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Abstract
Policy studies are vital for generating a meaningful and robust public 
discourse that can inform both the government and the citizenry at 
large. In the context of  India, there is ample academic literature on the 
assessment of  governmental policies and programmes, as well as on the 
bureaucracy and its functioning. However, when it comes to understanding 
the functioning of  administrative structures in the implementation process, 
there is a dearth of  sufficient literature. Therefore, this study attempts to 
shed some light on the same through a case study on the implementation 
of  the Saksham Haryana programme of  the Government of  Haryana 
across the three districts of  Hisar, Mahendragarh and Faridabad. This 
study researches the implementation process by evaluating the role of  
individual implementers at every level of  the programme. This allows 
for  the  clear  identification  of   the  nodal  points  in  implementation,  as 
well as the of  the dynamics involved among the various implementers. 
Based  on  these  findings,  this  study  offers  suggestions  for  an  improved 
implementation of  the programme.

INTRODUCTION
The education policy landscape in India has elevated its focus from mere 
access and equity, to inclusivity, quality and accountability (National 
Education Policy, 2020), in line with Sustainable Development Goal (SDG) 
4, that was adopted by India as a part of  the 2030 Agenda for Sustainable 
Development. So far, there have been three major landmarks in the Indian 
education policy landscape, from the National Policy on Education (NPE) 
1968, to NPE 1986, to NPE 2020. The first NPE in 1968 focused on “radical 
restructuring” and “compulsory education” for all children up till age 14, 
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as had been stipulated by the Directive Principles in the Constitution of  
India.5 The second NPE sought to improve the state of  primary education 
in the country by emphasizing a “child-centered approach” and launching 
“Operation Blackboard” to improve infrastructure6. Now, the third National 
Policy on Education (2020) intends to incorporate a multidisciplinary and 
flexible curriculum and enhance competency-based learning that can foster 
creativity and critical thinking in children7. It is important to note that while 
competency-based education may have entered the NPE mandate only as 
recently as 2020, it has been a part of  the education policy objectives in 
Haryana since 2014.

Competency-based learning is an approach to education that focuses not on 
rote learning but on the student’s demonstrable ability to apply knowledge 
and learning. It includes experiential, discussion-based, and analysis-based 
learning which are essential to honing skills such as critical thinking, 
problem-solving, adaptability and good communication. The need to adopt 
this approach in Haryana arose through the lack of  quality education and 
skilling that was revealed through the Annual Status of  Education Report 
(ASER) published by the organisation Pratham8. As per ASER 2012, less 
than 30% students enrolled in Grade 5 could do simple two-digit addition 
and subtraction, and only around 60% of  students enrolled could read a 
Grade 2 text. In 2014, only 24% of  the students in Grade 3 could do at least 
subtraction, and 30.8% of  students in Grade 5 could do division9. ASER 
revealed that these figures were much lower than the similarly situated 
private schools of  rural Haryana. This brought to light the urgent need to 
bridge the gap in learning outcomes of  the government schools in the state. 
To this effect, the state government launched the Quality Improvement 
Programme (QIP) in 2014, which aimed at improving the quality of  school 
education in 3,222 government primary schools. In line with this, a Learning 
Enhancement Programme (LEP) was also initiated from 2015 across these 
schools, which involved remedial teaching that could help the students 

5 Ministry of  Human Resource Development, Government of  India. (1968). National  Policy  on 
Education, 1968, pp 38-39. https://www.education.gov.in/sites/upload_files/mhrd/files/document-
reports/NPE-1968.pdf
6 Ministry of  Human Resource Development, Government of  India. (1986). National  Policy  on 
Education, 1986 (Programme of  Action,1992), pp 15, 21. https://www.education.gov.in/sites/upload_
files/mhrd/files/upload_document/npe.pdf  
7 Ministry of  Human Resource Development, Government of  India. (2020). National Policy on Education, 
2020. https://www.education.gov.in/sites/upload_files/mhrd/files/NEP_Final_English_0.pdf
8 Pratham is a non-governmental organisation that works across India towards improving the quality 
of  education for children through scalable and low-cost interventions. ASER is an autonomous unit 
within the Pratham network for surveys, evaluation and research.
9 For more information: http://img.asercentre.org/docs/Publications/ASER%20Reports/
ASER%202014/ASER%20state%20pages%20Eng/haryana.pdf
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‘catch-up’ to the required levels of  grade-level competencies (GLCs). A 
student would be deemed to be grade-level competent, if  they knew all 
the competencies or skills defined for that particular grade. For example, a 
grade 7 student is deemed to be GLC if  they can demonstrate that they have 
learned the knowledge and skills that they are expected to learn in the grade 
that they are studying (such as rudimentary algebra).

By 2017, a more comprehensive competency-based education programme 
was instituted in the state by way of  Saksham Haryana. This programme 
constitutes an interesting case for studying the administration of  education, 
as it was initially implemented across multiple parallel bodies and continues 
to be so, namely: State Council of  Education Research and Training 
(SCERT), the state education department (Directorates of  Elementary and 
Secondary Education), and Sarva Shiksha Abhiyaan (SSA).

Thus, this study adopts a ‘process view’ to study its implementation, wherein 
implementation is understood to occur through a process of  constant 
interaction and negotiation among the individual implementers. Following 
this, the study focuses on issues of  coordination and on the administrative 
roadblocks faced by implementers, particularly the mid-level ones, as they are 
the bridge between the state-level policymakers and ground level workers. In 
order to do this, this study makes use of  primary data collected through in-
depth interviews conducted with the Nodal Officer of  Saksham Haryana, 
as well as teachers, district officials and DIET Principals in the districts of  
Hisar, Mahendragarh, and Faridabad in the state. By making implementers 
as its analytical focus, this research is able to identify the implementation 
challenges and gaps that exist at each level. Based on such findings, this 
paper presents a discussion on the process of  implementation of  Saksham 
Haryana, and offers suggestions for the overall improved execution of  the 
programme. 

It is hoped that this case study will help in understanding the implementation 
bottlenecks involved in streamlining a competency-based education 
framework. As the bureaucratic structures of  the education departments 
in other states are similar to that of  Haryana, with SSA and DIET bodies 
also in operation across states and districts in the country, the architecture 
of  public education administration has commonalities across states. To that 
extent, some of  the findings and recommendations presented in this study 
may be relevant for other states as well, for either existing competency-
based education programmes, or for future ones. 

This paper begins by undertaking a review of  the relevant literature on 
policy implementation. It is followed by an explanation of  the structure of  



Jindal Journal of  Public Policy, Vol. 5, Issue 188
implementation of  the Saksham Haryana programme. The next sections 
present the research methodology adopted, the findings from the study 
as well as a discussion on the same. This paper concludes by highlighting 
critical areas of  improvement and offering suggestions for the same. 

REVIEW OF LITERATURE
The conventional body of  literature on policy implementation has 
developed through the work of  several generations of  implementation 
analysts. The classical view in policy studies did not distinguish between 
implementation and policy-making — implementation was understood to 
be a natural corollary of  the mere declaration of  the policy (Natesan and 
Marathe, 2015). However, the first generation of  implementation analysts 
problematised this view; with Pressman and Widavsky (1973) bringing to 
the light the idea that successful implementation requires certain optimal 
enabling conditions which are distinct from the creation and declaration of  
the policy itself. For them, these conditions that were required to effectively 
put a policy into practice, were commanding control and authoritative 
action from the top. Thus, the first generation of  implementation scholars 
were referred to as ‘top-down’ theorists. However, this top-down position 
did not account for the fact that implementation involves multiple actors 
working across several levels of  administration — implementation is not the 
sole function of  the leadership. The second generation of  scholars took a 
‘bottom-up’ view, highlighting the role that ground-level implementers such 
as teachers, doctors and police officials play. Weatherly and Lipsky (1977) 
referred to these implementers as “street-level bureaucrats.” They argued 
that policy implementation involves consensus-building and negotiation 
among local actors (Yadav, 2010). This second model too, received criticism 
for placing all the emphasis on the ground-level actors, and discrediting the 
roles and positions of  other implementers working in the various echelons 
of  administration. 

Thus, the third generation of  analysts sought to synthesise (Najam, 1995) 
the work of  the previous two generations. These scholars argued that rather 
than being merely an outcome, implementation is a process that involves 
people working across multiple levels of  governance. Each implementer has 
their own unique interests and roles because of  their respective positioning 
in the process, and implementation occurs through a process of  constant 
interaction amongst these actors involving negotiation and bargaining 
(Natesan and Marathe, 2015). In the context of  policy implementation 
in India, the process’ view of  policy implementation is reflected in the 
work of  Natesan and Marathe (2017) and Caroline Dyer (1999). Natesan 
and Marathe (2017) study the implementation of  the Mahatma Gandhi 
National Rural Employment Guarantee Act (MNREGA) in the state of  
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Tamil Nadu. They find that the implementers’ own attitudes and workloads 
affect implementation. Their study also highlights that there is a difference 
in incentives for the actors implementing the policy on the ground from the 
top-level policy makers, and that a gap between these two leads to a dilution 
of  the policy vision and objective, as well as its reduction to mere targets. 
They also find that accountability and power devolution are key factors to 
ensure successful policy implementation.

Similarly, Dyer (1999) studies the implementation of  Operation Blackboard 
under the 1986 NEP in Gujarat and Delhi. She uses a ‘backward mapping’ 
approach to understand every level of  implementation from the ground-
up. She finds that the policy design itself  had gaps, as it had not been made 
keeping in mind the realities of  implementation at the grassroots level, i.e., 
the existing state of  schools, the requirements and interests of  teachers.

The inadequate implementation of  policies on the ground-level has also 
been echoed by other scholars studying educational administration in 
India. In his work, R.S. Tyagi (2014) analyses the trends of  localisation and 
decentralisation of  administration in the education sector in response to 
the forces of  globalisation. He comments that “development of  competent 
management capacity and sound delivery system” (Tyagi, 2014, p. 778) 
continue to be critical challenges plaguing the administration of  education 
in India. Further, he says that there is a lack of  coordination among the 
different sectors and parallel bodies (created through the implementation 
of  SSA) working in education.

In their review of  the research conducted in developing countries pertaining 
to the provision of  education programmes and policies, and how they affect 
the quality and quantity of  education that children receive, Glewwe and 
Kremer (2006) conclude that “education systems in developing countries 
are weak” (p. 949). They highlight that budget distortions in education 
finance, inadequate or absent structure of  incentives for teachers, and 
poorly-designed curricula are key factors that contribute to the systemic 
shortcomings present. Kiran Bhatty (2016) also cites institutional constraints 
and roadblocks as key factors that are contributing to the ‘crisis’ in education 
in India today, namely, the gaps in learning competencies among school 
students in India. She stresses on capacity and institution building through 
sustained efforts, in order to successfully navigate and adapt to challenges 
that exist and that may emerge in the dynamic field of  education governance. 
In doing so, Bhatty (2016) underscores the idea that implementation is a 
multi-stage, iterative process. 

Drawing from this literature then, this paper presents a case study of  
the implementation process through Saksham Haryana in the context of  
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education. As it is a massive programme that involves not only the employees 
of  the education department across the state, district and ground levels, 
but also functionaries of  SCERT and SSA, the synthesiser model of  policy 
implementation is most suited for the purposes of  this study. The next 
section details the design of  this programme, as well as its implementation 
architecture.

STRUCTURE OF SAKSHAM HARYANA AND THE EDUCATION 
DEPARTMENT
Saksham Haryana was launched in June 2017 as an initiative by the Chief  
Minister’s Office (CMO) in Haryana to improve the learning outcomes 
of  government primary and middle school students in the state by using 
systemic interventions to make them grade-level competent. The scope, 
scale, implementation mechanism, review and monitoring mechanisms of  
this programme have been designed by a team of  professional consultants 
housed in the Saksham Haryana Cell (SHC). The important components of  
this programme are:

Learning Enhancement Program (LEP)
In government schools in Haryana, the majority of  the students would 
move to higher grades without achieving the ‘learning level outcomes’ of  
the previous one, especially after the ‘no-fail’ policy instituted up till class 
810. This widened the gap between the actual learning levels of  students and 
what they were being taught in classrooms, therefore rendering the usual 
classroom teaching ineffective. Thus, it became necessary to provide students 
with the requisite support to bridge this learning gap by gaining mastery over 
the required competencies. LEP is a remedial teaching programme to this 
effect, wherein the first hour of  teaching in schools is reserved for activity-
based teaching that helps improve students’ learning levels. This teaching is 
sensitive and responsive to the students’ existing learning levels (L0, L1 and 
L2, with L2 being completely grade-level competent.) This recognition and 
categorisation of  students as per their existing competencies by teachers 
helps in providing the right kind of  remedial teaching. It is noteworthy 
that remedial teaching has shown to positively impact the learning levels of  
children. In their impact evaluation of  a remedial teaching programme called 
‘Balsakhi’ among primary school students, Banerjee et. al. (2007) report that 
the programme yielded positive outcomes, with children reporting higher 
test scores, and large gains in language and math competencies particularly 
by students falling at the bottom of  the test-score distributions.

10 For more information: https://indianexpress.com/article/explained/simply-put-the-no-fail-poli-
cy-may-have-failed-what-now/
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Review and Monitoring: 
The objective of  this intervention is to examine the accountability levels 
of  all stakeholders within the education system (teachers, state, block, 
and district officials). This is done through regular reviews by the Deputy 
Commissioners (DCs) and Sub-Divisional Magistrates (SDMs) in each 
district with all the relevant stakeholders. At the sub-district level, Mentors 
i.e., Assistant Block Resource Coordinators (ABRCs)/Block Resource 
Persons (BRPs) and Monitors i.e., district education officials such as the 
District Education Officers (DEOs) and Block Education Officers (BEOs), 
conduct regular school visits to provide requisite pedagogical assistance to 
teachers and to ensure the quality of  classroom teaching respectively.

Student Performance Dashboard: 
A student performance dashboard allows collection, digitization, and 
analysis of  student assessments. The data on this dashboard is uploaded 
by school teachers and shows a picture of  the performance of  every 
student’s assessment. This data is visible to all stakeholders and helps 
build transparency and public accountability. It also promotes data-backed 
decision making in DC/SDM reviews,  early identification of  loopholes 
and measurement of  the impact of  interventions in real-time.  Teachers can 
also use this documentation of  the performance of  their students to offer 
personalised support.

Third-party assessment (Ghoshna exams)
An essential component of  the Saksham Haryana programme is the 
measurement of  the impact that the interventions have on the learning levels 
of  students.  To this end, regular third-party assessments11 are conducted 
through the Saksham Ghoshna exams which began in 2017 itself  when 
the state set the aim to become ‘Saksham’ by 2019, i.e., achieve grade level 
competencies (GLCs) for 80% of  students in the state. The unit chosen 
for this assessment is a block. For a block to be ‘Saksham’, more than 80% 
of  its students need to be grade level competent; for a district to become 
‘Saksham’, all its blocks need to become ‘Saksham’. For Haryana to become 
‘Saksham’, all its districts would need to become ‘Saksham.’

Education Department 
Education administration at the state-level is complex, with schools reporting 
to different parallel bodies (See Figure 1). At the state level, the education 

11 The third-party assessments for the first 9 Ghoshna rounds since 2017 were conducted by the edu-
cational testing agency Gray Matters India. The 10th round was conducted by Educational Initiatives. 
To know more about the testing agencies, please see: (i) https://www.graymatters.in/ (ii) https://
www.ei-india.com/
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department is headed by the Principal Secretary, School Education, who also 
heads three wings — Department of  Elementary Education, Department 
of  Secondary Education and Samagra Shiksha Abhiyan (SSA). Each of  
these wings is further headed by a director.

At the district level, the department is further divided into three wings 
headed by a District Education Officer (DEO), a District Elementary 
Education Officer (DEEO) and a District Programme Coordinator (DPC). 
Similarly, at the block level, Block Education Officers (BEO) oversee the 
functioning of  schools and other allied activities.

Figure 1: The structure of  education administration in the state

                                  

Source: Compiled by the authors

State Council of  Educational Research and Training (SCERT) is an 
autonomous body of  the government concerned with the academic aspects 
of  school education including the formulation of  curriculum, preparation of  
textbooks and teachers’ handbooks, and teacher training. District Institutes 
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for Education and Training (DIET) are district-level educational institutes 
which have been established in each district by the Government of  India. 
They help in coordinating and implementing the state government’s policies 
at the district level. For instance, DIET trains the Assistant Block Resource 
Coordinators (ABRCs) and Block Resource Persons (BRPs) who conduct 
school visits and provide pedagogical support to teachers.

Block Resource Centres (BRCs) and Cluster Resource Centres (CRCs) 
have also been established in each education block under SSA to conduct 
in-service teacher training and to provide constant academic support to 
teachers and schools. BRCs and CRCs also help in community mobilisation 
activities at block and cluster levels respectively.

METHODS
For the purposes of  this research, qualitative interviews were conducted 
from March 2020 to June 2020 with a range of  stakeholders involved in 
education administration across the districts of  Faridabad, Hisar and 
Mahendragarh. The interview participants spanned the three levels of  
the implementation of  Saksham Haryana: state, district, and school-level. 
These three districts were chosen because of  their differing contexts in 
terms of  the size of  education administration. Hisar is a very large district 
with nine education blocks12. Mahendragarh is a mid-sized district and has 
eight education blocks while Faridabad is the smallest district with only two 
education blocks. 

A purposive, non-probability sampling method was used to identify the 
stakeholders. As a result, the participants interviewed included the District 
Elementary Education Officer (DEEO), the DIET principal, the District 
Project Coordinator (DPC) from Sarva Shiksha Abhiyaan (SSA) and a Junior 
Basic Training (JBT) or Trained Graduate Teacher (TGT) in each district. 
At the state level, the Nodal Officer of  Saksham Haryana was interviewed. 
A total of  thirteen interviews were conducted this way. The stakeholders 
were chosen in this manner to understand the implementation process 
from top to bottom, with an emphasis on mid-level implementers, as they 
are the crucial connecting link in the entire structure of  implementation. 
The interviews were conducted with prior approval from the Institutional 
Review Board (IRB), Ashoka University (see Appendix I), and only after 
obtaining prior written consent from the participants. The interviews were 
based on a semi-structured schedule, with a mix of  closed and open-ended 

12An educational block is simply division of  a district into different blocks depending on ease 
of  administration, geographical access and average number of  schools/clusters falling in that 
particular area.
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questions. They were conducted via telephone or in-person. The responses 
were transcribed, translated and then categorised for analysis. 

Limitations and challenges of  the study
Three of  the authors of  this paper were working as Chief  Minister’s Good 
Governance Associates (CMGGAs) during the data collection process of  
the paper. Their association with the Chief  Minister’s Office may have 
possibly affected interview responses. It is possible that the perceived 
authority of  the CMGGAs may have caused participants to exaggerate or 
curtail their responses in some instances.

This issue is not too dissimilar to the ones that usually accompany the 
data collected through interviews and/or surveys, as there is no way 
to always ensure an honest response from the participants, and this was 
anticipated at the beginning of  the study. As Eisenhardt and Graebner 
(2007) have opined “The challenge of  interview data is best mitigated 
by data collection approaches that limit bias” (p. 28). In a similar vein, to 
mitigate bias, stakeholders from across the implementation hierarchy were 
chosen in order to obtain diversified responses. Secondly, rapport-building 
was done with the stakeholders prior to conducting the interviews to build 
some level of  trust between the respondents and the interviewers and to 
counteract any perceived authority of  CMGGAs in order to facilitate a 
transparent exchange. Thirdly, a list of  backup stakeholders/alternatives 
was maintained and utilised, in instances where the respondent appeared 
visibly uncomfortable speaking to CMGGAs.

To further ensure the integrity of  this study, the recommendations that have 
been made in the subsequent sections of  this paper have all been drawn 
from findings that were observed and iterated across the various levels of  
stakeholders, and across districts that have been studied, rather than from 
any single source. 

FINDINGS 
Stakeholders across the three levels of  implementation (state, district and 
school-level) highlighted how Saksham Haryana has helped in improving 
the learning outcomes of  the students. Teachers in Faridabad and Hisar, the 
DEEO Hisar, and DIET Principal Hisar said that the targeted, task-based 
approach of  Saksham has helped in achieving better outcomes. This was 
summed up by the Project Director, who, while sharing the history and 
development of  the programme, stated that “Saksham Haryana has helped 
in bringing the much-needed shift from syllabus-oriented to competency-
oriented teaching-learning process.” 
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All the three teachers emphasised that the categorisation of  students 
according to their existing competencies has not only helped in effective 
remedial teaching under LEP, but has also enabled individual attention to 
be given to the students for the first time. Students are now observed in 
detail. The teacher in Hisar said that where LEP has been a priority, 50% 
of  the students have been able to do well in class. The teacher in Faridabad 
added that another reason for improved performance is the increased 
accountability of  teachers, especially through mentoring in monitoring. 
However, all the three teachers said that academic work needs to be 
prioritised over administrative work for teachers so that they have more 
teaching time. This view was echoed by district officials — specifically the 
DEEO Hisar, the DPC Hisar and DIET Mahendragarh. District officials 
also mentioned that a lot of  their time is spent in doing tasks unrelated to 
education administration. In particular, the DPC in Faridabad and DEEO 
Mahendragarh said that there are too many court cases that take away time 
from their main responsibilities. They suggested that a legal counsellor 
should be appointed in the districts to mitigate this issue. 

DEEOs across the three districts said that power should be decentralised 
to district authorities to transfer teachers wherein teacher rationalisation has 
happened improperly so as to reduce teacher vacancies in schools. This 
would help in better implementing the programme across every school in 
the district. 

With respect to effective coordination, communication and alignment 
among the implementers, the responses across the districts were varied. In 
Mahendragarh, the DPC mentioned that strong interpersonal relationships 
have helped in effective coordination between the three bodies in the 
district, while the DIET Principal mentioned that there was effective 
coordination among different officials, which has been obtained through 
timely discussions and the use of  WhatsApp groups. 

In Faridabad, the response was mixed. While the DIET Principal said that 
there was mutual support and coordination among the implementing bodies 
due to motivation from district administration and awareness amongst 
teachers, the DPC stated that there was an absence of  support from the 
district administration. 

In Hisar, the DIET Principal clearly flagged an absence of  coordination 
among education department officials, and an absence of  support from 
them, particularly for new initiatives that the DIET may wish to undertake. 
Not only district officials, but also the faculty of  DIET and teachers in 
schools were mentioned as sometimes being unable to work together which 
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hindered the effective implementation of  the programme. The teacher in 
Hisar mentioned that there were gaps in top-down communication. They 
often do not get timely information about various activities or decisions of  
the education department at the state regarding the programme, such as the 
Saksham ghoshna exam dates. 

DISCUSSION
It is difficult to ascertain a very conclusive inference from the primary 
findings regarding the size of  the district education administration and the 
implementation of  Saksham Haryana. Only in Hisar (the largest district 
in this study in terms of  the size and number of  blocks) did the DIET 
Principal flag issues of  coordination, and challenges in working with 
the other stakeholders in the implementation of  the programme. The 
teacher interviewed in Hisar also highlighted lapses and gaps in top-down 
communication, while the teachers from the other two districts did not. Thus, 
it appears that with a larger area to administer, the district administration 
faces greater difficulties in implementation. However, this paper cannot 
comment on any inherent causal relationship between the two. 

With respect to the stakeholders, respondents working at different levels 
highlighted different aspects, issues and concerns with respect to the 
implementation:

Teachers are the foot-soldiers with respect to the implementation of  Saksham 
Haryana, and therefore their perspectives were largely concerned with the 
classroom-level implementation of  the programme. They highlighted how 
teaching time gets reduced due to excessive administrative work and involvement 
in other untimely programmes, and how the support and involvement of  
district officials motivates them to perform better. They also unanimously 
opined that the programme has brought rigour to school education and is 
a desirable intervention. District-level officials shared a larger managerial 
perspective on the implementation of  Saksham Haryana. As these officials are 
directly responsible for the effective functioning of  schools and administration 
of  teachers in the district, their perception of  the implementation of  the 
programme was concerned with its functioning in the entire district and 
how the administrative processes could be made smoother. The state-level 
stakeholders shared the larger history and vision of  the programme, keeping 
in mind the broader state of  affairs across the entire state. Their perspective 
focuses more on the working of  the state education department. 

These varying perspectives have been defined by the respective positioning 
and interests of  the participants in the implementation of  the Saksham 
Haryana programme, thus affirming the ‘process’ view of  implementation. 
The interviewees at the three levels have shed light on the different elements 



Saksham haryana: the role of  policy implementers 97
of  policy implementation underscoring the position that ultimately, it is 
a complex process comprised of  individuals performing their own roles 
and interacting with each other at every stage to bargain, coordinate, and 
even collaborate, through the course of  executing the programme. Thus, 
understanding the perspective of  each stakeholder has provided a holistic 
picture of  the manner of  functioning of  the policy and where intervention 
may be necessary. Going forward with this understanding and the findings 
from the data, the next section presents the scope for improvement of  the 
implementation of  Saksham Haryana and suggestions for the same. 

CRITICAL AREAS OF IMPROVEMENT AND WAY FORWARD
Provisioning of  specialised IT staff:
District officials such as the DEEO Faridabad highlighted the lack of  
adequate staff  in offices. IT staff  is required, along with staff  in rural areas 
to ensure the smooth implementation of  this programme. This is a major 
hindrance that leads to ineffective implementation of  tech-based initiatives. 
At times, teachers are roped in to support in technical work, which decreases 
their classroom time.

Streamlining Human Resources (HR) Processes
The education department, the biggest department in the Government of  
Haryana13, is overburdened with a myriad of  complex Human Resources 
(HR) problems (allowances, leaves, transfers, RTIs, court cases etc.). These 
HR processes need to be streamlined for the effective implementation of  the 
Saksham Haryana, particularly at the district level as that indeed is the crucial 
unit of  implementation for this programme. Streamlining of  HR processes 
which concern these pivotal district-level implementers will also lead to a 
greater availability of  time for them to look into the educational aspects 
of  the programme, rather than be occupied solely with administrative/HR 
matters of  the department’s employees.

Better team-building practices to boost coordination:
Overall, the stakeholders said that Saksham Haryana had created a positive 
impact on teachers, but that there was scope for improvement in teamwork at 
the district-level. In Faridabad, the DPC said that there was weak leadership in 
the district with an absence of  support from the district administration; DC/
SDM reviews happen without proper or full participation. The interviews 
also revealed that difficulties in coordination were found in Hisar i.e., the 
district with the greatest number of  educational blocks for the purposes 
of  this study. Thus, it perhaps follows that as the size of  the education 

13 The Haryana government employed 1,15,195 people in the education department of  the state 
as on 31.03.2016 — the largest department in the state in terms of  the number of  people it 
employs. For more information:  http://esaharyana.gov.in/Portals/0/2016_1.pdf
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administration apparatus expands, greater efforts need to be taken to put 
in place strategies that boost effective communication and coordination. 
One way to overcome this hurdle is to organise annual/bi-annual activities 
across the various bodies/departments involved in the district education 
administration to foster familiarity and improve coordination.

Simplification of  competency framework and better mapping with 
LEP:
The interviews with teachers also highlighted that a high number of  
competencies have been listed for one grade, such that it confuses both 
teachers and students. Therefore, the list of  competencies per grade needs 
to be streamlined. Sometimes coursework, Saksham, and LEP become three 
different things for both teachers and students to handle. This also leads to a 
system, wherein teachers and students are constantly engaged in examinations, 
whether for Saksham or as part of  their regular coursework. This reduces the 
actual time available for classroom teaching and learning, and teachers feel 
overburdened. Therefore, Saksham Haryana needs to be better integrated with 
the existing curriculum and academic year. This could be reworked through 
a possible merger between the traditional SAT examination and Saksham 
examinations. Another way could be to comprehensively develop and pre-fix 
an academic calendar, wherein the dates for the exams would be differentiated 
and earmarked such that they are not simultaneously held. 

Reduction of  non-education related tasks
Nearly all the stakeholders interviewed at the district and ground-level 
consistently highlighted their involvement in non-educational activities such 
as Road Safety Meetings and Poshan Abhiyan. This involvement in every 
other activity organised by other departments present in the district leaves 
the district-level officials with little or no time to be field-functionaries and 
effective monitors of  the programme. With respect to an initiative called 
Paudhagiri, wherein the state government distributes saplings to school 
students to create environmental consciousness and provide holistic education, 
the teachers interviewed mentioned that their involvement primarily becomes 
about administrative aspects such as geotagging each plant, bringing saplings 
from nurseries, and keeping a record of  each of  them, rather than providing 
guidance and assistance to the students. This takes away from their valuable 
teaching time. Thus, there is a need to rethink the involvement of  these 
functionaries in non-educated tasks, and come up with better planning, 
resource management, and other alternatives. A greater investment in the 
capacity of  the system in terms of  personnel may perhaps assist in the same. 

Robust checks and measures to be introduced to identify unfair means:
Some teachers reported that the positive pressure to have good performance 
in the Saksham Ghoshna exams, led to the adoption of  unfair means or 
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misrepresentation of  data in some instances such that the results may not 
always be reflective of  the real picture. To counter this, stringent processes 
can be instituted to monitor the collection and reporting of  data on the 
student performance dashboard.

Scalable Practices:
The stakeholders interviewed highlighted some administrative practices 
that have been efficacious in achieving the objectives of  Saksham Haryana. 
These include the regular reviews conducted by DCs and SDMs at the 
district level, the use of  WhatsApp groups among teachers and education 
officials to ensure quick and effective coordination, and the regular school-
visits conducted by mentors (ABRCs and BRPs), who in turn are actively 
trained by DIET functionaries. These practices can be encouraged and 
strengthened in order to enable their wider adoption.

CONCLUSION
This paper presents the findings of  a study that was conducted in the 
districts of  Hisar, Mahendragarh, and Faridabad in Haryana to research the 
implementation of  the Saksham Haryana programme, with its analytical 
focus on the policy implementers across the various levels of  administration. 

The primary findings of  the research suggest that there is a positive sentiment 
in implementers across the board with respect to the Saksham Haryana 
programme, as it is perceived to be an improvement that has brought about 
positive changes in the educational environment of  government schools. 
This improvement in learning-level outcomes is perhaps echoed in the near-
continuous improvement in the external third-party assessments that the 
state has seen in the Saksham Ghoshna examinations (See Table 1). 

Table 1: Saksham Ghoshna Rounds Results
Round Month No. of  blocks 

assessed
No. of  saksham 

blocks
1 Dec 2017 9 2
2 Feb 2018 13 1
3 May 2018 15 4
4 Aug 2018 23 11
5 Sep 2018 30 3
6 Nov 2018 25 5
7 Feb 2019 93 68
8 May 2019 25 13

Total 119 107
Source: Samagra Governance
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However, the paper reports some shortcomings in the existing model as well 
and offers suggestions for improvement. As McLaughlin (1987) has argued, 
successful implementation requires a balance of  support and pressure, such 
that local capacities can be strengthened. Similarly, for the Saksham model 
to truly and effectively come together, a number of  administrative factors 
need to be worked upon.

As the district is the nodal unit of  implementation for this programme, it is 
important to streamline the HR processes concerning the state education 
department employees working at that level. Further, it is important for 
mid-level managers, who are the connecting bridges between the state-level 
policy makers and ground-level implementers, to actively take on the role of  
motivating the implementers on the frontline (i.e., teachers, ABRCs, BRPs), 
and to ensure that there are no lapses and gaps in communication. It is also 
necessary to reduce non-education related tasks for teachers and district 
officials, and strengthen the measures taken to avoid oversight and increase 
accountability.

The successful implementation of  any policy or programme, such that it meets 
the desired objectives that it was designed for, requires the concerted efforts 
of  individuals working at multiple levels to ensure proper communication, 
coordination and resource-sharing. The positioning and perspectives of  
implementers at each level are therefore vital in understanding how the 
implementation is occurring in practice. It allows for the possibility of  not 
only identifying any missing crucial links or glitches, but also of  viewing the 
system of  implementation as a larger, composite whole.  This paper provides 
a thorough and comprehensive understanding of  the implementation of  
the Saksham Haryana programme based on this approach. While it forms 
only one component of  understanding the scope and process of  instituting 
a competency-based education system in government schools in India, it 
can surely serve as a point of  initiation for the same.
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