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Disclaimer
This report sets forth our views based on the completeness and accuracy of the facts stated to Aspire Impact (impact 

assessment agency) and any assumptions that were included. If any of the facts and assumptions is not complete or accurate, 

it is imperative that we be informed accordingly, as the inaccuracy or incompleteness thereof could have a material effect on 

our conclusions.

While performing the work, we assumed the genuineness of all signatures and the authenticity of all original documents. We 

have not independently verified the correctness or authenticity of the same.

We have not performed an audit and do not express an opinion or any other form of assurance. Further, comments in our 

report are not intended, nor should they be interpreted to be legal advice or opinion.

While information obtained from the public domain or external sources has not been verified for authenticity, accuracy or 

completeness, we have obtained information, as far as possible, from sources generally considered to be reliable. We assume 

no responsibility for such information.

Our views are not binding on any person, entity, authority or Court, and hence, no assurance is given that a position contrary 

to the opinions expressed herein will not be asserted by any person, entity, authority and/or sustained by an appellate 

authority or a Court of law.

Performance of our work was based on information and explanations given to us by the Client. Neither Aspire Impact nor any 

of its partners, directors or employees undertake responsibility in any way whatsoever to any person in respect of errors in 

this report, arising from incorrect information provided by the Client.

Our report may make reference to ‘Reach Depth Inclusion Sustainability Analysis’; this indicates only that we have (where 

specified) undertaken certain analytical activities on the underlying data to arrive at the information presented; we do not 

accept responsibility for the veracity of the underlying data.

In accordance with its policy, Aspire Impact advises that neither it nor any of its partner, director or employee undertakes any 

responsibility arising in any way whatsoever, to any person other than Client in respect of the matters dealt with in this report, 

including any errors or omissions therein, arising through negligence or otherwise, howsoever caused.

In connection with our report or any part thereof, Aspire Impact does not owe duty of care (whether in contract or in tort or 

under statute or otherwise) to any person or party to whom the report is circulated to and Aspire Impact shall not be liable to 

any party who uses or relies on this report. Aspire Impact thus disclaims all responsibility or liability for any costs, damages, 

losses, liabilities, expenses incurred by such third party arising out of or in connection with the report or any part thereof.

By reading our report, the reader of the report shall be deemed to have accepted the terms mentioned here in above.

Ethical Considerations for primary data collection

Informed consent: The interviews were done after the respondents gave their consent. Even after the interviews were 

completed, their permission was sought to proceed with their responses. 

Confidentiality: The information provided by participants has been kept private. At no point were their data or identities 

disclosed. The research findings have been quoted in a way that does not expose the respondents' identities.

Comfort: The interviews were performed following the respondents' preferences. In addition, the interview time was chosen 

in consultation with them. At each level, respondents' convenience and comfort were considered.

Right to reject or withdraw: Respondents were guaranteed safety and allowed to refuse to answer questions or withdraw 

during the study.
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Kotak Education Foundation (KEF), established in 2007, has been working to strengthen the quality of 

school education for children from marginalised communities across the Mumbai Metropolitan Region by 

addressing systemic challenges within public and government-aided schools. Many of these schools face 

persistent constraints including limited institutional capacity, leadership gaps, high administrative burdens 

on school heads, and the absence of structured school development processes.

To respond to these challenges, KEF designed the LEAD Programme to build the leadership and 

managerial capacities of Headmasters and School Leaders. The programme supports school leaders in 

developing a clear vision for their schools, strengthening team management, improving stakeholder 

engagement, and fostering a positive and student-centred school culture. Through structured training, 

mentoring, and peer learning, LEAD enables leaders to create well-functioning school systems that 

directly influence teaching quality, teacher motivation, and student learning outcomes.

Aligned with Kotak Mahindra Bank’s CSR priorities for FY 2022–23, the LEAD Programme contributes to 

strengthening educational ecosystems by empowering school leadership as a critical driver of sustainable 

change. By investing in leadership development at the school level, KEF ensures that improvements in 

education delivery are not only immediate but institutionalised, leading to long-term benefits for 

students, teachers, and the wider community.

Background 
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Global Context
Across the world, Corporate Social Responsibility (CSR) has increasingly recognised that sustainable 

improvements in education systems depend not only on infrastructure and curriculum, but on the 

strength of school leadership. As education systems face rising enrolments, diverse learner needs, and 

growing accountability pressures, the role of effective school leaders has become central to driving 

institutional performance, teacher motivation, and student success. Global CSR initiatives are therefore 

shifting towards strengthening leadership and management capacities within schools, particularly in 

underserved and resource-constrained communities.

By investing in leadership development, CSR interventions contribute to building resilient education 

systems that can adapt to change, improve learning outcomes, and ensure long-term institutional 

stability. Strong school leadership fosters collaborative school cultures, enhances teacher effectiveness, 

and promotes inclusive learning environments, all of which are essential for achieving equitable and 

quality education. Consequently, leadership development has emerged as a critical lever for systemic 

educational reform, enabling schools to function as engines of social mobility and community 

development in an increasingly complex global landscape.
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Need and Intervention

School leaders play a pivotal role in shaping school culture, teacher motivation, and student outcomes, 

yet many Headmasters and school leaders operate with limited formal training in leadership and 

managerial practices. Administrative workload, evolving policy expectations, and diverse school contexts 

often leave leaders with insufficient time and structured support to focus on strategic planning, team 

management, and instructional leadership. The LEAD programme responded to this need by 

strengthening leadership capacities through practical tools, mentoring, and peer learning, enabling 

school leaders to move beyond routine administration and effectively lead schools towards sustained 

academic and personal success for students.

About LEAD Program

The LEAD programme implemented by Kotak Education Foundation focused on strengthening the 

leadership and managerial capacities of school leaders to enable them to create, sustain, and lead a 

culture of academic and personal success for students. Through structured training sessions, experiential 

learning, peer engagement, and continuous mentoring, the programme supported Headmasters and 

School Leaders in areas such as vision building, school development planning, team management, 

stakeholder engagement, and student-centric initiatives. By translating leadership learning into practical, 

school-level action, the programme aimed to empower leaders to drive systemic improvement within 

their schools and foster supportive, inclusive, and high-performing learning environments.

Scope of the Assessment

The impact assessment focused on evaluating the key interventions implemented across 84 schools in 

Maharashtra during the academic year 2022-23. The evaluation aimed to understand the programme’s 

effectiveness in strengthening school leadership and managerial practices, and how these translated into 

improved school functioning and learning environments: 

● Reach: Extent of engagement with school leaders across different leadership roles, school types, 

and grade levels, along with accessibility of LEAD sessions and consistency of participation. 

● Depth: Effectiveness of leadership training in strengthening core competencies such as vision 

building, school development planning, team management, communication, and data-driven 

decision-making, as well as the extent to which leadership practices were implemented at the 

school level. 

● Inclusion: How the programme supported inclusive leadership by enabling school leaders to 

mentor teachers across experience levels, engage stakeholders, and apply leadership practices 

across diverse school grades and contexts.  

● Sustainability: The extent to which leadership practices introduced under LEAD were internalised 

by school leaders, reflected in confidence to continue implementation without external support, 

overall satisfaction with the programme, and willingness to recommend the intervention to other 

schools. 
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Assessment Methodology
Aspire Impact has conducted an impact assessment of LEAD project  implemented by Kotak Education 

Foundation, funded by Kotak Mahindra Bank Limited in F.Y. 2022-23. 

The methodology encompassed developing a set of research guidelines and survey questionnaires to 

draw evidence towards each impact area, which helped draw reasonable conclusions at the current stage 

of the programs. The stakeholders’ feedback was captured through in-depth interviews and quantitative 

surveys. 

The assessment captures the end-to-end project impact along Reach, Depth, Inclusion and Sustainability, 

the four dimensions of Aspire’s proprietary 4P framework. 

Umang

16  - qualitative 48 - quantitative 

U
n

n
at

i ● The universe was defined as 146 Headmasters and school leaders.

● Targeted sample size: 59  Headmaster/school leader, at confidence level of 

95% and 10% margin of error. Sample size achieved: 48 (Headmaster: 21 & 

School Leader: 28)

Research Design: 

● Primary research: A mixed method approach which comprises Quantitative (structured 

questionnaire) and Qualitative (In-depth Interviews)  research techniques was used to carry out 

the impact assessment and generate insights from the stakeholders. 

● Secondary research. 

Research Objectives:  Aspire Impact assessed the Impact across the below aspects: 

● Assessing the Reach, Depth, Inclusion and Sustainability of impact.

● Providing insights to be based on quantitative and qualitative surveys.

● Providing recommendations for further improvement.

Program wise sampling method and sample sizes achieved:

REACH DEPTH INCLUSION SUSTAINABILITY

Assessing scale of the 
intervention, and coverage 
of lives touched.

Assessing effectiveness 
of the interventions and
the quality of impact 
delivered.

Assessing equitable 
access to opportunities 
and resources for people 
who might otherwise be 
excluded or 
marginalized. 

Assessing ability to 
maintain quality of 
impact delivery and 
their environmental 
impact.
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Executive Summary 

The LEAD programme implemented by Kotak Education Foundation focused on strengthening the 

leadership and managerial capacities of school leaders to enable them to create, sustain, and lead a 

culture of academic and personal success for students. Through structured training sessions, experiential 

learning, peer engagement, and continuous mentoring, the programme supported Headmasters and 

School Leaders in areas such as vision building, school development planning, team management, 

stakeholder engagement, and student-centric initiatives.

In 2022–23, the LEAD program was implemented in 84 schools in Mumbai. 146 HM and school leaders 

were trained in 2022-23. Survey was administered to 48 HM and school leaders to assess the impact of 

the lead program.

Program Reach: Strengthening leadership reach across school systems

The LEAD programme reached a diverse group of school leaders across primary and secondary levels, 

with School Leaders from secondary schools forming the largest share at 41%, followed by Headmasters 

and School Leaders from primary and secondary schools. The programme primarily engaged 

government-aided schools at 92%. High accessibility supported participation, with 54% of leaders finding 

the sessions extremely convenient and 38% finding them convenient.

Program Depth: Effective support leading to improvement in key indicators

Leadership learning translated strongly into school-level action, with 79% of leaders formulating School 

Development Plans and 73% developing a shared school vision. Personal leadership visioning was 

reported by 67% of leaders, while 58% strengthened stakeholder engagement and 44% initiated student 

activity clubs. Capacity-building sessions were conducted by 42% of leaders, and 33% implemented 

reflective platforms such as Chintan Baithak. Core leadership competencies showed marked 

improvement, particularly in communication with staff at 69%, team management and problem-solving 

at 63%, and data-driven decision-making at 52%.

Program Inclusion: Embedding inclusive leadership and mentoring practices

The programme embedded inclusive leadership across grades taught, including secondary at 67%, 

primary at 42%, upper primary at 27%, and higher secondary at 13%. Regular engagement with KEF 

supported inclusion, with 75% of leaders interacting weekly and 17% monthly. Mentoring practices 

improved substantially, with 77% of leaders reporting a strong influence of LEAD training on their 

approach to mentoring teachers.

Program Sustainability: Ensuring sustainability through leadership confidence and ownership 

Sustainability outcomes were evident through high leadership confidence and programme endorsement. 

A large majority of leaders felt confident in their leadership capacity at 98%, while 63% expressed full 

confidence in continuing LEAD practices without external support. Strong advocacy for the programme 

was reflected in recommendation scores, with 40% rating likelihood to recommend at 10, followed by 

28% at 9 and 23% at 8.

LEAD
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Impact analysis of the LEAD program through the lens 
of Reach, Depth, Inclusion and Sustainability.
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1. Reach

In 2022-23, the LEAD Program by KEF in 

collaboration empowered 146 Headmaster and 

School leaders, benefiting from the leadership 

training. It covered 84 schools across Mumbai 

districts in Maharashtra.

 

Fig. 2: Leadership position held by respondent Fig. 3: Type of school

"Only I received this training, but all teachers should get it. If everyone gets this training, it will 
benefit the whole school." 
-Head Master, Shree Saraswati Vidyamandir Marathi
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Programme reached diverse schools and school leadership roles

The LEAD programme predominantly reached government-aided schools, with 92% of participating 

school leaders representing this segment, reflecting strong alignment with public education systems 

where leadership strengthening is most critical. A smaller proportion of participants came from 

private schools (8%). The LEAD programme successfully engaged a diverse mix of school leadership 

positions, ensuring representation across both primary and secondary education levels. Participation 

included School Leaders from secondary schools forming the largest group (41%), followed by 

Headmasters of secondary schools (27%), Headmasters of primary schools (17%), and  School Leaders 

of primary schools (15%).

The LEAD programme sessions were reported to be 

highly accessible by participating school leaders, 

with 54% describing them as extremely convenient 

and a further 38% finding them convenient.

Fig. 1: Convenience attending the session
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2. Depth

Leadership practices translated into school-level action

School leaders reported strong adoption of LEAD 

initiatives at the school level, with a majority engaging in 

School Development Plan formulation (79%) and 

building a shared school vision (73%). Many also 

articulated personal leadership visions (67%) and 

strengthened stakeholder engagement through SMC, 

PTA, trustee, and parent meetings (58%). In addition, 

leaders initiated student clubs or Bal Sabha (44%), 

conducted capacity-building sessions (42%), and 

implemented reflective platforms such as Chintan 

Baithak (33%), indicating effective translation of 

leadership training into practice.

Leadership competencies showed marked 

improvement

School leaders reported strong improvements across key 

leadership competencies following the LEAD 

programme. High-level gains were most evident in 

communication with staff at 81%, followed by goal 

setting and team management at 69% and 65% 

respectively. Problem-solving also showed substantial 

improvement at 63%, while 52% of leaders reported 

strong progress in data-driven decision-making, 

indicating broad enhancement of core leadership 

capabilities.

High confidence in effective school leadership

The LEAD programme resulted in strong self-reported 

confidence among school leaders in their ability to lead 

and manage schools effectively. A substantial majority of 

respondents expressed high confidence, with 86% 

reporting that they felt very confident in their leadership 

capacity, while only a small proportion indicated being 

somewhat confident or slightly unsure, reflecting the 

programme’s effectiveness in strengthening leadership 

self-assurance.

 

 

Fig. 4:  Leadership practices

Fig. 5: Confidence in effective school leadership

Fig. 6: Key improvements in schools

"The LEAD programme taught me the 

importance of systematic 

documentation. Today our school files, 

registers, and records are arranged in a 

structured way, something we had 

never done before.”

-Headmaster, Dnyanprakash Vidyalay
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Ms. Sangeeta Virendra Valve, Principal of Shree Saraswati Vidya Mandir, brings over 30 years of 

experience in education, with the last 2 years in a leadership role. Her school serves 453 students with 

a team of 56 teachers, spanning primary, secondary, higher secondary, and technical education. When 

she stepped into the role of Principal, the scale of responsibilities was daunting. Despite her 

experience, she initially felt hesitant to introduce new initiatives and lead major changes within the 

school.

Her engagement with the LEAD programme over a period of two years marked a turning point in her 

professional journey. Through structured leadership sessions, continuous mentoring, and practical 

exercises in vision building and school development planning, Ms. Sangeeta gradually developed the 

confidence and clarity required to lead effectively. She began conducting regular staff meetings, 

strengthening teacher communication, and establishing a clear school development plan. Reflecting on 

the change, she shared that earlier she would often hesitate to take initiative, but after the 

programme, she felt empowered to move forward without fear.

The impact of the programme became visible across the school environment. Ms. Sangeeta observed 

significant improvements in teacher motivation, classroom discipline, and overall school management. 

Leadership practices introduced through LEAD helped her manage staff more systematically and 

address challenges with greater confidence. Although structured documentation and formal 

administrative processes were limited earlier, the programme helped her understand their importance, 

laying the foundation for more organised school management going forward.

Today, Ms. Sangeeta strongly believes that leadership development should extend beyond principals to 

include all teachers. She emphasised that if every teacher receives similar training, the collective 

functioning of the school would improve substantially. Her journey illustrates how sustained leadership 

support through the LEAD programme has enabled her to evolve from a cautious administrator into a 

confident and proactive school leader, creating a more positive and effective learning environment for 

both teachers and students.

Impact Story 
Hesitation to Confident Leadership
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3. Inclusion
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Inclusive leadership engagement across school grades

The LEAD programme demonstrated inclusive 

engagement across different school stages, with 

participating leaders representing a wide range of 

grades taught within their institutions. Schools offering 

secondary education formed the largest share at 67%, 

followed by primary grades at 42% and upper primary 

grades at 27%, while higher secondary levels were 

represented by 13%. This spread indicates that the 

programme addressed leadership needs across multiple 

grade segments, enabling school leaders to apply 

improved management and instructional leadership 

practices across the full schooling continuum.

Regular engagement with KEF strengthened 
programme inclusion                                                                       

School leaders reported frequent and consistent 

engagement with the KEF team during the 

implementation of the LEAD programme, supporting 

inclusive and sustained participation. A large majority 

remained in weekly contact at 75%, while 17% 

interacted on a monthly basis, ensuring continuous 

guidance and support. 

Inclusive mentoring strengthened teacher support 

systems      

The LEAD training contributed to more inclusive 

leadership practices by strengthening how school 

leaders mentor and support teachers with varying 

needs and capacities. A large majority of leaders 

reported that the training influenced their mentoring 

approach to a great extent at 77%, while the remaining 

23% noted a moderate influence, indicating that leaders 

became more responsive, supportive, and inclusive in 

guiding teachers across experience levels and 

performance needs.

Fig. 7:  School status

Fig. 8:  Frequency of engagement with KEF
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Fig. 9:  Influenced their approach to mentoring teachers
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4. Sustainability
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Strong endorsement reflects sustained programme value

School leaders demonstrated a high likelihood of recommending KEF’s LEAD sessions to other schools, 

reflecting strong satisfaction and perceived long-term value of the programme. More than half of the 

respondents rated their likelihood to recommend at the highest score of 10 at 40%, while a further 

28% rated it 9 and 23% rated it 8. With only a very small proportion providing lower ratings, the 

findings indicate strong confidence in the relevance, effectiveness, and sustainability of KEF’s 

leadership interventions within the school system.

High confidence in sustaining leadership practices

School leaders expressed strong confidence in the long-term continuation of leadership practices 
introduced under the LEAD programme, even without external support. A majority of respondents 
reported being fully confident at 63%, while 35% indicated they were somewhat confident, suggesting 
that most leadership practices have been internalised at the school level. With only a very small 
proportion remaining unsure at 2%, the findings point to the programme’s effectiveness in 
embedding sustainable leadership behaviours within schools.

Fig. 11: Likelihood of recommending LEADFig. 10:  Confidence in continuation of LEAD practises
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The study faced certain limitations that may have influenced the scope and depth of findings. 

1. There were inconsistencies observed between the numbers reported in the MoU/proposal, annual 

reports, and the dataset shared by KEF. As a result, the sampling framework was based on the 

beneficiary list and school data provided in the KEF dataset.

2. A significant proportion of Headmasters and School Leaders had been transferred to different 

schools at the time of assessment. This limited the ability to reach all intended respondents and 

may have affected the representativeness of the sample.

3. In some cases, teachers who had participated in the LEAD programme were also part of other 

components under the broader School Education Programme. To avoid duplication and ensure 

relevance, such respondents were considered under the most recent programme assessment 

where applicable.

4. Given the wide geographic spread of schools, a mixed-method approach combining 

telephonic/online and physical surveys was adopted. While this enabled coverage, variations in 

mode of data collection may have influenced response depth.

5. Finally, as the programme was implemented approximately three years prior to the assessment, 

recall bias among respondents may have affected the accuracy of responses related to programme 

experience and outcomes.

Limitations

14
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The LEAD Programme has demonstrated strong and sustained outcomes in strengthening school 

leadership as a critical driver of educational quality and institutional performance. By equipping 

Headmasters and School Leaders with practical leadership tools, structured planning frameworks, and 

continuous mentoring support, the programme has successfully translated leadership training into 

meaningful school-level action. High levels of participation, accessibility, and engagement across diverse 

school contexts highlight the programme’s relevance and acceptance within government-aided school 

systems.

The significant improvements observed in strategic planning, communication, team management, 

stakeholder engagement, and instructional leadership reflect the programme’s depth and effectiveness. 

Equally important, the strong influence on mentoring practices and inclusive leadership across grade 

levels indicates that LEAD has contributed to the development of collaborative and student-centred school 

cultures. The exceptionally high confidence levels among leaders and their willingness to sustain and 

advocate for the programme underscore its long-term value and institutional ownership.

Overall, the LEAD Programme has not only strengthened individual leadership capacity but has also laid 

the foundation for systemic and sustainable improvement within participating schools. By investing in 

leadership development at the school level, Kotak Education Foundation has enabled lasting change that 

extends beyond administrative efficiency to directly influence teacher motivation, school climate, and 

student learning outcomes.

Conclusion
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