DESCRIPTIVE-CUM-CRITICAL STUDY OF
EDUCATION SYSTEM IN ANDHRA PRADESH

CENTRE FOR EDUCATIONAL POLICY & MANAGEMENT
ADMINISTRATIVE STAFF COLLEGE OF INDIA

25 March 1976



ﬁawm
VBS i

BOG. No.... ]

Bpge e

mel Swtemz Uhnit.
% "dnmmml
P bR n
el th =110016

................Z&‘ L



25th Marech, 1976

Shri C.8. Sastry, IAS
Secretary to the

Government of Andhra Pradesh
Department of Education
Secretariat

HYDERABAD - 500 475 A.P.

Sub: Final Heport on Re-organisation of Education-
Descriptive—cum-critical study of Education
System in Andhra Pradesh by the Administrative

Staff College of India, Hyderabad

Dear Shri Sastry,

On 26th of June, 1975 the Government of Andhra Pradesh vide
G.0.Ms. No.746 entrusted the Administrative Staff College of India
the task of Descriptive-cum-Analytical Study of Education System in
order to re-organise the State Education Administration in Andhra
Pradesh. We have now great pleasure in transmiting the enclosed
document which describes our findings, provides critical analysis of
the same and offers a frame work for re-organizing the State Education
System.

The proposed frame-work is an attempt towards increasing the
responsiveness of the State Education Administration to the felt needs
of its client systems the students, the parents, the teachers and the
multiplicity of managements in the State. It envisages greater atten-
tion to policy, planning, monitoring and control at State and Directo-
rate levels, and decentralised Boards of Education at the District and
field levels., It also reviews the existing system of "inspection" in
School System and suggests alternative ways of improving the performance
of teachers and schools.

Should the Government be pleased to accept the enclosed report,
we believe it would require concerted planning for implementing the
new structure. The implementation may require re-orientation or skill
training on the part of some administrative personnel but it would not
involve additional expenditure or man-power. The Administrative Staff

College of India would be glad to assist you in implementing the new
structure.
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We should mention that in course of our study we received
responses from over 2500 people associated with the Education
System in the State, and full co-operation from all quarters in the
State Education Administration. Without their help we wouldn't have
been able to complete this study.

With personal regards,

Yours sincerely,

0-Ph s

Dharni P Sinha
Chairman, Centre for Educational Policy
and Management

Encl: As above

E.R/-
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CHAPTER ~ I

Introduction

The Government of pAndhra Pradesh in June 1975,
entrusted the Administrative staff College of India,
Hyderabad, with the task of examining the educational
administration of pndhra Pradesh, The main objective
of this report is to describe and critically examine
the existing system of educational administration in
amndhra Pradesh,

The Government of Andhra Pradesh has been
deeply concerned with the phenomenal growth of its
education gystems, It's annual budget on education
is close to Rse. 100 crores, Exhibit 1 gives the
State Education budget for the last four years. The
Education Administration has been struggling to meet
the needs of its client-systems, students, teachers,
and various kinds of management, However, the -
Government believed that the education zdministra-
tion was not responsive enough to the felt needs
of the client-systems, particularly, the teachers
in the State, And it was suggested that there was
an urgent ﬁeed to "Reform the Education System on
sound principles of managément".

 The State Education administration in

Andhra Pradeshy, as one may see from the enélosed
organisation chart, (Exhibit 2), consists of a

1 arge number of Directorates of Educgation., This

i



study; hdwever, is confined to the evaluation of -
Directorates of Primary, Secondary and Higher educa-
tion and the State level institution affiliated to
thesey, besides the State administrative systems in
the digtricts and the blocks,

The primary task of the study is to des-
cribe the existing managerial processes at State,
district and block levels; to identify issues of
managerial concern gt different levels of educa-
tionagl administration, and finally to generate .
alternative models for reorganising education ad-

ministration in the state.

The study was designed in three phases.
In the first phase attempts were made to identify
the problem-areas for educational administration
in the State., Also we c0n;tructed and pre-tested
questionnaires for key officials of District .
Education System as well as teachers and princi-
pals of schools and colleges., In the second phase
we collected data through guestionnaires as well
as through in-~depth interviews with a sclected
group of 217 respondents drawn from various parts
of the state. In the third phase, we processed
the questionnaire's data through computef and
made detailed analysis of interview data. The
analysis was discussed extensively with the re-
search team in the College, which identified -
possible gaps and tried to fill them up with fol-

low-up interviews.



First Phase:

The first task was to define the frame-
work and the objective of the study, as well as
the methodology for achieving the same. Towards
this a3 series of meetings were organised with
the Education Secretary and the key administrators
at the state level. Also independent interviews
with the Directors of higher education and school
educatibn were held. The second task was to iden-
tify the problem-areas for Education Administra-
tors in the State., Here, a series of half~day
workshops were held with District Educational -
Officers, Gazetted Inspectors and Deputy Secre-
tary of Zilla Parishad, Deputy Inspector of
School and Extension Education Officers: also
with g group of teachers and principals of
schools. .These workshops attempted to identify
the role-related problems and sharpened the
frame of inquiry, and the kind of questions to
be faised in the survey. The workshops were
“held for each category of personnel separately
so that the issues related to rQles could be

understood sharply.

The third task which overlapped the
first and second, was to construct questionnaires
for administering to five key functionaries in
the State education administration. The workshops

helped in testing and refining the questionnaires,



Second Phase:

As this was designed to he a macro-level
study of the Education administration in the State,
it was necessarv toscollect data from the State
level units, The key units in the systems are the
Secretariat, the Directorate of Public Instruction,
the State Council of Educational Research and -
Training (SCERT), the Intermediate Board of Educa-
tion and the Commissionerate for Government FExam-

in ationSo

The mode of data collection from these
units was primarily through unstructured inter-.
views, The emphasis wass howevery, laid on organ-
isational structure, linkages, appropriateness
of certain relationships between hierarchical
and horizontal units and crucigl problem-arease.
Issues were raised, based on the contents of -
the interviews. Documentary ¢vidence were gath-
ered to supplement the interviews, This docu-
mentary data was in the form of Government
orders, rulings of the Government, Statutory
Codesy, Administrative reports of various nature
etc,

The questionnaires designed for Gazet-

Extension Education Officers and Deputy Secre-
taries were scent to the concerned persons, In.
the case of teachers and Headmasters, the res-

pective D,E,O's were requested to transmit the



questionnéires to the Teachers znd (leadmasters of
all the four types of schools i,e, Government,
Private, Zilla Parishad and Panchavat Samiti
Schools,

The return of qguestionnaires was fast
enough and in all the rate of response was rang-
ing from 27.3% to 04,3%,Table-~1 presents these

figures 1in detail.,

TABLE = 1
QUESTIONN AIRES
Respondents Mailed Returned Percentage
of return
le District Edn. 22 14 63. 6
Officerg
2 Gazetted Inspectors 67 45 67,2
3. DYe Secretary 22 6 27,3
(Edn.) Zz,P,.
4, Dy. Inspectors 338 28 5 34,3
5., Extensicn Officers 338 175 51,7
6. Hcad Masters and 2300 1200 5241

Tezschers

Total . 30Z7. .. 1725 55,9

——— . —— vyt o — ——— e s e



Primary and Secondary School Systems,

Educagtion administration, especlally for

is located

in districts where from it 1is organised and direc- .

ted.

Hence,

the plan of research provided for the

exploration of the district education administra-.

tion,

In order to have 3 coverage over administra-

tive problems three representative districts were

identified through purposive sampling techniques.

These districts were:

(1) cuntur in Coastal

andhras (2) Kurnool in Ravalaseema and (3) taran-

gzl in Telangana.

The following table shows the

number and categories of personnel interviewed
in the State.

Sl

o Category of Personnel Interviewed Number
1 District Collectors 3
2 D,E.Os 18
3 Chairman, Secretaries 2 Dy. Secre- 11

taries of Zilla Parishad
4 Gazetted Inspectors 16
5 Deputy Ingpectors 190
6 Junior Dy. Ingpectors 2
7 Txtension Officers 12
8  Block Dcvelopment Officers 2
9 Manager=-cum- pAccountants 7
10 Panchavat Samithi presidents e

Contd, ..



Si Category of Personiiel Interviewed Number

11 Junior College Principals 6.

12 Headmasters of Schools 29

13 Teachers 28

14 Leciurers and Principals of 23
Colleces of RBducgtion

15 Representatives of Teachers! 6
Associlatiors

16 All Top Gecretariat Perscnnel 6

17 All Top Directorate Personnel

including Boards of Second=
ary and Intermedigte Educge
tion and SCERT

Total 217

——— y vy 2

¢ et P g g i ey S e

The third phase, the phase of analysis
and preparation of report,took almost three months
of the study time. Here with the help of computer,
we processed the data collected through question-
naires and with the help of team of researchers
we ahalysed the data collected through interviews,
In the process of analvsis we tried to identify .
the strengths and concerns for education adminis-

tration at various levels, also the attitude and



aspirations of key functionarias in the administra-
tion, In this phase we had a series of seminars, -
primarily confined to the researchers in the Col-

lege,

Having prepared the draft it was agreed
that we should first present a summary analysis to
the State level administrators. and then develop
a strategy for eliciting reactions to the report
from administrators at the State, District, pPancha-
yat and Block levels, as also to generate discus-
sions on the alternative models for re-organising
Education Administratién. It was felt that the
recommendations emerging out of full participation
of the implementing officers would be more prag-

matic .and operational,

The report in the following pages is
presented in historical and ethnogragphic perspec-
tive. The first chapter describes the structure
and function of the State Education and aAdminis-
tration during the past 20 years, since the
emergence of the State of Andhra Pradesh., The
second describes the administrative processes
in the wvarious sub-sv/stems of State Education
Adminigtration: the Educsztion Secretariat,
Dircctorates, Bozrd of Intermedigte Studies,
Board of 3ccondgry Education, 3CTERT, the Dis-
trict =ducational Office and Zilla Parishad,
and the Deputy Inspactor of Schools and the

Rlock educztion administration, Having described
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the structure and function of education administra-
ticn we have raised critical issues of concern at

di fferent levels, These issues are in the form of
comments, questions and observations, Around these
the new model of education administration will emerge.
In the fourth chapter we have reviewed the State
Education Administration as a system and raised hasic
dilemmas confronting the system today., 1In the last
chapter we have recommended a model for reorganising
the State Education Administration; once the broad
philosophy, strategy and concept underlying the model
is accepted, details may have to be worked out for
implementing the same., The reorganisation suggested
has very little financial implications for the State, -
though it may have far reaching consequences in advanc-

ing the goals of education in Andhra pradesh,

This report lands itsclf to the total
system of the State Education Administration wherein
issues raised are germane to the. future of‘state
Education. It alsé provides sub-system diagnosis
and analysis, for example, one can look at the
chpater on Dircctorate and report to the issues
raised therein, which will be directed at improving

the effectiveness and performance of this sub-system.
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ExHICIT o 3e STATE_ EDUCATION . BUDGET Rs. in Lakhs)-
{ Head of ACTUALS 1972-73 _LREVISSD ESTIMATE 1973-74 |} ESTDMATES 1974-95 ESTIMATES 1975-76:
cwnt. ON-~ i - -

Ac Plan Plan | Total| % gzg; Plan | Total ! % gfgn Plan | Total ! % gfg; Plan  Total y 4
{1.University ; { )

Education.! 752.66 £§2.18 834.84;13.10 1054.39 88.69{1143.04 !14,591071.45 24.311}095.76%12.38 1278.94§96.07 11375,01 4,39

2,Pre-Univers : : ; {*‘

sltX/Inter# : i 1 .

teAEdQ.l43.97 94,00237. 97' 3.73; 251, 03 77.491 328.47 ; 4,181 385.93 16.951A402.88 4,56 420,86}67.60 488,46 S5.11

3.5econdary‘] f * 1 ) - ;
) Education 12101.98 104,22 2206.2034.62_2473.3ﬂ137 61 ?610 93 133,26 i12898,2% 81.00:2978.,25133,65 )3146.60 62,02 §3210,62 233'60,
Z.Pelmary. | 1
| Sducation {2789.58 18448 2970.2@46.62 3371.58 213. 563585 14 .1 45.07 3904.29256,30,4160.59 47.00 { 4074.96|228,73:4303.69 145,04
;Jo§p9C1al - 3 ‘ fL H . ’ ’
| E'ducation 49,4 604]. 552.82 038 59.73 3.14 62‘087 X 0.80 78.4d 3.58 . 82.07 0092 63 076 2.80 66.“ : 0070
6.Administrad . : : L M ‘ o ' {,

tion: 16.78 0.27| 17. 03 0.26] 56.76 .-1.2% 57,99 . ! 0,74} 61.21) 7.08} 68.29] 0.78 63.97| 8.25; 72422 § 0.75
7.0ther Mis- ) ‘ T T ’

cellaneocus : . : ?
8, TOTAL 5889.25%82.24 6349 100 7297.39?545.527842,91 100 [8437.51 413.12% 8850.43] 100 9077.141477,6719554,81 100

Source : Directorate of Public Instructions.
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there were Regionjl Directors,

2e Inspectors.

The education dig-.

did not synchronise with the revenue disg-
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CHAPTER = II

STATE EDUC AT IO _ADMINISTR AT ION

—~ Historical Review

The administrative structure of the gtate
education system today, is the synthesis of the
different patterns that prevailed in the Nizam's
Dominion and the pmndhra Region, before 1947, This
synthesis came about effectively in 1956, when the
Telangana and the Andhra Regions were merged,
leading to the formation of the state of "ANDHRA
PRADESH",

In the Nizam's Dominion, there was an
Educ gtion Dcpartment, that was in charge of all
educzgtional matters., The key functionaries were
the Education Secretary and the Director of pPublic
Instruction (DPI) was assisted by a number of
subordinate officers. At the District level were
the District Education Officers (DEO) (one for
ecach district), who were assisted by the Deputy
Inspectors and Inspectresses. The revenue district

was co-terminus with the educational district.

The pndhra region was governed by the
pattern that was existing in the composite State

of lladrase. Therec was a DPI at the Headquarters,

the DEOs and the Inspectors. The education dis-.
tricts did not synchronise with the revenue dis-

"tricts,
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STATE EDUCATION SET-UP _IN 1956

Secretariat:

At the State level, after the emergence
of Andhra Pradesh, was created a Department of Educa-
tion, headed by a Minister, Under the purview of
this Department came all bYranches of education i,e,
Primary, Secondary, Higher, Technical and Social.
The minister was assisted by the 3Education Secreta-
riat, headed by a Secretary of the IAS rank and
supported by two Deputy Secretarics, and five Assis-
tant Secretaries. There werc about 22 sections that

took care of all ceducational matters.

The Education Secretariat had the respon-
sibility for evolving general policies and plans,
introducing legislative measures and serving gas
a liaison betwcen the Education Ministdr and the
various directorates that deal with the executive
aspccts., This role of the Secretariat and also its
internal structure continues even today. At pres-
ent, there are as many as eleven Directorates

within the purview of the Education Secretariat,

Dircctorgte:

The Directorate was the chief executive
body responsible for the implementation of the
policies framed by the Education Department gnd
to administer the Primary, Secondary and Higher
Education of all government and private institu-

tions., The mgjor functiong of the Directorate
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Were¢ organilisation, inspection, supervision and
discipline, At the headquarters, there was a DPI
Who wWas assisted by four Deputy Directors, onc
Assistant Dircctor, three assistants and three
special officers, each of whom was in charge

of defined functions,.

P2

Ficld Level Organisation 1956:

Then there wexc Five Regional Jirectors,
each of whom supervised over the work of around
five DEOs, There werc 30 DEOs at that time,
includiny one agency educational officer, This

]

Was because somne of the districts were splitaup

into twWwo or more educational districts. Further
dowin, there were 5 Inspeciresses of Girls!
Schools and 82 Deputy Inspcctors, Exhibit 3 gives
a brief organisation chart of the State Rducation

System in 195606,

ADiIHISTRATIVE CIANGES 1956 . 1975

Local Bodies:

In 1959, the concept of local-self
Government gained promincnee, and the Panchaa
vat Raj Institutions werc created in the form
of Ziila Parishads and Panchayat §amithis.
Subsequently, in 1961.62, a number of primary
and secondary schools Werc¢ placed under the

local authorities,



,1.' 3

This change did not however result in any
significant modification of the structure, either
/at the headquarters or at the regional level, but it
certainly did nccessitate alternations below the

level of the DIEOs.

The position of 3 Deputy Secretary (Educa-
tion) was crecatcd in the Zillga Parishad Offices of
each district, The Deputy Secretaries who were
employeces of the Education Department were to look
after the administration of the Z,P. Schools and
also provide liaison between the Z,P, Offices and
the Education Department, The Deputy Inspectors
having jurisdiction over the Panchayat Samithis
had also to gserve henceforth in the capacity of
Extension Officers, besides performing their task
of inspection, The reorganisation of the jurisdic-
tions of the DIs was made in such a way in.the '
rural arcass so as to make their ranges co-terminus
with the blocks., Therefore, under the new set-up
the number of ranges of DIs were equal to thoée
of the blocks in the rural arcas. But separate
ranges were formed for the elementary schools in
urban arcasy; for the Urdu Elementary Schools in
mdhra areasy; and for the Elementary Schools in

Agency areas.

This organisational structure continued
until 1965-66, with some changes here and there,
At the headquarters, the only significant changes

s - ‘,’!".?:'» ¥
were that the Director of Public Instructlogﬂﬁgsw
. 7 e
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also made the Commissioner for Government Examina-
tions and the Director of public Libraries, Also,
one of the four Deputy Directors was promoted as

a Joint Director, while the post of the "gency
Educ ational Officer" was aholished, whose work
devolved upon one of the DECs. Conscquently, tﬁg

number of the DiOs was reduced to 29,

Organisational Thanges in 1965

In 1965, radical changes werc made in
Education administration, both at the headquarters
and at the district level, These modifications
wore made in response to the proposal made by the
DPI, The objective of the re-organisation was to
strengthen the district administration in order to
expedite the adminietrative matters. It was also
meant to strike divorce between the academic and
the agdministrative aspects., In accordance with |
the G,0., Ms. No. 1771 Genl. admn. (Spl.A), the

following changes were made at the headquarters.

The monolithic character of the DPI was
brought to an end, It was bifurcated into the
Nirectorate of Public Instruction and the Direc-
torate of Migher Education, The Government Order
stateoss "The CGovernment after mature considcrag
tion aﬁd éonsultatién havea décided io bifurcate
the present Dircctorate of Public Instruction by
constituting a separate DHE to look-after Colle-
giate Education and aglso the directorate of Pub-

lic Libraries"”,
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All along the line, a distinct division
of functions was made. Under the direcct control of
the DHE were placed the Colleges of arts and Scien-
ce, Physical Education, Oriental and Training Col-
leges, Besides these; the other subjects which came
under the sway of the DHE were related to the post-
matriculation scholarships, the State Institute of
Education, the science Fducation Unit,the Evalug-.
tion Unit, znd the Bureau of Educational and ¥Yocga~-
tional Guidarce. Subsequently, the last four units
were constituted into one single body called the.
state Council for Educgtional Rescearch and Train-
ing (SCERT) which came to be established as an

academic wing of the Directorate.

As a result of this bifurcation, the posts
of a Deputy Director, Zlementary Education, and of
two Assistant Directors of Public Instruction were
transferred to the DHE, In order to create a post
of an Accounts Officer in the DHE.,, it 1is said
that the post of the Secrotary, State Text Book

Committee, was surrendered to that Office.

According to the report of the Depart-
ment of Hicher =ducation 1966-€7, the functions

of the DHE were specificaglly mentioned as:

1. Management gnd Administration of
Government Colleges and State

Institutes,
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2. Sanction of arant-in-aid to affiliated
Private Colleges and also auditing of
the Accounts of pAided Colleges under

this department,

3., Sanction of 35cholarships of all types
sponsored by the ZGovernment of India

and the state Government,

Besides, the Director of Higher Eddcation
was also made an ex-officilo memkher of the Syndicate
and other bhodies of gll the Universities in the
State.

Reorganisation at the District Level:

Following the G,0,Ms.No, 1630, dated
10,6,1965, changes were brought zbout at the dis-
trict level, The change was necessitated owing to
overwhelming administrative functions which hardly
allowed effective academic inspection, and follow-
up programmne for improving the standards of
schoolse. Separate positions for inspection gand
for administration were created with g view to
toning up the academic standards in Secondary

and Training schools.

In order to conform to the jurisdiction
nf Blocks and Revenue nDigtricts for purposes of
Planning and Decvelopment, the Government aporoved

a New proposal for reorganisation, Under this
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scheme of reorganisation, the posts and offices of
the five Regional Deputy Directors of pubhlic Instruc-
tion were abolished. There were also to be no offices
of the Deputy Directresses of Public Instruction

and the Inspectresses of Girls' Schools,

The posts of the District =ducational
Officers were upgraded to the status of Deputy Direc-
tor of pPublic Instruction and the DECQs were made
responsible for a1l educational matters pertaining
to thelir respective districts. The educational ]
district was syncliironised with the revenue district.
Conseguently, the number of DEOs now became 22,
including the one who was to be exclusively in
charge of educational matters in the twin cities,

besides the one in charge of Hyderabad district,

In order to facilitate the task of inspec-
tion of Secondary and Training Schools in the Reve-
nue Districts, posts of the Gazectted Inspectors
(GI) of schools were created. Each GI was to inspect
40 to 50 schools. It was also provided that at
least one GI in each district must necessarily
be a woman officer. The proposal of the DPI
(Lr.Rc.No. 450-K4064, dated 29.10,1964) for the
recorganisation which was accepted by the Government
of andhra Pradesh, pointed out that by virtue of
this rcorganisation there will be five main advan-

tages:
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Eliminagtion of administrative delays

to a large extenty

Organised and uninterrupted inspection
of Secondary and Training Schools and
follow-up programmes to tone up acade-

mic standards;

Disposal of zll administration matters
(except matters of Policy and Procedu-
ral changes) pertaining to elementary,
secondary and training schools at the

district level;

Collection of correct statistical data
required for purposes of planning, etc.

according to the time scheduleg

To provide facility for correct budget-

ing and appropriation of expenditure.

Reorggnisation at the Block Level:

In accordance with the G,0., Ms.No. 1600,

dated 5.6.1965, changes were also brought about at

the block level., At each block headquarters, offi-

ces of the Deputy Inspectors were opened. The DIs

were made accountable to the DEOs directly, gand

were to be'completely independent of the Pénchayat

Samithis,

The G,0, also says that the DIs are to
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look after the inspection work exclusively and no
administrative work is to be entrusted to them.
They were to be assisted bv the Junior Deputy

Ingpectors.

Further, for each Samithi there would be
an Extension Officer (Edn.) of the B.Ed. cadre., -
Though the EOs were to bhe recruited by the Educa-
tion Department, yet, they were put under the ad-
ministrative Jontrel of the Local authorities.
The EO was oxpocted to estahlish rapport with the
locagl masses and create among them a sense of
awareness to impart oducation to their children.
He was also to see what improvements he could
suggest in the schools in order to facilitate
their progress. Please scece Exhibit 4 for the

Organisation Chart in 1965,

Changes in 1967:

But only two years later, in 1967, the

position at the headquarters was reversed.

Following the G,0. Mse. N0.360, dated
4,10,1967, the DPI and the DHE were amalgamated.
The merger order issued by the Covernment clearly
mentioned that the "bifurcation did not work".
However, it did not specify the exact nature of
problems which arose due to bi furcation. aAnother
change that was-made in 1967 was to amalgamate

the four units - the State Institute of Education,
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State Evaiuation Unit, State science Education Unit,
and the State Bureau of ZEducational and Vocational
guidance into a singygle body called the 3tate Council
for Zducational Research and Training (SCERT), It
Was cnvisaged that this body should act as the acaa
demic Wing of the Kducation Directorate, (Sec Exhi.

bit 5 for thc organisation structurc in 1967),
Ghanges in 1971:

This situation cxisted in more or lcss
the same form until 1971, vhen a few significant
ciranges océurred. First of all, there was a partial
bifurcation of the DPI which was more 'functional'
in nature, rather than an ‘'organic! separation,
Correspondingly, thercforc, a new arrangement
was made in the Education Sccretariat itself,
Undcr the new system, .a post for the Educational
Advisgr was crcated in the Secrctariat, dn Offi-
cer of the IAS rank took over as the Educational
Adviser and DHE.cum-Ex-officio Education Secre.
tery - GeO.No, 2554, GiD (Spl, ) dated 21,12,1971,

This change was also ncccssitated,
because, a tWo.year Intermediate Cyyrse was intro-
duced and this aspect of higher education had to
be given greater attention to, Thercfore, all
functions of the DPI concerning higher education
in ‘the State, including the'juhidr‘éollegesvwerev

now cntrusted with the Educational Adviser, who
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was desicnated as the Dili,

The Bducational Adviser performed the
functions of the Secretary of Education in matters
rclating to Higher education although therc vias a
fullfledyed Education 3ccretary, This type of ad-
ministrative sctoup was devised to facilitate
expeditious disposal of matters, and also to pro.
vide a channel for effective co~ordination between

t

the Secrctariat and the Directorate.

Also in 1971, by virtue of a legislative
act, the Jdndhre Pradesh ioard of Intermediate Edu-
cation Vas created, Expiibit 6 gives the briof

organisation structurc as of 1971,

Howcver, in 1973-74, the old setm-up in
the DPI was rcstored, and the post of the Educa-
tional #@dviscr was abolished, édministratively,
therefore, the =Zducation Sccretary and the OFI
verce to b¢ entirely responsiblé for the work to

be pcrformed in their respcecctive spheres,

desides, in 1971, the government,
following the non-detention policy, created a
new role for the SCERT j,.,e, for training the
teachers in ncw academic plans, which is popular-
ly known as Statc-widt &cadcmic programme. Al-
though the structure of the SCERT remained une.
changed, its activity patterns changed considere

ably.
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The Position in 1975:

In 1975, the DPI was bifurcated into the
DHE and the DSE,

A post of an additional Director for
primary Bducation was also ereatced, This bifurca-
tion seem to have be¢n made due to tremendous
expansion of primary, sccondary and higher cduca.
tion. In order to strcamline the administration
at these levels, an orgyanic division of the DPI

into DSE and u!E was felt neccssary,

While the organisational structure at
the DJistrict and the Block level that was deviscd
in 1965, continues, Exhibit 7 gives the bric{

organisation chart as of'1975.

ANALYSIS AlD LSSUE

- - —

1

Before the crecation of the dtate of
dndhra Pradesh, as stated above, there werc tvo
paticrns of cducation administration in the two
erstwhile States. Onc striking difference petween
these tWoAregions was that the number of Schobls'
under the management of Private and Municipal
-Bodies was more in the dndiira Region than in

Nizam's Dominion, In the Nizam's Dominion,
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the man agement of the educational institutions was
under the direct control ¢ the DPI and most of the
institutions were concentrated in the urban arease.
In 1956, .when the State of Andhra Pradesh came into
being, the immediate task was to bring an element
of uniformity in these two regions and to put both
of them under the control of one management, that
isy, the Education Department. Though in most aspects,
the uniformity has been achieved, in some respects
the two regions continue to differ, For example,

in the urbagn areas of the Andhra Region, many
schools are run by the municipal bodies. This is

not so in the Telangana Region,

After the initial consolidation in 1956,
the organisation structure of the State Education
system hags been undergoing changes every few vears
between 1956/1975, These changes have already
been described gbove in the chronological order.
In order to understand these changes, it will be
useful to understand the context in which these

changes were made.

During these two decades, the State
aducation system has witnessed a phencmengl
growth, There has been a tremendous expansion
in the number of educational institutions, teach-
ers aghd schools, The following table provides

these figures.
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Ye ar Humber of Humber of

Junior Degrae
Primary High Colle Collca
Schools¥® Schools ges- ges
1956.'57 29405 733
1966167 39690 349
1974.'75 40597 : 3276 264 200

am A mes meme e m——————

®* These figures include both, the primary and uppCre
primary scliools. For dctailed rate of growth,

plcase sec Lxhibits & to 16,

Besidcs the growth in numbers, many new typecs

of institutions came into bcing,.

For eéxample,

Junior

Colleges werc started in 1969, &lso, new activities

and schemes were undertaken, Rescarch and Development

was strengthened through the crcation of SCERT, more

¢mphasis was placed on cxtension Work through sche.

mes like Mid.day meals, non-formal c¢ducation etc.

Finally, in order to translatc the concept

of democratic dccentralisation into practice, the

era of Local 8¢lf Government ushcrced in 1959,

and by

1961/62 the management of a number of Primary and

Secondary Schools was transferred to Local bodies,

The response of the Education department

to thesce new developments was tWo-foldse On the onc

hand it attempted to sharpcn and redefine its role

in the field of education, On the other it experia

mented with different types of inturnal structures

in order to fulfil its primary tasks,
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The administration of primary and sccondary
schieols Wer2 entrusted to the loccl bodies which the
tasks of acadcmic inspcction and cxamination were
retaincd hy tne LEducazion vepartment, This incidend.
tally implied that in casc of school c¢ducation the
government's responsibility was mainly for the
academic maticrs, whercas it had nothing to do with
the academic matters of the Higher Education. The
academic aspccts of higher education were entrusted
to the Universities, It may be useful to ¢xaminc
son¢ of the assumptions on which these different
rolcs for school ¢ducation and higher cducation
arc based. On¢ assumption could be that, whereas
the managenent of universitics is in the hands of
professionals Wno have ¢xperience in the ficld of
cducation, this 1is not so in cease of the locsal
bodics, The local bodies do not have the special-
ist expertisc nceded for academic management, Hovw-
tver, anothc¢r assumption could be that a certain
amount of uniformity had to be maintained in acae.
demic mattcrs of school e¢ducation throughout the
statc, Therefore, there had to be centralisation
on cuucational policy - standard, curriculum and

exanination,

ihe changes in tie rolu of Education
Department also came through c¢stablishment of auto.
norious and scmi-autoncmcus bodics, opccialiscd
bodievs 1ike Board of Intermediatc Education,
a.p. Kesidential School Socicty, vtc, Were crcatn.
ed to look aftcr certain specialiscd functions
and hence enabling the department to- concintrate

oh others,



Many ¢f the changes in the internal struce.
ture of the department were related teo the differen
tiated role of government visma8.vis school and higher
education, lcnce it was to be expected that the two
could not exist under the samc umbrella for a very
long time, Consequently, the depariment experimented
with the idea of bifurcating the two. The first
bifurcation took place in 1965, but in 1967 the dec.
partment went back to its carlier position. Again
in 1971 a partial bifurcation was attempted which
wWwas later on abolished, Finally, in 1975 the dircca
torates of Higher Education and School Zducation
were bifurcated and also a separate post of an
Eﬁdditional Director for Primary Education was creat.
‘ed, lie are not too sure as Lo Why the policies were
changed so frequently. One explanation could be
that, th¢ immecdiate rcquirements of the situation

neccessitated certain compromises,

The other trend in the structurél changes
cffected during the past two decades is that of
sjreater decnetralisation and more decision making
poviers at lowecr levels, This was perhaps dircctly
rclated to th¢ tremendous increasc in numbcrs, We
arc teld that prior to 1965, the organisational
sct up had beconc quite unwieldy. There were many
administrative dclays and files had to pass thro-
ugh several levels before they could reach a
terminating point, Thus, in 1965, in order to.
‘reducc thesc problems, swWeeping changes were
broug¢ht about, It was envisaged that with thcse

changes most of the routince matters would terminate
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at the District level. However, with the further
expansion after 1965, today the situation is quit-
close to what might have becen prior to 1965, aAd-
ministrative delays continue to exist and most mat-
ters handled at the District level do not termin-
ate there. Many of them have to be referred to the

State Level Administrators,

Thusy over the years 1t sceems that the
Education Department has been struggling with two

main issues:

(1) what should he its role in di fferent

spheres of cducation, and

(2) low to ecvolve an organisagtion struc-
ture which will facilitate in perform-
ing the immediate task and also help

the department in coping with growth,

Oour understanding 1s that both of these
continue to be live issucs and have to be dealt +ith

effectivelve.
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EXHIBIT ~ 3

ORCANISATION STRUCTURE IN 1956

ERDUCATION SECRET ARY

Internal Set-up Other Dircctorates
and Agencies

DIRECTOR _PUBLIC_ INSTURCTION

Internal Set-up

_REGIONAL D?. DIRECTORS (5)
District Educational Officers (30)

Inspectors & . .Inspectresses of Schools

-
-
-
»

- GOVERNMEUT PRIMARY AND
PR SECONDARY SCHOOLS




EAHIBIT . 4

ORGAIISATION STHUCTURE IN 1965

2DUCATION SEGRETWRY

Internal Setaup Othcr wirectorates,
and dgencies

.

Jircctor of Public Jirecior Highcr Edn,
Instruction
|

g
I A [ — e e

internal State Iast, of Zdn. Inturnal
setaup Sciunce kdn, Unit 9 taup
Zvaluation Unit

Vocational uuidance

QFFICERS (21 )

=UCATTIOAAL Ol

]
- e e " w8

v e m—e—tn v %o A7 e wve - ——

{Zilla Parisnad

Gazetted Dy, Inspcc. Panchayat
,-Inspectors tors Samithis

- [P T - N
Dy . Q(‘:‘Cle'l:al y/ L - /’ ’ , N et e e
’(',,-...-’ - - . . y, \\
P onda fn” LOCal Df)dy // wovt. L‘Xl(_“,h 7/ ~

o - L -~ Vs . e R !
Lok High SChools~” wecnools , . Extension
’ . Officers

~
Private”’ Govt. Prim- “LoG&al Body
Priary ary Schools Primary
Sciaools Schools
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EXIIBIT -5

QRGANISATIOII STRUCTURE IH 1267

EDUCATION SECRET ARY

Internal Set-up Other Directorates
and Agencies

DIRECTOR PUBLICIINSTRUCTION

Deputy Commisg- SCERT Internagl Set-up

sioner of
Examingtions

DISTRLCT EDUCATIONAL OFFICERS (21)

Same as in 1965
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ORGANISATION STAUCTURE Il 1971

EDUCATION SEGRETARY
i

Internal Jdet-up DHE.cumwix~officio Edn. Secy,
and the Edn, Adviscr

DIRECTOR PUBLIC THSTRUCTIO

Internal
Set.up
Intcrnal
Se taup
M B
Univere Bd, of Int, Jdegrec¢ and
" sities Education Jr, Gol-
lcoes

,£Commissioner SCL:RT Dist, Edn, Officers
EBxams. and Bd,
:8egondary Edn,
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EXHIBIT . 7

ORGANISATIQN STRUGTURE IN 1975

EDUCATION SECRETARY

i
Internal Set.up

.

Bds nf Int., Education, Universi.
ties, Other Directors & Agencies

|

!
Director, School
Education

[

Internal

Addi. Director ,’, ;
Set.Up , Primary Edn,

:
-

Ov, Commissioner of
‘#ivams, and Board of

Jecondary £dn,

. e

U STRICT EDUCATIONAL OFFICERSG-

same as in 1965

T Sy

{
Director, Higher
Education

+ > Interna}
‘T, Setoup

Degrée and
_. =Junior
-7 Colleges
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8(a) GROWTH IN NUMBER OF BPRIMARY SCHOOLS
IN_THE STATE . 1956 o 1975

YE &R SCHOOLS  GROUTIL.RATE  _ _°7

Over From Previous

5657 year.,
1956.57 29,076 100.00 00400
1957.58 29,795 102,20 2420
195859 31,125 106,76 4,56
1959.60 32,556 111,67 4.91
1960-61 34,523 118,41 6474
196162 36,690 125,85 7.44
196263 37,566 128,85 3.00
196364 38,053 130,52 1,67
1964.65 37,543 128,77 ~1,75
1965-66 37,329 128, 04 ~0,73
196667 36,906 126,59 2,45
1967.68 36,908 126,60 0.01
196869 36,876 126,49 ~0.11
1969.70 36,868 126,46 ~0.03
197071 37,349 128,11 1,65
1971.72 36,855 126,41 ~1,70
1972.73 36,772 126,13 ~0.28
1973.74 36,934 126,83 0.70
1974.75 36,895

Sources Directorate of Public Instruction,



9« Number of Upper Primary Schools in

Andhra. Pradesh, 1956 -75.
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9(a) GROWTH IN NUKBER OF UPPER PRIualY GCHOOLS
IN THE STATE: 1956 . 1975

- we e BE we ms e wm me e B e e

Iources

Directorate of Public Instruction,

YE AR  SCHOOLS —G“R-O—N-Tthn-RwA-T—E' Tt
Over From Previous

_____ e e e e e e o . 9506257 yesr  _ _ _ _ .
- 1956m57 329 100,00 . 00,00

7157..58 629 191,18 91,18

195859 714 217,02 25,84

1959.60 817 248,33 31,31

1960.61 983 298,78 50445

106162 1,627 494,53 185,75

1962-63 1,752 532,52 37.99

196364 1,690 513,68 -18,84

1064-65 2,175 661,09 147,41

1965.66 2,578 7563459 122,50

1966-67 2,784 846420 62,61

1967.68 2,831 860449 14,29

126869 2,915 886420 25,71

196970 2,992 909,42 23,22

97071 3,000 911,85 2,43

1971.72 3,191 96991 58 + 06

197273 3,533 1073.86 103,95

1973-.74 3,662 1113,07 39,21

1974.75 3,762

- s em Pw G am s W e



10, Namber f High Schools in ANDHRA FRADESH

1956 - 75.[
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L R

1959.60
1960..61
061,62
1062..63
L963.64
166465
1965.66
196667
1967..68
1968.69
" 1969.70
1970.71

1971.72

1972.73
1973.74
1974275

oy as e e e

10(a) GROWTH IH NUMBER OF HIGH SCHOOLS
I THE STATE . 1956.75

“swooL © " " T GRoGTH_RATE T
Over From Previous
e e e eme ol YoB6eSTyear L
733 | 100,00 00400
899 122,65 22,65
992 135,33 12,68
1,002 147,61 12,28
1,224 ‘ 166,98 19.37
1,435 195,77 28,75
1,656 225,92 30.15
1,754 239 29 13,37
1,989 271,35 32,06
24297 313,37 42,02
2,849 388.68 75,31
2,901 395,77 7409
2,929 399,59 3.82
24877 382,50 7409
2,994 408440 15,90
3,007 410423 1.83
3,164 431,65 21,42
3,259 ' 444,61 12,96
3,276

" G MM e EE Nm em e em e Gn WE e N B M Gm SR en e G e W e e

‘Sources Direotorate of Public Ins£iuction.
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11(a) GROWTH

R

21

Yy E

1956L57
1057.58
195359
195960
196061
196162
196263
1963264
1964.65
1965..66
1066.67
196763
196869
196¢.70
197071
lc71..72
1907273
L9 7374

PR IM

77,065
744232
75, 658
77,246
78 4521
774002
79,330
82,870
804538
79,923
78 4264
774779
77,738
78,017
8045933
77,851
794067
79,676

1956 .. 1974

- em ea e s am e

ARY

N NUMBZER OF PRIMJRY SCHOOLS TEAGHERS

R e e eB Ge SO U9 Gm wm S % AR OW A @ s R e

RATE OF GROWTH

Over
1956..57

100,00
96,32
98,17

100,23

101,89
99492

102,94

107.53

104,51

103,71

l1ol,66

100,93

100,87

101,24

105,02

l1ol,02

102,58

103439

From Previous

year

00.00
~3.68
1,85
2,06
1,66
~1e97
3.02
4459
-3, 02
~0.80
-2415
~0e63
~0.96
0.37
3.78
~4400
1.56
0.81

Sources Directorate of Public Instruction.
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12(a) GROWTH IN NUMBER OF UPPER PRIIARY SCHOOL TEAGHER

YE AR
1956457
1957.58
1958.59
1959.60
196061
1961.62
196263
196364
1964.65
196566
1966.67
196768
196869
1969.70
1970.71
1971.72
1972..73
1973674

UPPER
PRIMARY

44421

64251

7,085

7,737

8,717
14,060
14,706
14,930
16,938
20,209
21,050
22,116
22,576
23,137
23,761
24,833
27,440
30,671

1956 . 1974
RATE OF GROQOWTH
Over From Previous
e e e e e e e o o YoB6.57  year.

100,00 00.00

141,39 41,39

160,26 18,87

175,01 ‘ 14,75

197417 22,16

318,03 120,86

332,64 14,61

337,71 5,07

383,13 45,42

457,11 73,98

476,36 19,25

500425 23,89

510,56 10,31

523,35 12,79

537,46 14,11

561,71 24,25

620,67 58496

693,76 73,09
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13+ Nimber of Teachers in High Schools

Andhra Pradesh, 1956 - 75
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13(a) GRCWTH IN NUMBER OF HIGHSGHOOL TEAGHERS

1956 - 1974
YE AR HIGH RATIE OF GROWTH
SCGHOOLS over From Previous

__________ e e o . . Y9B56257 _year L
1956-.57 16,166 100,00 00400

195758 19,128 118,32 18,32

195859 20,522 126,95 8.63
1959.60 22,193 137,28 10,33

1960.61 244937 154,26 16,98

$961.62 28,296 175.03 © 20677

1962.63 32,042 198,21 23,18

1963.64 34,202 211,57 13,36

196465 38,849 240,31 28,74

1965.66 44,823 277.27 36,96

1966..67 52,019 321,78 44,51

1967.68 54,302 335,90 14,12

196369 54,231 323,09 -12,81

196970 54,816 332490 9.81

1970~71 52,791 326,56 -6.34

1971.72 52,432 324,34 -2422
197273 53,626 331,72 7438

1973-74 54,809 339404 7.32

G E e w wm e SE E mE e s SN GRS EE W Ex GE e el As WM MR W W OW R R ae GBS

Sources Directorate of Public¢ Instruction,
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14(a) GROWTH IY EMROLMENT - CLASSZS I - V, 1956-74

-; e ar Boyvs Growth Rate Girls Growth Rate TOTAL Growth Rate
Qver From Over From Qver From prre-
56/ 57 previous 56/ 57 Previous R6/57 vious VYear
Year Year
1956-57 15,44,039 100,00 00,00 9,10,015 100.00  00.00 24,554,054 177.90 00,00
1957 ~58 16,00,220 103,064 3. 64 9,466,530 106,22 6,22 25, 66,200 104. 39 4,50
1958 =59 16,958,245 107 440 3.76 10,00,831 109.98 3.76 26,557,076 102,35 3,76
1959 =60 17,43,426 112,91 5,51 10, 62,965 116.21 6.83 28,06,451 114,36 6.01
1960=61 18,40, 664 119,21 6.30 11,35,391 124,77 7.96 20,76,055 121,27 6,91
1961=62 205404347 132,14 12,93 13,561,331 149.60 24,83 34,01,72" 132,62 17,35
1962-63 20,97,574 135,34 3,70 14,20,792 156413 6,53 35,177,366 143,37 4,77
1963-64 21,42,653 133,45 3,61 14,61,713 160463 -4, 50 36,04,366 146,~7 23,50
1964-65 21,41,756 138,71 0.26 14, 344017 159.8 -0,76 35,96,573 146,56 ~0431
1965=66 22,45,983 145,46 6,75 15423,191 167.35 7.51 37,609,174 153, ™ 7403
1966-67 23,05,969 149,35  3.89 15, 33,425 170.70 3.32 37, 59,314 157 427 3,67
19 6768 23,188,275 150,14 . 0.79 15,72,903 172.04 2,14 33,911,172 152,57 1.30
19 68 =69 23,495,243 151,89 -1.75 15,090,447 174,66 1.82 39,34,790 160,34 21477
1969-70 23,31,634 151,00 =0.839 15,72,320 72,78 ~l.3° 30,03,9054 179,07 -1,26
1970-71 23,069,553 153.47 .2,47 16,07, 656 176,77 -4,00 39,77,224 162,10 23.02
1971-72 23,17,826 150,11 =3,36 15, 57,940 171,31 =3,47 3°,76,766 137,07 -4,13
1972-73 24,15,0533 156,61 .6,50 15,87, 620 174,45 3.15 40,079, 671 163,23 %26
19723~74 23,91,050 134,86 =1,73 16,39,032 170.11 5465 40,30,0°2 164,22 0.7"
Source s Directorate of Public Instruction,
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15(a) Growth in En
Tolment ¢jasses VI - VII, 1956.74

YE AR Boys Growth Rate T S . e e e e e .- -
Over From Growth Rate
e . 1956.57 Previous Year ?Vez From fotel %%g%&ﬁ.&%f%m
: : 56.5 evi Y
___________ 990-37  Previous Year 195657 Previous
e L B R - - ' Year
1956-57 1,84,961 100.00 00,00 48,325 “l',‘A‘ Sl Tt mm = m = - -
105758 |63, 738 0o 34 o 66 t0.015 00.00 00.00 2,33,286 100.00 00400
195859 1,90,907 103,21 3.87 53,531 1S3'08 2'28 27334591 100,00 90,00
0.77 . 2,44,438 104, .
195960 2,07,481 112,18 8.97 61,752 L7 . i o ° 104 B 4.78
‘ .78 . 2,69,233 115,41 10,
1960-61 2,30,735 124,75 11,57 704182 L4523 L7 05 159 ) o4 lo °3
. .4 3 l [ ) [ )
1961.62 2,60,003 140,57 15.82 81,375 Lo T4 3,03,9 7 122 99 l3 58
8. . 41,4 . .
1962-63 2,83,056  153.04 12,47 . 92,089 1 52 ) ’ ’108 : 39 17.3¢
90. 22,17 3,75,145 160,81 14,46
196364 2,96,531 160,32 7.28 1,00,501 7 0:8% 1.4
207,97 . 17,41 3,97,032 170.19 9,38
1964-65 3,18,201 172,04 11,72 1,13,092 |
| 234,02 26,05 4,31,293 184,88 14,69
1965-66 3,45,844  186.98 14,94 1,31,577
272,28 38 .26 4,77,421 204,65 19,77
1966.67 3,64,998 197,34 10.36 1,37,643 ved .53 1p. 55 o 02641 215 46 1o 81
[ ] * D [ ] [ ]
$967-68 3,70,497 220431 . 2497 1,44,788 200 61 1478 5’15’2 ] 2 008
196869 - 3,68,487 199,22 . 21,09 1,53,197 29 . P29,285  220.88  5.42
_ 317,01 17.40 5,201,634 223,62 2,74
1969-70 5,58,535  193.84 -5.33 1,50,144
310,67 ~7.66 5,08,679 218,05 -5.57
1970-71 3,75,764 223,16 0.32 1,62,146
335,53 24,56 5,37,910 230,58 12,58
197172 3,87,311 209,40 5,24 1,72,661
1972.73 3;93,142 212,55 3.15 1,85,904
L0774 412 345 2004 Lo s L oe . .384.70 27,41 5,79,904 248.58  8.63
Al ‘ y L] O. 57 ‘
SOI8c e L 82340 222.94 0 10.3 o, . - 1,96,572 406,77 22,07 6,08,917 261,02 12.44

Sources Directorate of Public Instruction,
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16(a) GROUTIL IN_EURQLMENT - GLASSES VIII = ¥, 1956-74

-;—;i:ir B/o Yy s Growth Rate Girl-s Growth Rate L TOTAL Growth Rate ]
e OVéI rrom Over From Over From Pre-
56/ 57 previous 56/%7 previous 26/ 57 vious Year
Year Year
95657 1,775,064 100,00  00.00 32,394 10¢.00 00,00 2,09,950 10n.500  00.00
1957=58 1,70,862 96,50 ~350 34,784 105.75 5.7 53 2,05, 646 a7 ,0% 2,05
1956 =59 1,73,932 | 98,23 1.73 37,094 112,77 7,02 2,11,026 101, 51 2.56
1959 =60 1,811,854 | 102.71 4043 39,594 . 120,37 7 + 60 2,21, 44" 10", 472 4,96
1960-61 1,98,539 -, 112,13 9.42 44,929 , 136,77 16,40 2,43, 527 . 11%,90 10.52
1961-62 2,21,634 125,17  13.04 32,980 . 161,06 25,29 2,774,614 130,77 14.80
1962-63 2,448,921 140 .58 15.41 61, 641 : 187,39 26,33 3,10, 562 S 147 .42 17.13
19 63-64 2,74,323 154,93 14,35 71,304 . 216,77 30416 - 3,43, 627 164,62 16,70
19 64-65 2,92,885 163,41 10,40 n2,204 249,93 33,16 3,735,000 T 17 .63  14.03
1965-66 3,18,236 179.73  14.32 93, 569 . 204,45 34,53 4y11,°0" 146,14 17.40
19 66-67 3,28,195 183,35  -5,62 97,245 . 208,63 11.17 4,25, 457 . 9A2.63 - 6.40
196768 3,28,001 185,24  ~0,11 1,00, 176 . 304.%4 8,01 - 4,27, 177 203,73 1.30
1968-69 3,34,371  188.84 3.60 1,07,522. 326,27 22,33 - 4,411,793 210,470 6.5
1969-~70 3,39,499 - 101,74  -2.90 1,07 ,747 . 327.%56 0,69 Gy 47,246 213,020 2.55
1970-71 3,37,577 |, 190.65  =1.09 |, 1,21,57%, 369,60 _40,04 4,50,132 1m0 5. 67
1971-72 3,22,939 122,38  =3.27 = 1,17,925. 35 4,50 =11,10 4,480,077 L 00%.07  un.70
1972-73 3,34,855  139.12 6,74 1,338,154 420,00 61,50 4,733,000 - 225,20 15,32
197374 3,40,513 192,31 3.19 | 1,385,302 411,33 2,67 4y77,715 - 226,62  1.33

Source : Directorate of puhlic Instruction,
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ZHAPTER ~ TIII

This Chapter describes.-the zgdministra-
tive processes in the various sub-systems of the
State education system, The description includes
the goals, primary tasksy, linkages, internal
structure and administrative procedures of these
sub~systems. The description has been organised

into the following six sections:

(a) Education Secretariat
(b) Directorate of puiklic Instruction

(¢) Commigsionerate of Examinationsg

ahd Board of Secondary Education

(d) state Council for Educationgal

Research and Training
(e) Bogrd of Intermediate Education

(f) Field level organization at
district and block level

At the end of each Section, we have
attempted to identify.some of the major problems
confronting these sub-systems and raised some

issues for discussion.
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(A) THE EDUCATION SECRET ARIAT

i

The Education Secretariat of Andhra
rradesh is the focal point, where all important
matters concerning the management of education
at all the levels, i,e. schools, colleges and the

universities are concentrated,

The Zducation Secretariat is primarily
responsible for performing six major tasks, which

arcs

(i) Formulation of policies on aCa-

1¢]
By
S

demic asz well as non-academic

matters;
(ii) Coordination among the various
L

directorate and institutions

which operate outside it;

udcet formulation and sancC-

—~~
te
[N
[

~—
oo/

tioningg

(iv) personnol managenant of the
Superior Officers (Usually of
the gazetted rank); and appeals
from the non-cazetted emplovees.
This function also involves the-..
framing of the rules and regul a-

tions in this:regard:

(v) rroviding assistance to the Educa-
n Minister and the relevant
ation to the Legislature
when in Session: and
(vi) Sending Annual roports to the
Government of India on the

centrally sponsored schemes,



It is imperative that the Education Sec-
retariat be in contact with the concerned directo-
rates and institutions during the policy formul a-
tion and the implementation, The linkages are of
both vertical and horizontal nature, including

with the statutory autonomous bodies.

LI} KAGES:

Vertigally upwards : the Education Sec-

retariat is in touch with the Union Ministry of
Education, which formulates the broad national
policy on educational matters, In tune with this
broad policy, the Education Department in the
State formul gtes the policiesy perhaps with some
modifications, so as to bring it in harmony with

the regional needs and aspirations.,

Vertically upwards the Education Secre-
tariagt has also to deal with the University Grants
Commission which is a statutory autonomous body.
The functions of the UGC are primarily in rela-
tion to the finagncial gssistance that is to be
provided for the universities., In this regard, B
the UGC deals directly with the univefsities. Ho w~
ever; for the information of the State Government
a copy of the proceadings is sent to the Secreta-
riagt by the UGC concerning the size of grants it
gives to the various universities in the state.
But of course, the matters concerning the opening
of 2 new university have to be routed through the
Fducation gecretariat and unless the UGC gives
its approvaly, the proposed university will not

get assistance from it,
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Finally, vertically upwards, the Educa-
tion Secretariat is zlso in touch with the "Centrial
Advisory Board of Education", whose membership
comprises the Union Education Minister, and the
Education !ilnisters of the statese The flow of
information could be on the initiagtive of both
the sides, from the Seccretariat to the bodies
vertically upwards, or vice-~versa.

Linkage vertically downwards: The Secre-.

tariat has to be in ragpport with a host of directo-
ratecs, each of which is headed by a Director, These

direcctorates are:-

(1) The DPI which has now been bifur-
cated into the directorate, Higher
Education and the Directorate,

School Educationg

(2) Directorate, Teghnical Educationg

(3) Directorate, Emplovment and Train-
ing (Training wing); which is ur ler
the jurisdiction of the Ministry

of Labour and Soclzl Welfare:

(4) Directorate, Oriontal Manuscriptss

-]

(5) Dircctorate, Translationsg, which

has no sub~office;
(6) Dpirectorate, Text-books and Press;

(7) Directorate, BRal-Bhavang
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(6) Directorate, NCC, Government of India;

(9) Dircctorate, Archeaiogy and Museum,

which does not have a sub-officeg
(10) pirectorate, Public Libraries; and

(11) bDirectorate of Archives, which again

has no sub-office,

But among all these directorates, the major
Clients of the Secrectariat which draw its attention
most of the time are, the Dircctorate of Higher

Education, School Education, and Technical Education,

Further, verticallwv downwards, Education
Secrotariat deals with statutory autonomous bodies,
Under this ocategory, there are the three Univer-
sitics and the J.MN. Technological University, the.
Board of Intermediate EFducation, the A,P, Residend
tial School Society, the Telugu Academy, the Urdu
Academy, the Sangeect !Tataka Academy, the 3Jahitya
AC ademy, Talit Kala Academy, the International
Telugu Institute, and the Academy of Photography.
Within the State Secrctariat, there is a separate
Department dealing with the Technical Education

and éoncorncd with the Polvtechnic Institutions.

Horizontal Iinkages: The Education Depart-

ment does not cexist ini§7olation. It maintains
horizontal relationships with the other
government departments, whose co-operation is

necessary for the educational administration in the
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States Since the finances play a vital role, there-
fore, the Education Department heavily banks upcn
the support it gets from the Finance Department,
For all Service matters the General Administration
Department is consulted, and to thrash out the
legal implications, the Department of Education

confers with the Law Department,

Since we are comnitted to the cause of
democratic decentraglisagtion, which is epitomisged
by the inception of the Local Self Governing
authorities, there are a number of primary and
secondary schools flourishing under the aguspicies
of the Zilla Parishads, Panchavat Samithis and
the lMMunicipal RBodies., Hence, the Education Depart-
ment has to work in harmony with the Department
of Panchavatl Raj and Municipal Administration,
As the directorate of employment and training
(Training wing) is under the purview of the
Employment and Social Welfare, therefore, the
Education Secretariat is in contact with this
dep artment too, Exhibit 17 shows the vertical

and horizontal linkages of the Secretariat.

ORGANISATIONAL STRUCTURE WITHIN
THE_SECRET ARIAT

The FEducation Secretariat comprises a
Secretary, two Deputy Secretaries, and four Assis-
tant Secretarics. There are 21 sections, each of
which is headed by a 3ection Officer, In each
Jection, there are two Assistants, One Junior

Assistant, gnd a Typist. Each of the Assistant
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Sccretarios supe
four to six Scctions,

Tho division of work hetwe:n the two

is neither on ourely functional
asls nor on 'territorial’, Their functions, in
fact, are 2 mivture of the two, “or instance, tho
Deputy Secretary I 1s incharge of all non.person-
nel mattors of the Dircctorates of School EduCa-
tion, Higher Rducation, and Technical Education,
while the Deputy 3ecretary I7 is incharge of all

1

personnel matters of the same dircctorates, At
£
L

1

he same time however, the Deputy Secretary T is

1}

incharge of all matters pertairing to the Direc-
torates of Libraries, Dal-nRhavan etc, and also
ce matters of the personnel in the

i
municipal primary schools,

Formerly, there were five Assistant
ccrctaries, but as an cconomy mcasure, rccently

~

3
the post of one of the Assistant Secretaries has

heen abolished., Also, rccentl an Qfficer on

spoecial duty was appointed, whose snecific task

r—n

is to 1oek after the cultural affairs. [For

n]

(=

details of division of worl among the secreta-

ries and the sections, see Exhihit 17),

The organisational structure, it is
sald, has remained unaltered during the past
several vears and there has been no increasc-in
the manpower, though the workload has tremen-
dously increascd, The GAD asscsscd the workload

of the Education Secretariat a few months ago,
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and recommended the creation of two more Sections:
however, the pérmission in this regard was not
given, We oYserved that thers was a need for the_ -
creation of the post of an Additional Deputy Sacre~
tary, or a Joint sécretary in,thé Secretariat,

pULCTIONS OF THE EDUCATION SECRET ARTAT

i

(a) Fornulation of policies: One of the primary

tasks of the Education Secretariat is the formul a-
tion of specific policies which are, hoth of
academic and non-academic nature: for example,

it is for the Sccretariat to decide upon the
conditions, which a candidate should fulfil in
order tc Dbe eligible for admission to a certain -
0lassy Coursc, and cxamination, It is again the
Secretariat which decides as to the type and.
Number of new universities and other institu-
tions, including the autonomous ones that_have

to be created, and so on, Some of the non.
academic matters on which the Secretariat has

to take decisions are the rules and regulations
that are to control the service conditions of
the employees, usuall’ of the gazetted rank,

the organisaticnal structure of the various
directorates and creation of top positions,

GtC- -

In formulating the policies, the
Sccrotariat enjovs a consideratle amount of
frecdom., However, it has to work with in the
broad framework provided by the Union Ministry
of Education, State assemblv, Education HMinis-

ter and the GCentral Advisory Board of Education,
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Besides, the views of the UGC have to be given
due regard to, as it plays a major role as far
as the financial assistance to the proposcd

universities is concerned,

In practice, a new policy could origin- .
ate within the Secrctariat, or it could be initia-
ted by the iiinister himsel f, Sometimes, sugges-
tions for a new poIiCy come from the Directorate,
as was in the case of the "Rcorganisation” of .
1965, The propecsed policy is discussed in semin-
ars and mectings to be attended bv those in
charge of implementatioh. Then a decision is
arrived at, Howcver, it has heen olserved that
on certain occasions, there have hezn deviations
from this procegs, for instance, the non-deten-
tion policy and the policy of admitting students
with no formal education into Class VI on the
basis of a test, On both these occasions, the
implementing agencices were not involved in the

process of policy formulation,

The Secretariat, howcver, does the
ground work in most of fhe casces in evolving
a new policy, The data and the facts are provid-
ed by the concerned directorates, There are |
also instances wherein the Minister himself .
has initiated certain policies, for example,
the policy for the cstablishment of A P,

Rosidential Schools Scoelty,

There is however, a need to develop an insti-
tutionalised mechanism for processing the various
ideas for a new policy, the process of arriving at a

policy decision seems to vary in different cases.
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(b) Co=grdinationt The second imporatant function
of the Educa%ion Secretariat is to effect coordination,
which is an important aspect of management. As the situa-
tion exists today, the Secretariat calls upon verious
Directors as and when necessary. Also, informal meetings
of all or some Directors are held in Secretariat to co-
ordinate inter-directorate issﬁes. The initiative of
such meetings rest with the Secretariat. Many officials
in the Secretariat feel that there is little need for
inter~directorate coordination, because there is not much
commonality among the directorates. Also, each dir ec=-
torate has its own sel f-contained jurisdiction, and
therefore the conflicts are rare. However, should the
need arise, the directorates confer with each other
dircctly.

Some Dircctorates, however, have "co-ordination
comnittees" with representatives from some of the sister
Directorates. We understand that of late, monthly co-
ordination meeting is being held in the Secretariat, It

is however, not yet institutionalised,

Thus, at present, co-ordination among Directo-
rates is primarily through individual initiative and dis-
cretion. Here, we should mention that the Comprehensive
Education Bill has already recommended a "State Board"

with a view to improve inter-Directorate co-ordination.

(c) §gmLign_gLLn_e._kaggﬁ= One of the primary
tasks of the Education Secretariat is the sanctioning
of the budget for the various directorates and institu-
tions engaged in the work of education, Even the sanc-
tioning of the block grants and the additional grants
for the universities is under the purview of the Educa-

tion Secretariat.



43

-
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up under two heads, the first one being the non-

planned cxpenditure which is of the routine
nature and the grants for which are sanctioned
viithout furthor consideration, The second head -
is that of planned expenditure, which is doﬁelopu

mental, The process is that the Finance depart-
mont indicates to the =ducation Department that
for planncd cxpenditure a certain amount is
likely to be made available in the new bhudget,
The Education sécretariat, in turn, asks the
various dircctorates to send the preposals for
new projects, but the actual amount that is
likelyv to be made available is not menticoned,

when the new proposals are received

by

the directorates, the Education Sacrotariat

from
scnds it to the Financo department with its
views, In accordancec with its 1ist of priorities
for various departments, the Finance Departmont
approves, rcjects, or reduces the amount, The .
sanctioncd anount has to be expended within the
financial vear, otiherwisec the remaining amount
lapses, Usually, by the time the cntire amount
is releasod; half the financial vear is alrcady

over, Besides sanctioning the expenditure, the

Secretariat zlso regulatcs it,
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(d) Personnel Management: The personnel manage--

ment, including the framing of rules and regul a-
ticns of the service conditions for the superior
officersy usually of the gazetted rank, is taken
care of by the Secretariat. The Secretariat has
also en appellate jurisdiction for the non-

gazetted officers,

(e) secretarial aAssistance %o the Minister: It is

the responsibility of the Sccretariat to provide
the Gecretarigl assistance to the Minister and
to provide him with 311 the relevant information
that could help him in agnswering questions in
the Legisl ature. The Secretariat itself may, or
at the request of the Minister, send the files

to him,

(f) annual Reports to Government of India: The

Education Secretariat has to send the annujzl
reports to the Government of India, showing
the expenditure incurred and the targets
achieved, as far as the centrally-sponsored
schemes arc concerned., Some such schemes are:
compulsory primary education, 'omen's educa-

tion, and the SITE programmes.

PROBLEMS AND ISSUES

In the preceding paragraphs, the
organisational structure and the types of link-
ages which the Secretariat maintains with the
sther institutions hgve been described. The
primary tasks of the Education Secretariat

have also becn identified,



T mav be ugaful to mention here that

I-i

the orimary tasks which have hesn idantificed are:
(1Y policv Ffor~ulaiinn, (2) Co-ordination,
[2

{(3Y 3anctioning of tho Dudecet, (4) pPersonnel
Stanagement, (%) providing assistince to the

sinister, and [6) 3Sending Annual Reports to

the GOI on whe contrallv—sponsored schemes,
dovtuveor, hy viritue of a sorics of dis-
cussinis wihich we have had with the ton function-

.

aries in thc Sccrotaviat, we got the impression,
riat performs some of its tasks
thile in perforning other

ion is paild,

Tor instance, in schding reworts to the

62}
[&]
boe
[¢p]

GOI, in pwoviaing a tance to the Minister,

and in furnisning the information to the State

NN

Legislature, it appears that the Secroetariat

is very cffective, e feonl that a disproportion-
ately la: amgunt of time is spont in provid-
ing infornation to the lecaislatur~, wheon it is
in czession, This, sften oconnes an obstacle
in performing other functions,

Sven though policies are framed in
the pduzation Secraotariat, the monitoring,
the controlling, tho co-ordinating, and the
man nower planning, so far, have remained
the neclected areas. In the following para-
ar o n IO ol 't‘w'i"u! t 1 ‘](‘I‘t‘ f\ shHme £+ ‘.lO
J;U,L_)..S ve o ave r1ec Co 1Ldentlty some oX t

major prolems confronting the Zducation
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Policy apnd Control: At present, most policies origi-
nate within the Secretariat and thed ecisions are
"arrived there itself, sometimes without the associa-
tion of the implementing agencies, For instance,
the policy on 'non-detemtion', and the policy allow=
ing a candidate to join Class Vi, even 1f he has had
no formal education before at any level. As a re-
sult of this, there is a lack of support for these
policies by the directorates. For most of the time,
the various agencies translate the policies into
action, not because they are really committed to
them but because they take it as a rule to do so.

It is necessary to actively involve the DHE/DSE

at the time of policy formulation, as they only wili}

have to implement these policies,

Further, once a policy is framed, it
appears the role of $ecretariat in this regard
ends there. The Secretariat does not seem to
have any control mechanism or system to ensure
its implementation. The Educatien Secretariat
becomes active in this regard, only when an ag-
grived person or party appeals to it that a cer-
tain government policy is not adhered to. For
instance, we have come across cases wherein,
teachers in aided schools were arbitrarily re-
moved from service, in spite of fhe government policy
that such a removal could be effected only with the

permission of the District Education Officer.
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Again, we have seen that teachers in the public-
bedy school aré transferred more than once

during an academic year, by the Zilla Parishad
authorities, violating the Government order and
rules that no transfers must be made in the midst
of an academic year. It is a common practice
that each year more number of educational insti-
tutions are inaugurated than were originally
stipulated in the plan. We have also come across
several cases, where the Headmagters of various
managements have been able to detain students in-

spite of the government's policy of 'non-detention’,

Co—-ordinations Another aspect, which needs atten-
tion is the inter Directorate co-ordination. For
instance, there are as many as 11 directorates
and .a host of other institutions which are engaged
in the preress of education., It is obvious

that these sub-systems do not exist in isolation,
and some of them are inter-dependent on each

cther in fulfilling a common task. However, at
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’present there 1is no in;titutionalised mechanism
for co-ordinating their activities, Whatever
ce~ordination exists at present scem to be left
to the individual initiative and discretion of
the respective directorates, It is the conten-
tion in the Secretariat, that, need for co-ordi-
nation does not really arisey, as each directorate
has its own defined body of functions to perform
and that their spheres ¢f activities have been
clearly demarcateds We have however, come across
several instances, wherein, co-ordination is
necessarve. For example, for the training of tea-
chersy the Directorate School Education, the
Dircctorate of iligher Education and the SCERT will
have to come togcther, The DSE, DHE and Univer-
sity have to co—ordinate in framing the syllibi
at these three levels to sec that a candidate
after having completed his education at a lower
level 1s equipped with sufficient knowledge so

as to be able to cope~up with the standaxd at the
next higher level and so one The Directorate of
Hicirer Education has to co-ordinate with the
Universities and the Board for Intermediate

Education,

Managerial and_Technical Expertises An important

reason for the lower priority of somec of the
primary tasks may be found in the manpower skils
in the Secretariat, The Secretariat draws its
orficers from the All India and State Administra-
tive Services, Further, many of these officers
are transferred from other departments and stay
in the Secretariat for a period of 3 to 5 yecarse

Since many of them have had very



l1ittle to dv with the field of education, a good
amount of their time is spent in familiarizing
with the problems in the educational administra-
tion, At present, there is no academic expertise
avail ghle within the Secretariat. Consequently, .
the task of policy formulation is done by admin-
istrators, who have a limited knowledge regard-
ing cducational problems., Also, these officers
have had no cexposure to some of the management
concepts like planning, co-ordination, control
ctc. It 1s perhaps because of this that these -
menagerial functions reccive onlv scanty atten-

tion from thoen,

It may also be due to this background
that many of them tend to define their roles in

administrative terms and show a distinct prefe-

rence for maintaining the gtgtus guo. They are
more intercsted in doing routine work and pas- :
sing the files. They glso believe that 2all
their problems will be solved through sheer
multiplication of sections and do not even sec
the need for planning and co-ordination., Un-
doubtedly, there are some who do not share this
outlook, They like to apply their minds to
finding innovative solutions to the existing
problems., They arc zhle to »ring an.element

of vitality in the existing system - but till
now th2ir influence lias remginced limited 3and

thelr potential untavped.
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Horkload and Manpowert For most of the problems,
the causes seem to centre around the "over-
burdening, and shortace of manpower", As stated
earlier the entire organisaticnal structure and
number of pecrsoninel has virtually remained sta~-
tic, despite the fact that the magnitude of
activities has tremendously increased., Each year
new instituticns are inaugurated, new courses

are being introduced, and to support these growing
activities, new bodies are being c¢reated, such as,
the SCERT, Board of Intermediate Education, A.P.
Residential School Society and many more., C@rres-
pendingly therefcre, the amount of work in Secre-
tariat has also increased. As a direct result of
this, cach day's work remains incomplete, and
willingly or unwillingly the work has to be done
until late after the office hours and sometimes
even during the holidays. Further, due to the
pressure of work, concentration on individual case
cannot be made, nor is it possiblo to carrv out

effective supervision,

Notwithstanding all this, when a vacancy
arises due to a transfer or retirement, it is not
filled within a reasonable time period. This
either results in the stagnaticn of files at that
particular fevel, or in the pressure of work on

some other officials,

Yet another cause we believe is that,
cach day, .a disproportionately large amount of

time is spent in meeting a stream of visitors of
L]



all types. Some times they come with insignificant
pr-blems which could have been tackled at a lower
level., Besides, it is observed that the Educaticn
Secretariat is too much open to pressure from the
legislators, representatives of the teachers and

others,

Consequently in the Secretariat no one
has any time tc think of planning, review and
control, It may be justifiablc to increase the
personnel, and sections, but the panaceca for all
problems does not lie in this alone. There arc
certain other matters which have also to be looked

into,

For instance, we see that therc is nc
proper application of the concept cof decentralisa-
tion and delegation., We do not understand as to
why all matters have to be concentrated in the
Secretariat. For example, the authorify of giving
permissicn te open english medium schools, to
upcrade the schools, to oven the primary schools
and the naming of tire schools, could well be
decentralised, All such matters could be termi-
nated at the dircctorate, yet, the same amcunt of
effectivenuss, and perhaps even a little more

could be maintained.

Issues of Ofganisation and Workflow:s Within the:

Secretariat, the Assistant Secretaries face a
situation of dual accountability. All the four
Assistant Secretaries are individually account-.
able to both the Deputy Secretariess It so hap—

pens that under each Assistant Secretary there



are 4/6 Sections. For the work being done in two
cf theso Sections, he 1s accountable to one Deputy
Secretary, whilo for the work being done by the
cther Sections, he repcrts to the other Deputy
Secretary. 1t is difficult to understand the
rationale boehind this scrt of a division of work
in the Secretariat, Perhaps it would be easier

if cach Deputy Secretary supervises over the work
of any two Assistant Secrctaries., But befcre this
is done, it will be necessary to arrange the
Sections under the Assistant Secretaries in such

a way that the functions of the Sections under

the supervision of both the Assistant Secretaries
nver vhom cne Deputy Seccretary supervises must
have ne clash with the functions of the other
Secctions under the other two Assistant Secretaries,

over whom tire other Deputy Secretary supervises.,

Procedures _and_Delayvst: The internal procedure

within the Education Secretariat are not gearcd

to speed and result in delays. For instance,

a "ile witithin the departmant first starts from
the lowest rung and climbs right upto the top,

and goes down the same channels At each level

it has to be scrutinised, (though, nc one has 7
the time t: do sc.) The file passes through the
various lcvels cnly as a ritual, and the decisions

or changes are made cnly at one or twe levels.
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Delays also occur due to the fact that
reference in certain matters have also to be made
to varicus other departments like the General
Administrution Department (GAD), and the Finance
Department eotce As far as the service matters
are ccncerncd, the Education - Secretariat has
to consult the GAD, Sanction of new posts, crea-
tion of additional scctions, and changes in ser-
vice conditions etcs of the employees have to be
approved by the GAD, It could be reascnably in-
ferred that the Education -~ Secretariat itself
will be in a better positicon tc¢ assess its own
requirements, yet, this problem cannot be solved
in isolation, fcr all the other government depart-
ments alsc face this procedural difficulty. Any
change therefore, will have to be made applicable
to tho totaleset—up of the State Administrative
machinery, Therc is however a nced to devise a
method tc¢ lessen the dependence of the Education

Secretariat on the GAD,

Yet another arca that needs to be given
a fresh look to is that c¢f financial admrinistra-
tion. The practisc at present is that, cven
after budgetary provision is made for a certain
matter, the Education Department has to again
refer it back te the Finance Department, at the
time of relcasing the amount. For examples
in the case cof "Block Grants' to the Univer-

sities. Besides contributing to unnecessary



duplication and delays, the existing procedures
do not leagve any room for flexibilitv or discre-

tion a3t the 3ccretariat or at Direcctorate level.

L9ain, in the case of the additional
grants to the universities, there is agpparently
a 9rcat deal of duplication of work, that also

T

rosults in dolay. The roquest for such grants

at frowx the univer-

[N

arc received by the Sccrataz

1

sitics str-iqgiity which then gsends it to the

Directorate, higher education, from where it 1is

8]

sent bhack to the gacretariat for onward trans-
mission., This means that the Gecretariat is
handling the same issuc twice. One regson for

this could be, the universities become sensitive
in sonding their proposals to the DHE straight,

as they congider themselves a level gbove the DHE.
There is therefore g need to alter the procedure
that could avoid this sort of duplication and .
- delave Dosides, it is the complaint of the Univer-
sities that by the time the scholarship amount

is released, the academic year is almost over,

which causes incecnvenicence to the needy students,

These are some of the malior problems

and issucs existing at the legvel of the EZduca-

tion Secretariat that need to be looked into,
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(B, DIREGCTORATE

‘ - The Directorate is the chief executive body res=-
ponsible for the implementation of thé policies, framed
by the Education Department and for administering the
primary, secondary and hicher educayion systems in the

State., Its primary tasks are s

1, Designing the academic framework which is
consistent with the policies of the
Government and needs of the field,

2, Managing the institutions run by the
Government in accordance with the various
rules and regulations,

‘3. Providing funds to institutions run by
' other managements like public bodies and
private~aided managements, .

4, To exercise quality control over the
outputs and various institutions. The
output is controlled through public
examinations and institutions are checked
through the recognition system.

5., To monitor the various administrative rules
and regulations regarding public body and
caided institutions through audit and
appellate machinery,

6o To work towards bringing about improvement
in the education system, and

7. To assist the Secretariat in planning and
budgeting of the education activity in the
State.
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These tasks are performed by seven subwsystems

of the Directorate

i) Directorate of Higher Education;
ii) Secondary Educationg
iii) Primary Education;
iv) Accountsg
v) Audit Wing;
vi) Board of Secondary Education and Commissioner
o: Examinations; and

vii) SCER7T.,

The Board of Secondary Education and the SCERT
are the academic wings of the Directorate, Structu-
rally these tWo organisations are a part of the Direc-
torate, However, in practice, both function as indea
pendent sub.systems and have very little to dow ith
che rest of the organisation, Both theése sub.systems
Would bt covured in greater details in separate sec-
tions,

OVERALL ORGANISAIICH STRUGTURE

Foliowing the trifurcation cffected in the
year 1975, thc three sectors of education are headed
by two Directors ({iligher Education and School Educaw
tion ) and.an .Additional Director of Primary Education.
Each of these officials is exclusivecly responsible for
the arca under his jurisdiction., It secms that in

the long-~run there will be twWwo if not three separate
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directorates for each of these sectors. The existing
situation, however, is best described as a common direc-

torate for the three directors,

The next level in the heirarchy is the Joint
Directors, At present there are two Joint Directors,
one for the college education and the other for the
school education., The Joint Directory School Education,
looks after matters concerning secondary education only.
The two Joint Directors report to their respective
directors. At the third level are the three Deputy

Directors,

1. Deputy Director, Primary Education,
Planning and Statistics.

2, Daputy Director, Secondary Education &
Training.

3. Deputy Director, Oriental Studies and
Text Books.

As is evident from their designations, at least
part of their functions are defined in terms of cexrtain
categories of institutions, for example, primary schools
secondary schools, oriental schools and colleges, etc.
However, to some extent, their functions also go across
these different catedoriese. For instance, the Deputy
Director Planning and Statistics collates statistics
for all types of schools and colleges. Thus, these

officials are not responsible to any one superior
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officeres Their reporting depends on the matter at

hand and hence they are accountable to almost all of
their superior officers. This is, by and large, true

of the next lower level, namely, the Assistant Direc-
tors and special officers, The Chief Accounts Officer,
who belongs to the department of Treasuries and Accounts
looks after the accounting work of the entire Directo-
rates The Chief Auditor is responsible for the auditing
of all aided institutions, Both these officers do not
report to any s ingle person, their role is that of pro-
viding a common service to all these officers. Thus,
they would get in touch with any of these officers
depending upon the matter at hand. (See Exhibit 19

for the Organisation Chart of the Directorate.)

In order to understand the working of the
Directoratey it will be useful to deal with these sub-
systems separatelys In the following paragraphs we
have tried to describe the primary tasks of these

sub-systems and their internal organisation,

1. Ihe Dirasctorate of Higher Education

This sub-system is concerned essentially with
the administrative aspects of higher education in the
States The academic aspects have been entrusted to the
three universities and the Board of Intermediate

Educations The Directorate is expected to maintain
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horizontal linlkageés with these podics, It has no
regional set-up of its owWn and hence for the field
Work it depends on the District Z£ducation Officers
Wwhose main concern is with school ¢ducation. The

primary tasks of this subasystem arc as follows

l. F’;SSiSting the Secretariat in policy
formulation and planning for higher

cducation in the State,

2. Management and administration of the
Government colloges,

3. PFunds to aided colleges and

4, Liaison with the academic bedies,

Assisting the Seccctariat

The Jirc¢ctorate of Higher Education is the
information source for the Secretariat regarding
higher education, In planning and formulation of
policies, its role is providing data to the Sccre.
tariat and also consolidating the dcmands for now
opportunities in higher education, It processcs the
apnlications for opening new colleges, sanction of
additional posts, requests for new 2>quipment, Huilde

ing grants, etc,
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Managing Government Colleces

The maior role of the Dircctorate is deve.
loping the Degrec and the Intermediate Colleges
run by the Government. Most of the functions in
this area pertain to the eCrsonnel administration.
Since all cadres, of employees teaching in these
colleges belong to statewide cadres, the Directo-
ratc is involved in the appointments, transfers,
promotions, training, peéension, provident fund and
other personncl matters of the teaching staff,
Most of these personnel matters terminate within
the Dircctorate, However, in certain cases the
Sacretariat gets involved, For instance, promo-
tions teo the post of principals are decided from

a panel which has to be approved by the secretariat,

Funds to Aided Colleges

Giving ¢rants to the private aided collecges
fall under the purview of this sub.system, Admitting
a new college to Government aid is decided by the
Secrctariat, Once that has been done, the yearly
gra nts to such institutions are rcleasediby the

Directorate, The¢ Directorate would consider whether
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or not the college has cqualified teaching staff,
proper physical facilities and follows all the
rules and regulations laid down by the Depart-
menty, bcfore it releascs the funds %o any insti-
tution. In addition, somectime ad hoc grants are
given to such colleges which do not recuive regular
aid from the Government, This would happen only

if there is a surplus amount in the plan budget

at the end of the financial year,

Liaison with thc academic Bodies

As has alrcady becn said, the Dircctorate
is concerned esscntially with the administrative
aspccts of higher ¢ducation., Hence, in order to
coordinate the administrative and academic aspects,
the Dircctorate is cxpected to maintain liaison
with the academic bodies, némely, the three uni-
versities and the Board of Intermediate Education,
The Dircctor, Higher Education, is a Mcmber of
the three universities in the Stete., He is also
the ¢xwofficio mc¢mber of the Board of Intermedi.
ate cducation, In bother these cases, he is expected
to be in touch with their latest developments ond help

the secretariat to take certain decisions regarding them,
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2 Dircctorate of Sciiool Education

(Primary and Sccondary)

This SUb;system is headed by a Director
for School Education who, in fact, looks after the -
matters pertaining to sccondary education, The pri-
mary education is looked after by an Additional
Director. 1In essence, thesc two can be considered
‘as scparate sub-systems within the Directorate. In
.order to avoid duplication we are presenting them
together, but it is important to note that there
arc-some diffeorences in the role of the Directorate

vis~a~vis these two csectors of educatidn., These are:

1. The common examination at the end of the
primarv education were held at the dis-
trict level, whereas at the end of secon--
dary education, there is a common examina-
tion for the entire State, Of late, we
are told that decision has been taken to
conduct, even the examination at the
end of class VII at the state-wise basis,

2, Grade~I tcachers working under the govern-
ment schools form a Statewide cadre, Since
most of these teachers arc working in secon-
dary schools, the Directorate is more havily
involved with the personnel matters of
sccondary cducation compared to primary
education,

The Directorate works under the direct super-
vision of the Sceretariat, The academic tasks have been
entrusted with two specialised bodies, namelv, the
Board of Secondary Education and SCERT., The District
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level organisation, common to both primary and secondary
education, are the field arms of the directorate and
hence work under the direct suvervision of the Direc-
torate. Finally, the Directorate has towork in close
collaboration with the other Directorates (eg. text-
books, technical education etc.) and also other depart-
ments of the State Government e.g., Treasuries and
Accounts and the Panchayat Rajs. The internal structure
of the Directorate has already been described, The

primary tasks of these sube-systems are

le Assisting the Secretariat in planning the
school education and implementing the
policies laid down by the Secretariat.

2; To maintain the educational administration
in the State through its field level
organisations

3., Personnel administration of teachers and
other departmental employees,

4, GCoordinating the academic sub-systems at
State level.

(1) Assisting the Secretariat

The Directorate of School Education is the in-
formation source for the Secretariat regarding secon-
dary education, The Director assists the Secretariat
in policy formulation, decisiocn-~making and planning
for secondary education by providing necessary data
and also consolidating the demands for new opportunia

ties in secondary education. He processess the
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requests for opening new schools, upgrading of schools,
sanction of additional posts, etce The same functions
are performed by an Additional Director in the case of
primary educaticnes Finally, new schemes taken up by
the department and various policy changes are implemen=-
ted and supervised through these sub-systems, For

! etce

example, "mid-day meals," "halfe-a-million jobs,"
or passing on suitable instructions to the District

Education Offices.
(ii) Maiptaining the Educational Administration

Many routine administrative matters keep flowing
from the District organisations to the Directorate.
These pertain to granting of recognition, renewal of
recognition, release of funds to private and public
bodies schools, complaints, and enquiries against dif=
ferent management, etc. In fact, these functions
account ora lion's share of time spent by the various

sections in the Directorate,

(1ii) Personnel Administration

Personnel administration of Grade-I Government
Teachers and other departmental employees - for example,
Deputy Inspectors, Superintendents and Ministerial staff
in the district offices, is perhaps the most time-
consuming function of the Directorate, The Directorate

is involved in appointments, transfers, promotions,
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pensions, prevident fund and other personnel matters
of the Grade-I teachers of the Government schools.
Most of these matters terminate at the directorate -
level, except-the sanctioning of new posts and promo-~
tion of Grade-~I tecachers to the rank of Gazetted
Hcadmasters. |

Personnel administration of teachers working
in public body and private schools is looked after by
the concerned managemonts, However, since the direcc-
torate hzs a regulatorv role over these schools, many
appecllate cascs of teachers working in these schools
also come to the Directorate.

(iv) Co-grdinating the Academic Sub-Systems

Most of the academic functions at the State
level have been entrusted to two separate sub-systems,
Howewver, somc academic functions continue to rest with
the direcctorates The Deputy Director for Oriental
Studies and Text Rooks, looks after the nationalised
toext books. Since this task is closely linked with
the functions of the Board of Education and SCERT, the
Directorate is cxpected to coordinate the functions of
thesc sub-systems., -In fact, the Dircctor of School
Education is the Ex-officio Chairman of the Board of
3ccondary Education and is also the Commissioner for
examinations in the State., The Director, SCERT, -

reports to the Director of School Education, Thus,
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although certain structural arrangements do exist for
effecting coordination between these sub-systems, in
actual practice, they operate almost independently and

do not exert much influence on each other,

3. Accounts

The accounting work in the Directorate is looked
after by the Chief Accounts Officer who belongs to the
department of "Treasuries & Accounts", He is assisted
by three Accounts Officers, seven Superintendents and
other mdnisterial staff. Those personnel get in touch
with the various officers of the Directorate depending
upon the matter at hand, but are under the administra-
tive control of the Treasuries and Accounts Department,
This arrangement is a conseguence of the State Govern-
ment's decision in 1958 to separate the accounting work

for more effectiveness and systemization.

The Primary tasks of this sub-system include
preparing budget scrutinising the various schemes
-involving additional expenditure, releasing funds, and
inspecting the accounts maintained in the District
offices.,

For the preparation of budget, this office
depends upon the financial statements received from
the district offices.s Each district office is expec~

ted to send the Statements regarding numbexr of posts



with pay and allowances, contingent expenditure, rents
and taxes, water and electricity charges, etce. The
district office has to collect these statements from
local bodies and other institutions. We understand
that these statements are either not sent or not sent
on time, and consequently, it is not possible to pre=
pare the accurate budget, The task of the inSpectiod
of accounts maintained in district offices remain f
neglected due to heavy work pressure in this offices
Most of the time of this sub-system is consumed in /
scrutinising individual provosals, releasing funds for
aided institutions, mai%taining account books, advising
gazetted officers in drawal of their pay and allowances,
and reconciling the departmental e xpenditure with thet
booked by the Accountant General,

4, Audit Wing

The audit wing is headed by a Chief Auditor who
is assisted by threc senior auditors and 12 other audi-
torse All of them belong to the Education Department

and are generally promoted from-the ministerial rank,

_ The main task of this sub-system is to audit the
accounts of such private institutions which receive aid
from the Government. There are more than 3,000 such
institutions in the state. The three senior auditors

are responsible for auditing of the Government/aided
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colleges, whereas the other twelve do the auditing
for primary and secondary schools. Fach of these
12 auditors looks after two districts and work in
the concerned district educational offices, The -
Chief Auditor assigns work to his team and organi-

ses the entire audit activity in the State.

Special audit in the case of government
schools and colleges is also done by this sub- -
system, but this is not a regular feature. Spe-~
cial audit of Government institutions is done
énly if there is a particular problem or complaint

of misappropriation of funds,

The follow~up on audit ohjections of the
colleges is the reSponsibiiity of the concerned
officers in the Dircctoratc and the Accounts
Wing ~ which can adjust the grants in accordance
with the audit report. This is done only for

the aided Institutions,



ISSUES FOR DISCUSSION

The Directorate is the Chicf Exccutive body,
‘responsible for the implementation of policies framed
by the Education Department, Ilooking at the existing
Seﬁ;Up, we get an impression that there are quite a
few areas that need to be given a fresh look. In the
following paragraphs we have tried to identify some

such areas.

I. RELATIVE TIIPORTANCE OF DIFFERENT TASKS

From our discussions with the key functionna-
ries in the Directorate, we have got the impression-
that a disproportionately large amount of time gnd -
attention is spent on issues of personnel administra-
tion, It is observed by us that the various officers
at all levels spend a large percentage of their time
on personnel matters, Every one in the dircctorate-
seems to concentrate on these issues while verv-1lita
tle attention is paid to planning and budgeting,

finanocial control and academic matters.

An inportant factor in this context is the -
limited rolec of the Dircctorate in non-personnel mat-
ters and its high dependence on the Secretariat and
Finance Decpartment, 1In planning and budgeting, the
rolc of the Dircctorate is limited to providing facts

and figures to the sSecrctariat, The major decisions
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on allocation of funds are taken in congsultation with

the Secretariat, once these decisions have been made
{eegse admitting a new institution to Government aid)
it becomes a routine matter for the Directorate to

release the funds,

The limitations of the existing system not-
withstanding, the Direcctorate does have a significant
role to play in some areas, neglected at present{ For
exampleg in academic matters, it has the formidable -
role to coordinate the activities of its academic sub-
systems. At present the B § E, the SCERT and the De=~
partment of Text Books within the Directorate are work-
ing in isolation., The conscquences of this isolated
functioning have been examined in the sections on the
B S E and SCERT, No doubt, the directorate maintains.
liaison with the universities and other academic insti- -
tutione, but this is only to the extent of transmitt-
ing information to the -Secretariat when needed or for
administrative reasons.

This therefore, makes amply evident that ex-
cept in personnel management, the role of the Direc-
torate is neither apprcCiable nor time consuming.
This is particularly true of the‘offiCers up to.the
Joint Directorts level., Consequently, when any-
thing concerning non-personnel matters is askéd,

invariably the answer one gets is, "ask the Director”.
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II ISSUES OF DIVISION OF WORK AND JNTERNAL STRUCT URE

The structure at the Directorate 1is probably
best described as consisting of two pvramids, with the
DHE at the apex of one and the DSE at the apex of the
other, Further within the School Education set-up
there seem to be two pyramids, headed by the ADSE and
JDSE. Theoretically one would cxpect that the DSE -
would coordinate hetween the heads of these towo pvra-
mids, However, the specific mix of delegation of powers

is such that both thesc offices are the terminal
points for most of the processes handled by them,
Similarly, the JDHE works almost independently of the
DHE, except in matters concerning fixing of priorities
in policies. One reason for this could bd that all
the other matters handled by the Additional Director
and the two Joint Directors are of a routine nature, -
normally not recuiring the intervention of the Direc-
tor. The system of rules and xzegulations under which
these officers operate is so exhaustive and probably
restrictive as well that the number of exceptions
would be negligible; The situation cannot therefore
be construed as the operation of the principle of

manhagement by éxception.

Cre cléqr impact of this kind of structure is
to shield the th Directors from as much routine work.
as possible thus leaving them free for major decision-
making concerning planning, budgeting, and advising-
the Secretary on policy matters. 1In fact, d?cision-

making power on these matters is totally concentrated-
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in the hands of the Director;. Even the involvement
of the other officials ridht up to the level of ADSE
.eems to be minimal. This oan be inferred: from the
fact that not one of these offici;ls were able to
givé a clear picture of the planning and budgeting
process, There is nothing inherently objectionable
in all this, provided the Directors have adequaté
staff support for taking decisions based on a well-
defined, formalised planning and budgeting process,
This proviso, is howcver, unsatisfied,

The major wcakness in the make up of the Direc-
torate is the almost total lack of professionals sup=
port ¢iven to the tw) Directors for planning and bud-
getinz and the very 'process' by which planning and

budgeting is done.

* There is no clecarly identifiable staff group
that 1s responsible for this, The Deputy Director -
(Planning and Statistics) is burdened with estahlish-
ment (person cl) matters. This could have been
counter balanced to some extent by involving some of
the other officials in planning and budgeting proce-
sscs, As has already heen mentioned their involve-
ment is minimal, It is clear, thercfore,that nei-
ther 1s there a staff group responsihble for, nor is
there sufficient support forthcoming for this purpose

from the other administrative officials,
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III SYSTEMS_ AND_ _PROCEDURES

The number of levels of processing involved
before a case arrives at the terminal decision point
seem to be exce#sive in almost all cases. For instances
a case starts with a clerky who is the first person to
consider the facts of the case. He prepares a summary
and mentions the pertinent rules. This is checked by
the Superintendent of the Section, who might draft a
note on the subject.s The case is then put before the
first level official who might be either a Deputy
Director or an Assistant Director depending on the
matter at hand., It is only after this stage that the
case is put before the decision-maker. This means that
there are three people doing virtually the same thing
on the same case, In good many of the routine matters,
the contribution made by the first level officlals
is practically nil, It is rarely that he differs with
what has come up from the Section, In any case, the
decision-maker has to himself go through the papers in
the file all over again, This makes the first level
official doubly superfluous, Of course, it must be
pointed out that there would be certain cases which
would require a gazetted officer’s agttention before

it is even put before the decision-maker,

The first and obvious impact of this multi-level
processing is duplication of effort. There is another
and less obvious side effects If, for instance, it is

decided that workload at a particular point is too muc#
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and that certain of the decision processes are taking
far too long, it is not enough to increase the manpower
only at that particular level, Corresponding increases
in manpower have to be made from the first level
official right down to the section, If these corres-
ponding increases are not made at all the levels
bottlenecks occur at some level other than the ones at
which manpower is increased, (The analogy with an equip-
ment balancing problem in a production line is very
close;) Attempts seem to have béen made in the past to
solve problems of workload by allotting an additional
clerky or an additional first level official, The
impact of such isolated changes at single levels cannot

be appreciable,

Excessive processing time is the most obvious
consequence of the multi level processinge The bigger,
though admittedly potential, danger stems from manpower
expansions The management might well be faced with the
choice between making huge manpower increases all down
the line in order to meet needs at a particular point
or of making the increase only at one point without
making any appreciable impact on either the workload

or the processing time,

The appellate procedure Seems to be clogginé up
a lot of the other routine establishment matters.
Processing of appeal cases within the Directorate it-
self takes away a disproportionate amount of the time
of the various officialsy especially at the first level,
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Enquiries and investigations are another disruptive
factors A case could be made out for centalising the
handling of all appeal cases with a single senior
officiale

There is one class of procedures, handled at
the headquarters level which seem to be particularly
infructuous - regularisation cases for promotions made
by the DEO and for which power of promotion has been
delegated to the DEO, Here, the question of rescinding
the DEO's decisions usually does not arise. VYet, the
entire case is virtually reopened, The purpose seems
to be merely to take cognizance of certain of the DEO’'s
decisions, Such registration of the decision seems

unnecess arye.

A case in point is promotions into the Grade II
cadre of School Assistants, The DEO's are emppwered
to make this promotion., The seniority for this purpose
is districtwises However, this promotion has to be
regularised by the JDSE. The reason for this apparent-
ly is that promotions into Gr,I is done at the head-
quarters level, and so the Directorate feels that it
is obliged to know who are the members of the Grade II

cadre,

This seems quite unnecessary; all that the
Directorate needs to do is to call for 'a panel of
senior Grade II School Assistants from each district

when such promotions in to the Grade I cadre arise,
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Doing away with the regularisation procedure would
certainly cut down the amount of work since there wilk
be far fewer promotions made into Grade I as compared
with the ones that have to be regularised in Grade I1I.
Again, there secm to be no need for sending matters
concerning the condoning of attendance and the chynge
in datcs of birth to the DSE and IDS, This matter
co uld well be terminated with the same amount ofé’
effcet at the Deputy Director's level. It is rarely
that the DSE rofers these matters to the District
Collector. Cven this, the Deputy Director could do.
tle also feel that certain issues, such as the renewal
of recognition to the Schools could be settled at -
the District level itself., These 3specté of delega=-

tion and decentralisation need closer attention.

IV, PLANNING AND ALLCCATION OF FUNDS

As compared with the elaborately sequenced
multi level processing of certain of the mbre routine
establishment and fund disbursement procedures, the |
fuzziness of the planning and budgceting process stands
out in contrast., The underlying structural problems-
have already been mentioned, Here it would be perti-

nent to discuss the elements of the process pér se.

Thé process of putting up demands before
government is virtually an aggregation process with

some pruning of demands at an overall level, There is



apparently no consideration of the individual plan -
schemes that should go into the demands, (Wé cah neg-—
lect the estimation of the non-plan expenditure in
the present-context), The contribution of the Deputy
Director (Planning and Statistics) is to the extent
of aggregating statistics,.

once the total allocation made to the Dircc-
torate is known, it is likely that a mdeting is cal-
led where the discussion is confined to a broad level.
The allocations are then made by the Director. what
is gignificant here is that the choice of the sChemes
~to be implemented succeeds and does not precede the
allocation process. (Thé argument advanced here is
that it is not known what the allocations are going
to be and thercfore it is not possible to decide what
schemes should be taken up), After the allocations
have been made, the schemes come up for sanction
sequentially. A scheme is evaluated in isolation from
other schemes available, and is sanctioned or shelved
also in isolation, This has nothing fo do with the
fact that financial procedures require that even where
a provision has becn made in the budget for a particu-~
lar schemey it has to go up for financial sanction

once again,

Not much planning could bec done, i¥ was; ar-
gued because there is very little money available. On
the contrary, if resourcecs arc scarce, more carcful scru-

tiny of the alternatives available should be made.
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In the planning process, it is necessary and should
be ensured that the Administrative Officials should have

commitment,

The lack of information is blamed for not doing
relative evaluation of schemes, }pformation on expane
lagse Similarly, statistical returns also are received
with a time lag by the Directorate, However, one
serious gap in the information flow qualitative and
quantitative, scems to be the reports on the standing
needs of the districts., The need for this type of
information is felt most when allocation of savings,

if any, is made,

The informstion that is obtained in the annual
statistical retypns is fairly comprehensive, A draw=-
back of the present information system is the tremed-
ous time taken in finally compiling in the headquarters;
because the information that 1is received into the |
directorate is more often than not raw., If the infor-
mation is to serve any purpose, it should be accompanied

by analysis right from the block level,

Information is sought for year after year gven if the
figures in question do not register a change. Such
items should be identified and a svstem should be
developed wherein only changes in the figures are
taken note ofy so as to save processing. An attempt

should also be made to tie up as much of the flow of
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information with the upward flow of accounts and de-
mands for funds, Since obtaining the funds is impera=
tive, it is morc than likely that information will

flow as and when required,

v, FINANCIAL CONTROL

The financial control over the aided managements
is exercised through the Audit Wing., There are more
than 3000 aided institutions in the State which have
to be audited every year by only 12 auditors, Thus,
every auditor has to complete more than 230 institu-
tions in an year, This explains the huge backlog of
audit work every year and the many institutions that
remain unaudited for more than 2 to 3 years, The
present strength of the audit wing is woefully

inadequate.

A word about the audit procedure. There is lot
of duplication between the work of the auditors and the
inspecting staff. This is particularly so because the
scope of the departmental audit is nbt confined to
financial matters alone, Simiiarly, the inspection
activity goes beyond the academic matters, In a sense
both groups have the identical responsibility of
checking whether or not the various departmental rules
are being followed, Consequently both groups end up
examining many identical records e,g, qualification

of teachers, special fee accounts, etc,
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Thus, there is a case not only for providing
additional staff to the audit wing, but also for stream=
lining the audit procedures and for demarcating the

boundaries between the auditing and inspection,

There also appears to be some ambiguity regarding
the audit code, Although there does exist an audit code
in the department yet many aided managements Have come
plained about the divergent positions taken by the
different auditors on the same issue. This raisgs a
doubt about the familiarity of the auditors with the
audit code and other rules, though it could be possia
ble that the eomplexity of the audit code itself

leaves the managements bewildered,

\ Thereis&ﬁfeeling among the Inspectors and also
some of the auditors that under the present system
many financial issues like collection of donations,
transference of funds between institutions run by the
same management, etc., go unexamined, Our observa-
tions of the aided institutionﬁ seem to bear out this
belief, However, at this stage, it is difficult to
S ay whether these problems can be solved by making
" suitable changes in the audit procedure and/or appoint -
ing'more qualified auditors, (At present they are
promoted from the Ministerial ranks and many of them
do not even have a commerce background), These are

important areas which need to be examined further,
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Finally, there are some problems about the role
of the audit wing vis-a-vis local body schools, These
s chools are audited by the local funds c¢xaminer but
the ultimate accountability for the proper utilisation
of funds in thz2se schools rests with the directorate,
Consequently the departmental auditors have to spend
a substantial amount of theilr time in conducting speci-
al audit of these schools, This is viewed by the
auditors as an unnecessary interference in their normal

work,
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(C) BOARD OF SEGONDARY EDUCATION AND
COMMISSIOUERATE FOR EXAMINATIONS

Organically the Board of Secondary Educga-

tion (BSE) and the Commissioncrate for Examinations
(CE) comprise a single unit. The BSE which could

be regarded as an advisory structure has the primary
rcsponsibility for approving the curricula, syllabi-
and text books for sccondary education in the State,
The CE which could be rcgarded as an operational
structure has the responsibilitv for conducting X
Class CGovernment Examinations, and other government -
examinations not undertaken by the Andhra Pradesh Pub-
lic Scrvice Commission, such as the accounts test for
the employecs of the local bodies, Hecadmasters; Hindi
pandits, Telugu Pandits, Training Examinations, the
Sanskrit Entrance Examinations, etc,

Linkages

o

Thouglh there is no statutory backing, vet-the
BSE and the Commissioncrate tend to be autonomous, This
is perhaps duc to some ambiguity in its relationship
with the Dircctorate and the Secretariat, For financigl
assistznce, it heavily hanks upon the support of the
Secretariat, and even for the additional posts, the
Secretariatts conscnt is necessaryQ Therefore, it is
answerable to the Secretariat, However, the CEs is
empowered to appoint personnel of certain categorics-
such as clerks, who are below the rank of superinten-
dent, Further, the appointments and transfors of super-
intendents are done by the Deputy Commissioner, and of
higher level officers, Such as those of the Assist.
ant and Deputy Commissioner is under the purview of
the Sccrotariat, Also the DSE sevesee.n
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and the BeS.Ees are in contact with each other in mat-
ters rclating to the revising and framing of syllabi

and prescribing text-books,

An understanding of the structure and functions
of these two parts separately, will orovide a clear

picture of this sub-System;

Board _of Segondary Education

The BeSeE. is composed of 26 members, out of

which six are ex-—officio, These are -
(1) The DeP.I. who is also the ex-officio

’ Chairman of the BeS.E. and the Commissioner
for Government Examinations,

(2) Director of the SCERT

(3) Joint Diregtor of Secondary Education
(4) Secretary, Board of Intermediate Education,

(5) Deputy Commissioner for Government
Examinations, A.P. and

(6) Secretary for Government Examinations AeP.

In addition there are 20 ordinary members.
These are six principals of junior colleges, located
in the jurisdiction of the Osmania, Ahdhra and Sri
Venkateshwara Universitiesg two distinguished educa=-
tionalists, six Headmasters from each of the three

universities areas (two each), 3 D E Os., one each




from the three university arcas and three gazetted
inspectors of Schools one each from the three uni.

versity arecas,

Functions of the B.,3.E.,

The mevtings of the B,S.E. by statute nmust
be hcld at lecast once in a year, but in practice,
thc mectings are held twice a year, prcsided over by
the D.,3.8,, who is the Ex.officio Chairman of the
Board and also the Commissioncr for Examinations.

In thesc¢ mecoetings, certain specific issucs that come
for discussion are resolved, and gencrally thcre

is said to be unanimity in arriving at decisions.

The main function of the BL.3,E. is to
approve the rceviscd version of the syliabi and the
textmbooks, proposcd by the D.S.,E, for the higher
se®m ndary classcs, But beforc this is done, the
B.,S.E, constitutts speccial subjccts committees, which
give a thoughtful appraigal to the proposc¢d syllabi
and the tc¢xt bookse If nccd be, the Committee c¢xtends
its remarks: for muedification,for furthcr consideration
by the dircctorate beforc the final approval. Thc mcembers
of the subjcect Committee arc sonlcected from among the avaio
lable mcmbers of the Board, or from the expcrts working
in the Sccondary Schools. This also applies to the
spccialist of & particular subject, Sometimes they
arc sclcected on the recommendations of the members
of the Board, At times, the Commissioner of the Dipya

ty Gommissioner propose the names of the persons



by virtue of their knowledge of subject experts, and
they are made micro advisory bodies of Boards for

various subjects,

At present, the academic functions of the Board
are restricted to examining the prepared syllabus, In
practice, the Board has little to do with the prepara-
tion of syllabus and development of curricula., These
are d eveloped in the DSE itself, by specially cons#i-
tuted sub-committees, The BSE only reviews them and
gives fts views to the DSE and from thereon to the
Government for the final approval, It is said that
the need to alter the syllibi occurs, when a new
écheme has to be introduced, : Somctimes, on certain
occasions, the Central Advisory Board of Education
recommends a certain chapter to be included in the
text=books. In such a situation, it becomes the
concern of the BSE to take appropriate measures,

It may also be mentioned that at present there is no
fixed time period during which the same syllibi or
the text-books are to be taught, We also understand
that, for a long period, the same matter 1is being
taughts ‘

Ihe Commissionerate
The Organisational Structure

The DeS.Es is the Commissioner for Government
Examination® and is in charge of all policy matters,

For day-to-day functioning, the Deputy Commissioner



acts as the head of the Commissioncrate, Tke Deputwy
Commissioner is assisted bv four Assistant Commise
sioners, the senior most among whem is also the
Secretary to the Boaxrd of Secondary Education. The
next senior person is the Joint Secretary and the
reuaining two are Additional Joint Secretaries to the
Board., 1In all, there are 2% secti ons within the
Commissionerate, cut of which 20 Sections take care
of the exauination work, while the remaining five
are in charge of other :.atters, such as, establish
ment, finance, accounting, stores, and stationery
etce The distribution of examination sections among
the Assistant Commissioners including the Secretary,
vho also looks after the financial management,varies

according tc the number of candidates,

On an average, each Assistant Gowmissioner 1is in
charge of 6.7 districts, and the Secretary holds
charge of the Twin Cities, along with additional
work pertaining to the office maintenance 1like the
establishment and acc.unts. (Sce Exhibit (20) for
the Organisation Chart of the Commissionerate and

the B,S.E.)



89

Functions of the Commissionarate

As has been mentioned earlier, the Cowminissioe

nerate is the operational structure, wWhich organises the

examinations of Xth Class. This vork involves the
appointment of the paper setters and exauiners,
cvaluation of the answer books, finalisation of re.
sults and their announcements. The issuing of the
marks shec¢ts and various other cerxrtificates is also

the responsibility of the Commissionerate,
Appointment of the Paper Sctters

The appointments and concellation of the
paper setters is left to the discretion of the Deputy
Gommissioner of Examinations. Normally, the appoint.

ment is foT 4.5 years.,

The Decputy Cémmissioner by virtue of the
knowledge he possesses about the various tcachers,
appoints the »naper setters, and somctimes, the Assis.
tant Commissioners also re¢commend their names, The
assessment procedure is based on the nuwber of years
of scrvice an incumbct has put in and his proficie.
ency in the subject concerned, But we do not know
what measuring yardstick the Deputy Gommissioner
uscs to guagc the proficicencye. In order to moderate
the question paper the Commissioncrate appoints a
paper selecting board, Vhich compriscs three members,

tWwo experts and the papcr setter himself, After
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intense discussion on each question, the paper selec~
ting board finalises the papers and keeps the printing
as absolute confidence. As the examination is con-
ducted in three or four media, it is quite eseential
to give the question paper in the language which was
the medium of instruction, In such cases commissione
erate maintains a list of translators, who do the
translation work on the originally written qUeS%ion

papers;

Appointment of Examiners

Hitherto, proposals on behalf of each teacher
were c¢hlled for from each school in the State, duly
countersigned by the District Education Officer,
Nearly 8000 proposals were being received and checked
by this office and ware prepared subjectwise, As
per the requirement, the examiners were selected based
on their seniority, As it was felt to be very dif=-
ficult to continue this procedurey, it was abandoned
in favour of another easy and quick procedure, At
present the district educational officers are reques-
ted to send the seniority lists of all the qualified
teachers of their respective districts subjectwise,
From the seniority lists the actual number of examiners
required will be selected in the order of seniority,
This procedure is under review and likely to be
finally accepted as general norm for appointing

examiners,
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Evaluation of Answer Scripts

After the conduct of examinations, at various
centres in the districts and'cities of Hyderabad and
Secunderabad, spot valuation of anmswer scrppts is
done at the pre.decided centres in distriets under
the supervision of the D,E.O0s who are assisted by the
Gazetted Inspectors. At the completion of spot valua.
tion in various districts,‘each D.E,0, sends the
tabulated marks to the C.E.'s office for oonsolidation

and announcement of results,

Since the-volume of examination Work has dras.
tically increased in the last two years, C.,E.'s Office
is using computer assistance for computation, finali.

sation and prcparation of mark sheets of candidates,
Evaluation of Question Papers by SGERT

C.E.'s Office scnds the question papers to the
SCERT for its exprt opinion after the examinations
have been conducted, These comments are passed on to
the Moderation Board and thereon %o the next paper
setter., However, there is no institutionalised mccha.
nism to ensure fhat these comments are taken ocare of

in the next ¢xaminations.

Suggestions made by the 3CERT on the question
papers after a review arc also placced before the Board

of Secondary Education for its opinion, Any decision
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taken by the Board of Secondary Education will be
implemented if necessary by obtaining orders of the

Government,

Record Keeping Functions

In the last few years a number o£ changogsin the
examination system were introduced, A few changes,
which came into vogue, ultimately have become defunct,
eege the multipurpose, SeSeLeCe, and HeS.Cse examina=-
tions, Each examination, either past or present
require that some record should be maintained by the
Commissionerate for the purpose of future reference
and correspondence, In general, each examination have
back trail of the following activities on the part of

commissionerate,

1, Issue of memo of marks

2. Issue of date of birth extracts
3¢ Issue of migration certificates
4, Issue of duplicate certificates

5 GCorrespondence in respect of bogus certi-
ficates

6. Court cases, and
7. Miscellaneous correspondence,

In addition, there are certain other things due b
which the Commissionerate is over worked, such as

supplementary examinations, According to an estimate
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the months of July and January are generally conside-
rcd to be relatively free from overWork; hence the
staff is not employed on overtime, During the time
of the examinations, the officers and their support.
ing staff havc to work late hours.,

I8SUES FOR DISCUSSION

l, Role Ambiguity & d Linkages

At present, therc arc three sub.systems which
arc involved in the task of preparing syllabi and
text books, These areg

i. The Department of Text Books Within the
Directorate,

ii. Board of Scoondary Education and
iii, SCERT, '

Theorceticaily, there is clarity in the role of the
three but in practice there is lack of co-ordination,
The Directorate is expected to frame the syllabi,
appoint the authors and get the books written, The
expert committees of the Board have to approve these
syllabi, S8ince the syllabi for different classes

and subjects are already in existence, it is

still not clear as to who has the responsibility

for revising them, During our field Work-we found

that both the groups feel t at it is the responsibility
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of the other, As a result of this, the syllabi rea
main unrevised for many years, unless there is a direcw
v“ive from the Government to make a specific changes,
such as inclusion of new topics, Consequently, there
is a growing feeling in the organisation that the
advisory structure which has been entrusted with these
academic tasks must takc initiative on its own, reather
than await the Government dircctives., Then only its

rol< wWill beoome more mcaningful,

OCERT has the rcsponsibility for giving ideas
for ahanges in the syllabi and examination system,
But the Board and Commissioneérate do not seem to have
any linkages wWith the GGLRT, pPerhaps the only linkage
is through a common person, the Director of School
Education, Op¢rationally, thc only time when the
8Wo come togcether is for analysis of question papers
after the examinations have been oonducted, Although
the suggestions of the SBERT arc cxaminced by the suba
committee on examinations, yet, no action is taken.,
Conscquently, it is observed that the same .typc of
questions and pattern of papers continue over a number

of yecars,

An intcresting aspect is that,there is no spe-
cific time limit during which the same syllabi and
the tcxt books are to be used, WWe have been given
to understand that these have not boen changed for a
long time. The existing system is such that it does
not facilitatc any individual or a group to take initi-
ative in ti.is direction., One way out could be to fix
a 5 ycar cycle for a particular syllabus or tecadt.books
that ar: to be taught, a.d than raise them according

to the changing nceds.
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2e _Goping with Growth

During the last decade and a ha 1f, there has
been an enormous growth in the number of schools amd
students, Consequently, the¢ entire cxamination work,
right from appointing the paper setters to the issuing
of certificates has assumned wider dimensions., The
changcs in the internal organisation and systems and
procedurcs have not kept pace with the demands of
this growth, The commissionerate is, thus overburdencd
with vork and often has to take decisions with limited

information,

Firstly, in the appointment of paper sctters
an cstablished procedure doées not seem to exist,
Their appointment at prescnt, it is said, is 1lcft to
the discrection of the Deputy Commissioner and other
cxperts of the Board Who do it on the basis of their
personal knowledge of the incumbents. This might
havc been a sound approech for a smaller organisation,
It is quitc impossible for a handful of experts to
kecp track of the peoplc Who posscss the requisite know.
ledge and qualities in such a hugc system, There is
therefore a nced to develop an improved information

system,

Again, in regard to the sclection of cxaminers,
the only criteria is the 'seniority's The scniority
1ist of each district is sent by the respective DEOs.
The Commissioncraté docs not have any additional
information on the basis of which it can change the

lists prepared by the DEO's. Hence considerable
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effort can be saved by delegating the task of appoint.
ments to the DEOs., A&n added advantage of this would

be that the DEO Who is on the spot, will be able to
ccnsider factors other than seniority alsc. There

is a concern among the jugior tecachers that they

do not get an opportunity to examine the papers., This
again could ke attributed to the existing systen,

Onc alternative could be to usc a cohmputer for appointa

ing the e¢xaminers.,

Rccently, the task of finalisation of results
and the preparation of marks shcets, was entrusted
with an outside computer, This indeed is a wWe¢lcome
signe. But the drawback is that, at prescnt therc is
no technical knowohow within the Commissioncrate in
this area, and it becomes difficult to coordinate
with the outside agency, Further, it is likecly that
certain changes in the internal systems of record..
kecping may have to be made in order to detect the
problems c¢arly and nake full usc of the computerisa.
tions Right now, the Gommisskoncrate is largely
dependent on the external agency for the computation
of the rcesultss It is inpcrative, thercfore, to
develop the rcquisitec skill within the commissionca-
rate if any benefit has to be obtaincd by employing

the new proccdure,
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Exhibit 20

ORGANISATION CHART OF THE BOARg_g_
SECONDARY EDUCATION AND COMMIS
FOR_GOVERNMENT EXAMINATIONS.

NERATE

BOARD_QE_gg%O ARY EDUCATION
{

Director§School Education
Ex-Officio Chairman of the Board of

Secondary Education and
Commiss ioner for Government Examinations.

Deputy Commissioner

of Examinations

g i ] [}

} ] i
Asstt, Asstt, Asstt, Asstt,
Commissioner Commissioner Commiss ioner Commissioner
and Secy, and Joint and Addi.Jt, and Addi,
to the Board Secretary Secretary Joint
of Secondary to the to the Secretary
Educatione. B.S.Es BeSeEe to the

BeSeEs
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D) SIAIE COUNGCIL FQR EDUCATIONAL RESEARCH &
TRAINING (SCERT )

Prior to 1967, Andhra pradesh had a
number of Research and Development units concera
ned with education, These various R & D units
were created at different points of time ard
with specific functional obligations. The units
were (i) State Bureau of Educational and Voca
tional Guidance (1957), (ii) State Evaluation
Unit (1963), (iii) State Unit of Education
(1964), and (iv) State Institute of Science
Education (1964),

The Bureau of Vocational guidance'and
the Institute of Science Education were started
at the initiative of the Central Government and
were later handed over to the State Government,
In 1967, the Education Department felt that all
these units should not vork in isolation and
there was need for a co-ordinating body. Hence
they were brought under a common umbrella called
the State Council of Educational Research and
Training (SCERT) and the various units were
transformed into departments of the SCERT,

In 1970, four new departments were
createds (a) Curriculum and Text.Books,
(b) Psychological Studies, (c) Audio-Visual
Education and Teaching aids, and (d) Extension
Services, Again, in 1973.74, two more addi.
tions were mades (a) Gollegiate Education and
(b) Educational T€chnelogy. In addition to these
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ten departments, one Primary Extension Service
Centre is also attached to the SCERT,

SCERT is primarily responsible for pros
viding inaservice training to teachers and inspeca.
tors, undertaking research in educational matters
(evge Curriculum; evaluation, teaching aids and
Technology etc, ) and implementing pilot projects
on an experimental basis, However, at present,
the major thrust of the organisation seems to be
on 'In.Service Training', Its most important
activity is the Statewide Academic Programme (SWAP),

In 1971, the State Government abolished
the practice of detaining students in all the
classes except the VII and-the X, It was felt
that the nonwdetention policy can succeed only if
it is supplemented with a new and sound approach
to teaching and evaluation. 1In order to do this,
seminars at the regional, district and block
levels were held and the SCERT was given the resw-
ponsibility of organising them, These seminars
have now become an annual feature of the Council's
activities and are known as the *Statewide Acade..
mic Programme', During the £irst yeér, these
seminars were focused on techniques of continuous

evaluation, In the subsequent years attention was

also paid to the instructional side. Gonsequently, . .

these seminars have became a forum whereby the
teachers and inspectors are familiaiised with the
concepts of annual plansilun;t plans, 1esson plans,

unit tests, ctc,
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The thrce levels of the programme .
Region, District and Block . are inter.linked,
The participants of one lcvel are expected to be
the resource persons or instructors for the next
level, The regional level seminars are attended
by the Director of School Education, SCERT Officers,
D.E,0's, G,Is, and Deputy Secretaries (Edn) in
2illa Parishad and principals of colleges of
Education and local hecadmasters, The District
level seminars are attended by the Deputy Inspeécw
tors, Extension Officers, hcadmasters of all
secondary schools and sclected headmasters of
primary and uppCre.primary schools., The district
level seminars are organised by the D,E.0O and his
Gazetted Inspectors who also act as the resource

persons in addition to some of the SCERT Officers,

At the Block level, the Decputy Inspector
and Extension Officers organise the Seminars for
the various tcachers working in the different
types of schools. In 1974.75, only teachers
from classes VI onwards were covered but this year
it is proposcd to cover the teachers from Classes
I to V as well, The teachers, headmasters trained
in the district level seminars act as the resource
persons for block level seminars in addition to
one or two officers from the SCERT, Thus, the ina
volvement of the SCERT reduces with the Jevels -
it is maximum at the regional level where almost
the entire responsibility is on the SCERT and only

nominal at the Block level,
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Y oot e v e

SGERT is headed by a Director, with the
rank of a Joint Director in the State Government
and reports to tne Director, School Education,
The Director has under him the heads of the ten
departments., The departmental heads are of the
rank of Reader, and are supported by other readers,
lecturers, and assistant lecturers and technical
assistants, The basis on which the departments
are structured is multiple, Somc of the depart.
ments are functional (e,g. Curriculum and Text
Books, Evaluation etc, ), some are disciplinary
(esgs Science Education), and some are forned on
the basis of lMarket Segment (e.,g, Collegiate

Education),

The major role of the Director is to
provide academic leadership to the organisation,
Since the personnel administration for the entire
SCERT is looked after by the Directorate, the
Director has no administrative powers over his
subordinates, he doe¢s not have any say in the
selection of staff and cannot take any disciplinary'
action against them, We were informed that it is
quite possiblc that a person may be put into the
SCERT or removed from it, without any prior intia
mation to the Director, The Director writes the
confidential reports of the Heads of the departa
meénts and countersigns the C.Rs, of the lecturers
and assistants lecturers but the importance attaw

ched to these C.Rs. either by the Director or by
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4
the staff is very 1ittle, Lack of administrative
powers does make it difficult for the Director to

exercise control over his subordinates,

On the financial side, the Director gives
administrative approval to the expenses incurred UNw
der the contingency, office expenses, and T.A . D,A
heads, The allocation of publication funds among
different departments is done by a Committee of the
various heads of the departments and the Dircctor,
The Director also acts as the contact point between
the SC&Z0RT and the rest of the Directorate, All

correspondence is routed through the Director,

The acadenic role of the Director is
quite flexible and perhaps a bit too vague, IHow a
Director tranclates 'Academic Leadership' into cona
crete action depends a great deal on the person
himself, A Director may or may not view 'obtain.
ing funds and other support from the Directorate!
as part of his job, Similarly one Director may
view ‘*providing ideas for new projects to subordina-
tes'! as his job whereas another may not, Fdrther,
he has to depend a great deal on his personal skills
for exerting influence on his subordinates and colle-
agues in the directorate, Lack of administrative
-powers and high dcgree of suvjectivity in the role
has contributed a great deal gowards the low value-
attached to this position, The people at SCERT feel
that most of the Directors who came to this organi-

sation were always on the look out for 2 joint
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directorship in the Directorate. This is supported
bby the fact thav the average tenur2 of various
Directors who have hcaded SC:iRT is 1le¢ss than a year,
The organisation hence sufferrcd from tremendous
instability in its leadcérship and lack of proper

directipn and support,

The heads of the departments are expected
to co~ordinate the activities of their departments,
Sincce in most of the departuents work is initiated
by the Government or Directorate, the task of the
head of the departiment is merely to allocate the
Work among his subordinates, There being no adminisa
trative officer in the SCERT, some of the adninistran
tive functions are also split among thne different
neads, For instance, one hcad looks after the
Accounts of the SCERT, anothcr the transport, ctc,
(see Exhibit 21 for the Organisation Ghart of the
SCERT ),

MANAGE iz ;iT_OF FlIJNDSs

SCEKRT gets its funds from the Directorate
and the Central Government for the centrallyasponsow-
red schemes, It has no cther sources of revenuc,
Exhibit 22 gives the budoet for the last three yeears,
Till 1973.74, under the planncd budget there was
sowe provision fox cach of the denariments, The
departucnts used to prepare thelr activity plans and
an estimste of +tiuc¢ financss required, Thesc werc
consolidated by the Director and subaitted to the
DePoeIls The Statewide Acadeunic Progranme was started

in 1973, Thus, from 1974 onwards thtre has been no

-
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budget provision for the different departments ex.
cept the collegiate cell, However, the departments
continue to send their réquirements, but these are@
of no relevance because plan budget is given only
for the SWAP or some other projects initiated oute
side the SGERT (e.g., non.formal education). In
1974.75, the plan budget for SCERT was Rs, 21 lakhs,
whercas in 1975..76 it was reduced to Rs. 9,67 lakhs
(which also includes 3.25 lakhs for introduction of
nonw.formal ¢ducation)., GConsidering that SCERT prow
poses to cover a much greater number of teachers
during 1976.76, this reduction in the budget seems
quite strange to us, Ue understand that the major
impact of this rcduction Would be that teachers Who
come for the block level seminars will have to go
without any T.As —~ D.A, It may be noted here that
most of the plannced budget is spent on the T,A, and
D;A. of participants and the publication of teaching
material required in the various Seminars, and this

money is mostly spent by the DEOs,

Thus as things are, all projects initiated
by the SCERT on its own have to be funded from the
'non.plan' budget, particularly the T.A . D.A, and
publication heads, The T.A. - D.A. budget is just
about sufficient for meeting the travel costs of the
staff for the varjous seminars, In the case of pub-
lications, the rQQUirements of some of the departe
ments are greater than what is available for the
entire SCERT,



105

Departments of SCERT:

As has been mentioned earlier, SCERT
has been organised’into'lo departments. The
vorganisation has a total sanctioned strength of
67 professionals., However, at present half of
these positions are lying vacant. (See Exhibit
23 for a COmparatch picture of the sanctioned
and the actual strength of the ten departments).
In the followilg paragraphs we have briefly desa
cribed the goals and activitics of thes¢ departa

ments e

1, D¢partment of Education

The dOpartment‘has‘the responsibility
for treining, research and implementation of
pilot projects. Before the SWAP camc¢ into being,
the department concentrated its efforts on ‘'ina
service! training courses for inspectors and
tcachers and preparation of working papérs and
handouts. At prcsent the department's activities
arc confined to participation in SWAP and respond
ing to reguests made by the Directorete from time

teo time,

It is also léoking-after the work expe.
rience project in Guntur District sponsored by
the MCLRT, tiovever, its role is limited to pass-
ing on the equipment and instructions received from
the CERT to the field, Similarly, it has been
entrusted With the proposed project, on 'Non~formal
Education'., Apparently the department has neither

the requiredexpertise to handle the project not
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any clarity regarding its role.,

The emphasis on rescarch has been very
littlc; whatever research wWas undertaken, has
not sec¢n the light of the day, As such, its re.
sult has not becn reflected in the educational

programmes,

2, Depart of Sciecnce Education
[}

At present, the major activities of the

department include:.

(a) Participation in SHAP,

(b) Organising summer institutes

(c¢) Training students for national

| science talent contest,

(d) Organising scicnce e¢xhibitions,

(e) Participation in Indo.dutoh project, and

(f) Publication of a scicnce journal. ’

Earlier the department also undertook
projects on rcvision of scicence syllabus for
certain classcs and design of inexpensive kits for
s€ience tcaching. None of these projects resulted
into concrete diange, essentially because there is

no on¢ to ensurc their implementation at a large scale,

3. Department of Curriculum and Text-bogks

The department was started in 1972 with
the objectives of undertaking rese¢arch in curru.
culum and working towards improving the quality

of text-books.
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buring the first year, the department
participated in the programmes of'the other depart.
meénts. In 1972.73, five wiorlishops were conducted
to review the nationalised text-books. In 1973-74,
another five workshops were conducted to prepare
instructional material for the Class IX in selected
subjects. In the following years, the department
remained content with participation in the SwAP,
Recently, a project has been undertaken to design

a need.based curriculum for Class I to VII,
N .

In the area of text.books, the Depart.
ment's role is confined to seading comments on

some books, if asked for by th€ Directorate, It

has no other involvement 2ither in determining the

syllabi or in the preparation of text-books, For

some tine the text.book section in the Directorate

vas transferred to this department, but we under.

stana that the arrangement did not work well for
personality reasons. GConsequently, the text.book

sestion was transferred back to the Directorate, 3ut recen-
tlv, it has again been returned to the SCERT,

4, Depariment of LByvaluation

This department’'s contribution towards
the educatiosn system is in terms of giving inputs

for the betterment of the evaluation system,

Prior to the SWAP, the department con-
centrated orn conducting courses for teachers,
headmasters and inspecting staff, These courses
were focused on to evaluation and maintenance of

cumul ative records. Publication of handouts and
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preparation of Viorking papers was another impora
tant activity, Prcparation of unit tests, tcsta
bank for different subjects were undertaken in
responsc¢ to the new Evaluation Policy. Since,
most of the Work done in this area rcmains un.
published due to printing problems, the effort has
also declined, Participation in the SWAP is the
most prominent activity of the department now,

The depariment has also undcrtaken 2 rusearch
project on the impact of 'Open Book' system of

examinations.

The department has no significant ina.
volvement in designing the question papers etc of
Public Examinations, The question papers for Class X
¢cxaminations arc sent to the deparfment for analysis
and suggestions, after the c¢xamination has bec¢n con-
ducted, The SCERT people have their own doubts
about the action which is taken on these suggestions.
Since the public examinations continuc to be based on
traditional modcs of questions, tho impact of the
new evaluation methods 2t the school level gets
affected, From the point of view of the teachers .
of what great relevance arc thesc¢ objective type
of quéstions if the public ¢xaminations are not
going to be conductid on thes¢ lincs,

5. Department of Psycho ica _Studics

The department was created in 1976 with
the objcctives of undertaking psychological stu-

dies of pudagogical value and construction and
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standardization of psycihological tests,

The depariment is staffed by & psycho-
logist and an assistant, During the last five
years of its existence the only coniribution the
department made in terms of these ohjectives
was through a casc¢ study on preparation of dia-
gnostic tésts in selected subjects, For the rest
of the time, it has been involved in the SWAP and
programmes of othcr departiments, Juring all these
years, tihe deparinent either did not get any funds
or it could not utilise tnem or they were diver.
ted to the collegiate cell, Interestingly, the
departnent continues to increase its demands for
funds every year, Starting from a nominal vegina
ning of ", 10,000 in 1971.72, it asked for as
much as 54 1,02,700 in 1974.75, but failed to
get any sanction whatspaver, Wwe have just not
been able to understand the reasons for starting
a8 new department and then not providing it with
even th¢ minimum resources essential for its

~functioning,

¢

6. Depaxtmenti of Bducational & Vocational Guidance

This denartment is the oldest auxiliiary
service attacned to the Sducation Department,
Through the anplication of -lifferent psycholoyical
techniques, an attempt is made to arrive at the
probablc aptitude, and inclination of the students,
@nd guide thein accordingly in making vocational
ichOlCeS. These techniquzs are given to the tea-

t.‘ . . .
hers o guide tiheir pupils and parents
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Prior to 1967, the departwent trained
about 200 teacners as career masters but thedr
expertise could not be utilised in the¢ schools
because (i) no incentive or reduction in other
work was given to these teachers for this addi-
tional work, and (ii) the parents have either
fixed ideas about the vocation of theixr children
or do not attvacih sufficient importance to it.
lience, they did not buy the idea of matching the
aptitude of their children with the vocation

they should undertake,

After <ihe amalgamation witih the SCERT
in 1967, the Centre also started facing the prow
blemg of lack of funds., Without any budgetary
provision, the activities of the department
have become confined to participation in the pro.
grammes of other departments, SWAP and someé mis-
cellaneous work like conducting a stall in the

science exhibition, etc,

7. Department of Audio..Visual Education and
Teaching Aids

The department was started in 1970
with the objectives of familirising the teachers
with the use of audio-~visual equipment and help.
ing them in preparing audio.visual aids with
locally available materials and loaning them the

aids available in the departiment,

At present all the posts in this depart.
ment are vacant. The audio.~.visual equipment is

being looked after by the iiead of ithe Science
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8. Depanrtment of Extension Services

The project on ‘'Extension Services'
was spoinsored by the Central Government in 19L3.54,
Ten Extension Centres were created in the State,
seven for secondary schools and three for primary
schools. The Secondary Centres ware attached to
the Colleges of Education and the Primary Centres
to the Basic Training Schools, After the aboli.
tion of the Basic Training Schools, one of these
centres was attached to a junior college, one to
a DEQ's office and one with the SCERT,

The department of Extension Services in
SCERT was created in 1970 to co-ordinate the acti.
vities of these ten centres, The budyets of these
centres are merged with the budgets of the various
bodies to which they are attached, IH2nce, the
role of the department in SCERT is only to provide
academic guidance and suppoxrt to these centres,
The centres send their yeerly plans of activities
to tie department of Extcnsion Services for appro-
val, The department also organises an annual coN.
ference for the hcads of the Extension Gentres, so
that they can familiarise themselves with the
activities of the other Centrcs and gain fro

each others experience,

Primary Extension Gentre:

As menticned earlier one of the primary

centres is attached to the SCERT, The centre
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conducts oricntation courses, sceminars and disw-
cussion in the Tcacher,Association Centres, besi.
des participating in the SWAP. Unlike most of the
departments of the SCERT, the Centre has a scparate
budget provision. A glance at the budget and ¢ x-
penditure figurcs of the last five years indicatcs
that about 40 per ccent of the yrants remain una
utilise¢d, The co~ordinator of the Centre attria
butes this to the late rolcasc of budget and

delays in getting administrative sanction from the

Governmuent,

9, Jepartment of CollGQiafe Educatign

Till 1973, the cfforts of the SCERT vere
dirvcted towards the primary and sccondary cduca.
tion. In order to take care of the ncods of the
higher education systems, a GCollecgiate Gell was

started in 1973,

The Gollegiate Gell's role is to plan,
or ganisc and provide administrative support for
the various courses, It conducts induction cour-
ses for the lecturers of the junior and degrec
colluges; scminars and Vorkshops for senior
lecturcrs, and conferencecs for principf®ls of

junior and dcgrec colleges,

The department is hcaded by a Professor.
In addition therc are two Rcaders, 5 Lecturcrs, and
2 Assistant Lecturers, The design of the

content and wethodology is done Jointly by the
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department and experienced faculty of oollegés
and Universites, It also undertakes publica.
~tion of the proceddings of the seminars and

conferences and other material which oould be

.used by the colleges,

The Collegiate ccll is one of the §ew
departments which has a distinct identity of its
own, It serves a different group of clients and
seems to enjoy greater support and recognition
for its activities, In the first year it had a
budgct provision of Rs. 30,000, in the next year
Rs., 50,000 and Rg, 1,50,000 in the third year.:
Further, the department has very little contact
with the rest of the organisation. One, gcts
the impression that the Collegiate Cell does not
fit into the mainstrcam of the activitics of
SCRET, we thercfore do. Not sec why it should be
locatcd in the SCERT at all.,

10, Departmeni of Educational Technology

This department was speccifically crcated
to look after the Satellite Instructional Televi.
sion Experiment (SITk), Under this project which
is totally fundcd by the Central Government, 400
T.Ve scts have been installed in the rural arcas
of the State, Instructional @ ogrammcs for students

and tcachers are telecast cvecry day.
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Instructors for optrating these scts and handling

the post telacast sessions have been trained by

this department. In addition to this, Indian Space
wescarch Organisation (IYRO) supplie¢s monthly publia
cations rcgarding the content of thc programmes to be
telecast during the months The educational tcchnow-
logy dcpertment ¢gcts these translated into the regiow-

nal languagce and supplies them to the various ccntircs,

ISSUES FOR DISCUSSION

1, Ambigquityv in role and objectivess

SCGERT camec into heing with the amalgamation
of units engaged in different types of activities,
Thervafter, no attempt was made¢ to provide it with
a sct of overall goals @ d objectives, Hoviever,
when on¢ looks at the defincd functions of cach of
the departmentsy one could regard that the cmerging
role for the SGERT as a unit is to work for the acade.
mic improvement, Unfortunatcly, it appears, that its

client systow have so far not drawn significant bencfit,

a) The individual dcpartments have a
fair amount of clarity rc¢garding
their goals and activities, whecreas
the goals and prioritics of 3CERT

as such havce rcmained vague,

b) The Departments have neither their
scparate budgets nor any departmental
projects, through which they can

achieve at least their ovwn goals,
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¢) Most of the work for SCERT is
initiated by the Government and
the Directorate, Hence the prio.
rities of SCERT are based not on
a set of objectives but on the
directives received from the

Government from time to time,

» The ambiguity in objectives is closely
linked with the ambiguity in the role of the

SCERT in the overall framework of the Directorate's
tasks and objectives, SCERT is the academic wing
of the Directorate, However, the academic tasks
are also undertaken by various other agencies

like DPI's Office, Gommissioner of Examinations,
Inspectors at the district level, etc, It may

be useful here to draw a distinction between two
kinds of academic activities which go on in the

Directorate, These are .

a) On.going activities which are
essential for the maintenance of
the academic system -~ this would
include design of curriculum,
approval of textbooks, conduct of

Inspections, Examinations etc,

b) Activities for development or
improvement of the academic system,
this would include training of
teachers, assessing the relevance
of the curriculum, research in
the area of different modes of

evaluation etc,
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Theoritically, SCERT has the advisory
role for the first set of activities and the
primary responsibility for the second, However,
its role vis.awvis the implementing agencies
(Board of Secondary Education, Dircctorate, Ficld
level sct up) is not very clear, Further, there
are no linkages betiween the two. The only arca in
which SCERT's role is clcar is the *Insecrvicettraine.
ing' of teachers, Gonscquently, we find that in
actual practice, SCERT has become just an Inservice
Training Institution and has very little to do with

rescarch on curriculum, cvaiuation, teaching ai<ds, c¢tc.

2 Underutiilizational of Professional Resoruccss

A dircot conscquence of this limited role
of thc SCERT is the underutilisation of its pro fts-
sional rcsources, Out of the 35 profissional staff
¢mployed in the SGERT, about 25 have no work other
than the SWAP, lost of the departments do not have
a singlc departmental programme or projccts As 2 riw
sult of this, the knowlcudge of the puople working
there is not neingy properly utilised, This is
also perhaps thc rcason vhy, some of them come i1ate
to the Office, and leave early, particularly when

the Dircctor is not in office,

Besides contributing to a large scale

waste of proftssional manpowcr Which the c¢ducation
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department can illafford, this situation has also
led to serious problems for the officers working

in the SCERT, Lack of sufficient amount of work
engenders frustation, and lack of job satisfaction.,
we feel that it is important to identify some of
the factors which have led to this problem and

take some rcmedial action. During our interview,

we could identify the following major facotrs:

a) Lack of funds
b) Lack of autonomy and inappropriatc
rulces

c) Pecople and Lcadership

a) Lagck of Funds

Rost of the Jdepartmcents have net
got any provision in the annual budgets for the
last two years, The situation in some cascs is
so bad that every year proposals arc sent as a
matter of routine at the time of budget formu.
lation, For ¢xample, in the case of one depart.
ment thc proposcd grants have increcascd more
than ten times during.the last four ycars but
the sanctioned grent has remained stagnant, at
nile, The impact of this stingency is that dewo
partmcnts. arc unable to take up any projects

whioh involve field work, Even within the city
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they do not have the resources to visit the
schools or invitc teachdrs to the SCERT,

The officers also consider their job
as over after the proposals have becen submitted,
No attempt is made by them or by anyone else to
follow them up and find out as to why these
proposals ar¢ not acceptcd, lic were informed
that at no timc Ho thesc officers learn the
reasons for non.acceéptance of their proposals,
or hoW <¢lse can they improve their proposals
in order to gyet them accepted, By withholding
the funds, we are not sure, if the Education De-
partment is trying to vxcrcisc e¢cohomy in an
appropriate manncr, @& substantial amount of
investnent in these officers is being wasted
becausc the recuisite amount of financial support
neecded to make them productive is not being

provided,

b) Adtonomy_and Proccdurcss

The lack of adecuate autonomy and the
prevailing rules and procedures also contribute
to the underutilisation. LEven when certain
amount has been sanctioned to a department or
the SCERT, administrative app roval has to be
obtained from the Government for individual
items of expenditure, This leads to unnecessary
delays, Further, the funds are released sometiue

in August or September and they have to be spent
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be fore the 10th of March of the next year, Thus
for a substantial period of the year, SCERT
exists without any funds at all. The compulsion
to spend all the money in the prescribed time
limits create pressures and hence rush jobs
without adequate attention to quality are taken

upe

The area in which lack of autonomy
is most severely experienced and expressed per.
tains to publication, As a Government organi.
sation, SCERT depends on the government press
for its publications., A large number of instruc.
tion material, handouts, seminar proceedings,
test items, etc, are 1lying in the SCERT as the
council cannot undertake publications on its
own, Though here again, without adequate funds
it will be of little use if the SCERT is allowed

to take up its own publication,

Reople_and leaderships

Deficiencies in the system and lack
of resources is of course one important factor
contributing to this situation, However, at
least some of the officers feel that a lot has
ro be said about the people working in the
SCERT, They are of the opinion that funds and
other resources can be obtained provided wortha
while projects are put forward and pursued pro-
perly.s A lot of initiative has to be taken by
the officers in SCERT itself., This does not
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happen because of the kind of peoplc recruited
at the SCERT, It is interesting that most

Officers in the SCERT think that there are two
criteria for putting a pérson in SCERT, These

are g

1, Either the individual wants to be in Hydera.

bad at anv cost and / or

2, He is not wanted anywhere else and is hence
put into the SCERT where he can do least

damage,

Some other categories can be added to
this list, For example, people Who came here in
order to avail of a promotion opportunity in
case there are no other vacaneies in that rank,
To sum up, the prevalent opinion in the organi.
sation is that most officers in SCERT are there
not because they are interested in this kind of
work but because of octher considerations, Fura
ther, they are generally looking out for better
opportunities to come thc¢ir way and want to
quit SCERT as soon as possible, A related as-
pect to this is the issue of leadership, @4s
mentioned earlier, the tremendous instability
in leadership and lack of proper direction has
also contributed to the prevailing passivity

of the ¢rganisation,

It appears to us that SCERT has got
caught in the viscious circle cf its ‘*ineffi.

ciency image', The output of the organisation
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both in concrete terms and in terms of impact

it has created is not substantial enough,

henoce, by and large others in the department
view SCERT as of little help. 4And pcerhaps

this imagt¢ goes a long Way in determining the
resources provided to SCERT, @&nd bccause it
does not gct rcsources and rccognition, it
thercfore continucs to perpctuate the same state
of affairs, The task for the leadcrships is to
bring SCERT out of this gloomy situation and put
it on a mor¢ confident footing, Needless to

say that this kind of work re¢quires spuciealised
persons Who are generally intcrestecd in academic
and rcscarch work, Unless this is acnieved 1lita-

tle results can be expected,

3e Probiems of Isoclated Existences

In spite of all the constraints men.
tioned above, some Work gets done, The next
question iss: vhat is the relevance of this work
and how is it put to use? SCzERT today lives
in a world of its own., It is cut off both from
the grass.roots as well as the tope. The only
contact it has with people at the grassw.roots
levels is through their 'Inservice Programmes®,
Many of the officers feel the need for action
research for determining the needs of their
clients, but the lack of funds again comes into

their way, It is also our impression that some
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of these officers are not equipped enough to

undertake such research,

Further, the projects undertaken by
SCERT on an expéerimental basis need to be unia.
versalised and implemented, Some one has to
examine the implications of these findings and
take some action on them, lhis has remained an
ambiguous area, For example, the question papers
set for the secondary school examinations are
sent to the Evaluation Unit for its comments.,
But what happens to these commeénts is not known,
Similarly, the Science Education Department has
developed some cheaper kits., DBut unfortunately
there is no one to ensurc that these kits are
manufactured on a large scale and made avaijilable
to schools, Therc are many such examples where
we felt that there is need for better co-ordinaa.
tion between the specialists and the implementing
bodies, If the decisions regarding text-books
and curriculum is to be taken in the DPI's office
without involving these specialists, then why
should there be a full-fledged department in the
SCERT for 'Text Books and Curriculum', is some.
thing we failed to understand, In this context,
it becomes essential that there be some clarity
in the role of SCERT for introducing change at
the school level, Further, there should be such
linkages between the SCERT and the implementing
bodies that the tasks undertaken by the former
result into concrete action., At present these

linkages have not been institutionalised partly
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because of the system design itself, and perhaps
a@lso due to the low importance attached by the

implementing bodies to the work done in SCERT,

3., Problems of internal Structuring:

(oGt

The lack of departmental projects in
the organisation has led to a situation where
many of the departments have lost their identity,.
Since many of these departments become alive
only at the time of the Statcwide academig¢ pro-
grammes, it becomes difficult to distinguish
between the role of one department viswa.vis
others, In actual functioning of the organisa.
tion it makes very little difference whether an
officer belongs to one department or another,
This is of coursc not true of those department
who have some departmental projects, But, by
and large, onc gets the impression that the
structure has become inoperative, It exists
only on paper, This is not at all surprising
in view of the major thrust of SCERT's tasks
viz conducting, In-service training programmes,
it seems that the organisation was designed in
view of certain primary tasks envisaged at that
time, However, for the various rcasons mentioned
abgve these tasks have become secondary and cone-
sequently the structure does not reflect the

existing reality of the organisation,
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EXHIBIT - 22 (Contd)
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EXHIBIT . 23,
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EXHIBIT - 23 (Contd,)
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(E) Board of Intermediate Education

_ Board of Intermediate Studies was estaw
blished by the State Government in 1968 with a
view toboking after the academic aspects of
intermediate education in the state, 1In 1971,
the Board became a statutory body by the Andhra
Pradesh Intermediate Act, 1971, Since then it
has been working as an autonomous organisation,
The Minister for Education is the Chairman of the
Board, The Education Secretary is the Vicew.
Chairman and the other members of the Board in.
clude the Directors of Higher Education, Techniw
cal Education, Medical Services, Industrics,
Agriculture, Representatives of the universities,
Selected.principals of junior colleges and the
Secretary of Board of Intermediate Eduqation.

The primary tasks of the Board aresg

1) Laying down curricula and syllabi
for the Intermediate Course, presw
cription of textw.books, regulations
providing for Courses of Study

medium instructions,

2) Ensuring proper standards of instru.
ctions, inspection, grants of recog-
nition of affiliationy laying down
qualifications and work.load of

teaching staff,

3) Conduct of intermediate examinations
and award of certificates to the

candidates,
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The Board has appointed two Standing
Committees - The Standing Committee on Adminisw
tration and Finance, and the Standing Committee
on Academic Affairs, The membership of these
committees and their functions are described in

the following paragraphs.

STANDING COMMITTIEE ON_ ADMINISTRATION AND FIHANGE;

The Education Secretary is the Chairman’
of this Committee, The other members include
the Director of Higher Education, the Director
of Technical Education, the representatives from
the Finance Department, the Secretary of the
Board of Intermediate Education and three princi.

pals of the government colleges,

This Standing Committee is concerned
with the financial matters and general adminis.
tration of the Board, It lays down the broad
policy framework for the Board, It also takes
care of the various problems arising out of the
‘interpretation of rules and regulations in day-
to-day administration. Broadly, this Committee
looks after the sanction of posts in the Board,
formulation of service conditions of the emplo~
yees, approval of the Board's budget and gives
advice to the Chairman of the Board on all

matters connected with finance,
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STANDING COMMITTEE ON_ACADEHIC MATTERS;

The membership of this committee con.
sists of the Education Secretary, who is also
the Ghairman of this Gommittee, the Directors
of Higher Education, Technical Education and
Telugu Academy, the representatives of the three
universities, selected principals of government
junior colleges and the Secretary of the Board
of Intermediate Education,

The Committge approves the sylIlabi
for the Intermediate Gourse, lays down guidelines
for the preparation of text.books, frames condi.
tions for affiliation, and considers other matters
of academic interest, The last item would in.
clude medium of instructions, qualifications of
teaching staffy working hours of colleges, malem
practice cases, grants of autonomy to colleges
etc,

In ordexr to discharge these functions
the ocommittee appoinfs various subw.committees
for different subjects. These sub_committees
review the syllabi and text-books. The changes
suggested by the sub-psommittee are sent for
ratification and approval of the Standing Commia

ttee on Academic matters,

LINKAGES; WITH OTHER SYSTELIS;

Though the Intermediate Board is
autonomous, it is linked to the Secretariat
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through its ex=o0fficio Chairman and Vice-Chairman
who in their official positions are Education
Minister and Education Secretary, respectively.
The Director of Higher Education who is responsie
ble for the administration of the government
junior colleges is also a member of the Board and
its sub~committees, Similarly, the Bcard has
representatives from various other organisations
like the universities, Directorate of Technical
Education, Telugu Academy, Medical Services,
Industries Agriculture, Finance and Junior Colle-
ges., It has no role in the administrative aspects
of these colleges, The Board is expected to exercise
academic supervision over the varicus junior

colleges.

ORGANISATIONAL STRUCTURES

D B STy s A S SO ST SR G S S VLS St St A s i YA S S

In addition to the Advisory Bodies
mentioned above, the Board has a regular opera«
tional structure headed by a full time Secretary
who is appointed by the State Government. The
Secretary is assisted by five officers along with
a large ministerial staff that helps him in

various administrative functions of the office.

Next in the hierarchy to the Secretary
is the Joint Secretary who looks after thé '
general administration of the office and super-
vises the work of the three Deputy Secretaries,
The perSOnnél matters of the Board are partly

looked after by the Joint Secretarv and partly
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by the Secretary, The various policies regarding
the personnel functions are laid down by the
Board, In the present set.up, the examinations,
academic matters and accounts are the three wings
of the administrative.structure, The academic
matters are looked after by a special officer
who is of the rank of a Joint Secretary, The
Accounts and examination work is looked after

by the two deputy secretaries, In all, there are
13 Sections in the office, of which six are
exclusively devoted to examination work., The
rest deal with the academic work, establishment
(personnel ) matters, finance and accounting,

The distribution of districts among these six
examination sections, has been done on the basis
of giving average number of districts to each
section, that comes to around 3/4 districts for
each section, (See exhibit 24 for the Organi.
sation Chart of the Board).

FUNGTIONS OF THE BOAKD:

The primary tasks of the Board have
already been listed, The specific functions

undertaken by the Board includes

1, Drafting of syllabi and approval
of Text bookss

2o GConduct of Inspection and gran.

ting affiliationg

3., GConduct of Examinations,
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SYLLABI AND TEXT BOOKS;

The syllabi of the Intermediate Courses
are drafted by sub.committees for different suba.
jects constituted by the Standing Committee
(Academic ), The persons who constitute the
subacommittees are the principals and senior
lecturers, working in various intermediate énd
university degree colleges, The membership of
the Committee is decided on the basis of the per.
sonal knowledge of the members of the Standing
Committee, The syllabi drafted by the varigus
sub_committees are presented to the Board in
the final form for approval, As the Intermediate
Education is of recent origin, the need for

revision of syllabi has not been felt as yet,

Based on the syllabi, entries of the
text books written by various authors are called
for by the Intermediate Board, For each subject,
at least three to four books are submitted by
the publishers, The sub~committees look into
the contents of these books and recommends the
best for the approval by the Board, The accepted
textwbook is generally prescribed for a period
of three years, A part of the income on text
books is given to the Board, in a similar way
as royalty is granted to the author. The text
books on Telugu medium classes are prepared by
the Telugu Academy, The Special Officer
(Academic) assists the various sub.committees
for this work, He does the initial spade Work
and provides administrative support to the

subacommittees,
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"2, INSPECTION AND AFFILIATION;

Affiliation of Colleges requires that
certain conditions laid down by the Board should
be fulfilled, The government junior colleges
are automatically affiliated to the Intermediate
Board, In the case of private colleges, permi.
ssion is to be obtained from the State Government,
One of the conditions is that the management should
raise a cerpus funds of Ise 1,00,000 under the
joint account of the respective DEO and the Corres.
pondent, In addition some other requirements
for the affiliated colleges are appropriate phyw
sical facilities, adequate educational aids,

qualified teachers etc,

These academic oconditions require a
thorough physioai inspection of the college pre.
mises, The special Officer helps the Secretary
in appointing an Inspection Commission of three
to four members headed by a Senior Principal of
a Degree Gollege, The Board extends affiliation
to the College, on the basis of the report suba
mitted by the Inspection Gommission, The recoyw.
nition is normally not extended on a permanent
basis., It will be a temporary recognition, usuw
ally for two years and after that it will be
extended automatically, if the required fees
are paid by the College, Thus after the first
inspection it becomes a routine matter to extend

the reocognition year after year,
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The teaching staff in the private colle-
ges is appointed by the managements as and when
there is a need for it. In order to have a firm
check, over the teaching standards the Board
appraises the qualifications of all newly appoin-.
ted lecturers, The colleges send the ‘biodata
of the staff appointed by them, The Board examines
the qualifications of these persons and ratifies

the decision taken by the private managements,

At present the inspections of junior
colleges are undertaken only for the purpose of
extending affiliation., The government colleges
are not inspected at all; The Board plans to
conduct inspection on a regular basis in order
to have a periodic review of the functioning of
junior collegcs, For this purpose, it has decia
ded to sanction 3 posts of specialists to form
a permanent Academic Supervision Commission,

The appointees will be of the cadre of Principals
of Degree Cplleges, and will be specialists in
different subjects taught at the intermediate
level, The specialists would conduct regular
inspections with the help of lecturers drawn

from various colleges, Thcy would also act as

Chairman of the different sub.committees,

EAAMINATIONSS

Conduct of Intermediate examinations
is another facet of the functions of the Board
of Intermediate education, Its involvement

in the examination work starts from issuing of
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halletickets and goes right upto the announce.

ment of results and issuing certificates,

The candidates studying in various
junipor colleges send their applications through
their principals, The first screening of the
applications is done by the principal, Therew
after the applications are processed in the
office of the Board and Hall Tickets are issued
to all éiigible candidates, The admission of
students into intermediate courses is made by
the concerned Principals and the Board has no
direct control over it. In such cases where the
Principals have not adhered to all the rules at
the time of giving admission, it becomes emba.
rrassing for the Board to reject a Candidate
after he has completed two years of study,
Gonsequently the Board is noWw planning to have
a check at the time of admissions itself, rather
than at the time of commencement of the examina.
tions. But it seems that for certain other
requirements like attendance etc, the applications
will have to be processed at the time of the
Examinations, Thus the new procedure may solve
the problem mentioned above, but may also lead

to additional work and perhaps some¢ duplication,

The next stage of the work is to
decide about the conduct of examinations at
various centres, This decision is taken by the
Jaidt Secretary in consultation with the Deputy
Secretary Examinations, Papers setters and exaw
miners are appointed from a pooled 1list of poten
tial candidates, initially prepared with the
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help of personal data Sheets obtained from Junior
and Degree GColleges, Appointments are made on

the basis of seniority, competence and reliabi-
lity of the candidates, Information on compe-
tence and reliability is provided by the concera
ned supervising officers, However, in practice
seniority seéems to be the most important criterion

in these appointments,

At the end of each examination, answer
scripts are coded according to a scheme for
ensuring confidentiality, S8pot valuation is
done at various centres by the appointed exami.
ners, The tabulated marks are sent to the office
of the Board where they are consolidated for
announcing of results. The Deputy Secretary
holds the charge of issuing provisional Certifia.
cates and Memo of marks to the Candidates,

Each year more than one lakh students take the
Intermediate examination and hence this task is
stupendous, Due to the cyclic nature of this
work, there is heavy work load during the exami.

nation time,

Another area of operation for the
Deputy Secretary is to deal with Malw.practice
cases related to cheating or physical violence,
In certain Police cases, the Deputy Secretary
has to deal with the GCourt on behalf of the
Board, Besides these, therc is heavy rush of
visitors at the Board including Students and

their parents, They come to the Board either
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in connection with enquiries or to obtain certi-
ficates and Mark sheets, OGConsequently there is
aljways back log of work concerning the issue of

original certificates,

MANAGELIENT OF FUNDSj3.-

The Board generates its own funds for
its maintenance, growth, and development needs,
It does not receive any grants from the govern.

ment, Its major sources of revenue arcs.

1, Examination fces,
2., Sale of Examination forms and
Syllabi

3. Exemption of Attendance fees
4, Provisional Certificate fces
5, Affiliation fees from the Colleges
6., Recognition fces from the Students

and

7. Share in the sale of Text books,

Being an autonomous body, the Board
is freec to manage its own funds, The decision
‘regarding the charge of different types of feces
etc, are taken by the Board. The Annual budget
is also approved by the Board, The Deputy Secre.
tary Accounts, looks after the accounting func-
tions and implements the Policy decisions taken
by the Board, Over the last 4 to 5 years, the
Board has éaved a sum of Rs. 45 lakhs, The
Board has the autonomy to spend its savings for

developmental purposes,
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Issues_ ifor Discussion

Contrary to the experience cf the
school education system, the segregation of aca=
demic and administrative matters seems to be
working quite well in the case of intermediate
education. The administration of junior cclleges
is left to the D.H.E. and private managements,
The Board of Intermediate Education exercises
only academic supervision., There do not seem
to be any serious problems of co=-ordination
between the Intermediate Board and the Directorate
of Higher Education. In this context, it is
impertant to note that unlike the school educa-
tion, inspection has not become a regular
activity, It is possible that when the Board
starts undertaking regular inspection work,
some problems of co-ordination might arise,
despite the fact that at present, the boundaries
between the DHE and the Board are clearly demar=~
cated, Hence it is important -to foresee some of
these problems and provide for appropriate

mechanisms of co~ordination between the two.
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At presenty the major thrust of the
B~-rds activities is on examinations. However,
it appears that in future the board wculd lay
more stress on its academic activities, This,
indeod is a healthy trend, but care will have
to be taken to ensure that the activities of
the Becard are well coordinated with the collegi=-
ate cell in the SCERT, Broadly, the collegiate
cell is concerned with imbrovement of Junior and
Degree colleges in the state, Consequently un-
less suitable mechanisms of coordination between
the two are provided, the roles of these two

agencies may clash with each other.

, Another important issue pertains to

the autonomy of the Board regarding its financial
matters, The generation of surplus by the Board
is indeed an encouraging sign but care will

have to be taken to ensure that the decisions

on charge of various fees are taken on rational
basis. and not merely for the sake of genarating
revenue. In order to do this, it is essential

to introduce some cost accounting in the organisa-
tion. This should help in relating the fee struc-

ture tc the expenses incurred for various purposSes.
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(F) _FIELD ORGANISATION

Education is being imparted in various
types of institutions, Most of the primary and
secondary schools are run by the local bodies,
The various Zilla Parishads manage about 70 per
cent of the high schools in the State. The
number of primary schools run by the Panchayat
Samithis, account for about 90 per cent of the
primary schools in the State. In the municipal
areess of the Andhra fegicn schools are run by the
municipal boards. In addition to this some
schools are managed by various private bodies,
some of which receive regular grants fromt he
Government, Finally, both the State Government
and the Central Government are also in fhe bus i-
ness of running schools in the State, In Exhibit-
25 we have given the number of schools, students

and teachers under the different managements.

The Education Departments Offices at the
District and Block level have th8 total respon-
sibility for the management of the Government
Schools, In the case of other recognised schools
they look after tha academic matters, The adminiSe
tration of the schools is the responsibility of
the concerned managements, However, here again,
the field offices have the responsibility for
regulating their day-to-day administration and
ensuring that all the rules laid down by the

Education Department are adhered to,
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The District Education Office constitutes
an important link between the schools and the
managements, on the one hand, and the directorate,
on the other, It receives all the policy guide-
lines and variows other instructions from the
Directorate, It also has to work in close colla-
boration with the other government offices at the
district level, particularly the offices of the
Zilla Parishads and Panchayat Samithis, In both
these offices, the Educaticn Department has its
representatives, These are the Deputy Secretary,
Education, in the case of Zilla Parishad, and
Extension Officer-Education in the case of Pancha«
‘yat Samithis, Both these officials are depart-
‘mental employees and have been deputed to the
‘local bodies,

The main objectives of the district edu-

cation office are as follows:

1. to plan the educational activities of
the district,

2. to manage the government schools

3. to regulate the working of the public-
body and private schools, i.e. ensur-
ing adherence to government rules and
regulations,

4. to assess the quality of schools
(though Inspections) and their outputs
(Examinations)

5, to releaée funds to the private mana-
gements and ensure their proper
utilisation and
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6. to work towards improvement.of‘the

education system in the district,

INTERNAL STRUCTIURE

The fizld organisation is headed by a
District Educational Officer who is of the rank
of the Deputy Director in the State Government,
The DEQ is supported by an academic wing whose
main task is to conduct inspections of schools,
This wing comprises the Gazetted Inspectors and
Deputy Inspectors. Untdil recently, the Gazetted
Inspecters were attached to the office of the DEO,
But now, they have been placed in the revenue divie
sions. The Deputy Inspectors are attached to the
block headguarters. The Gazetted Inspectors inspect
the high schools whereas the primafy and upper
primary schools are inspected by the Deputy Inspec-
tors. Each Deputy Inspector looks after a partie
cular block of the district. However, in such
cases where the number of schools in a block is
very larce, he may be assisted by one or more
junior Deputy Inspectors. High schocls are divided
among the Gazetted Inspectcrs who do not have any
fixed gecographical territory. Both the Gazetted
Inspectors as well as the Deputy Inspectors report
directly to the District Educational Cfficer,

In addition to the academic¢c wing, the
DEO is assisted by certain administrative personnel,
These are headed by an Office Superintendent and
they look after the establishment. Personnel,
Accounts matters of the district,



147

The administration of local ?ody s chools
is looked after by the Deputy Secretary (Educa-
tion) in Zilla Parishad, for Secondary Schools
and Extension Officer (Education) in Panchayat

Samiti for Primary Schools,

The Deputy Secretary (Education) works
under the Secretary and the Chairman of the Zilla
Parishad, He looks after all the d ay-to-day
administrative matters of the Zilla Parishad
Secondary Schools and provides Liaison between
the Zilla Parishad and the Education department,

The Extension Officer (Education) works
under the Block Development Officer (B.D.Os) and
the President of the Panchayat Samithi, Besides
looking after the day-to-~day administration of
Samithi Schools, he is also responsible for the
"mid-day" meal scheme, welfare hostels and
extension work in the block, He is expected to
generate commitment in the community for educa=-
tional programmes, However, in practice, most
of his time is spent in routine administrative
matters, implementation of the mid-day meal |
scheme and administrative inspection of schools
and hostels, |

Most decisions (e.g, recruitment, place~
ment, transfers, opening/upgrading of schools)
are made by the Zilla Parishad Chairman and
Samithi President, The role of the Deputy
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Secretary and Extension Officers is confined to
providing administrative support to these elected
representatives. See Exhibit 26 fof/the Organi-
sation Chart at the field level,

P
MAJOR_ACTIVITIES

In order to achieve its objectives the
Field level set up has to undertake a number of
activities. These could be broadly classified

under the following heads:

1. Personnel
2. Financial, and

3. Academic.

1. Parconnel

The DsE.O's office is directly involved
in the personnel administration of teachers wor-
king in Government schools. In view of its regu-
iatory role for cther types of schools, it has a
significant role in the personnel administration of
teachers working in Public body and Private schools
as well, Some of the important personnel functions
in which the DsE.O"s office is involved are as

- follows:

(a) Selection & Placemant

The selection is done by a selegtion
committec, which is headed by the DEO, The place=
ment of certain categories of teachers is done by
the DEO,
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En-the cas2 of local=bcdy schools, the

School Assistants are appointed by the District
Selection Committee of which the D.E.O. is a
member. However, in many districts, this committee
has not met for the last five years and the appoint-
ments have been made on a temporary basis by the
Zilla Parishad Chairman. The non-graduate teachers
"in the Panchayat Samithi Schools are appointed by
the President of the Panchayat Samithi, Recruit-
ment of all graduate trained teachers working in
Samithi Schools are made by the Zilla -~ Parishads,
lIn the case of private~aided schools, the DEO is

a member of the selection committee, but does not
havey any veto powers. All the schools are expected
to obtain a 1ist of applicants from the district
Employment Exchange, but this rule is often not
adhered tos The placement of the teachers is done
by the respective managements in accordance with
the requirements of the Schools. Since most of
the Schools arc under-staffed, often the teachers
have to be placed with little regard for their

specialisation,

For sanctioning of new posts in ali types
of schools, the role cof the DEO's Office is confined

to routing the various proposals to the Directorate.

(b) Salary Admipnistration

Salaries of school personnel are disbursed

differently for the¢ three kinds of management
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groups,.’%ﬁat is, local body school teachers,
Government teachers and aided school teachers,
As far as the government schools are concerned,
there is post-auditing, but for local body schools,
therc is pre-auditing, The pre-auditing is done

by the District Treasury of the Local Fund Autho-
ritys In addition to this, there is also the
regular audit carried out by the Local Fund

Examiner and the A.Gs' Auditors.

Salary Administration in urban schools
is done by Deputy Inspectors of urban areas, since
they hold the charge of drawing the salaries of
all elemontary and upper primary schools under
thems Each block of Panchayat Samithi has made
headmaster of a Central School (so designated for
salary administration), in charge of all such mat-
ters relating to salary and increments etc. All
Panchayat Samithi bills are countersigned after
verification of the budgetary provisiocn released
by the DeE.O,, preliminary audit and checking is
done by the Panchayat $amithi, and then bills are
submitted to the Examiner, Local Fund Accounts
for the purpose of preauditing. On the basis of
this letter of credit, which is also taken note
of by the District Treasury Officer, cheque 1is
issued by thc Panchayat Samithi to the Hecadmaster
of Central School, who, in turn, gets in encashed
and disburses the money among the tcachers after

taking signature in acquitance roll,
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B0th, the Gazetted as well as the non-
gazetted headmasters of schools are competent to
drsw the salaries of their staff on their own,

The headmastcrs prepare and submit the bills to the

A.P, Cffice for cnward transmission to the LeBshe

In the case of aided school teachers;
letter of crodit is issued against the sanctioned
provision of salaries, which is regqularly relecased
by the Director of School Education, once each yesar.
In the casc of government schocls wherc gazetted
headmaster is not holding the charge, salary bills
should be routed thrcugh the District Educational

‘Cfficer concerned,

Finaglly, in the case of some aided schools,
the salaries of tgachers are disbursed directly
by the District Zducation Office. This 1is in response
to the growing complaint that tepchers in these aided
e chcols werc not getting their sglaries,

)

(¢): Promotions

Promotions up to the level of School
Assistants Grado-II are done by the D,Z.0s in the
case of Government schools. For 7Zilla Parishad
teachers, the promoting authority is the Chairman,
Zilla Psrishacd., The stated criteria for
premoticns are seniority and merit, However,

in practice very little stress is placed con
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merit and most promotions are effected on the
basis of seniority. Thus, the major task of the
District Education Office in this regard is to
maintain the seniority lists of different cadres
of teaéhers. Confidential reports are used to
ensure that there .is no ncgative remark against
the individuzl. Each year the headmasters send
the confidential reports of their teachers to the
DEO,

(d) Iransfers

Transfers of teachers are m&de by the
concerned managements. Hdwever, the managemcnts
have to operatc within the frame work of rules
and regulations laid down by the department.
For instance, no teacher should be transferred
in the middle of an academic year. But there
have been instances when teachers have been
transferred as many as six times during z year.
On the other hand there are alsc teachers who
have stayed in their native pléces for more
than five to six ycars. There is a general
feeling amongst tcachers in public body
schouls that transfers arc affected on the
whims znd fancies of the non-officials
(See Table-22)
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(e) Pension and _Provident Fund

Tiil recently tho retirement benefits for
teachers differed for the various types cf Schooi$.
The teachers working in government schools enjoyed
the facility ofvpensioniwhereas cthers did not.
However, now a uniform practice has been adcpted
for all teachers., The procedure for granting
pension is complex and requires verification at
various»levels. For instance, the number of
signatures to be made by the DEO for each pension
case run well into three figures, Further, since
each case has to go up tc the A.G's Office,
considerable delay takes place before the cases

are settled.

In the case of Provident Fund there is
the prcblem of mgintaining accounts., The lccal
bodies which have to maintain these accounts carry
a huge back lbg of 2 to 3 years, But of léte,
we understand, a huge amount of back-l0g has been
cleared. It is alleged that in certain cases
the mcney is diverted to other purposes. Whether
or not this is true, there certainly is a need

tc streamline these procedures.
(f) Grievance Machinexy .

The collective issues of teachers are
handled through their associations. There are
a number of associations working in the different

parts of the State. The associations negotiate
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at all levels - District Education Office, Direc-
torate, Secretariat and'eventually the Minister.
Quite often, they tend to short circuit the pro-
cedure by approaching the electedArepreSentatives

and other influential people.

For individual cases, the D.,E.,O. is the’

first appellate authority. Teachers working in

the public body and private schoocls come to the

DEO with a variety of appeals and complaints

against their managements. Since the . DEO

is not in a position to take any action against

the managements, the Directorate and some times

even the Secretariat gets involved in the individual

cases,
2. Einance

The District Education Office has the
responsibility for releasing grants tc the
different managements and ensuring proper utilisa-
tion of these funds, The salary bills of the aided snd
public body schools are met entirely by the Edu-
cation Degartment. In éddition,’the schools
also»receiQe a 'Maintenance Grant' which is 2
fixed percentage of the salary bill. At present
the maintcnance grant is at 10% of the salary grant
for both, the local body, as well as the private
aided schools. We understand that the Government

is now considering to reduce it to 6%.

The decision te admit a school to govern-

ment aid is taken by the Secretariat. Once a
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school has been admitted to aid, the allocation of
funds is done on the basis of a fixed formula,
Consequently at the district level very little
discretion or decision making is required. The
District Education Office advances the funds to
the aided managements, The final settlement of
accounts is done after the audit at the end of

the financial year., For this purpose there is an
auditor in the District Education Office who looks

after two‘or more districts,

The District Education Office is also in-
volved in the formulation of the annual budget.
The differcnt managements (including public bodies)
have to send their requirements and all the
necessary data to the DEO, The DEO collates them

and passes them on to the Directorate,

Finally, the DEO processes requests for
sanctioning of new posts, and for additional
grants for certain specific purposes. It also
processes requests for admitting a School to
Government aid, But in all these areas, it does

not have any decision making powers,

3. Agademic

Inspection is the most important academic
activity at the field level. Both gazetted
Inspectors and Deputy Inspectors spend most of
their time in.conducting Inspections and would

like to increase it even further (please see
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Tables 6 & 12), The Inspectors have a broad
school visiting programme for evaluating the stan-
dards of teaching in schools, methodology of
teaching usced, physical conditions etc. For this

purposey three visits are envisaged. These are -

1, Annual Inspection
2. Follow—up visits and

3. Surprise Visits

The norm for number of schools per Inspec-
tor is 40, But in practice, no inspector has
less than 60 schools and some have even more than
100. Conscquently meny schools remain uninspected

for two or more number of years at a stretch,

During Inspection, the Inspectors check
the various records (e.g. Attendance, Special fee
accounts etce.)y @xamine the various facilities
and thecir usage and physical conditions, They
also assess the teaching of all the teachers in
the class. The observations of the Inspectors
are compiled in a standardized form called 'Tabu-
lar Inspection Report,' Copies of this report
are sent to the headmasters of schools, concerned
management and the District Educational Officer,
The reports carry suggestions for improving the
teaching technology, additional physical resources
and recommendations for disciplinary action

against teachers. The follow up action on the
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inspection reports is taken by the Schools and

" their managements. The schools have to submit a

"Rectification —~ Report" to the District Educa-
ticnal Officer stating what actions théy have

taken on the Inspection Report. There is a growing
feeling amongét the Inspecting Staff that their
reports do not lead to any specific action and
manazgements, particularly the public bodies

have little rospect for their reports.,

The DEO is responsible for supervising the
Inspection activity in the District. The Inspec-
tocrs submit their monthly plans for inspection and
at the end of the month send ;5 statement showing
the number of schools inspected/visited by thém.
They also send a copy of the Inspection Report
to the D,E«O, However, it is humanly impossible
fcr the DEO to go through a3ll the individual
reports. Alsc, there being no other way through
which he can check the quality of inspections,
his major emphasis is on whether or not an ins-
pector has completed the required number of
inspecctions and visits, Further, the DEO's'séem
equally helpless in ensuring any follow-up action
on the Inspection Reports. ‘

The sccond major academic activity 1is the
Cenduct of Examinations. For Class VII there used to be
districtwise common examingtions; which have now been
changed to "State-wise." The various activities
involved in this includes ‘
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appointment of paper setters Supervision over
examination centres, appointment of examiners,
tabulation of marks and announcement cf results,
The DEO along with his Inspecting Staff look

after all these activities,

The District Education Office also helps
the Gcmmissionerate for the conduct of Class X
examinations, Their recle include, sending the
seniority list of teachers ¢¢ the Ccmmissionerate
for appointment of examiners, supervision over
cantres, distribution of question pepers, spot

valuation and tabulation of marks.

During the examinaticn time, the entire
academic wing gets busy in this work, This is
particularly true of the Gazetted Inspectors who
spend about 9,5 per cent of their total t ime on
Examination work, The Dg¢puty Inspectors estimate
that they have to spend about 7 per cent of their
time on this work, However, both the groups
view this work as somewhat external to their jobs
and would like to reduce the proportion of time
on this activity (Please see Tables 6 & 12),

Finally, for many academic matters the
District Office acts as a link between the s chcols
and the State level organisations, It organises
seminars and conferences on behalf of the SCERT,
supervises the distribution of nationalised text

books, processes recognition cases and sends its
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recommendations to the Directorate, helps in

implementation of new schemes etc,

ISSUES FOR DISCUSSION

In the following paragraphs we have tried
to raise some issues which need to be tackled at
the field level, We have not attempted to pro-
vide any answers to thesc questions., The attampt
has been to understand the inter-play of the
various factors and their impact on the achieve-

ment of educaticnal tasks at the field,

For convenience of presentation we have
grouped these issues and questions in six broad
headings. Needless, to say none of them exist
in isolation and cannot be tackled independently,
These are

1. Issues of Strategy formulation and
Oxrganisational Design

Though the end results of the educational
set-up are not directly measurable, there ate
some ihdicators of effectiveness, viz, literacy
rate, growth in number of schools and enrcllment,
attendance and drop out r ate, physical conditions
existing in the schools, results in public exami-
nations etc, To some extent, these various goals

clash with each other, For instance, growth in
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enrollment may lead to increase drop-out rate,
growth in number of schcols will influence the
physical conditions of the s chools (given a re-
source constraint), the quality of teaching and
consequently the results in public examinations,
Hence it becomes impertant to establish priori-
ties among these various goals, ensurce their
psychological acceptance by people whc have to
translate these policies into action, and insti-
ticnalise norms and procedures which are ccnsis-
tent with the strategy. Our impressicn is that
lack of this has c¢rsated many problems in the
systems The strategy of the Government has been
of growth -~ narticularly in number of schools as
against improvement or expansion of existing

- schools, The statewide statistics indicatc that
during the last 18 years enrollment per high
school has reduced by half, Similarly, enroll-
ment per upper primary school has reduced to one
forth, At this stage it is irrelevant to dis-
cuss the desirability of this strategy. Hence
we would only try tc understand the prccess by
which this strategy was formulated and implemented

and what have been its implications,

Our impression is that this strategy is
really an aggregate of a series of ad hoc respcnse
to individual stimuli, The public bodies res-
ponded to the increasing public pressure for more

and more high schools and upper primary schools,
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‘}he department did not have a viable machinery

which could either respond quickly or exercise

any influence on what was happening. Consequentdy,
the 1ocal bodies did what they wanted and the
department cn its part found it difficult in
preventing the local bcdies from doing things which
were contrary to the established policies. For
instancey, $8chccls were opened without prior
permission of the department and later on pressures
were exercised over the DEO to grant or recommend
permission and recngnition., At no stage zny attempt
was made to formulate the policy in a methodical
manner and ensure commitment of lower levels. Conse-
quently the departmental pcople could not accept the
implications of this strategy. Even today, at least,
some of them feel that half of the schools should be
closed becausc they do not meet the specifications

2s laid down by the department., Also there is high
dissatisfaction with prevailing physical conditions
and academic standards among officials and teachers,
(See tables 16, 18 & 21),

The norms, proccdures and structure which
may have had scme utility for a limited number of
schocls, were never modified suitably to cope with
the growth in numbers. Consequently, we have a situa-
tion where most of the schools have to be recogniscd
year after year because¢ they cannot be given per-
manent recognition, Further since most
matters ccntinue to be centralised, even
routine things take a long time befecre they are

settled. With this growth, onc¢ would expect
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that the district should have become a viable unit
of management and most matters should be settled
at that level., However, the rcality is quite

different,

Ancther conscquence c¢f the growth has been
that the number of schools particularly in Z.P., and Muni-
cipal Corporations has become quite unmanageable. These
schecols remain neglected and often they hava ne one
toc go tc in case they necd any help. Similarly the
number of schools per inspcector has increased
enormcusly, Since the process of conducting inspections
and writing repcrts remains the same, a good amount

of schools remyin uninspected every year,

Couplod with the centralisation is the
problem ¢f lack of any feed-back mechanism. On such
matters whers decisions have to be necessarily
centralised (¢.g. curriculum design) there should
b2 some mechanism for understanding the problems
zt the lower levels, Otherwise it is quite likely
that these decisions may have very little relevance
for the lower levels and they may be implemented,

with only partial commitment.

A striking example of this phenomecnon is
the unfavourable recaction of both the teachers and
sfficials against the 'nen-detention' and 'new

evaluation' policy of the Government. Removal
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of the non-detention policy is the most frequently
made suggestion by cur teacher rcspondents (see
Table 23), It is possible that this is an excep-
ticon rather than the rule and hence it might be

a little hasty to conclude that the commitment to
all policy decisiern is lacking, Here we would
only like to stress that this is guite likely to
happen in view of the fact that there is no in-
volvement either of the teachers or c¢f the dis-
trict level officials at the time cf policy forw-
mulation, lence these pecple have to implement
policy towards which they have their own reserva-
tions, Thus cven if the pclicy decisicns are the
best possible under the circumstances still it is
unlikely that they would be implemented in the

proper spirit,

2+ IThe Issues of duality apnd power sirudture

The splitting of tasks and respons ibilities
between the department and the public bodies is

another area which needs to be examined,

Although there is a split between adminis-
trative and technical control, with the technical
control remaining with the department, the priori-
ty given by the inspecting staff when they visit
or inspect a school would tend to indicate quite
the contrary., $hecking of records is given first
priority with control of academic standards taking

only the second place,
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The distinction between academic and
administrative control cxists only ¢n paper. In
the field it is very difficult to operationalise
this distincticn. For instance, the attendance of
teachers and students, availability of teaching material
and equipment, qualifications of teachers, etc., cannot
be totally put in any of the two bodies. We understand
that now attempts are being made in formally assigning
the Extension Officers the task of inspection. Which
means that the roles of the Dy. Inspectors and the

Zxtension Officers will bccome almost identical.

Further, even in areas where this distinc-~
tion can be made, they can still not be tackled in
isolations TFor example, tha quality of teaching
is linked with administrative actions like appoint-
ments and disciplinery action. Thec tasks cannot
be achieved unless there is coordination between
these two bodies. Theoritically it is expected
that this coordination will be achieved through
the inspection reports., In practice, the im-
pbrtance given to these reports by the public
bodies 1is not even a fraction of the importance
tiley give to their own sources of informaticn

particularly clected represcntatives.

Thus we find that follow up of Inspector's
reports is seen as o low priority item by both
Deputy Secrataries and Extcnsion Officers (Sce
tables 7 & 13), On the other hand neither
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Deputy Inspectors nor Gazetted Inspectcrs attach
any importance to achieving cooperation from
oublic bodies in order to follow up the recommen-
dations made in the inspection report. (Sce
Tables 4 & 10). The situation is even worse in
~zse nf secondary education where the Gazetted
Inspectors and Deputy Secretaries do not even
view each other as of any importance in achieve-

ment of their own objectives (Sec tables 5 & 8).

Thus we have a situztion where

i. the tasks of the two sub-systems are
over-lapping and not clearly differen-
tiated gnd

ii. Wherever they are differentiated,
they still remain interdependent and
the prevailing system of coordinating

them has become ineffective.

The cutcome of this situation
is "“abdice*icon" of responsibility by all concerned
and -:ntagonism betwesen the twc groups. This is
precisely what has happened in the district educa-

tional administration today.

No one in the district seems to be accoun-
table for any result areas like drop-out rate physical
conditions o f schoels, trends in enrollment and
rosults in public examinations. (See tables 1, 4, 7,

10 & 13), The frequently used scapegoats ares
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i. "We do not have adequate authority

to ensure results", and

ii, "the government does not provide

adequate funds."

Whatever accountability exists is for
procedures rather than results. The prevailing
sttitude seems to be "so long as I have followed
2ll the rules and performed all the rituals in

time, no onc can ask me any question".

During our field visits, we observed that
'some friction exists between the departmental
pecople and the local bodies, Each feels the
other interfer?s in.its-wyrk. The officials feel
that all funds are provided by the department, and
the local bodies dc what they want to with the money.
On the other hand, the non-officials feel that the
department causes unnecessary delays and restricts

their autonomy.

By ond large, these problems are faced
more by the officials and not so much by the non-
officials. The non-officials feel quite confi-
dent and comfortable in icnoring what the |
cfficials have to say. DBecause they can get what
they want without the help of the officials, On
the other hand the officiagls scem to be caught
in their feelings of foar and consequent hostility
tcwards the non-officials. They seem to have
resigned to the "helpless Observer" image of

themsclves., The net result of all this is a
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total lack of understanding and coordination bet-
ween the two groups., Thus there is high level of
dissatisfaction among the Inspectors regarding
cooperation from public bodies (see table 16) ané
most of them feel that there is too much inter-
ference from the public bodies (Table 17 & 18),

The problems of coordination are augmented
by the imbalance in the prevailing power s trudture,
In our understanding the power structure is hea-
vily tilted on the side of the public bodies.
Structurally the DEQ has more power over the Z«P.
Chairman than what the later has vis-a-vis the
former, JThe DEO can get the decisions of the Z.P,
Chairman modified but the reverse can never hap-
pen, Operationally, the ZeP. Chairman is much
more powerful, This, then, is a clear contradic-
tion between the structure and the existing
rcality,

Part of the problem arises from the fact
that DEO's powers and authority are essentially
negative 4m character., He can prevent (at least
theoretically) others from doing certain things -
but can do very little on his own, Thus he is
more of a restraining influence rather than a
positive initiator. The D«.E«.O's on the one hand
strongly feel the need for more powers and autho-
rity (Table 17) but they also agree (some of them
whole heartedly) that there are so many pressures

that they cannot even exercise some of their
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existing powers. Further they strongly feel that
there is too much of interference from outsiders
and public bodies (Table 17), Thus along with the
need for more powers there is also the fear of
increascd pressures which the additional powers

will generate,

To sum up, the existing duality at the
field level has ied to loss of influence of the
departmental representatives, duplication, von-
fusion in accountability and hostility between

the two groups,

3. Personnel Managemepnt .. ... ..

Administrative procedures appeared to us
time consuming and we felt that routine matters
take a long time before they are settled., Delays
in disbursement of salary of temporary teachers,
and officers who have been transferred, backlog
of PF Accounts etc. are frequent occurrences. We
understand that the number of signatures and coun-
ter signatures to be made by the DEC for settle-
ment of each pension case runs into three figures,
It takes at least a year before PsFe account is
settleds, The employee has to face undue hard-
ships and the administration has to dcal with

huge amount of backlog.
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Teachers and headmasters in all types of
schools disagree with the statement that 'In the
existing set up routkne personnel matters are
settled smoothly without any delay' (Table 22),
This is particularly true in case of public body

schools;

Further, teachers feel insecure, under
pressure and harassed by their respective manage-
ments, They strongly feel that transfers are
made on the whims and fancies of influential peo-
ple (see table 22).

Instances are known when teachers get
transferred more than six times durinc¢ one aca-~
demic yeare In private schools harassment is
caused not by transfers but through other means,
like stoppage of increments suspension and termi-
nation of services. Earlier there was also the
problem of teachers not getting their fully
salary, However, now we undercstand that this
problem has been more or less solved, By and
large, the feeling among teachers is that manage-
ments take disciplinary action on their own
without due regard to the rules and regulations
formulated by the department., Further, there is
a strong preference for working in government
schools among all categories of teachers (see
table 19). Security and fair treatment are seen

as the major advantages of Government schools,



170

Finally, lack of punishment seems to be
the 5nly reward for both teachers and officials,
No positive rewards either in financial terms or
otherwise exist in the system. The confidential
reports are of no consequence -~ so long as théy
do not include any negative remark., Further, the
opportunities for promotion are severely limited.
Every one seems to be extremely diseatisfied with
the chances of his promotion - particularly the
Extension Officers and the Deputy Inspectors
(Tables 16 & 18)., We also observe that out of
the 12 items used by us 'chances of promotion'

accounts for the maximum dissatisfaction,

To the extent that some kind of reward
is essential for maintaining morale and motiva-
tion of the teachers and officials - this is a

serious lacuna in the system,

4, Utilisation of Funds

The endwresults of education being in-
tangible and not directly measurable, it is very
difficult to ascertain whether the money spent
by the Government is being utilised effectively
,or not, Further, at the district level there is
very little discretion in allocation of funds,
Hence at the district level at best it can be
ensured that the funds are being expended on

'adrmissible' items, This rather limited scope
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in the management of funds is also not free of
problems, Often there are complaints regarding
misappropriation, transference etc. particularly

in the case of éided s chools,

In the case of Public body schools, earl-
ier the Educational funds were merged with the
General funds of thHe public bodies and it is
believed that transference was quite frequest,

Now that the Educational funds have to be Separate-
ly accounted for, there is no such problem, Audi-
ting of Schools accounts in case of Ze.Pe Schools

is done by the Local Funds Examiner, We under-
stand that Audit objections dating back upto

1960 are still pending, In some cases nothing
could be done becauske of political pressures and

in many others the objections are so trivial that
more money 1is being wasted in pursuing them than

what would be recovered if at all.

The funds are advanced to the aided
managemenhs every month for meeting their expen-
seS, The final settlement of accounts takes
place at the end of the financial year affer the
departmental audit, This audit is conducted by
the Auditor in the DEO's Office (éne for two
Districts) who checks both accounts and other
rules and regulations pertaining to appointment
personnel matters etce The main aspects examined
by the Auditor are 'Sepcial fees' and management

grangs. The auditor is not competent to look
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into the management accounts of the Schools and
hence several issues like collection of tution
fees and donations, transference of funds between
institutions run by the s ame management, mis-

appropriations etc. go unexamined,

Till recently there were a lot of oompla-
ints about the teachers in private schools not
getting their full salary on time, Now the DEO
can order direct payment of salaries to teachers
in schools where there are any such complaints,
Similarly, in the case of ad hoc grants, in some
cases the DEO has ordered direct payment to the
teachers concerned., This has helped considerably
in solving these problems, But in the DEOs
opinion there are many schools where the teachers
are so scared that they will not even come and

complain to the DEO,

The private schools which get aid from
the government are expected to follow the rules
and regulations as laid down by the department,
In case they don't, the DEO can withhold funds
or recommend stoppage of grants., Both ®f these
are extreme measures and rarely resorted to.

This is because of two reasons,

i) The pressures from different sources
and

ii) The sufferers of such action would
be the teachers and not the manage-
ments,
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Thus we get the impression that in the
present system the DEO can to some extent ensure
that the funds released by the department reach
the tecachers concerned but not their utilisation
for educational purposes, For instance we ¢ ame
across a school with enrollment of 120 students
and average attendance of 15 to 20 teaching streng-
th of five teachers out of whom four were absent,
located in a small hut which cannot accommodate
more than 30 persons, and this school had been
getting ad hoc grants of about Ps, 10,000 every

Year.

5. Jlmoprovement in Schools

The problem stated above eventually re-
sults into schools with poor physical cond itions,
high drop-out rates, low quality of teaching and
poor results in public examinations, As has :
already been stated in the existing system no

one can be held responsible for any of these,

As far as the physical conditions of the
schools are concerned, it is stated that lack of
funds is a major constraint, This of course is
true to a great extent., However, we also feel
that no cne has taken any interest or any initiae

tive to improve the existing state of affairs,

Earlier the public bodies were more

generous in diverting their funds to Educational
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purposes, particularly for opening of new schools,
In one districty over the years the Z.P. has spent
a sum of Pse 30 lakhs from its resources which is
yet to be reimbursed by the Government. It is
quite possible that this was combined with diver-
sion of Education funds to other purposes as well,
Now that the Educational funds have to be separate-
ly accounted; the inflow of funds for education
has also stopped, The s @acond factor in this res-
pect is the decline in the pressure for opening
new schools, It is our impression that the pub-
lic bodies have greater interest in opening of
new schools rather than in improvement of the
existing ones, Thus the task of providing impro-
ved accommodation and eguipment to these schools
remains neglected partly because of lack of funds
but mainly because of lack of interest and ini-
tiative., Our hunch is that even if additional
funds are provided it would still be difficult

to bring about improvement in the physical con-
ditions of the schools, On the other hand we
feel that funds can be generated from the Com-
munity - (at least in case of urban areas)
provided there is some one to ensure their proper
utilisation., However, the public bodies have no?
been able to do this - one because of the huge l
numbexr of schools in their jurisdiction and lack
of intermediary levels (between schools and Z.P.)
and secondly because the major interests of the
non~officials vis-a-vis schools are appointments

and transfers for obvious political reasons,
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In this regard it may be useful to note
that teachers and hecadmasters from government and public
bady schools are particularly dissatisfied with
physical facilities and equipment available tc them
(see Table 21). Moreover, the public body teachers
feel that public bodies arc of no help in solving
the problems of the teachers and their involvement
has nct helped in bringing any improvement
in the schools (see¢ Table 22).

As rzgards the inspections carried out
by the Gazetted Inspectors and Deputy Inspectors,
we find that emphasis is more¢ on administrative aspect
such as, checking attendance, and whether the records
are being malintained or not by the schools znd
teachers. This is done at the cust of academic

work such as, the ma2thcds of teaching etc.

Inspecctions zre cchduoted reports written
reviewed and sent to all concerned. But what comes
out of them? They do not lead to any follow=
up action or improvement. In most cases, the
managcements admit that they do not c¢ven go
through thes2 and from the point of view of teachers,
they are nothing beyond an exercise in finding
faults. Almost all the teachers feel very -
strongly that it would be much better if the
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Inspectors try to understand the problem of the
teachers rather than finding faults (see table 22)

One reason for this is that the inspectors
have-a large number of schools under t heir juris-.
diction. Hence they have very little time to
discuss with the teacher about how he can improve,
Another problem in this respect is that the Ins-
pector regardless of his qualifications, inspects
classes - in all subjects, If the inspecting pro-
cess is to be carried effeétively-to the counsel-
ling stage, the official must necessarily have |
some competence in the subject being taught, Of
course it is not feasible to have an inspector fo;
_every subject. Via media would be to devide sub-
ject into two groﬁps of ¢€cience and humanities.

The inspectors can then work in pairs.

We also find that at least some of the
teachers view Inspection as helpful in improvement
of the academic standards (see Tabie 22), We are
rote inclined to attribute this to the persﬁnai
'skills and competence ¢f the Inspectors who have
heen able to give some help to the teachers and
schools in face of the apparent futility of thé

formal systems for doing this,

Noedless to say, many of these problems
can be traced to the broader environment to which
the s chools belong . For instance, the poor

physical conditions of schools is an outcome of
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the wconomic situation, and high drop-out rates
are linked with the social znd economic factors.,
To 2z large extent at least some of thesc environ-
mental factors will have to be accepted as con-
straints. But there is need to guard against the
temptation of blaming the environment for all
that is happening. In a situation wherec the
tasks of the system are so closely linked with
the environmenial forces, the leadership neces-
sarily has to take up the task of creating an
impact on the environment and responding to it in
a pro-active manner. This up till ncw has remained
a negleccted task. That in nearly three decades
of independence we have overlooked the fact that
summers are not the right time for vacation in
rural schools, just goes to show that we have not
been respensive enough tn the environmental needs

and forces.

To some extent the task of integration
with the environment will have to be performed at
the tob level. Nevertheless there are at least
twy broad areas in which the district snd the
block level pecople can make a contribution.

These are =
1. Identifying and using the opportunities

available, e.ge.y, generation of funds,
mobilization of other resources etc.

2. Identifying the problems which are causing
difficulty in achievement of the educational
tasks. If possible, solve them at their level
or at least feed them to the State level
machinery. .
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If this is to be achieved, a§ least two
things will have tc be done.

1. Increasing the autonomy 3t lower levelss
and

2, Installing a feed-back mechanism from
the gross—roots to the policy makiny.
levels, sco that effective corrective
action can be initiated and to ensure
that the lower levels exercise their
autonomy within 5 controlled framework.

6. Role and Influence of the Deparimental Peoble

The various issues raised earlier lead to
a central question -~ What is the role of the depart—
ment's representatives in the district and how far
have they been able to influence the educational
activities 3nd decisions pertaining to educational
administration? Our observation is that their
influence has been limited, In most matters
decisions are taken cither by the direc-

torate or by the managemente,

For instance, schools are opehed without
prior permission of the department, transfers are
e ffected without DEO being informed, disciplinary
actions are taken without involving the DEO,
appointments are made without due regard to the
specifications liid down by the department, and
the DEO finds it difficult to prevent local authorities
from doing all this, Oh.the other hand, the

the DireCtOI‘a’te allOCa‘teS. ¢ v S0 20 s 0 e e g
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funds to the various schools without involving
the DEO, DEO has no say either in design of the
currigulum or at the time of policy formulation,
Consequently, the DEO finds himself monitoring
policy to which he has no commitment, and which
is to be implemented by bodies over which he has

no direct controls

Thus, the major role of the District
Educational Office boils down to disbursement of
funds, routing papers between the Dircctorate and
the Managements, and looking into complaints from
different sources. On the a cademic side its most
important intervention is through Inspections,
However the inspection reports do not lead to any
follow up action or improvement, It is estimated
that more than one thousand reports are written
in each district every year. These reports keep
getting filed and collected year after year, A
good amount of time and stationery is being spent
for stuffing the racks with huge files of docu-

ments in the office.

Besides inspection we have other activi-
ties like granting of recognition, renewal of
recognition etcey, which also do not seem to have
any purposSe. It is unrealistic to assume that
s chools opened by the public bodies will not be
given recognition, Therefore, why go through
the rituals of first granting temporary tecogni-
tion to these schools and then renewing them year

after year,
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PRIMARY

S CHOOLS

Teacher
. No. of % of No. of % of No. of % of
Managements Schools Total Students Total Teachers Total S;:iigt
l. Central Government 32 0.1 54770 0.2 124 0.2 46,5
2. Stat: Government 871 2.4 91,111 249 2,680 3.4 34.0
3. Panchayat Samithi 32,735 88,5 25,00,358 79.8 64,034 88,3 39,0
4. Municipal Board 1,193 3.2 2,26,866 ) 5,438 6.8 41,7
5. Aidad 2,025 5.5 2,86,547 9,1 6,686 8e4 42,9
6« Unaided 128 0.3 23,336 0.8 714 0.9 32,7
TOTAL? ! 36,984 100.0 31,33,988 100,00 79,676 100.00 39,3

Cont.....
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UPPEER PRIMARY SCHOOLS
M No. of ¥ of No. of % of No. of % of Teacher
anagements 3chools Total Students Total Teachers Total S;:iigt
‘1. Central chernment 7 0.2 5,057 0.6 117 0.4 43,2
2, State Government 239 645 77,880 8.7 2,636 8.6 29.5
3. Panchayat Samithi 2,€12 76,8 55779296 64,3 21,530 70,2 2648
4, Municipal Board 188 5.1 83,221 9.3 24197 7e2 37.9
5. Aided 326 849 1,22,266 13,6 3,253 10,6 37.6
6. Unaidea 90 2.5 31,605 3.5 938 3.0 33,7
TOTAL 3,662 100,00 84974325 100,00 304671 100,00 29,3

Contyeeseeceren
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HIGH SCHOOLS

, Teacher
Ne. of ¥ of No. of % of No, of %:.0f

Management Sctools Total  Students Total Teachers Total S;giigt
1, Gentral Government 9 0e3 9,708 0e9 371 0o 7 26,2
2, State Government 329 1041 1,63,191 14,8 7,573 13.8 21,5
3. Zilla Parishad 2273 69.7 5,651,995 5042 33,192 6046 1646
4, Municipal Board 119 3.7 70,904 6.4 2,767 50 25,6
5, Aided 434 13.3 2,35,279 21,4 8,903 16,2 2644
6. Unaided 95 249 69002 643 2,003 3.7  34.4
TOTAL: 3,259 100,00 11,00,079 100,00 54,309 100.C0 20,1

COnta.ooouc



Contd. Exhibit 25

183

PRIMARY AND UPPER PRIMARY (TOTAL)
No. of % of No. of % of No. of ¥cof Teacher

Management Schqols Total Stadents Total Teachdrs Total S;giizts
1, Central Govt. 39 0.1 10,827 043 241 042 4449
2, State Gevernment 1,110 247 1,68,991 4,2 5,316 4,8 31.8
3. Panchayat Samithib 35,547 €745 30,77,654 7643 85, 564 77.6 36.0
4, Municipal Board 1,381 3.4 3,10,087 7.7 7,635 6e9 40,6
5, Aided 2,351 548 4,08,813 10,1 9,939 9.0 41,
6. Unaided 218 0e5 . 54,941 l.4 1,652 1.5 3345

TOTALS 40,646 100.60 40,31,313 100,00 110,347 100,00 36,5
SQURASE ¢ Diresterate ¢f Public inspection, Andhra Pradesh l
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CHAPTER 1V

STATE EDUGATION SYSTEM . Al QVERVIEW

In the preceding chapter we described
the functioning of the various subaosystems of
the Education Department; The description ina
cluded their goals, primary tasks, linkages, in.
ternal structure and administrative procedures,
e also identified some of their problem.areas
and raised some issucs for further discussion,
In this chapter, we intend to take an overaall
look at the total system and highlight some of
its major characteristics .. its strengyths and
weaknesses, probléms and critical needs,

3 TREINGTHS;

A —

During this study we witnessed many
strengths in the existing system, To mention
a few:; we saw the system's ability to experiment
with new ideas; the high degree of awareness about
the e¢xisting problems and concern for improvement;
the ability to expand and sustain growth; and
the dedicated and hardaworking force of teachers

and officerse,

Over the years, the state education
system has cxperimented with many new ideass
Transferring the management of schools to local
bodiesj the major reorganisation in 19653 the
establishment of autonomous and séemi-~autonomous

bodies like the Telugu hcademy, the A,P, Residential
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School Society, the Board of Intermediate Educaw
tion, SCERT, etc; the bifurcation, integration
and then further bifurcation of higher and school
education systems; the introduction of the non-
detention policy. They do evidence the depart.
ment's awareness to the changing demands and a
conscious attempt to redefine policy, role bounw

daries, structure and systems and procedures,

e also observed a high degree of
awareness about the existing problems and concern
for improvement, Initiation of the present study
is an indicator of this concern, It is also
reflected in the help and co..operation extended
tc us during our ficld work and in responsc to
the mailed questionnaires, which is exceptionally
high for any questionnaire regearch, Further,
in spite of the high level of dissatisfaction
with the present system, we saw very few traces
of apathy or indifference, On the cbntrary,
there was hope that the existing problcms can be

solved and performance can be improved.

The high concexrn for problems and
improvement is in turn a reflection of tne dedi.
cation of te@8chers and officials to their work,
The questionnairé survey revealed that most of
the teachers and officials find their work
meaningful and challenging. We also observed
that most of them viork late in the evenings in
order to finish their day's work, This, by

itself, may not be a very healthy trend byt it
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does indicate the potential of human energy and

resources available,

Finally, over the years the systenm
has not only maintained itself but has also been
able to grow at a phenomenal rate, Undoubtedly,
many problems have arisen due to this growth,
neverthelcss the system has been able to sustain

hhis growth,

PrOBLEMS A1y COHCER.S

Buring this study we also identified
a number of problems, concerns and dilemmas CoNm
fronting the State education system, What
follows is our understanding of the major pro-
blems which need to be solved and areas which

nced to be strengthened,

a) Client needsi.. The Education department serves
a multiple number of clients in the State, 1Its
immediate clients are the school managements,
teachers and students, 1In a broader sense, the
community at large is also a client of the
education system, All these clients have certain
expectations from the system and to some extent
these are the system's obligations to its clients,
For instance, the State Education system has an
obligation to the Community for providing educaw.
tional opportunities in the State, to ensure
quality of education in these institutions; opti.

mum utilisation of the recsources invested in the



138

education systems; and for relovance of education
to the local community needs, The teachers
expect a fair and efficient scttlement of perso-
nnel matters, adequate physical facilities in
schools and opportunities for growth and developw
ment, The managegents expect more autonomy in
their functions, less elaborate rules and proce-
dures, specdy settlement of recognition and other
matters; adequate funds and their speedy release
and settlement, The students expect growth in
educational opportunities, a fair system of
assessment and a more direct link between educa-
tion and different vocations and employment

opportunities,

Out of these, the State Education
system has been able to satisfy the need for
growth in educational opportunities in the most
satisfactory manner, However, there is consi-
derable scope for improvement in its responsive.
ness to the other needs, High level of dissatis-
faction among teachers regarding administrative
systems, victimisation and lack of grovth oppor-
tunities; delays in settlement of personne] '
matters like salary, pénsion, Provident Fundj;
high rate of stagnation and wastagej; unrest
among the educated unemployed; are some indica.
tions pointing towards this, In fact, an impor-
tant consideration for the initiation of the
present study was the growing feeling that the
education system has not been responsive enough

to the felt needs of its clients,
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2. Bureaucratic Settings- The prevailing hureau-
cracy is perhaps the single most important factor
contributing to this state cf affairs. The lack of
responsiveness to client needs can be attributed to a
large cextent, to the bureaucratic setting in which

the State education system operates. This is reflected
both in the administrative procedures and zlsc in the
broader organisation culture. Most cfficers at all
levels lay greater stress on gnsuring adherance to

rules rather than on tasks, goals and client needs.

In response to our questionnaires, "follocwing the in-
structions of the superior", has becen ranked consistently
higher than "helping the schools and toachers", "Stagna-
tion and wastage", “growth in enrollment", "teacher

development" and "follow-up of inspection reports",

It is perhaps due to this that the admini-
strative machinery has became slow in responding to
the environmental demands and pressures, which, in
turn, has led to the department's loss of influence
over the educationsl activitioes, particularlv at the
ficld level. We came across many instance where
the permissicn for cpening of a new school was given
2s much =28 tw¢ years after the school had been opened. The
impression we got was that in the face of the rapidly
changing environment, the administrative machinery
remains pasively busy in preparing memos and making

notings on the files,
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Another characteristic. of the prevai-
ling bureaucracy is that the entire system seems
te be geared towards handling of individuals cases,
than dealing with tasks and objectives. This is
reflectad in the jllocation of werk and delegation
of powers. Powers are delegated for certain types
of cases or for cases involving certain limit of
expenditure, rather than for tasks that are essential
te achieve a certain objective. For example, the
D,E,O, may be given powers for appointment of certain
grade of tecachers but not fer 211 matters cencerning
primary education in a district. A consequcnce of
this is that officers at all levels end up disposing
off individual cases (mcstly pcrtaining to personnel
administration), than devoting time for issues of

tasks, objcctives, planning and review.

3. Koy Functionss- The Education department hgas

the dual responsibility of maintaining the existing
aducation system in the State and contributing to

its grcwth and devclopment, The balance ketween these
two is heavily titled towords the maintenance activiti-
es sc much so that the developmentzl activities remain

neglected, Even in the academic wings of thé system

e

Sccondary Board and SGCERT 4 » the stress
is more on m:intaining the on-going academic

activities than on innovation and development.
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. Within the maintenance activities
most of -the time and energy is spent on persom
nnel and financial administration, Planning,
co-ordination, control and review are conspicuo.
usly absent at all levels, Strengthening of
these functions, in our view, will (a) increase
the effectiveness of the department in managing
the State education system and (b) enable the
officers at higher levels to concentrate on

developmental and broader policy issues,

Specially there is need for a suppor-
tive cell in the directorate which should con.
centrate on development of planning and control
systems and monitor the same, Similarly within
the Secretariat there is the need for a cell
which should devote attention to issues of
broader policy nature, such as, relative empha.
sis on different sectors of education, alternaw
tive patterns of growth impact of education on
society, etc. It is important that these funcw
tions are not combined with other routine admi.
nistrative tasks, The earlier experience has
shown that in such arrangements the day.~to-day
functions take the first priority and the other
functions for which there is no immediate pres.
sure remain neglected. On the other hand, there
is also the danger that these functions may get
totally 8ut.off from the mainstream of activi-
ties, However, if the role of the Secretariat
and Directorates is defined essentially in terms

of planning, review and policy formulation, then
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these new functions would automatically become

a part and parcel of their primary tasks,

4. Qrganization for differept sectors of
Education:.. In 1975, the State Government
bifurcated the school education and higher edu.
cation at the Directorate level for a third
time, Earlier there had been two experiments
with bifurcation (in different degree) but on
both the occasions the system reverted back to
the earlier arrangement. Apparently there is
some ambiguity around this issue, Whether or
not higher education should be bifurcated from
secondary education, and secondary education
from primary education and what should be the
nature of this bifurcation., This issue needs
to be examined in the context of the depart.

ment's role in these three sectbrs of education,.

The role of the Education Department
in the realm of higher educétion is absolutely
different from its role in the secondary and
primaiy education., The academic responsibility
for higher education rests with the universities.
On tﬁe other hand, administrative responsibility
for most of the schools rests with the local
bodies. This in itself is a sufficient reason
for an organic séparation of the two sectors,
However, an organic separation at the field
leve]l will also create sdme problems particularly
that of junior colleges. Organic separation will
not be effective unless this is resolved satis.

factorily.



193

As far as the schonl education is
concerned, the role of the government is quite
similar in both secondary and primary sectcrs.,
Hewever, there is cne important differcnce; whereas
universal primary education is a constitutional
respcnsibility, the seccndary education is
not. This implices considerably morc eoffort,
particularly in c#tensinon work for primary
aducztion, This, by itself, may not justify
an organic sceparation of the two sectors., Creation
¢f separate ficld organisation in this case
would be extremely costly, Further, there
is considerable cverlap between the two sectors
at the field level. lcst high schools have
primary classes and many tegchers are common te
becth the primary and scecondary sections. Also,
the high schocls could be uscd as important
rescurces for the develcpment of neighbecuring
primary schcenlse Thus, in c¢rder to take care of
the speciacl needs of the primary education, it
may be quite sufficient tc create a set of staff
roles within the directorate which would exclu-~
sively attend to prcblems of primary education,
alternative schemes for extension work; etc.
This cell woula act as an advisory body to the

Director of Scheol Education on 211 such matters.

5. Co=ordination of Acadcomic tasks:i~  An impor-
tant structural nced pertains tec the linkages
across different functions, particularly for
academic and developmentyl tasks. The on~geoing

academic activities performed by the
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Eoard of Secondary Education, Department of Text
Bocks in the Directorate, etc, are quite aloof from
the develcpmental efforts of the SCERT. At the
State level, it may be desirable to bring the
functions of ‘'expminations', 'curriculum

and Toxtbooks' and 'Research and Training

under onc common umbrella. This would streng-
then their linkages and facilitate integration
of these functions. At the ficld level, the
academic activities are nerfcrmed by the lnspec-
tors whe have very limited contact with these
State level bodies. The linkage between the
State level academic bodies and Inspectors who
are the field level implementators is crucial

to the success of any developmental effort.
However, this issue will be examined in greater
detail in our discussion on the Inspectorate

machinery.

6. Dualitys- Since most ¢f the primary and
secondary schools belong tc the local bodies,
the elected representatives of thesce local
bndies constitute an imporfant group with which
the Education Department has to transact. All
organisational problems of structurec and control
will ultimately have to be seen in the context
of the nature of equilibrium reached between
these two groups - the manner in which power

is shared and the degree of cdntrol exercised
by each of them; Liny restructuring of the
ocrganisation will depend on the particular set

of assumptions we make about the desirable or
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At the State level a fairly stable
equilibrium seems tc have been reached betwéen
the administrative machinery and the political
machincry witp the former psychologically accepting
the ascendency of the latter. This is partly
because at this level the dividing line
between the functions tc be performed by the
two groups, namely, policy-mpking versus imple-
mentation is fairly clear and is consisteht
with the power equation bectween the two groups.
Mcorecver, 25 compared to the district and block
lavels, therc are morc decision mapking arcas
to be shared between the two groups at the State
level. Thercfore it 1is possible for zach group

to be satisficd with the amcunt of influence it has.

The roles of the two grcups at the
field level are »lmost reversed., The local
bedies assume the responsibility for the imple-
mentation and administration, whercas the depart-
mental people are the 'watch dogs' of the
government pclicy rules and regulations, etc.
This hrs kcen cperationslised by making a dis-

1
tinction between 'administrative' and 'technical

ccntrel, The implications of this somewhat i
illusory distincticn have been discussed ecrlier,
Here, we would cnly like to emphasise that the
very conception of roles of the two groups is

not consistent with the provalent power structure

at the field level, In view cof the gmcunt of
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power enjoyed by the non~officials of the local.
bodies, it is quite unrealistic to assume that
the departmental representatives will be able

to enforce all the rules and regulations of the
department or exercise any technical control,
This is augmented by the fact that the DEQ and
his staff do not have any administrative powers
over the teachers, In the absence of adminisra-
tive control, technical control whittles down

to the level of a mere technical advice, It is
clear therefore that this duality between the
administrative and the technical control has to

be resolved,

7. Contreoli- While describiny the existing
system in Chapter three we highlighted the dew.
partment's failure in enforcing its policies
rules and standards, This at least to some
extent is due to the non-selective approach of
the department about 8neas over which it should
exercise control. It seems that at present the
attempt is to control anything and everything
that happens in the field of education. The
inputs that go into education are controlled
through syllabi, textobooks, sclection of tea.
chers, release of funds, admission criterian
for students, etc,s The process of teaching is
controlled through inspections, The adminis.
trative processes are controlled through adminis.
trative inspection and audit, Finally, the

output is controlled through public examinations,
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The areas on which the department can
exercise control will eventually depend upon
the respective roles and powers of the departa.
ment and Panchayat Raj set up, But even if
one assumes that schools can be removed from
the local bodies and put under the total control
of the department, it is important to ask:

Does the department need to exercise such rigid
control? VWhy shouldn't the government schools
or at least a group of such schools be left
free to manage their own affairs within some
reasonably defincd limits? We feel that such
total and rigid control even over the government
schools is neither feasible nor desirable, All
schools must be encouraged to experiment with
new ideas and new ways of solving academic and
administrative problems, From the point of view
of comparability and quality standards . some
public examination and common syllabi at higher
levels will be negessary, For mobility and
growth opportunities for teachers, some selec-
tion norms will have to be maintained, 3Simi.-
larly, for accountability of public funds audi-
ting of accounts and some important administra-
tive procedures will be necessary, but beyond
this the department should restrict its interw
ference to the minimum, For instance, we do
not see any need for any government policy on
detention or non-detention, It is a school lea
vel concern, and must be dealt with at that

level,
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Internal control over the administraw
tive machincry is exercised essentially through
centralisation of decisionmmaking, Administra-
tive approval is required for each individual
expenditure even after the budget has been
approved, At least to some extent, the system
of administrative sanctions prcvails due to
lack of rigour at the time of planning and budget
formulation, With adequate strengthening of
the planning and budgeting processes, it should
be possible to exercise control Without centraw
lising decisions on individual cases,

8. Inspection: The present system of inspec-
tion of schools is expected to serve two major
goals, These are (1) exercise supervision and
process control, and (2) help the teachers and

schools in improving their performance,

To beging with, the very combination
of these tvio different roles creates somé pro-
blems, & climate of openness and trust are
essential for any helping relationship. This
becomes difficult to establish if the person
who is helping is also responsible for supervi.
sion and control. Since the controlling role
gives more visible power, historically the
inspectors tcnded to prefer it to the helping
role, After the administrative powers Were
transferred to the local bodiesy the utility
of inspection as a controlling device faced a
major sct back, Oradually the reports and

recommendat;ons of the inspecting officers
i



199

started becoming morec and more inconsequential
and today most of the people responsible for
implementing them give only scant attention to

the reports.

However, too much stress should nct
be placed cn the lack ¢f administrative powers.
Had this been the only reason of the ineffecti-
veness of inspection, it should have retained
its viability at least for the government
s chools over which the departmental people have
the total contrevl. That this is not so, goes
tc prove that the problem lics elsewhere.
Firstly, it is unrealistic to assume that such
a large number of schocls can be controlled
threcugh 5 handful of inspectors. To achieve
any reasonable propnrtion between the number of
s chocls and inspectors (the present stated
norm is 13840) the department will have to
dcuble the strength of its inspecting machinery.
The second and more important problem is with
the concept itself. The teachers and schools
have been able to device methods of beating
the system. One can try and improve the inspece.
tinn system (through more surprise visits, N
cross checking by another inspector ctc. etc.)
but it is unlikely that this excrcisc in 'fault
finding' will be of sny help in exercising

meaningful ccntrol.
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The other alternative is to concentrate
on helping the teachers and schools in improving
their performance, This has rcmained ncglected
for three main reasons .. 1) The traditional
outlook and attitudes of the inspectors, 2) The
eémphasis in the present system is on giving
help at the level of individual teacher or
school. This has not been feasible duc to the
scarcity of resources of the department, and
(3) The academic wing in tho field (i.c. Inspec.
tors ) have very limited contact with the State
level agencies cngaged in academic and develop-

mental tasks.

In ordeér to scglve these problems a
viable strategy could be to aim at the group
level rather than at the individual level,
Emphasis should be on strengthening such forums
which provide opportunities for teachers to
learn from each other, e,g,, the present T.A,
Gentres, The present inspectors can facilitate
and coordinate the developmental process, They
can also play the vital role of understanding
the problems of the teachers and feeding them
to the state level developmeéntal -agencies,
Similarly, they should keep in touch with the
new developments and act as resource persons in
these groups, The present system of inspection f
can be done away with -~ thus leaving the inspec-
tors free to concentrate on the developmental
tasks, However it is important to emphasise

that before any such changes are made, it will
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be essential to prepare the inspectors for
their new role and functions, Otherwise the
changes are 1likely to cause serious problems

of resistance from the inspectors.

9. Motivation_ and Morale;.. The thrust on
innovation and developnent cannot be broucht
about Wwithout a body of committeed and motivated
teachers and officials. The c¢xisting situation
in this regard is rather gloomy. Both teachers
and field level officials are dissatisfied with
their present salaries, groWth opportunities,
systems and procedures and involvement of the
local bodies, The only saving grace is that
they find their Work intrinsically meaningful
and cnallenging., This is an important strength
and in order to make full us¢ of it, it 1s essena.
tial to solve the problems which have contribu-

ted to the present dissatisfaction,

Streamlining the adninistrative pro-
cedures will help a great deal in restoring the
morale of teachers and officials, Taking away
schools from the local bodies will help but
does not seem very feasible, There are obvious
financialcengtraints in solving the problems of
salary and promotion, However, recognition of
good performance through suitable monitary and
non-monitary rewards siould help, The present
practice is to promote the senior most from the

pool of all non-disqualified (on merit grounds),
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This can be replaced by a system of the most
meritorious from the pool of all who have put
in a required length of service, At least,
equal weightage can be given to both seniority
and merit, In order to ensurc a reasonable
growth for all, some manpoWer planning should

be done at the block levels and district levels.,

Finally, some participation in the
planning and policy formulation will also go a
long way in creating a climate of high motiVa-
tion and involvement, This is particularly
true of the officers at the field level, Many
of them have complained that they have to imple-
ment policies without sufficient commitment,
The quality of the policy decisions Will also
improve with the participation and involvement

of the field machinery,

10, Systems and Proceduress. Streamlining the
existing procedures is essential for three ima

portant reasonsswa

a) Relieving the higher levels from
routine administration so that they
can concentrate on issues of plan.
ning, review, policy formulation

and development,

b) Solving the problem of high dis-
satisfaction at the field level
existing out of cumbersome procea
dures, and )

¢) Cutting down delays and wastage of
effort,
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Thus, the streamlining should be
aimed at settling matters at lower levels and
very few individual cases should go up to the
Secretariat, This implies that powers will
have to be delegated from the Secretariat to
the Directcrate and from the Directorate to
the field organisation. The other important
needs are to rationalise the multiple checks
and balances in the system and to cut down on

multiple processing of various issues,

An important problem that is likely
to come up in the change of systems and procedu-
res pertains to the roles of other government
department, particularly Finance and G.A.D.
Currently many of the individual schemes have
to be sanctioned by both the Education Secre-
tariat and the Finance ovepartment, Thus, unless
the department is able to redefine its boundaw
ries viswa-vis the external bodies, streamlining
of at least some of the procedures will not be
possible, This, however, will involve a broader
issue, namely the role of these departments,
vis~a.vis all other governmcnt departments,

which can be tackled only at a higher lcvel,
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GHAPIER V

RECOMMENDED QRGAWISATIQON FOR THE STATE EDUGATION
SYSTEL

The preceding sections of this report
highlight some of the problem.~areas which need
to be looked into for improving the effedtivéness
of the State education system, In this chapter
we have sketched an alternative design for the
State education system which may help in solving
some of the problems identified earlier, Briefly,
the major needs of the existing system as identi.

fied in this study are:

1, To enable the officers at various
levels to concentrate on their
primary tasks and objectives and
treat the rules and procedures as
means towards achieving these
objectives rather than as ends in

themselves,

2, To relieve the higher levels (Diren
ctorate and Secretariat) from
their tremendous administrative
work load and enable them to con.
centrate on broader issues of
planning, review policy formulation
and providing leadership to the

field level organisations,
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Se
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To strengthen the academic and
developmental activities of the
system (curriculum, research, con.

tinuing education for teachers)

and to ensure that the developmen..:.

tal efforts get translated into
concrete implementation at the
field level,

To resolve the existing duality
betvieen the Education department
and the public bodies, Specially
to reduce the existing duplication,
wastage, role ambiguities and hos-

tility between ,the two groups.

To replace the existing Inspection
system by an activity which is
development oricnted and geared
towards helping the teachers and
schools in improving their pera

formance,

To ensure greater rigour at the
time of planning, budget formula.
tion and resource allocation
rather than attempting to control
individual expenditures through
the elaborate system of adminis

trative sanctionse.
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7. To provide greater discretion and flexi-
bility at the levels of school, block and
district. To provide opportunities for
participation to teachers and field level
officials in policy decisions and to install
a system of periodic feedback from the field

level to the State level machinery.

8. To review the existing systems and geur them

towards greater speed and afficiency.

9. To reduce the existing dissatisfaction among
teachers and provide them with opportunities

for growth and development.

The proposed set-up is an attempt towards satis-
fying some of these needs. Keeping in view the complexity
of the systemy, we have not made any auggestions for isclated
changes in the different segments. Such changes can lead to
unintcnded consequences in other parts c¢f the system. Thus
our attempt has been to¢ teke an overall leook at the total
system and suggest simultaneous and interrclated changes in
the different parts, However, we would like to emphasise
that the proposed set-up is one of the three alternatives

available tc the government.

In all the threc alternatives the following are

commons?$

1) The policy, planning and co-crdination of

the Secroetariat

2) Academic control, monitoring and implementa=-

tion role of the Directcrs of School Education

3) Existing Role of Directoratc of Higher Educa-
tion and other autonomous hcdies already estab-
lished for Intermediate and higher cducation

to continue.
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detailed manner. It is only a broad framework
indicating the nature of changes that mighf

help in increasing the effectiveness of the
system. Finally, the proposed changes by them-
selves, will not solve all the problems faced

by the Education Department., In fact, without
suitable interventions in other areas particularly
systems and procedures and organization cultures

a mere shift over to the new systém may not be
enough.

For simplicity in presentation we
would first descrihbe the proposed set-up and
then examine its implications and relevance

to the needs identified earlier.

THE_PROPOSED ORGANIZATION:

The description of the proposed set

up has beecn organised in the following manner-

a) Field level organization at
district and block level

b) Directorate of School-Education
¢) Directorate for Higher Education

d) Education Sccretariat
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The following paragraphs describe the
proposed roles, primary tasks and internal
structures at these levels and their relatione

ships with eaoh other,

'a) Field Level Set Up;

It is proposed that autonomous school
boards be constituted in each district., The
District School Boards (D3SB) would look after
both the primary and secondary education in the
district within the framework provided by the
State level agencies, The Boards would oconsist
of the Chairman and Secretary of Zilla Parishad,
Superintendent of Schools (Who Would head the
education system at the district level) represen-
tatives from Panchayat Samities, some government
officials at the district level and representa.
tives of teachers hecadmasters and parents., The
membership of the Board should not exceed fif-

teen.

The Board would plan the school
education activities in the district ~ including
jdentification of areas where new opportunities
have to be provided, thrust on different modes
of education, budgeting and allocation of funds
to different blocks etc, It would also review
the performance of the educational sét up in
terms of well defined goals regarding dropwout
rate, stagnation and wastage, results in public
examination, literacy rate, etc, It Would iden-

tify some of the major problems of education
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in the district, formulate policy for solving
these problems and provide support for implew
menting these policy decisions, It Would help
in mobilizing local resources from the ocommunity
and finally it would provide feedback to the
state level machinery on relevance of the exis.

ting system to the needs of that district,

The Superintendent of Schools Who
Would be the executive head at the district
level would be accountable to the board for
implementation of its plans and programmes,
His primary tasks would be to supervise and co-
ordinate the activities of the various blocks,
helping the board in planning and budgeting and
undertaking developmental activities for the
improvement of education in the district, He
would provide leadership in the district for
innovations in different fields of education,
He would be assisted by three officers Whose

functions will be as follows:

The Development officer and his team
of tWwo to three resource persons Would be res.
ponsible for conducting the 7th Glass examinaw.
tions in district, review of existing curriculum,
providing feedback to the Directorate on the
relevance of the existing ocurriculum and syllabi,
visiting schools and identifying their problems
and developmental needsji and conducting training
progr ammes for teachers in cowmordination wWith
the training cell at the State level, They would

also monitor a system of periodic review of the
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activities of schools by a panel eonsisting of
teachers and headmasters of other schools. On
their owWwn, they would not undertake any inspeca
tion unless there is a specific complaint against

a school. ’

The Officer for Finance and auditing
Would be responsible for financial planning and
budgyeting for the district, disbursement of funds
to blocks and aided managements, normal accounte
ing functions, audit of the lock level offices,
and audit of some schools selected either through
random sampling or on the basis of complaints of

mis-appropriation,

The Officer for personnel and Adminisa
tration Would look aftexr the personnel matters
of higher grade teachers, appellate matters of
all teachers, manpoWwer planning for the district
and other establishment matters, This officer
would work in close collaboration with the
Development Officer particularly for identifying

developmental needs of teachers,

The Superintendent of Schools Would
also supervise over the various Assistant Superw
intendents who Would head the educational set-up

at the block level,

Biock Levels
Each block should have a Block Educa.
tion Committee consisting of the Panchayat

Samithi Presidenty, Block Development Officer,
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Assistant Superintendent of Schools (Who would
be the executive head of the block level set
up ) and his team, and represcntatives of parents
and teachers and headmasters of Primary and
Secondary Schools in the Block., The membership
of the Committee should not exceed 10. The
Committee would plan, budget and review the
educational activities of the blocks, generate
resources and local support for implementing

new ideas and schcmes; and give ideas and sugges-
tions for improving the quality of education and
increasing its relevance to the needs of the

Block.

The Assistant Superintendent of Schools
would be responsible for both primary and secon-
dary education in the block, He will be the
administrative as well as the academic head of
the school system at the block level, All
normal administrative matters (lMost of which
will pertain to personnel administration) will
terminate at his level, To the extent possible,
some of these could also be decentralised to
the school level but in view of the large number
of single teacher schools and physical facilities
available to them, this may not be feasible in

the near future,

The Assistant Superintendent of Schools
would also be responsible for the expansion and
developmental activities of the Block, DBesides

implementing special schemes like mid-day meals,
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non.formal education, school complexes, etc,

he would also provide:training opportunities to
teachers, mobilise resources from the community,
generate commitment to educational programmes

and plan the growth of educational opportunities
in the district, Finally, he would act as a

link between the block level and the district
level, He would obtain support from the district
level in terms of funds, academic framevork,
common examination ser?ices, policy guidelines,
He would be accountable for achieving educational
goals defined in terms of drop out rate, enrolla-
ment, results in public éxamination, literacy

rate, growth in elucational opportunities etc,

We envisage that decisions regarding
opéning of new schools, transfer of teachers,
amalagamation of single teacher schools, creation
of new posts, improvement in the physical condi-
tions of schools, etc,would be taken at the
block level, However, the block level seti-up
would operate under three constraints viz,

(i) Policy guidelines issued by the Department -
Gare will have to be taken that these policy
guidelines do not become specific rules and
regulations and provide sufficient fiexibility

at the Block level; (ii) The annual Budgetary
Provision - including a share in the planned bud-
get and (iii) Annual Plans prepared at the block
level and reviewed and approved by the superin.

tendent of schools.
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The Assistant Superintendent may have
a group of one to three respource persons dependa
ing upon the size of the block, These resource
persons Would visit schools, identify their pro-
blems, help them in solving these problems,
encourage experimentation and innovative methods
of teaching, generate resources from the commu..
nity for educational purposes, encourage the
involvement of parents and community at school
level and organise Seminars and Programmes fo:'
teachers, They would work in close collaboraa.
tion with the Development Officer and his team

at the District level,

At the school level there will be a
school management committee consisting of the
headmaster teachers of the school, parent repre.
sentatives, selected members of gram panchayat
and one of the resource persons at the block
level.  The planning, budgeting and performance
review at the school level will be done by this

Committee,

Exhibit 27 briefly outlines the
proposed organisation chart at the field level,

b) DIRECTORAIE . SCHOOL EDUGATION:

The State level set up for school
education would be essentially concerned with
planning of schocl education at the State level,
reviewing the performance of the various districts;

designing and reviewing the academic framevork;
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conducting Class X Gommon Examination, formula.
ting personncl policies for teachers and offi-
cials, and helping the district level organisaw.
tions in translating the Government policies

into concrete action plans,

The Director, School Education would
head the set up at this level and he will be
assisted by a joint Director for academic matters,
a joint Director for planning and review, a
teacher welfare officer and an Administrative

Officer, and two special officers,

The Joint Director for academic matters
would have the primary responsibility for design
and periodic revision of curriculum and syllabus
for both primary and secondary educationj natio..
nalised text books; conducting the common exami.
nation at the end of 10th Class; Inservice
training of teachers and Research on the different
academic aspects e¢,g, relative effectiveness of
pedagogical tools, examination systems, relevance
of the existing syllabi, etc, At present these
academic activities have been divided among the
commissioneréte for examinatibns, Board of
Secondary Education, SCERT and the Directorate,
In the proposed se¢t-up they should be integrated
and wWould constitute a main stream of the Direc.
torate's functions. He may be assisted by a
team of three officials who would look after
curriculum and text.books; examinationsj and
training and research respectively., The Joint
Director wouldhave the responsibility of co-
ordinating the activities of these three officials,
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The Joint Director for Planning and
review Vould be responsible for preparing a com-
prehensive plan for school education in the State,
He would provide broad guidelines to the District
Organisations on planning prcocedures and financial
control systems, He would help the Director in
integrating the requirements of the Districts
with government policy and resource availability,
He would also help the Director in reviewing the
performance of the various . districts and alloe
cating funds amongst them, The individual re.
quest and new proposals from the district orga-
nisations wWill also be proccessed by this offi.
cial, He Would be assisted by a finance officer,
a statistical officer and an internal auditor.,

The Finance Officer would help in formulating
financial policies, budgeting and control systems,
The Statistical Officer would collate and analyse
all the non-financial data and the internal
"auditor would audit the accounts of the district
organisations and of some private schools -
selected either on the basis of random sampling

or complaints regarding misappropriation of

funds,

The Teacher el fare Officer would help
the Director in negotiating with the teacher
associations and also in formulating peéersonnel
policies, He may also look after the appellate
matters of higher grade teachers. The Adminis.
trative Officerwould look after the establish.
ment, personnel and other administration matters

of the Directorate,
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The Special Officer for Primary Edu-
cation would dJeal with the problems of primary
education in the 8tate, drop.out rate, stagnation
and wastage, enrollments, etc, He would also
monitor and review the Statewide extension schen.
mes for achieving ihe goal of universal primary
education, The other Special Officer would look
after the pilot projects on non.formal education,
He would review the experience gained from these
pilot projects and help in universalizing none
formal education in the 8tate. Both these
officers will work in close collaboration with
the Research Wing under the Joint Director

(Academic matters),

See Exhibit 28 for a brief organisa.
tion chart of the proposed setnup for the

Directorate,

G) DIRECTORATE HIGHER EpUCATIONS

The primary tasks of the Directorate
of higher educationwoUldbe planning and budge.
ting of higher education at the State levelj
liaison with the universities and Bopard of
Intermediate education; research in matters of
higher education and continuing education for
teaching staff of the Golleges; formulation of
personnel polibies; and broad supervision over
the degree colleges. The Directorate will
approve the annual plans and budgets of the
degree colleges release funds to them, and lay

down broad policy framework, Thereafter, the
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day-to~day administration of these colleges,
including recruitment and other personncl matters
will be looked after by the principals and the
management committees of the colleges, Supervia
sion over the junior colleges will be entrustcd

to the Board of Intermediate Education.,

The Director higher education would
head this set up and he will be assisted by a
Joint director for planningy; a Joint Director
for training and researchj; a Deputy Director of
personnel matters and an Administrative Officer,
The Directorate will not have any regional orga.

nisation,

Liaison with the universities and
Intermediate Board will be provided through the
Director, He would also process the new schemes
from these bodies and their requests for addiw

tional grants from the State Government,

The Joint Director (Planning) will
process the annual plans and budgets of the
colleges, release funds to them, undertake
auditing of a sample of the colleges, process
individual requests and proposals for new
schemes from the colleges and prepare a Compreé.
hensive plan and budget for higher education in
the State, He may be assisted by an intcrnal
auditor and two Assistant Directors each of
whom wWould lookafter a group of colleges in the

State,
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The Joint Director (Training and
Research Jwolld lookafter the continuing education
of teaching staff in collegus and rescarch on
matters of higher education. At present, the
inservice training of lecturers is being‘iooked
after by the Collegiate Cell in the SCERT, 1In
the proposed set up, the Collegiate Cell will
become a part of the Directorate.Higher Education,
The Joint Director will have a group of core
faculty for training and research activities,
However it will be useful and economical to
involve the senior lecturers and professors from

Golleges and Universities in these programmes,

The Deputy Director (Personnel )would
haridie the appellate matters of the teaching
staff in Golleges, Hewoluld also help the Direc.
tor in formulating personnel policies, Finally
he may also have to maintain pctrsonnel records
for certain statewide cadres, The Administrative
Officer will look after the Administrative and

Establishment matters,

See Exhibit 29 for a brief organisation

chart of the Directorate-Higher Education,
D) SECRETARIAT;

The Education Secretariat will be
essentially concerned with the issues of policy
-formulation, planning and review of the total
system, co.ordination among the !arious directo-

rates and other autonomous systems directly
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linked with education; and providing liaison
between the legislature and the operating systems,
Individual cases regarding personnel matters,
opeéning/upgrading of schools, sanctions for -
individual expenditures, etc, would be terminga-
ted at lower levels and Will not be handled in

the Secrctariat, The Education Secretary will

be the Chief Executive of the total system ang

he will be directly assisted by two Joint Secré.
taries . on¢ for Planning and the other for
academic policy., The Joint Secretary (Planning)
will process the annual plans and budgets and

also the long term perspective plans of the
various Directorates and other systems, These
Wwould be consolidated by him into a comprehensive
plan for education in the State, In order to

do this meaningfully, he will have to provide
broad guidelines to the operating systems for
préparing their plans, budgets and periodic

review reports, In addition, he would also

deal with the special requests, new proposals

etc. from these systems, A tcam of 2 to 3
officials may be necded to help the Joint
Secretary for these tasks, Two Officers (of

Dy, Secretaries Rank )wouldlookafter the Primary
Secondary and Higher Education rcspectively,

One Assistant Secretary wou’d lookafter the
internal administrative matters of the Secretariat
and also the establishment matters of the varibus

Directorates,
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The Joint Secretary for academic policy
should be a person with good understanding of
micro and macro level problems in educatione.

He would act as a sounding board for major policy
decisions regarding academic matters. He may
also initiate new proposals for improving the
quality of education in the State and making it
more relevant for individual and societal needs,
Naturally, he will have to remain in close touch
with the various operating systems, This can

be achieved through frequent field visits and
also periodic qualitative feed.back from the
operating systems regarding their problems and
new ideas and change and development, It is
envisaged that this Joint Secretary will keep

in touch with the latest developments in the
field of education in other States and Countries,
and would help the government in examining

their relevance and practicability for the State

Education System,

Discussion on the various plans and
budgets and modifications in view of the Govern..
ment Policy and resource availability would be
a group exercise, The Secrctary, Two Joint
Secretaries and heads of the operating systems
would from this group. This group will also
review the performance of the various systems
on & periodic basis and provide mutual help
for solving each other's problems, GCo-~ordinaw
tion Gommittees consisting of represcntatives

from the relevant systems @nd one of the two
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Joint Secretaries can be formed to take care of
various issues Which involve more than one

system,

Exhibit 30 gives a brief sketch of
the proposed organisation chart for the
SECRETARIAT, Exhibit 31 outlines the total set
up for the State Education System,

IMPLIGATIONS OF Tl PROPOSED SET.UPg:

l, Divesting_the higher levels from Routine
Administration

The proposed set.up envisages that the
matters of routine administration will be settled
at lower levels and the Directorate and Secreta.
riat will deal essentially with matter of policy,
planning, budgeting, review and development,

This would imply significant changes in the prew
valent systems and procedures and also restruca.
ting of the various sections. For instance,
work of many of the cxisting sections in the
Secretariat and Directorate will be handed over

to the ficld level organisations,

Another implication of this change
would be in terms of greater diversity across
different block and district. It is likely
that the new structure may lead to different
administrative practices and internal structures
in the various districte. This we think, will

be functional and may even be desirable provided
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some uniformity in standards and broad policies

can be maintained through common curriculum,

examinations and policy guidelines,

It may be argued that decentralisation
of administration may lead to dilution of con-
trol over the field level organisations, Howa.
ever, we wWould like to submit that control can
be more meaningfully exercised through agreed
plans and accountability for results and perfor.
mance, Thus in the hew set up it may not be
possible to control individual cases of adminis.
trative matters, but the department will be in
a better position to control the overall per-

formance of the varicus districts.

2. Emphasis on Planning_and Decentralisation
of the Planning Processt

The proposed structure lays considera.
ble emphasis on planning and decentralisation
of the planning process. It is our view that
Wwith greater care and rigour at the time of
planning and budgeting, considerable administra.
tive wWorkload at the execution stage can be
avoided., Further, it helps the department in
determining the‘Broad direction in which the
State Education System should move and enhances
the department's ability to influence this

direction,
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In order to do this meaningfully, it
is essential that the planning exercise should
start right from fhe school level. The Block
Education Committee and the District School
Boards would plan the educaticonal activities at
the Block and District level, At each level there
will be a need for integrating the various plans
into a comprehensive plan Which is also consis-
tent with the Government policy and resource
availability., A measure of uniformity in the
plans of various block and districts could be
ensured through policy guidelines and resource
allocation, however, the decentralisation will
automatically 1eaq to sohe diversity in the pata
terns of growth, relative emphasis on different

modes of education etc, across different districts,

3« New Role for Local~bodies,

At present, a good amount of primary
and secondary schools are with the local.bodies,
However, if one takes a close look at the role
of local bodies in the functioning of these
schools, it becomes apparent that their role is
confined to routine personnel administration
of teachers and opening of new schools, With
a distinct decline in the pressure for new
schools and the scarcity of financial resources
for this purpose, thc role of localw.bodies is
becoming more and more limited to personnel

administration,
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Whether this role of the local bodies
is censistent with what we wish to achieve thro-
ugh democratic decentralisation is gn 1issue
which needs to be cxamined by the highest leovels
of the State Government. Our view is that the
local-bocdies, instoad of being tied dcwn with
routine administration, should be invelved in
the broader issues of allocating educaticnal
resnurces in their arens, preparing perspective
plans, mobilising resources for educational
purnoses, and should help the department in mapking
education more relevant and useful in meeting
the nceds of the society, All this of course,

will have tc be done through the sehool Board.

The proposed crganisation has becen
designed within this framework., The local-bodises
will be represented on the District School
Boards, and Bleock Educationzl Committees - where-
in they would plan and review the educatiocnal acti-
vities in their area. Thus, they will have an impcrtant
role in planning, budgeting and in setting priori-
ties for their arceas. They wculd also ensure
that education is well integrated with necds
of the arcas and its other development plans,
However they will have nn significant inve}vement
in the day=to=~day administration of schcols
and teachers., This arrangement should cut down
the existing duplication, wastage, role ambiguity

and lack cf accountability in the system,

There is a2lsc a2 very rcal danger in

operationalising the proposed structure. The
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Superintendent of Schools (SS) will have the
responsibility for implementing the plans and
programmes of the District School Board, He
Will also have to follow the broad policy framew.
‘Work provided by the Directorate, The two may
conflict with each other and the S8 may find
himself caught between these two opposing forces,
To a lesser extent, the Assistant SuperintendentA
of Schools may also face a similar situation,
Thus we would like to emphasis that the success
of the proposed set up will depend a great deal
on the skills of these officials in exerting
influence and in coping With multiple forces of

influence,

4, Inspection Svstemg

There is a widespread feeling among
the teachers and officials that the outcomes of
the present inspection system do not justify the
time -~ energy and resources wWhich are spent on
this activity, This is consistent with the
findings of the present study as well, Involve.
ment of local.bodies is the often used scapegoat
for the futility df the inspection system, Howa
ever, We find that inspections have failed to
deliver the goods even in case of the Government

schools where the department has total control,

Consequently, the proposed system does
not provide for the regular routine inspection
activity. 1Inspection of schools by the depart-

mental officials will be undertaken only in
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such cases where there are any specific complaints,
Instead, there will be a periodic review of
schools by a panel consisting of teachers and
Headmasters of other Schools. The Panel's
reéport Wwould be considered by the departmental
officials who would ensure that the reports lead
to meaningful corrective action, Further, the
departmental officials will ooncentrate on pro.
viding teacher development opportunities and
identifying and diagnosing the problems faced by
schools,

5. Emphasis on Team Work

An important feature of the proposed
organisation is the emphasis it lays on team
work, Among the various roles designed at each
level, there is a high degree of interdependence,
Interdependence of functions and roles is a nece-
ssary feature of any complex system, Any struce.
tural arrangement no matter how well delientated
requires team effort for its success, Even in
the existing set up of the State Education sysw
tem, no official can fulfil his responsibilities

in isolation,

The proposed organisation only recoge
nises this reality and suggests a possible way
of dealing with it. Consequently many groups
have been created, formalised and entrusted
with specific responsibilities., To mention a

few, the resource groups at field levels, Block



227

Education Committee, District School Board, Team
of the Joint Director (Academics) in the Direca
torate; and committees at the Secretariat level,
Hope fully, they would providé a forum wherein
the efforts and resources of:.different parties

could be pooled together,

6., BEmphasis on Development tasks to enhance

performance,

In the organisation sketched by us,
the thrust has been essentially on developmental
tasks and performance, rather than on mainte-
nance activities, This is almost a reversal of
the existing situation., It goes without saying
that this can be achieved only with SOme‘prepa-

ratory work, and perhaps in a phased manner,

7. Manpower regquirements;

It is envisaged that the proposed
.structure can be operationalised wWith the exisa
ting manpower strength in the department, The
District Education Officers, Deputy Secretaries,
Gazetted Inspectors, Deputy Inspectors and
Extension Officers can man the new positions of
Superintendents and Assistant Superintendents
of Schools, Development Officers and Resource
groups, etc, Similarly, no significant increaa
ses. are envisaged at the Directorate and Secrew
tariat levels, However, some orientation will
be necessary to heip the officials at different

levels in their neyW roles and responsibilities,
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EXHIBIT . 27

FIELD LEVEL SET.Up (PROPOSED)
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EXHIBIT . 28
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EXHIBIT - 29

DIRECTORATE HIGHER EDUCATION (PROPQSED)
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=30

SECRETARIAT (PROPOSED)
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TABLE = 1

e e e . e g S

RELATIVE TIMPORT ANCE OF THE
DUTIES OF DISTRICT EDUCATION OFFICERS (N : 14)

Rank DUTTIES tjeighted (Maxe. 12)
guore
I To implement the Policies 10.8
and Programmes given by
DPI
II To engure academic 9;1

standzrds

ITI To ensure smooth and fair 3,9
educational Administration
in the digtrict

IV To plan and Budget the 7.8
Educational activity in
the district

v To advise and suide man- 761
agements of different
types of schools

VI To organise and conduct 6,7
public examinations

VvIiI To act as link hetween the

education department and 6.7
public bodies, like Zzilla
Parishads, Panchavat

Samithis etC-

VIII To give ideas and sugges- 6.9
tions for district educa- *
tion policy

IX To review the inspection 5. 5

reports and follow up
for corrective action

Contdo LK J
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Table - 1 Contdgo

Rank DUTTIES Weighted (Liax. 12)
Score
X To ensure enrolment 5.0
of students
XI To reduce wastace and 4,5
drop-out rate
XII To promote co-curricul ar 4,0

activity
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e e S e .o e

DEGREE OF PERCEIVED IMPORT ANCE OF DIFFERENT
PERSONS/ GRQUPS THE D E O INTERACTS WITH (N : 14)

Rank P ERSOINS Weighted (Max. 12)
3core
I Director School Education 9.3
II Gazetted Inspectors '7.9
ITI Digtrict Collector 6.7
v (i Own Supporting Staff 6.2
(ii) Deputy Inspectors 6.2
VI Teachers 549

viI (i) Director, Higher Education 5.5

(ii) Headmasters/Principals 565
X Education Secretary 53
X Zilla Parishad Chairman 562
XI 7zi1la Parishad Secretary 5¢1
XI1I Students 5,0
XIII Panchayat Samithi Presidents 4,5
XIv Officers working in the
D P I's Office 4,2
XV Deputy Secretary (Education)
in Z7Zilla Parishad 4,1
XVI Minister of Education 3.7
XVII Representative of Teachers'
Associations 3.5

¥VIII (i) ©Extcnsion Officers
(Education) ; 3,2

(ii) Commissioner of Examina-
tions 3.2
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Table - 2 Contd,.,

Rank P ERSOINS wWeighted (Max. 12)
Score
XX (1) Block Development 2.9
Officers
(ii) Officers in Secretariat 2.9
X¥II Parents 2¢93

(1)

(11)

\

Other Officers working 2.2
in the Secretariat

Representatives of Class 2.2
IV - Employees' Unions




TABLE = 3
ACTIVITY ANALYSIS OF DISTRICT
EDUCATION QFFICERS (N : 14 )
ACTIVITY Time spent Time they Diffe-
' now (%) would like rence
to spend (%)
(20)
le Administration - dispos-
ing of filecs 33,5 29,3 - 9,8
2., visiting/Inspecting
Schools 16,6 24,6 8.0
3., Meeting visitors (Parents, -
Teachers, Students etc.) 11,0 9.4 - 1.6
4, Attending Zillag Parishad 9.1 6.3 - 2,8
Samithi Meertings
5« Organising and conducting . B

‘cxaminations 8.0 6,8 - 1.2
6. Conducting Inquiries 5.0 567 0.7

7. Discussing with Gazetted/ ,
Deputy Inspectors 4,3 7.6 3.3

8e Meeting the Zilla Parishad _ ,
Chairman/Secretary 2.7 3.6 0.9

9, IMeeting the Director,

School Education 2.3 3.1 0.8
10, Ot hers 2,4 3,6 1.2
Total o0 100.0 100.0 0.0




RELATIVE IMPORTANCE CF THE
DUTIES QOF GAZZTTED INSPECIQRS QF SCHOOLS {(N:45)

Rank DUTTITES Weighted score
(Max. 13)
I To maintain gcademic standards as 11,7

laid down by the Department

Iz To provide help and guidance to 11.3
teachers and ileadmasters

III To carry out instructions given 10.6
by the District zducation Officer

v To ensure proper and clean adminis- 7.9
Lration in schools

v To maintain discipline among 7.4
teagchers
VI To assist in securing physical 5.7

facilities for schools

VII To promote inter-school 56
co-operation
VIIT To achieve co-operation from Public
hodies in order to follow up the 4,4

recommendations made in the inspec-
tion reports

IX To recommend Upgrading of existing 4,0
schools and opening of new Schools

b Reduce wastage and drop-out rate 3.6

XI (i) Provide training opportunities 3,3
to teachers ‘
(ii) To ensure growth in enrolment 3.3
of students

XITI To get public co-operation 3.1
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e e iy iy et St ot

DEGREE OF PERCEIVED IMPORT ANCE OF
PERSONS/GRQUPS THE GAZETTED IIISPECTOR INTERACTS WITH (N;45)

Rank PERSONS/ GROUPS weighted Sc
(tiaxs 13)
I District Education OQOfficer 11.5
11 (i) Teachers 10.2
(ii) Headmasters/Principals 10,2
IV Supporting staf® in the 7.7
DEO's Office
v (1) students 5¢7
(i1) Director School Education 5¢7
VII Managements of Aided Schools 5.1
VIII (i) Deputy Ingpectors 4,7
(ii) officers in the SCERT 4,7
(iii) Your own supporting staff 4,7
XI Deputy Secretary (Education) 4:6

in 2illa Parishagd Office

XII Officers working in the 3.4
DPI's Office

XITII Chalirman, Zilla Parishad 2¢D
X1V Parents of Students 2.2

XV Zill sz pParishad secretary 1.6
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ACTIVITY ANALYSIS OF GAZETTED

INSPECTORS OF SCHOOLS (N

45)

ACTIVITY Time spent Time they Variance
now {%4) would 1like ()
to spend
(%)
1. Inspection of §chools 37,8 54,2 14.4
2. Conducting inguiries 10,6 3.8 - 6.8
3. Preparing Reports 10. 4 11.1 0.7
4, Organizing snd Conduct- Ve 5¢2 - 4,3
ing Examingtions
5e Attending departmental 5.9 3.8 - 2.1
meetings
6. Administration 5.7 5.4 - 0.3
7o Organising training pro- 5.6 6,7 1.1
grammes and conferences
8., Meeting the D E O 5.4 4,6 - 0.9
9. Meetinog visitors (Teach-
ors, Parents, Students 4,6 3.3 - 1.3
etc.)
10. Others 2.0 1.9 0.6
TOtal PR 100.0 10000 {').0
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TABLE =~ 7

RELATIVE IMPORT ANCE QF THE
DUTIES OF DEPUTY SECRET ARIES (EDUCATION) IN
ZILLA PARISHADS (N : 6)

Rank DUTTITES Rank 17eighted
Score
I To ensure proper and falr 7eD

administration in Schools

II To provide liaison bhelween
the Zilla Parisinad and the
Zducation Department

ITI To look after the personrel
matters of teachers working
in Zilla Parishad High schools

Vv To carry out instructiong
given by the Chairman -
Zilla Parishad

Y To provide physical facilities 4,0
to schools

VI To follow up inspection reports 3.7
of the Gazetted Inspectors

VIl To carry out instructions given 3;4
by the District Education
Officer

1 VITI To carry out instructions given
| by the Secretary -
Zilla Parishad

X To conduct enquiries on 1.7
public Complaints

X (i) To promote co-curricular 1e2
activities in Schools
(ii) To supervise mid-day meal

pTogramme 1.2

¥II To ensure inter-school 0.6
co~operation )
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TABLE = 8

DEGREZ QF PERCEIVED IMPORT AUCE OF
PERSONS/GROUPS THE DEPUTY SECRET ARY _ (EDUCATION)
ZILLA PARISHAD. IMTERACTS #WITH (N3:6)

Rank PERSHIIS/ GROUPS Weighted gcore
(Max. 9)

T Chairmagn - Zilla Parishad Se4
II Secretary - Zilla Parishad 6,3
III District Educationagl oOfficer Se7
1v Yeadnasters i 4,8
\' Accountg Officer - 2illa Parichad 3.5
VI Teachers 3.3
VII Gazetted Inspectors 3.1
VIII Officers working in the 2,4
DP I's Office
IX Exccutive Engineer - Zilla Parishad 2,3
Y Representatives of the Teachers' 2,1

Asscciztions

NI STUDENTS 1,0
XII Block Development Officers 0,7
XIII Presidents - Panciigyat Samithisg 0.5

XIV Extension Officers Del




ACTIVITY ANALYSIS OF DEPUTY SECRETARIES (EDUCATION)

ZILLA PARISHAD ( N

6)

ACTIVITY Time spent

now (%)

Time they
would like
to spend

(53
79

Diffe-
rence

(34
79

1.

2.

3.

4.

~ 0D
e

Administration (includ. 53, 6
ing attending to leave,
pension transfer mat-

ters etc.) ‘

Meeting Visitors

(Teachersy, Parents, 11.9
Students, Representa-

tives of Public bod-

ies etc.)

visiting/Inspecting 10.1
Schools (other than
enguiries)

Attending meetings 6. 6
(General-Body, Standing .
Committee, DEO's lionthly
Meetings etce )

Discussing important
matters with zZillga
Farishad Chairman/
Sccretary/oOther Offi-
cials

Conducting Fnquiries 5,9

Attending to Examingation 2.1
tiork

Discugsing Importgnt 2.7
matters with the DEO

45,0

9.1

20,0

563

- 8,6
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TABLE ~ 10

RELATIVE IMPORT AMNCE OF THE
DUTIES QF THE DEPUTY INSPECTOR OF SCHOOLS (N : 285)

Rank DUTTIES tjeighted Score
(t1ax. 13)
I To maintain academic standards as 12,0

laid down by the department

I1 To provide halp and guidance to 11.0
teachers and headmasters

IT1 To carry out instructions given 10,0
by the D E O

IV To maintain discipline among teachers 9,2

\ To cnsure growth in enrolment of 7.3
Sstudents

VI To c¢nsure proper and clean adminis- Te2

tration in Schools
VII To reduce wastage and drop out rate 6.5

VITI To assist in securing physical 5.9
facilities for schoolsg

Ix (i) To recomménd upgrading of existing 4,9
schools and opening of new Schools

(ii) To promote inter-school cc=~operation 4,9

VI To achieve co-operation from Public 4.5

bodies in order to follow up the
recommendations made in the inspec=
tion reports

¥II To provide training opportunities 3.8
to teachers :

XIII To get public co-operagtiom 3,7
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Iable -11
DEGREE OF PERCEIVED IMPORTANCE OF

PERSONS /GROUPS THZ DEPUTY INSPRECTOR OF
SCHOOLS INTERACTS WITH (Ns 285)

Weighted
Rank Persons /Groups Score
(Max 16%)
I Teachers 14,5
I1 District Education Officer 13.7
I1I Elock Development Officer 11,7
IV Extension Officer (Education) 11,1
\Y President - Panchayat Samithi 10.4
VI  Headmasters/Principals 9.2
VII %arpanch, Gram Panchayat 746
VIII (i) Students Ted
(ii) Parents Te4
IX Supporting Staff in the

D.E.O's Office 6.8
X Managements of aided schools 6.7
XI Own supporting staff 6.5
XII Officers in SCERT 5¢1

XIIX Gazetted Inspectors of own
district 4e2
XI1v Members of Panchayat Samithi 367

XV Manager Panchayat Samithi 3.0

¥
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Lable =12

ACTIVITY ANA YSIS OF DEPUTY INSPECTORS

OF SCHOOLS (N:285)

. Time they Dif-
Time would fer-
Activity igﬁ?é) like to  ence
d spend (%) (%)
l, Inspection of
Schools 47.8 55,8 8.0
2. Preparing Reports 12,5 10.2 ~245
3. Administration 11,4 8.5 -2.9
4, Organising and
conductdng
examinations Tel 5.0 -2,1
5. Meeting visitors
(Teachers, Parents
Students, etce.) 4.8 446 -0e2
6. Organising Training
Programmes and
Conferences 4,7 57 1,0
Te Attending depart-
mental meetings _ 3,2 3.2 0.0
8. Conducting enquiries 3.0 2,2 ~0.8
9. Neeting the D.E.Q. 2.7 3,0 0.3
10, Others 2.8 1.8 -1,0
TOTAL 100.0 100.0 0.0
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Iable 13

RELATIVE IMPORTANCE OF 1HE
DUTIES OF THE EXTENSICHN OFFICERS (EDUCATION)(N. 175)

- e ses e e EE e e em WA em MR e e Se em B mm G e e am e e we e

Weighted
Rank DUTTIES Score
(Maxe 9
I To provide liaison between the
Panchayat Samithi and the Education
Department 6el
I1 To carry out instructions given by
the District Education Cfficer 640
IIT To ensure proper and fair adminis-
tration in schools 5.4
IV To carryout instructions given by
the Block Development Officer 542
V To carry out instructions given by
the Panchayat samithi President 4,3

VI To administer mid-day meal programme 3.9

VII To ensure growth in enrolment of
students in the Block 3.8

VIII To look after the personnel
matters of Teachers 3.4

IX To follow up the inspection reports

of the Deputy Inspectors 3.2
X To provide physical facilities to
Schools 2.9
XI To reduce dropout rate and wastage
in the Blcek \ 1.7
XII (i) To ensure proper and fair
administration in Schools 1.0

(ii& To ensure proper and fair
administration of tha Student
Welfare hostels 1.0

X1II To ensure interschool cooperation 067
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Iable _ 14

DEGREE OF PERCEIVED IMPORTANGCE OF

INTERACIS WITH (N = 175)

PERSONS /GROUPS THE EXTENSION CFFICERS (DCN)

Weighted
Rank Persons /Groups Score
(Max.9)
I Block Development Officer 7.3
II  President, Panchayat Samithi 7.1
IIT District Education Officer 7.0
v Teachers - 5¢7
v Deputy Inspector of Schools 4;1
VI Representatives of Teachers'
Unions 2.8
VII Manager, Panchayat Samithi 2.5
VIII Sarpanch - Gram Panchayat 2.4
IX Your own supporting staff 243
X Members of the Panchayat Samithi 1.9
XI  Headmasters/Principals l.é
X1I Parents 1.5
XIII Students 1.3
XIV Supporing staff in the

D.E.0's Office
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Table 15
ACTIVITY ANALYSIS OF EXTENSION OFF ICERS (EDCN)
(N: 175)
Time Time they Dif-
1d fer-
AGCTIVITY spent  Gou
now (%) like to ence

spend (%) (%)

lo Administration (including
attending to Leave,Pen-~

sion Transfers matters) 31.4 25,1 - 643
2. Visiting/Inspecting

Schools 26,4 39.4 . 13,0
3. Meeting the B.D.O, 8.0 6.0 - 2,0

4 Inspecting mid~dagy meal
programme 8.0 9,2 1.2

5, Other work given by the
Samithi like tax collec-
tion, family planning Te7 1.3 - 6,4

6. Meeting visitors (Parents
Teachers, General Public

etce) 6.7 6.5 - 0.2

7. Attending Samithi Meeting 4,6 3.7 - 0.9

8. Visiting Hostels 3.0 3.7 067
9, Me=ting the District

Educational Officer 2.4 3.8 1.4

10. Others 1.8 k.3 = 065

TOTA AL s 100,0 100.,0 0.0




EXTENT OF DISGATISFACTION ON
SERVICE CONODITICNS AMONG VARIOUS
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Table 16

CERTAIN

FUNCTIONARIES IN THE BDUCATION DEPARTMENT

WEIGHTED_SCORE_(MAX: 5)%
Exten.. Deputy Deputy Gazet- District
No It sion Inspec Secy. ted Education
* em Officer tor (AP) Inspec- Officer
- (M.175) (N.285) (N,6)  tor(Nas) (N: 14)
1, Present salary 3.9 4,0 3.4 3.3 4,8
2. Prevailing rules &
procedures 3.6 3.2 4.1 3.6 2.6
3. The cooperation
from other public-
bOdieS 3.J 4.0 3'2 4.0 303
4, The chances of
promotion 4,5 4,4 4,1 3.4 3.8
5, Work of own staff 2.9 2.3 3.3 2.2 362
6, Own work load 3.0 2,8 3.2 3.2 245
7. Financial resources
at Command 3.7 4,0 4,0 3.8 3.0
8+ Cooperation from
Managements of
aided schools 3.2 2.8 3.0 3.0 3,7
‘ 9, Office space and
physical working -
Cond i't ionS 3.4 3.0 2.1 3.8 3.4
PO. Cooperation from
teachers 2.3 2.6 3.0 2.8 3.9
11, Staff available 3.3 262 3e2 2.8 2.8
12, Academic standards
of Education in
the Area: 3,4 3.4 3.8 3.6 3.7

*Higher the score-~greater the dissatisfaction,
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Iable 17

EXT:ENT OF AGREEMENT AMONG VARIOUS FUNCTIONARIES
IN THE EDUCATION DEPARTMENT ON CERTAIN ISSUES

WEIGHTED SCORE_(MAX.5)%*
Gazet-

Ext, Dy Dy teod Dist.
I1SSUES Offi- Ins- Secy g Edcn
ns-— .
cer pector Z.P. pector Officer
N,175 N,285 N, 6 N, 45 N. 14
1., The existing systems and
procedures are suitable
for your work: 2.4 2,7 1.9 2.3 2.7
2. You often feel you have
more than one boss 4,3 2.4 4.4 2,7 3.6
3¢ The instructions from your
superiors are clear and
precise 3.2 3.6 2.8 3.5 3.7
4, There is too much of intex-
ference from outside peo-
ple and public-~bodies 4,1 3.7 3.9 3.3 4.4
‘5, The kind of work you are
doing is interesting and
meaningful 3.4 3.9 3.6 3.8 443
6 By and large, your recommen-
dations are accepted by the
deciding authority 4,1 3.1 4.3 3.3 4.1
7. Your superior considers
‘ your opinion before taking
decisions which affect your
i work 3.0 3.3 2.9 3.1 3.1
8., You often feel that you
‘ need more powers/authority
in order to carry out your
responsibilities 443 443 4,0 4,3 4.1

Col’l’td. oo
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WEIGHTED SCORE (MAX.5)%*

Ext, Dy. Dy, Gazet~ Dist
1SS UES Offi- Ins. Secy ted Edc¢n
' cer pector ZePe 1Ins- . Officer
N¢175 N,285 N,6 pector N.14
N.45
9. You do not have the time
to do other things which
you cons ider important
for fulfilling yeur rcfe 4,0 3.5 4,1 3.9 4,1
10s Changes in the Organiza-
tion structure and pro-
cedures will help in the
achievement of your goals
and tasks 4,3 443 44,2 4,2 4,1
11, You will n>t be able to
satisfy the conflicting
demands made on you.by '
various people 3.9 3.4 3.7 3.8 4,1
12%%* Most of your time is
taken up by routine
administrative work - - - - 3.4
12#% There are so many pres-
' sures that you just
carnnot exercise some of
your powers - - - - 3.3

¥ Higher the score - greater the agreement,

*%* goplicable to DeE«sO's only,
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LICT OF PROBLEMS AND SUGGESTIONS i‘ADE BY THEZ VAPIOUS OFFICIALS 253
Extension Deputy Gazetted Dy.Secre- Dist Edcn
51 Officer Inspector Inspector taries' Officers
No Problems Suggestions Pro- Sug- Pro- Sug- Pro- Sug- Pre- Sug- Pro- Sug-
blem ges- blem ges- blem ges- blem ges- blem ges-
tion tion tion tion tionf _
1. Interference from Remove Edch from Public bodies/ 90 95 107 135 3 5 3 3 5 -
non-officials reduce interference or they must
cooperate
2. Insvections inconse- All must cooperate in implemenw 49 56 “T7T 146 25 25 1 1 - -
quential tation. Powers to get them
implementad
3. Poor physical facilities Proper physical facilities to be 38 48 142 142 25 - - - 5 -
provided
Merit system to be introduced
4., Incompetent teachars DEOs to appoint them 22 41 63 36 13 3 - - 4
5. Inadequate powers & Increase¢ the powers & staff 56 55 99 99 25 10 9 - -
staff
6. Lack of transport Transport facilities to be 25 35 66 92 38 38 - - - -
facilities provided
7. Work load is too much Work load to be reducecd 36 - 79 63 26 23 4 1 4 5
8 Poor service con?itions Service conditions must improve 24 24 49 12 - - - - - -
9. Lack of support from Superiors must give proper 65 65 192 - 12 - - - - -
Supsriors and sub- guidance
ordinates,
10. Unsystematic transfers Transfers must be systematic 36 36 38 38 8 8 - - - -
1ll. Curriculum changes This must be avoided

frequently
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TYFE OF SCHOOLS ~ TEACHERS PRZFER TO WORK IN (Weightod Score Max.4

Private Private Public- Govt
Sample Unaided aided body Sﬁzoéls
Teachers - Gategorywise No, of Schools Schools Schools We ight ed
Teachers Weighted Weighted Weighted Scoge
Score Score Score

1, Unaided Primary Teachezs 12 1,33 2.00 2.50 3+45
Unaided Primary Headmacsters 4 1.50 1.75 2425 3.75

2. Unaided Secondaiy Teaclers 101 2.10 2.63 1,74 2.99
Unaided Secondary Headnasters 25 2.50 2.80 1.40 2,20

3. Added Primary Teachers 26 0.50 2.46 1.34 2.23
Aided Primary Headmasters 11 1.10 3,10 1.20 3.20

4, Aided Secondary Teichers 195 1.00 3,10 1,77 3.24
Aided Secondary Headmasters 62 1.45 2.10 1.90 2490

5. Publicbody Primary T:achers 14 0.57 1.10 3.30 3.00
Publicbody Primary Headmasters 12 1,00 0.90 2,60 3.90

6, Publicbody Secondary Teachers 175 0.90 2.20 3.00 3.60
Publicbody Seconcarv Headmasters 88 0093 1.41 3,10 3.80

7. Government Primary Teachers 14 . 1.90 3.40 4,00
Government Primary Headmasters 8 0. 1.50 3.00 4,00

8., Government Secondaiy Tcachers 234 1,00 1.95 2.23 3.70
Government Secondary Feadmasters 69 1,00 2.50 2,39 3.83

TOTAL 1050 1,13 2.29 2,27

3.44




Table 20 o5
< 55

PERSONS TO VHOWM TEACHEAXS GO WHEN THEY FACE SOMEZ PROBLEMS (WEIGHTED SCORZ-MAX.8)

No. of Pancha- Exten- Deputy Teaw Block MLA/ ~ Dist, Your
Tsachers -~ Catzoorywise ' Teachers vyat sion Ins- chers' Deve- MP of Edcn Head-
: Samithi Offi~ pector Union 1lop- vour @ffi- master
President eer Gazet- -Lea- ment block cer
ted ders, Offi-
Ins- cer
pector
1 ' 2 3 4 5 6 7 8 9 1o
1, Unaided Primary Teachers 12 - - 4,0 3.6 - 1.5 50 6.5
2, VUnaided Primary Hecadmasters 4 TeD 3.0 1,2 7.0
3, Unaided Secondary Teaclers 101 3.4 244 l,4 4,3 6.9
4, Unaided Seceondarv Headnasters 25 5.3 1.5 1.5 5¢2
5, Aided Primary Tecuchers 26 4,6 2.8 l.o4 442 5¢7
6, Aided Frimary Headmasters 11 70 1.6 1.5 6a7
7. Aid=d Secondary Teachers 195 3e7 3.1 1.7 5, 8 7e 3
8s Aidz:d Secondary Headmasters 62 5.0 2.7 2.4 6.9
9, Publicbody Primary Teschers 14 4,1 4,8 2.5 - 3.6 445 2,4 2.7 440
10, Publicbody Primary Hecadmasters 12 4.9 59 5.0 443 5.4 1.0 3.0
11, Publicbody Secondary Teachers 175. 545 2,8 4.2 ol 4,1 7e2
12, Publicbody Secondary hkeadmasters 88 649 8,2 3.0 1.5 5.3
13, Governmecnt Primary Teachers 14 53 4,2 2.1 6.0 T4
l4, Government Primary Hecdmasters 8 . 4,8 . 6.6
15 Govarnment Secondary Teachers 234 2.5 3.7 1.9 6.1 Te2
16, Gov:rnment Secondery leadmasters 69 3.8 2.5 » 2.3 T4

TCTAL 1050
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DISSATISFACITON OF TESACHERS WITH SERVICE CCHNDITIONS (WJEIGHTED SCCRE. MAX.5%)

N p Pre~ Help Help Chances Help Phy- Academic
%o.o sent from received of your from sical Standards
ﬁa"s sal- Fublic from pPTomos Asso~ Faci- of Eden.
cher ary Bodies Officers tion cia=- lities in your
of Edcn if you tion and institu~
. Dept.Del acquire Lea- Equip~ tion.
Reachers - Catesgorywise DEO, etc. higher ders ment
quali- avail-
fica=- able
tions in
your
School
1 2 3 4 5 6 7 8 9
1. Unaided Primary Teachers 12 . . 2.6 . . N .
2. Ungided Primary Headmasterxrs 4 .8 . 2.0 . 1. 1. .
3. Unaided Secondary Teachers 101 . . 3¢ 3 e5 363 . 242
4e¢ Unaided Secondary Headmasters 25 2. . 360 . 3¢4 . 242
5. Aided Primary Tcachers 26 . . 2.6 . 2.5 . 1.9
6. Aided Primary Headnasters 11 . . 241 4,5 . 2.0
7. Alded Secondary Teachers 195 . . 3.0 . 3.3 . 2¢5
8« Aided Secondary leadmasters 62 . . 2.8 s 362 . 2.5
¢ Public-body Primary Teachers 14 . 2.5 . R 2 2.4
P. Public-body Primaiy Headmasters 12 . . 2.6 . . . 2.5
l¢ Public~body Sccondery Teachers 175 . . . . . . 2.8
2 Pulklic-body Sedondary Hcadmasters 88 . . . . . . 3.0

* Higher scores indicate greater dissatisfaction,

contd. ..



Cont.

1 2 3 4 5 6 7 8 9

13, Government Primary Tezchers 14 o1 3.1 2.9 ~ 3.0 . . .

14, Govarnment Primary Hezdmasters 8 6 ded 3.3 . . .

15, Government Scccalary Teachers 234 . 3.8 2.8 3.2 . ol .

16, Government Secondary Feadmasters 69 . 4,0 2.9 . 3.1 . o7 .
T 0 T A L H 1050 3011 3.66 3.90 3.AO 3.24 3.11 2.68
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Teachers

(8)

~—~

7

S—r

—
\O
~

(5)

(3) (4)

(2)

3,6

Unaided Primary Teachers

2.3

2.2
2.3

3.0 4.3
4.3

4.1

12 4,7

1.

3.8

2.0

445

3.3

4.8

Unaided Primary Headmasters

2.

3¢5
440

2.7

3.8

4,4

4.4

101

Unaided Secondary Teachers

3.

4,7 369 3.9 . 3.6 .

4.5

25

Unaided Secondary Headmasters

4.

2.7

348

4,6 3.4 4,1

4.4

26 4.7

11
195 4.2

Aided Primary Teachers

Se

3.2

2.5
244

348

2.6

4.5

Aided Primary Headmasters

6.

3e¢3

3.4

367

445

Teachers

Aidaed Secondary

Te

3¢5

4.5 3.9 4,0 2.1 33 243

463

62

Aided Secondary Headmasters

8.

2,3

2.0 © 3.6

4.1

44,1 443
4.4

14
12
175 4,1

Fublicbody Seconcary Headmasters 88 4,3

Publicbody Primaiy Teachers

9.
10.
11,

Publicbody Primary Headmasters

243

2.4 3e7 240

4e2

4.5

3.0

243

243 3.0

4.3

4e¢5

Publicbody Secondary Teachers

2.3

3.0

3.3

445

12,

Contd.. e

~
S



Cont.

(1) (2)  (3) (4) (s) (6) (7) (8) (9) (10)
13, Government Primary Teachers 14 4, 4,1 . . 2.6 R
14, Government Primary Headmasters 8 . 445 . . 1.8 . 2.6 .
15, Government Secondary Teachers 234 . 445 . . 2.1 . 244 o4
16, Government Sccondary
Headmasters 69 4.4 4.5 3.8 4.1 2.0 3.3 207 3.7
TUTAL : 1050 4432 4.50 3.55 4413 2,25 3.35  2.42 3.37

#* Higher scores indicate greater agreement with the statement,
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IDEAS AND SUGGESTIONS PUT-FORTH BY THE TEACHERS (SAMPLE 50 QUESTIONNAIRES

1. Provisicn to be made for be-ter physical facilities in the Schools - 25
2. The policy of non-detention to be scrapped - 27
3. Inspections to be made effective and subject inspectors to be

appointed - 22
4, Service conditions of the teachers to be bettzred - 20
5. Student teacher ratio to he between 1 3 25 ~ 1t 40 - 19
6. There shc:uld be prdfessional competence on the part of the teachers - 15
Te A system of rewerds znd punishment to be introduced - 13
8 Facilities for refresher courses for tesachers to be provided
. (at least once in 3 ycars) - 13
9. Provision for teaching aids to be made - 12
10, Academicians must be made incharge of centrolling and in functioning

of schools - 11
11, Transfers of tecechers must be made on rationale basis - 11
12, The administrative control must be also exercised by the Educaticn

Dgpartment - 10

IDEAS AND SUCGESTICONS WMADE BY THE HEADMASTIRS

1, Schools must have better physical facilities - 16
2. Inspections must be frequent - 15

3. Politiciane must refrain from interfering - 12
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GOVERNMENT OF ANDHRA PRADEGH
ABSTRACT

REQRGANISATION OF EDUGCATION .~ Descriptive..cum-
Critical Study of Educational system in &Andhra
Pradesh by the Administrative Staff College of
India, Hyderabad .. Expenditure . Sanction of -
Orders issued,

Education (Spll, Cell) Department,

GeOoMs o No, 746 Dated 26..6.1975
Read the following:
1) From the Principal, Administrative Staff
College of India, Hyderabad, Letter
dt, 6.1.1975,

2) From the Ghairman, Centre for Educational
Policy and Management, Administrative Staff
College of India, Hyderabad, Letter
dt. 27.5.1675,

PR iy B mup Pt gg WD

QR DER:

The Government of dndhra Pradesh spend
every year a huge amount of about Ise 96 cCrores on
the educational systém in the State and in the
last few years, there has been a phenominal growth
both in the volume and complexity of its functions,
Further in the recent past, there has been unrest
among teachers that the administrative machinery
of the Education Department in the State has not
been responsive to their felt needs, A reform of

the educational system on sound principles of



management has therefore become a necessity. The
Government after careful examination in consulta-
tion with the Director of Public Instruction and
the administrative Staff Gollege of India, Hydera.
bad, have decided that a descriptive~cummcritical
study of the educational system in the State should
be undertaken by the Administrative Staff College,
Hyderabad with a view to taking such measures as
may be considered necessary to improve the funetiow
ning of the department of Education at all levels
and also in regard to several practices and procew.
dures now obtaining, This study project will

be a gsollaborative Project between the State
Governments; and the Staff College, The study will

cover particularly the following aspectss-

1) 1In view of the large amounts in
the Education budget made over to
Panchayat Raj bodieé, Municipalities
and private m?nagements, the need
for greater and more effective
financial control by the Education

Department over these bodies,

2) Considering the vast expansion in
the number of educational institu-
tions at all levels and also the
increase in the number of teachers
and growing complexity of the pro-
blems of administration. The neceo
ssity for adequate, increase in
the cadre of administrative perso-

nnel and for propér interaction



among different functionaries in

the field of education,

3) The working of the reorganised edu.
cational administrative set up at
the District~level in the State may
have to be critically evaluated with
a view to suggesting improvements
in the scheme to make it serve to

aims of the reorganisation,

4) The organic relationships between
the Education Department and the
different types of managements of

educational institutions,

5) The need to ensure that the direc-
tions and orders of the Education
Department are properly carried
out and implemented by the manage-
ments in regard to administratiwve
matters and by the teachers in

regard to academic matters,

2. Sanction is accorded to the incurring
of an expenditure, not exceeding, Rse 1 lakh
(Rupees One lakh) for the above .. project during
1975.76,

3. The Director of Public Instruction is
permitted to draw the amount, sanctioned above,
in advance on an abstract contingent bill and

disburse it to the Principal, Administrative staff



detailed accounts should be furnished to the
Accountant General, Andhra Pradesh Hyderabad
Wwithin a period of three months from the date

of drawal of the amount,

4, The Administrative Staff College of
India, Hyderabad is requested to give its study
report within a period of three months from the

date of issue of this order,

S, The amount sanctioned in para 2 above
shall be met from the provision available in the
Budget 1975..76 and be debited to the relevant

sub-head under "277 EducatioNaessee"e

6. This order issues wWith the concurrence
of Finance and Rlanning Department vide their
U,0. No, 3085 FPSP, dated 2.6.1975,

(BY ORDER AlD IN TiE NAME OF THE GOVERIOR OF
AliDHRA PRADESH)

lieVe RAJAGOPAL
SECRETARY TO GOVERNMENT

To

The Director of Public Instruction, A.P. Hyderabad,

Ccs &ccountant General, A4,P, Hyderabad,

"  pay and Accounts Officer, Hyderabad ‘
"  principal, ASCI, Hyderabad

" Finance & Planning (Fin, Wing) Department,

M P‘?ationa Q
Sionl Swtems Uniy
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