
this plr.n, it shculd also lje required to reparo c Five—
Year Plan (ocinc.ldin™ with the Stato Five Year Plans) ryd
an anni'.’'C. plan indicating Vhu tictivitiea "reposed to be
undertalica uuring the ensuing yoar»

(2) Theje pl'“ns r'r'pcao’i tho institutions “iculd
form the basis of the pc.uio(lioal inspecticrjse Tho objcct
of those inspccticiic should bo Po telp tho institution to
prepare the bv.st plana it c:ia within its available
resources and to guidj it for their successful inplcnenta—
tion® If tids la done the present ad hoc character of
inspection will zicctly disappear’. ~

(3) Sone broad guidoliuus for the propcuration of "such
plans should bo issued by the State Education Dopartnent.
Thoso will ~.ndicate, in broad terns® the policies of the
State GevarntiOnt included in its own plans which will' havo
to be reflected suitably in the plans of the institutirns*

It should, however, be clearly unierstcod that the guidelines
issued by tho State Gcvernae t arc reccnzicndatory and not
nand”tcry. It sliculd .pen tc scb 1, for given

reasons, not to tako up a progranno included in tho ‘guide-
lines, to modify tho protjrcimnes gi—ven thoroiu or evan tc

take up new progrannea net included in tho guidelines.

(4) An oven core iaportant ceacui*e is W nrraago
suitable trainiii“z in vho prc”ranue for all inspecting
cfficera of tlio otate and for headiiasttrs* This shoul.d
essentially be a rojpjnsibility of the State Xnjtitute of
Education.

(5) A Icng—torc plan wtll be prepared by the
institution tc be covered Jn such a period of tiao which
it doeno convenient-— TL” Five-Yoar Plana, as stated
earlier, sh”rld bo Dade to ccincido with the Statons c¥n
plans. For proparir® tho anniial plans, it is necessary
to provide 30 specific ziizc i the school years; and it
is, thero'yore, suggtisted that ab”ul a week* towards Its
end should be resor™ed for tho purpose. 7?he following
steps n&@r be taken vith ~.dvantaco J-

* This is indicative. The preciae tine could bo even
less and adjusted to tho needs of tho institutirn.
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(a) Tho aohocl should open for teachcra on tho
protcribci day brt thu tuicnts sh uld be
required to a 'vgck latere In other
.orrs, in tlio llrs™t week of tho opening of
t:V nch 1, the to”ch rs ahculd bo on duty
without beine required to take classos.

This period can then be c™nveniently devoted

in contjnucus cectinsi:: and di3c\;issionf» and

for preparinG a detailed annuel plan of work N
of the soLc'l in all its aspects; Po-curricular,
cur—"iculnr, clas3 pirns, subjcct—plpxns and
detal.lIQd plans for each progralLJne. -do school
proposes to undertake.

(b) Sioilarlv, & the end ~f the y?ar there
should be ~ week when teacheid are on duty
but the 3tu ients have U”en let off* This
week shculd bo utilised for a careful
evaluation of the iuplcaeritafcicn of annual
plans.

The inpleaentation of the prcposal is tliat the holidays
for students will be about two weeks longer than for
the teacher-. L'his nay appear as a losj of teaching
time. But the gain in terns of ouality of work will
ccnpenaate it in full or even nore*

(6) Reports of tho annual plan prepared in tho
beginning of the year should be available to the
inspoctii:® officer within a short tine thereof* The
sane should be done about the evaluation carried out at
the end of tha year. It shculd be an inportant part
of tho Lchool inspection to riliscuss these plans and
their ovalunti'n with the scli'?l staff pnd'authorities
(and where necessary, even wi‘ch students).”

(7) An inportant point to be enphaaiaeC in
instituticnrl plans is successful iiHplerontati?n. A
ccnnon tende.cy Is to nakj anbitious plans‘which sound
good on paper and then to inplcncnt thjii indifferontly.
This trend is also cnccurag”™d because tho Inipecting
Officer's often conpul schools to undertake a nunber of
progrannes. Thus befins ineffective inplenfcntation,
inefficiency and nlj.p—jh."l woi* which undermne the
utility of this pr cr<unDe which is erier'?iaQ.ly
qualitativ.. Tc avriCl twte woaknesces, it shculd be
clearly ViJ dovi that ‘n.t lew am Dut failure is a
criLic*» It shculd oo icit op:)n t |Igb achools tc nake
snail plans, if they so desire.; and no autenpt should
be nado to force anbiti ua pi.ans n thonr ‘It shculd,
hwwevei, be insibti*d —chai. whatever tho plan, it shculd
be inplencntrd —-dth tho best efficiency pO3t:ihle. Even
if the bcginn.ng i . liunblc”™ the ir—istitutj on nny, in the
light —f tlr egpctieu”c Wi_ic. inw-vitab .y ccnct' fron
sucoeesftul iupls,”'nta*tior taiie up ncre anbitious plans
in future— A little patience shown to wait for such a
developofcint will yield rich dividends.



(8) In proparing tho institutional plans, a doer
omphasis should bo laid on adopting donocratic prcceduroe

and on involving all tho “gencios ocnccmcd. It is
truG that this is basically a responsibility of tho
Hoadnastcr or the Principal, ‘ But tho Managing Connitteto

of the institutions Tdll naturally havo an inpcrtant
rclo to play. The Headnastor nust involve the teachers

intiiaately* The local ccnnunity will also havo to bo
involved in many prograninus. In soiae programoes, even
students will have to be involved. This bocones all the

nore important as one goes up the educational ladder.
It ®hould be clearly understood therefore that the
institutional plana js a sum-total of collaboration of
all these agencies involved.

4. Several steps will Ijae to be taken if this basic
idea of institutional planb is to be successfully
developed. Seme of tLe more inport'int of these are the
following

(1) The State Education Departments should be oriented
to a new mode of thinking. Their present insistence on
rigidity and uniformity should be abandoned in favour of
an elastic and <™namic approach. They should also
encourage initiative, creativity, freedom and experimenta-
tion on the part of institutions and teachers. It shculd
bo thoir responsibility to identify good schools and to
give them greater support and largo freedom to enable
thom to become better while, at the same time, providing
the necessary guidance and direction to the weaker
institutions with a view to enabling them to be good.

(2) Although the institutional plans have to emphasise
shumran effort rathor than additional investment in
physical and monetary terms* it is also necessary to
emphasise that the State Governments should strive to
make more and more resourccc. available to individual
institutions through liberalisation of grants. Side by
side, 1t is equally essential that every institution
shculd strive to raise its own resoiirces for its
development from this point of view, the following three
gteps will havo to be taken

(a) An Education Fund shculd be maintained in
each educational institution, on the broad lines
recommended by the Education. Tho Commission has said
that this fund should connist of (i) eunounts placed at
the disposal of the institutions by tho local authorities;
(i1) donations and contributions voluntarily made by the

" parents and the local community; (iii) a bettoroent fund
levied, in institutions other than primaiy schools,
from students; and (iv) grant—in-—aid given, on a basis
of Equalisation, by the Stato Gcvernmontc

(b) The system of grant—in—aid should bo reformed
to encourage excellence. The grant—in—aid to educational
institutions should bo divided into two parts. The
first is the ordinary maintenanco grant on some egalitarian



principles which will oneuro the pg-riait cf toaohcrs*
salaries and a certain ioiJai"uun cTpendituro for oth"r-—
Itcns. 't thor© should hlao bo a special »Devdopmcnt
Gr*—nt* given tc instituticn;® on the basis of their
perf'inanco. This will pniiotc a ocinpctitlcn for
uxuolleuoci aiaong the different educational institutions
anl lay the foundiation of a irovenent which, in the
ocurse of tine, would suceea In raising* standards all-
round.

(c) I deliberate policy to encourage the pursuit of
excellence should bt adopted. At the school stage, good
school” should be allowed to develop into *experiaontal
schcols* and freed from who shackler. of external
examinationa. A slLiilar stej should be taken at the
university stage by the development of *autoi3iomous
colleges* or a ucre llborol uxeroise cf-the authority
vGstc:” ir® tho uo'm mmcnt cf Indie to declare institutions
as *deeae:l universities»x Sncou:?agomoiit and assistance
should be given o outstanding de”artncnts of
universities to grow intc Centres cf Advanced Study and
in s:00 universities r.t lenbt, clusters of Centres of
Advanced S.tudy shoold bu built up in related disciplines
that strengthen and aupporu one ‘another*

(1) The different educational institutions should
help each O'ther in developing this new concopt of
institutional plana. Prou chls point of view, the
progranme of ‘school complexes™® recomenddd by the
Education”™CoDnission desorvos oonsideration. Under this
progri=imiLC, each secondary school will work in close
collaboration with the p¥imaiy schools in its neighbourhood
and help tlicD, through guidance services and sharir”™ of
facilities, to improve thenselves. The sane process can
be rcpeaxoa a‘c a higher level between colleges and
universities on the one hand and the seoondary schools
in tlieir neighbour hood on the cxhur. At present, the
teachers ct diffeient stages of e'“xcstion”™ai‘'e engaged
in a dialogue cf uutual rccrinination and*passing the
buck. For instance, the universities blame the secondary
schools for sending up weak students and the secondary
schcols pc.S3 on thw blare to prinary schools.. The
pregracLie " ijcaco.l cNITDIt xct .vccojiiiondcd by the —Education
Coi3m.SGion vrill xut an ond to al?. thic. and bring the
different stages cl cduc ““icu together In a progracine of
nuturil cei—vlce aal supoc™'t.

Om dore point acvj™s enphasj.s In this context.
The success of a progiaciiiie cf irgtitutional planning will
bo directly proportional to the o't*nt to which the
teachers working in an Inst .tutlon idcrr.Ify thonselves

with Its devod opnent. i i“rivate achools, this idontifi-
cation is oasler to bo achJ.cvL. . beoausc the teachers *
ronain non—transferf.ble. In lact, wliurc a private
institution iIs In a pcsiii.n 0 cai’c—t cclLipetent and
dedioatod teachers a):d g: uffoctive hand in its

adninistration, tho pro:j'il»jiv of i.iatliuticnal planning
is likely to bo cho Lctst succcssTiili Fvory private



iiastitutlon should thereforo strive to thia 60<d, naaoly,
to attract oompetont and dcdicatod teachors and to give
thom an offectivo voioc in running the institution.

In (Jovornmont or LoocJ. Bodies institutibne, tho

position is a little different. Hero the teaohers

belong to a cadre and not to tho institution and ajro
liable to be transferred to several other institutioner
of tho sane type. In practice, such transfers are also
fairly frequent. The teachers therefore develop loyalties
to a cadro rather than to individual institutions. It
will thoreforo be necessary to adfipt policies under which
teachers working in Govomnont cr Local Aurhority schcola
also could bo enablec* to identify thonselves with
individual institutions. This can be d.no by creating
committees of managements or boards of governors for
individual institutions, by reducing transfers tc the
minimum and by giving tlic teachers workii®, in these
institutions an ej|fective voice in their development.

6. The leadership in the preparation and implementation
of the institutional plans will again have to be provided
by teachers themselves.

(t) Primary Schoolr’A A very difficult problem is
the preparation of plans for priucry schools, especially
single—teacher schools. The first step to this end
will be to train priixiy teachers and headmasters iIn
this task. This Itself ¥ a formidable task, in view of
the numbers involved. 3ut this will not be enough and
it will be necessary to provide them with continuous
guidance and aasistance, For this purpose, it is
necessary to adopt the scheme of school complexes
recommended by the Education Commission. Each school
complex will include a nigh/higher secondary school as
its centre and all- the prim”~iy schools within an area
of three to five miles of the central secondaiy schools.
All these institutions should bo treated as a unit for
pui”oses of educational planning and development and an
attempt should bo made to regard it as a ~living cell*
in education. It vdll generally be a small and a
manageable group of teachers which can function in a
face—to—face relationship within easily accessible
distance; and it will also have the essential taloflt
needed because there would be about half a dozen trained
graduates within it® This group of teachers can easily
help each other and ensure that the primary schools
included within the group will prepare and mplement
satisfactorily plans of their ovn.

(2) Secondary Schools; The guidance to the secondaiy
schools iIn preparit™ ani—implementing institutional
plans of their own will be provideu partly by the
Secondary teachcrs thtmselvec and partly by tho colloge
and the university teachers. It is desirable that thor«
should bo a secondary school headmasters* forum in ©ach
district; and it shoiild Lo a responsibility of this
forum, working through its members, to give guidance to
tho secondary schools '-o prepare and implement their
plans« Similarly, oay also create a schccl—-oomplex
at a higher level oy liniiing a college cr university
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departraent with a number of high/higher'secondary

schools »ithin its neighbourhood. The teachers of

the college or the university departuont concerned

can then work with the.teachers of the secondary

schools in their area and ~uide then in' the prepara— g
tion and iuplementation of their plans,

(3) Panel of Inspections. Yet another method under
which teachers can provide guidance in preparation and
implementation of the plans of primary and secondary
schools is to adopt the systom of ’panel inspections*
recommended by the Education Commission* At present
all inspections of primary aiid teecondary schools are
carried out by departmental officers on an annual
basis. While this should continue, the Commission
has recommended that wo should supplement it with a
systom of panel inspections of primary and secondary
schools to be carried out every threo to five years.

Each panol will consist of a group of selected teachers
or headmasters (including the headmaster of the school

to be inspected) and may have a departmental officer

as its Secretary. The panel should spend a longish time
in each institution so that it is able to evaluate its
work and give proper guidance. The principal advantage
of this system of panel inspection is that it will

make the experience and expertise of senior and competent
teachers available to all others.

Polleres: The colleges will be in a position,
without much difficulty, to prepare and implement their
plans— The guidance needed by them should be given by
th3 universities.

(5) Universities: The universities should prepare
and impTLmcn t plans of their own and 'for tiiis purpose,
they should set up Academic Plannir® Boards on the lines
Recommended by the Education Commission. These should
consist of representatives of the university, along with
some persons from other universities and a few
distinguished ana experienced persons in public life.
The Boarus should be responsible for advising the
university on its lon®"—term plans and for generating
now idoaa and new programmes and for periodic evaluation
of the wcrk of the universities.
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Number of Inctitutlons and number of 6tudi»nts officer
in State Educr.tional Dlreotorrite & Inspeotornte ooimeoted
with direction and inspection of schools, 1963.

Axmexure

Total staff Total No, Total enrol- Load per officer
connected of Schools ment in iJo. of iJo. of
State with direc- for gener- school cla- insti- students
tion— and al fdu— sses (gen— tutions.
inspriiction. oation* p*il edu¥)
1 k - 4
lillnchra 727 41,034 4,282,383 56 5,890
Pradesh
Assam 396 20,901 1,727,211 53 4,362
Bihar 1,200 48,196 N 512,645 42 3,751
Gujarat 400 20,909 3,132,~16 52 7,832
Jammu & 59 4,823 376,795 82 6,386
Kashmir
Kerala 152 10,330 3,632,326 68 23,697
Madhya Geo 35,124 2,961,265 44 3,702
Pradesh
Madras 461 32,432 5,186,882 68 11,251
Maharashtra 850 40,624 5,766,36% 48 5,76/.
Mysore 435 30,868 3,464,139 71 . 7,964
Orissa 607 26,896 1,827,499 44 3,011
Punjab 445 16,575 2,798,371 37 6,288
fiajasthan 533 20,757 1,773,336 39 3,328
Uttar 1,214 56,567 6,907,826 47 4,310
Pradesh
West Bengal S32n 36,937 4,314,439 . 6,110
Total s 442,973 52,664,599 50 5,977

* Excludes Socit?.l Education Organisers (Men & Women ¢ 3fi2)



— 36— Aar«dur« Xl (contd)

Number of teachers per officer iu State Edyoationeil
DireotorRte ‘jjad InspeotorRta connected with direction
and inspection of schools, 1963.

"otal Total No. of No, of teachers
tttr.ff connec- teachers in per officer.*
State ted with dir— schools for
—»tion and genorpl
cduoi.tion.
Andhra Ppadeah 727 12,655 17
Assam 397 51,718 131
Bihar 1200 119,104 99
Gujarat 400 86.045 215
Jeunnu & Kashnir 39 12,964 219
Kerala 152 115,805 762
Madhya Pradesh 800 109,406 - 187
Madras 4n1 164,180 356
Maharashtra 830 166,609 377
Mysore 435 93,784 216
Orissa 607 58,859 m 97
Punjab 445 73,837 166
Rajasthan 533 62,695 118
Uttar Pradesh 1,214 192,804 159
West Bengal 532* 142,682 268
mS5/5TT 146/;, 197

Note*— Figures in column 2 relate to staff connected with
the direction and inspection in the State Educational
Directorate and InRpectcr'ite, This excludes the
staff employed by ccrpcrntions and local bodies,

* Excludes Social Education Orgo.nioers (Men & Women — 382)
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