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Abstract 

Schools do more than host teaching; they teach in their own right. The physical and institutional 

infrastructures of educational systems create a silent curriculum that shapes how teachers think, feel, and 

enact their work. This study advances the idea of infrastructure as pedagogy, positioning material spaces 

and organisational structures not as neutral supports but as active pedagogical forces. Drawing on 

environmental psychology, sociomaterial theory, and organisational climate research, the study examines 

how infrastructural conditions influence teacher morale and professional performance in contemporary 

Indian schools. 

A mixed-method design was employed, involving 300 teachers from government and private institutions 

across five states. Standardised morale and climate scales, spatial audits, and semi-structured interviews 

provided a comprehensive dataset. Structural equation modelling revealed strong associations between 

physical adequacy, institutional clarity, administrative responsiveness, and teachers’ affective 

commitment. Qualitative accounts further illuminated how spatial aesthetics, digital infrastructure, and 

institutional trust shaped emotional engagement, professional identity, and pedagogical adaptability. 

The findings demonstrate that infrastructure—material and bureaucratic—functions as a pedagogical 

agent that organises experience, structures agency, and configures the emotional architecture of schooling. 

Effective educational reform, therefore, requires moving beyond material provisioning toward designing 

environments that sustain well-being, dignity, and collaborative capacity. By reframing infrastructure as 

a living pedagogy, this study calls for a reorientation of governance priorities: from building schools to 

cultivating meaningful institutional worlds within them. 

Keywords: Infrastructure, Teacher Morale, Institutional Climate, Sociomateriality, Professional Identity, 

Pedagogical Performance, Educational Governance 
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1. Introduction 

1.1 Context and Rationale 

Teacher morale is the emotional engine of schooling. It determines how teachers engage with students, 

how they interpret institutional expectations, and how they sustain the cognitive and affective labour 

required for quality teaching. Yet morale does not emerge in a vacuum. It is shaped by the environments 

teachers inhabit — the spaces they work in, the routines they navigate, the systems that judge their 

performance, and the institutional cultures that define their professional worth. Recognising that these 

environments actively participate in shaping behaviour and identity is essential for rethinking educational 

quality. 

1.2 Background 

Historically, educational infrastructure has been framed as an operational concern: buildings, facilities, 

schedules, administrative routines. The assumption was that physical spaces and institutional systems 

merely support teaching, while pedagogy resides exclusively in human interaction. Over the last three 

decades, research in environmental psychology, sociomaterial theory, and organisational studies has 

disrupted this dichotomy. These perspectives argue that environments — material, symbolic, and 

procedural — shape learning and professional practice by structuring perception, behaviour, and 

emotional experience. 

In this view, infrastructure is not passive; it teaches. It conveys messages about what is valued, possible, 

and permitted within an institution. This emerging paradigm positions infrastructure as a pedagogical force 

that co-produces professional identity, morale, and performance. 

1.3 Problem Statement 

Despite significant investment in educational infrastructure across India, from classroom upgrades to 

digital platforms, teachers continue to report emotional fatigue, reduced agency, and declining morale. 

This dissonance suggests that infrastructural reforms have been conceptualised too narrowly. Buildings 

have been constructed, devices procured, policies drafted — yet the environments in which teachers work 

often communicate ambiguity, surveillance, or neglect. 

Most reform initiatives still treat infrastructure as a technical asset rather than a pedagogical actor. As a 

result, the emotional and symbolic dimensions of school environments remain underexamined. The core 

problem is conceptual: the system continues to build schools without recognising how schools 

themselves “build” teachers. 

1.4 Research Gap 

Several gaps persist in existing scholarship: 

1. Fragmented approaches — Studies on physical infrastructure and studies on institutional climate 

often occur in isolation, rarely considering how these environments jointly shape teacher morale. 
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2. Limited theoretical integration — Sociomaterial and affective theories acknowledge 

environmental agency, but these insights have not been fully applied to teacher morale in the Indian 

context. 

3. Neglect of symbolic infrastructure — Few studies examine how teachers interpret environmental 

cues — such as spatial aesthetics, procedural clarity, or leadership tone — as emotional messages. 

4. Insufficient attention to professional identity — Existing literature does not fully explain how 

environments shape teachers’ self-concept, agency, or pedagogical engagement. 

This study responds by treating infrastructure — physical and institutional — as a pedagogical agent that 

shapes morale, identity, and performance. 

1.5 Evidence Supporting the Inquiry 

Global literature demonstrates that physical infrastructure influences cognitive stamina, emotional well-

being, and instructional quality, while institutional environments shape trust, clarity, and professional 

commitment. Indian studies — including analyses of administrative culture, policy implementation, digital 

classrooms, and school work environments — show that the emotional impact of infrastructure is 

profound, often determining whether teachers experience their work as dignified or depleting. 

Empirical patterns across these literatures converge on one insight: morale is ecological. It emerges from 

the interplay of space, system, and culture, not from any single factor alone. 

1.6 Local Context 

India presents a uniquely layered infrastructural landscape. Rural schools struggle with foundational 

deficits — uneven maintenance, limited digital access, inadequate classroom design. Urban schools often 

have better facilities but face institutional congestion, procedural opacity, and bureaucratic rigidity. Across 

both contexts, teachers interpret these environments as signals of institutional priorities and their own 

professional worth. 

Understanding these contextual dynamics is essential for conceptualising infrastructure not only as a 

material entity but as a cultural and pedagogical ecosystem. 

1.7 Study Objectives 

This study seeks to: 

1. Examine how physical infrastructure — spatial design, facility quality, ergonomic and aesthetic 

conditions — shapes teacher morale and pedagogical performance. 

2. Analyse how institutional infrastructure — administrative responsiveness, procedural clarity, 

evaluation systems, collegial culture — influences emotional engagement and professional 

identity. 
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3. Integrate environmental psychology, sociomaterial theory, and organisational climate research to 

conceptualise infrastructure as a pedagogical agent. 

4. Propose an evidence-based model linking infrastructural design to teacher morale, agency, and 

performance. 

1.8 Aim of the Paper 

The aim of this paper is to provide a comprehensive, theoretically grounded analysis of how physical and 

institutional infrastructures function pedagogically — shaping morale, identity, and performance — and 

to offer a framework for reimagining educational governance that moves beyond constructing buildings 

to constructing meaning, trust, and professional vitality within them. 

 

2. Theoretical Framework 

2.1 Infrastructure as Pedagogy: The Foundational Proposition 

The central theoretical claim of this study is deceptively simple yet profoundly disruptive: infrastructure 

teaches. It is not merely a container of pedagogy but a co-author of it. Physical spaces, digital architectures, 

and institutional systems constantly send messages about authority, trust, value, and belonging. They 

influence how teachers perceive their roles, how they manage classrooms, and how they imagine the 

possibilities of learning itself. 

Consider two classrooms: one filled with natural light, flexible furniture, and open discussion zones; 

another with fixed benches, poor ventilation, and surveillance cameras. Both will produce not just different 

learning outcomes, but different forms of teaching consciousness. The first signals autonomy and 

collaboration; the second, control and compliance. This invisible dialogue between environment and 

educator forms the core of what this study calls infrastructure as pedagogy. 

2.2 The Sociomaterial Lens 

Drawing from sociomaterial theory (Fenwick, Edwards, & Sawchuk, 2011; Latour, 2005), the study 

recognizes that teaching and learning are distributed phenomena — enacted not only by humans but also 

by materials, technologies, and institutional artifacts. Class timetables, attendance software, and 

evaluation rubrics are not inert tools; they co-produce behaviors and emotional atmospheres. 

In this view, a school is not a collection of actors using resources, but a network of relationships between 

people and things. Infrastructure shapes social behavior by structuring possibilities — determining how 

teachers move, interact, collaborate, and reflect. When viewed sociomaterially, infrastructure becomes a 

silent curriculum that educates teachers about power, time, and care. 
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2.3 Environmental Psychology and Affective Infrastructure 

The second theoretical pillar is environmental psychology, particularly Kurt Lewin’s field theory (1936) 

and Bronfenbrenner’s ecological systems theory (1979). Both suggest that behavior is a function of the 

person and their environment (B = f(P,E)). Applied to education, this means that teachers’ motivation and 

morale emerge from the dynamic interplay between their inner states and the affordances of their 

environments. 

Recent studies have expanded this idea into what can be called affective infrastructure — the emotional 

tone created by spatial and administrative design (Mulcahy, 2020). Lighting, acoustics, digital access, and 

spatial aesthetics can produce either affective uplift or depletion. Likewise, rigid bureaucratic hierarchies 

can drain psychological energy, while supportive institutional cultures can amplify it. Thus, morale is not 

purely emotional; it is environmentally conditioned. 

2.4 Organizational Climate Theory 

Organizational Climate Theory (Schein, 2010; Hoy & Miskel, 2013) provides the third axis of this 

framework. It views institutions as ecosystems of shared meaning — where structures, norms, and policies 

embody implicit pedagogies. An institution’s “climate” communicates its stance toward innovation, 

collaboration, and professional dignity. When governance systems are overly procedural or opaque, 

teachers learn the pedagogy of compliance rather than creativity. 

Integrating this perspective allows the study to analyze institutional infrastructure as a determinant of 

morale and performance. The quality of leadership communication, decision-making transparency, and 

resource accessibility together define how teachers interpret their professional worth. 

2.5 Integrative Conceptual Model 

The intersection of these theories produces the Infrastructure–Morale–Performance Model (IMPM) 

proposed in this study. It postulates that: 

1. Physical Infrastructure (spatial, material, digital) directly influences Teacher Morale through 

affective and cognitive channels. 

2. Institutional Infrastructure (governance, administrative culture, evaluative frameworks) 

mediates the relationship between morale and Pedagogical Performance. 

3. Feedback Loops exist where enhanced morale further transforms how teachers inhabit and use 

infrastructure, creating self-reinforcing cycles of vitality or decay. 
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Conceptual Model Summary (Textual Representation) 

Construct Operational Components Influence Pathway 

Physical 

Infrastructure 

Classroom design, digital tools, 

space quality 

→ Emotional and cognitive 

engagement 

Institutional 

Infrastructure 

Governance, policy 

communication, administrative 

trust 

→ Sense of professional identity 

and agency 

Teacher Morale Emotional energy, job 

satisfaction, affective 

commitment 

→ Pedagogical performance, 

innovation, classroom vitality 

Feedback 

Mechanism 

Positive morale reinforces 

proactive use of infrastructure 

→ Sustains continuous 

pedagogical renewal 

  

2.6 Theoretical Assumptions 

1. Infrastructure is pedagogical—it instructs, even when it is silent. 

2. Morale is environmental—teacher emotions and motivation are co-produced by physical and 

institutional affordances. 

3. Pedagogy is relational—teaching is shaped by the interplay between human actors and non-

human systems. 

4. Reform must be ecological—educational change cannot occur without rethinking the spaces and 

systems that host it. 

 2.7 Synthesis 

Taken together, these theories create a framework that shifts attention from the individual teacher to the 

teaching environment as a moral and pedagogical ecosystem. By conceptualizing infrastructure as an 

active pedagogical force, the study seeks to illuminate how educational institutions “teach” their teachers 

— not only through curriculum and policy, but through the very spaces, tools, and structures that surround 

them. 
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3.1 Historical Perspectives on Educational Infrastructure 

Early educational thought positioned infrastructure as logistical rather than pedagogical. Classrooms, 

timetables, and management systems were treated as neutral containers for teaching, while cognition and 

instruction remained the core focus (Dewey, 1916). Behaviourist and administrative rationalist traditions 

reinforced this divide, framing schools as organisational machines rather than ecological environments 

shaped by space and culture. 

A conceptual shift began in the mid-20th century with ecological psychology. Lewin (1936) and later 

Bronfenbrenner (1979) argued that human behaviour cannot be separated from its environment; 

individuals and contexts co-shape outcomes. Subsequent sociomaterial scholarship deepened this view by 

demonstrating that objects, spaces, and institutional routines participate in the production of meaning 

(Fenwick et al., 2011; Latour, 2005). Infrastructure thus emerged not as an inert backdrop but as an active 

mediator of educational practice. 

This intellectual evolution laid the groundwork for contemporary discussions of learning environments 

that recognise how physical and institutional spaces influence teacher behaviour, emotional wellbeing, 

and pedagogical agency. 

3.2 Global Research on Infrastructure and Teacher Morale 

International research consistently demonstrates the influence of infrastructure on teacher morale and 

performance. Studies on physical learning environments show that lighting, ventilation, spatial layout, and 

acoustic quality significantly affect cognitive stamina and emotional resilience (Barrett et al., 2015). 

Nordic and Canadian research likewise highlights the relationship between aesthetic coherence, spatial 

flexibility, and teacher well-being (Kärkkäinen, 2020; Woolner, 2010). 

Institutional infrastructure—specifically leadership behaviour, governance practices, and organisational 

routines—has also been shown to shape morale. Evidence from East Asian contexts reveals that 

transparent decision-making and participative administration enhance professional satisfaction and 

emotional commitment (Liu & Ramsey, 2021). Global surveys such as TALIS (OECD, 2018) and 

UNESCO reports (2022) affirm that morale deteriorates when infrastructure fails to support teachers’ 

psychological needs. 

Together, these studies emphasise that infrastructure operates on material, emotional, and symbolic 

registers. 

3.3 The Indian Context: Policy Gains and Persistent Paradoxes 

India presents a distinctive case where infrastructural expansion has not consistently improved teacher 

morale. National initiatives—SSA, RMSA, Digital India, and NEP 2020—have broadened access and 

improved material facilities across schools. Despite these gains, teachers continue to experience emotional 

strain, variable engagement, and inconsistent job satisfaction (MHRD, 2019; NCTE, 2022). 
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Scholars attribute this paradox to the disconnect between policy design and institutional culture. Banerjee 

(2018) notes that infrastructural improvements often fail to translate into professional dignity or classroom 

autonomy. Srivastava (2021) similarly observes that teachers frequently interpret reforms as bureaucratic 

impositions rather than pedagogical support. 

Indian literature also foregrounds the importance of administrative ethos and work culture. Studies have 

shown that morale depends on participative management, predictable routines, and administrative fairness 

(Sheokand, 2017). Further analyses reveal that contradictions between policy intentions and school-level 

implementation generate frustration, emotional fatigue, and disengagement (Sheokand, 2023). More 

recent work emphasises that teacher satisfaction is shaped not only by material resources but by symbolic 

infrastructure—the perception that environments affirm respect, stability, and professional identity 

(Sheokand, 2024). 

Together, these insights highlight that infrastructure in India is experienced relationally: physical 

conditions intertwine with organisational behaviour to shape teacher wellbeing. 

 

3.4 The Expanding Lens: Sociomaterial, Affective, and Organisational Dimensions 

Emerging conceptual frameworks offer new ways to understand infrastructure’s pedagogical impact. 

Sociomaterial theory argues that learning and teaching emerge from the interplay of people, spaces, 

technologies, and institutional routines (Barad, 2007). Affective infrastructure research demonstrates that 

environments generate emotional atmospheres that influence motivation, energy, and interpersonal 

connection (Mulcahy, 2020). Organisational climate literature links leadership style, collegiality, and 

fairness with morale and commitment (Hoy & Miskel, 2013). 

Recent Indian scholarship reinforces these arguments. Studies examining teachers’ perceptions of 

organisational climate show how evaluation systems, administrative behaviour, and relational norms 

shape job satisfaction and engagement (Sheokand & Dhola, 2025). Research on transformational 

leadership highlights the mediating roles of resilience and satisfaction (Sheokand & Borad, 2025). Work 

on professional values illustrates how core beliefs interact with institutional environments to influence 

outcomes (Sheokand, 2025). 

These contributions expand the understanding of infrastructure from a structural variable to a dynamic, 

meaning-producing ecosystem. 

3.5 Emerging Thematic Threads 

A synthesis of global and Indian literature reveals four converging themes: 

1. Material Agency  

Physical environments exert psychological and symbolic influence, shaping energy, emotional 

tone, and perceptions of professional worth. 
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2. Institutional Mediation  

Governance practices determine whether infrastructure is interpreted as supportive, indifferent, or 

controlling. 

3. Affective Ecology  

Morale emerges from an emotional ecosystem where spatial, relational, and procedural cues 

interact. 

4. Policy Blindness  

Policy frameworks often emphasise material expansion while neglecting the emotional and 

symbolic dimensions of school environments. 

These themes highlight infrastructure’s capacity to teach—not formally, but through the atmosphere and 

expectations it creates. 

3.6 Identified Research Gap 

Despite robust evidence linking infrastructure to morale, the literature lacks integrated explanations of 

how environments acquire pedagogical power. Most studies treat physical and institutional elements 

separately, or focus on adequacy rather than relational meaning. Few frameworks synthesise 

sociomaterial, affective, and organisational perspectives. 

This study addresses that gap by conceptualising infrastructure—material, procedural, and symbolic—as 

a pedagogical agent that shapes teacher identity, emotional well-being, and professional behaviour. 

Building on more than a decade of scholarship, including recent Indian contributions, the study situates 

infrastructure at the centre of educational experience and reframes morale as an ecological, meaning-

making process. 

 

4. Research Methodology 

4.1 Research Design 

The study adopts a convergent mixed-method design, integrating quantitative and qualitative strands to 

investigate how physical and institutional infrastructures influence teacher morale and pedagogical 

performance. This design is appropriate because infrastructure operates at both structural and experiential 

levels: quantitative data identify measurable relationships, while qualitative narratives uncover the 

emotional, symbolic, and interpretive meanings teachers attach to their environments. 

Both strands were collected concurrently, analysed separately, and then merged to generate an integrated 

understanding of infrastructure as a pedagogical force. 
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4.2 Sampling and Participants 

A total of 300 school teachers participated in the quantitative phase, drawn from government and private 

schools across five Indian states. Stratified sampling ensured representation across: 

 urban and rural schools, 

 primary and secondary levels, 

 varying infrastructural conditions, 

 government and private management types. 

Participants were required to have at least two years of experience, ensuring adequate familiarity with 

institutional infrastructure and administrative climate. 

For the qualitative phase, 40 teachers were purposively selected to represent diverse school types and 

contextual variations. 

4.3 Quantitative Instruments 

4.3.1 Teacher Morale Scale 

Teacher morale was assessed using a standardised morale inventory capturing: 

 affective commitment, 

 professional enthusiasm, 

 institutional trust, 

 role clarity and recognition. 

Items were rated on a five-point Likert scale. Reliability coefficients in this study were consistent with 

established norms. 

4.3.2 Institutional Climate Scale 

Institutional infrastructure was measured using a validated climate instrument assessing: 

 leadership behaviour, 

 administrative responsiveness, 

 procedural clarity, 

 evaluative fairness, 

http://www.aijfr.com/


 

Advanced International Journal for Research (AIJFR) 

E-ISSN: 3048-7641   ●   Website: www.aijfr.com   ●   Email: editor@aijfr.com 

 

AIJFR25062304 Volume 6, Issue 6 (November-December 2025) 11 

 

 collegiality. 

This scale captures the organisational and affective dimensions essential to the study’s conceptual framing. 

4.3.3 Physical Infrastructure Audit 

A structured observational checklist assessed: 

 classroom design and ergonomics, 

 lighting, ventilation, and acoustics, 

 digital access and technological functionality, 

 staffroom and administrative spaces, 

 maintenance and aesthetic quality. 

This produced quantifiable indicators of material conditions. 

4.4 Qualitative Components 

4.4.1 Semi-Structured Interviews 

Semi-structured interviews explored teachers’ lived experiences and meaning-making processes. 

Interview prompts focused on: 

 how physical spaces shape emotional and professional energy, 

 interpretations of administrative routines and leadership behaviour, 

 the symbolic meaning of infrastructural conditions, 

 the relationship between environment and classroom practice. 

Interviews were recorded, transcribed, and anonymised. 

4.4.2 Field Observations 

Non-participant field observations documented: 

 sensory cues (noise, heat, lighting), 

 spatial rhythms and circulation, 

 material arrangements in classrooms, 

 informal institutional routines not captured through surveys. 
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Observation notes provided contextual texture for interpreting statistical patterns. 

4.5 Data Analysis 

4.5.1 Quantitative Analysis 

Quantitative data were analysed using: 

 descriptive statistics to establish trends, 

 Pearson’s correlations to explore variable relationships, 

 exploratory factor analysis for construct validation, 

 structural equation modelling (SEM) to test predictive pathways. 

SEM was especially useful for examining direct and mediated effects of infrastructure and institutional 

climate on morale. 

4.5.2 Qualitative Analysis 

Qualitative data were analysed using thematic analysis. Coding proceeded through: 

1. initial open coding, 

2. refinement into conceptual categories, 

3. identification of overarching themes related to spatial experience, administrative interpretation, 

and emotional climate. 

Patterns were compared across schools to strengthen analytical validity. 

4.6 Integration of Quantitative and Qualitative Findings 

The convergent design culminated in an integration stage where results from both strands were compared 

for convergence, complementarity, and divergence. 

 Quantitative findings provided structural evidence of relationships between infrastructure and 

morale. 

 Qualitative findings revealed mechanisms, illustrating how teachers interpret environments as 

supportive, alienating, or symbolically meaningful. 

This combined analysis supports the study’s central proposition: infrastructure operates as a 

pedagogical force by shaping emotional states, professional identity, and classroom behaviour. 
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5. Results and Analysis 

5.1 Overview 

The results of the study reveal a deeply intertwined relationship between infrastructure, teacher morale, 

and pedagogical performance. Both physical and institutional environments emerged as active 

determinants of teachers’ emotional energy, professional commitment, and classroom engagement. 

Quantitative findings establish statistically significant correlations and predictive pathways. Qualitative 

narratives enrich this data, exposing the affective and moral textures of infrastructure as experienced by 

teachers. 

 5.2 Quantitative Results 

5.2.1 Descriptive Statistics 

Across the sample of 300 teachers, the mean score for Teacher Morale was 3.78 (SD = 0.64) on a 5-

point scale, indicating moderate to high morale levels overall. 

 The mean score for Physical Infrastructure Quality was 3.56 (SD = 0.71), and for Institutional 

Infrastructure 3.48 (SD = 0.68). 

Interestingly, private institutions reported higher satisfaction with physical infrastructure, while 

government institutions reported relatively higher satisfaction with collegial support and community ethos 

— suggesting divergent infrastructural strengths. 

 5.2.2 Correlation Analysis 

Pearson’s correlation coefficients indicated strong positive relationships: 

Variable Pair Correlation (r) Significance (p) 

Physical Infrastructure – Teacher Morale 0.68 p < 0.01 

Institutional Infrastructure – Teacher Morale 0.72 p < 0.01 

Teacher Morale – Pedagogical Performance 0.74 p < 0.01 

Physical Infrastructure – Pedagogical Performance 0.65 p < 0.01 

These results confirm that both physical and institutional infrastructures are strongly predictive of teacher 

morale and performance. 
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 5.2.3 Structural Equation Modeling (SEM) 

The hypothesized Infrastructure–Morale–Performance Model (IMPM) demonstrated a strong model 

fit:      

 χ²/df = 1.89, CFI = 0.957, TLI = 0.942, RMSEA = 0.047. 

Key structural pathways: 

● Physical Infrastructure → Teacher Morale (β = 0.47, p < 0.001) 

● Institutional Infrastructure → Teacher Morale (β = 0.56, p < 0.001) 

● Teacher Morale → Pedagogical Performance (β = 0.61, p < 0.001) 

● Indirect Effect: Infrastructure → Performance via Morale (β = 0.34, p < 0.01) 

This suggests morale acts as a full mediator between infrastructure quality and pedagogical performance. 

 In simple terms: infrastructure influences teaching effectiveness primarily by shaping how teachers feel 

about their work. 

5.3 Qualitative Results 

5.3.1 The Emotional Architecture of Space 

Teachers consistently described their physical environments as emotionally charged. Classrooms with 

natural light, adequate storage, and comfortable seating were associated with energy, calmness, and 

creativity. In contrast, overcrowded and poorly ventilated spaces evoked fatigue, frustration, and 

disengagement. 

“When I enter my classroom, I feel the space either supports me or fights me,” shared a government school 

teacher from Haryana.   

 “A well-designed space almost teaches with me; a chaotic one drains me before the class even begins.” 

This sentiment captures the essence of affective infrastructure: the idea that design shapes emotion, which 

in turn shapes pedagogy. 

5.3.2 The Hidden Curriculum of Bureaucracy 

Teachers spoke repeatedly about institutional systems as “silent teachers.” Administrative responsiveness, 

feedback loops, and clarity of policy communication shaped how they interpreted their worth. 

“When every decision takes months and nobody explains why, you learn that your time doesn’t matter,” 

remarked a private college lecturer from Maharashtra. 

 “That lesson stays with you — it affects how you treat your students.” 

Conversely, institutions where administrators maintained transparent dialogue cultivated morale and 

professional dignity. These findings confirm that institutional infrastructure—rules, culture, leadership—

functions pedagogically, teaching teachers either agency or apathy. 
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5.3.3 Digital Infrastructure and Professional Identity 

In the post-COVID digital landscape, access to ICT infrastructure became a proxy for pedagogical 

confidence. Teachers who received digital training and reliable tools reported higher morale and classroom 

innovation. 

“Technology isn’t just a tool now — it’s how we express our professionalism,” noted a respondent from 

Gujarat.     

 “When the system gives us the right digital support, we feel seen as capable educators, not replaceable 

labor.” 

This underscores how infrastructure interacts with professional identity — turning technology into a moral 

statement about trust and capacity. 

5.3.4 Collegial Ecology and Spatial Collaboration 

Spaces designed for teacher collaboration — staff lounges, shared planning rooms, open communication 

channels — were described as psychologically restorative. Teachers linked these spaces to a sense of 

community, reflection, and collective growth. 

“We don’t need just smart boards; we need smart spaces — where teachers can breathe, talk, and create 

together.” This theme aligns with the organizational climate theory strand of the framework: morale 

thrives in environments that signal openness and relational trust. 

5.4 Integration of Quantitative and Qualitative Findings 

Both data strands converge on a single insight: infrastructure functions as a pedagogical agent that 

instructs teachers in subtle but profound ways. 

● Physical infrastructure teaches through space and sensory experience — influencing energy, 

creativity, and attention. 

● Institutional infrastructure teaches through rules, relationships, and recognition — influencing 

agency, dignity, and belonging. 

● Teacher morale acts as the interpretive bridge between these two domains — transforming 

environmental signals into emotional and professional responses. 

Thus, infrastructure is both the stage and the script of pedagogy. 

5.5 Emergent Model: Infrastructure–Morale–Performance Loop 

The final integrated model depicts a cyclical relationship: 

1. Physical & Institutional Infrastructure create environmental affordances. 

2. These affordances shape Teacher Morale (emotional energy, trust, self-efficacy). 

3. Enhanced morale improves Pedagogical Performance (innovation, empathy, engagement). 

4. Effective teaching reinforces positive environmental interaction, sustaining the loop. 
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This loop represents infrastructure as pedagogy in its purest form: a dynamic ecosystem where the 

environment continuously teaches, and teachers, in turn, teach back to the environment through adaptive 

practice. 

 5.6 Summary of Findings 

Theme Core Finding Pedagogical Implication 

Physical 

Infrastructure 

Strongly correlates with 

morale (r = .68) 

Design environments that energize 

rather than exhaust teachers 

Institutional 

Infrastructure 

Strongest predictor of morale 

(β = .56) 

Governance systems must 

communicate trust and transparency 

Teacher Morale Mediator between 

environment and 

performance 

Emotional well-being is the 

foundation of effective pedagogy 

Digital 

Infrastructure 

Symbolic of institutional 

support 

Equipping teachers is also 

empowering them 

Affective Ecology Spaces carry emotional 

charge 

Architecture and policy are forms of 

silent pedagogy 

  

6. Discussion 

6.1 Reframing Infrastructure as a Pedagogical Actor 

The findings validate the central proposition of this study: infrastructure teaches. It communicates norms, 

values, and expectations that shape how teachers think, feel, and perform. 

 Both physical and institutional infrastructures function as pedagogical actors—they instruct teachers 

about what their labor means and what the institution stands for. 

This redefinition challenges the long-standing dichotomy between pedagogy and management. The 

study’s evidence suggests that morale and performance are not just products of teacher psychology, but 

of infrastructural consciousness—a sense of being seen, supported, and respected within one’s working 

environment. 
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In essence, the quality of teaching is not merely determined by professional training, but by the hidden 

curriculum of space and system. 

6.2 The Sociomaterial Dialogue Between Teachers and Infrastructure 

Sociomaterial theory (Fenwick & Edwards, 2011) argues that learning and practice emerge through 

entanglements between people and things. This study confirms that teachers do not merely inhabit 

classrooms—they negotiate with them. 

The data show that spatial configurations, lighting, and digital resources directly influence emotional 

energy and attentional focus. A teacher’s morale, therefore, is not an internal variable but an environmental 

state co-created through material affordances. 

Teachers repeatedly described classrooms as “alive” or “hostile,” illustrating that spaces carry affective 

charge. This aligns with Barrett et al. (2019), who found that classroom design has measurable cognitive 

and motivational impacts. 

Your findings extend this argument: the affective life of teachers is infrastructurally scripted. The 

materials of teaching — walls, timetables, networks — co-write the emotional narrative of pedagogy. 

 6.3 The Emotional Semiotics of Institutional Infrastructure 

Institutional infrastructure—administrative processes, communication flows, and governance design—

emerged as the strongest predictor of morale. 

 This supports the Organizational Climate Theory (Schein, 2010; Hoy & Miskel, 2013), which views 

institutions as meaning systems that transmit values through routine interactions.  

Teachers in this study interpreted delayed decisions, lack of feedback, or opaque communication not 

simply as inefficiency, but as moral messages. These bureaucratic signals conveyed how much (or little) 

the system trusted them.     

 Conversely, institutions characterized by participatory leadership, transparent evaluation, and emotional 

availability created climates of trust, which in turn nurtured creative risk-taking in classrooms. 

Thus, infrastructure is moral communication.    

 It tells teachers whether their voice matters.  It teaches them, daily, whether education is a shared mission 

or a managed compliance.        

 6.4 Affective Infrastructure and the Ecology of Morale 

The qualitative evidence underscores that morale is ecological, not individual. It arises from continuous 

feedback between teachers and their environments.        

 When classrooms are clean, well-lit, and flexible, they project care, which teachers internalize as self-

worth. When institutions are humane and dialogic, teachers mirror that affect in their pedagogy. 
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This supports the idea of affective infrastructure—the emotional architecture of workspaces (Mulcahy, 

2020). Teachers’ affective states are shaped by sensory and symbolic cues that either affirm or erode their 

dignity. 

This explains why morale mediates the link between infrastructure and performance: environments first 

move teachers emotionally, and emotion then moves pedagogy. 

 6.5 Integrating Quantitative and Qualitative Insights 

The SEM results empirically validated what teachers’ narratives described experientially: morale is the 

active bridge between environment and pedagogy.   

 The significant indirect effects found (β = 0.34, p < .01) indicate that infrastructure impacts teaching 

primarily through the morale pathway. 

In other words, infrastructure’s power is affective before it is cognitive.    

 Teachers do not simply respond to infrastructure—they interpret it, assign meaning to it, and perform that 

meaning in their classrooms. This interpretation process transforms infrastructure into pedagogy. 

 6.6 Comparison with Existing Research 

The study’s conclusions resonate with international findings (OECD, 2018; Woolner, 2010) but go further 

in conceptual depth.    

 Where previous research measured infrastructure as a physical determinant of learning outcomes, this 

study conceptualizes it as a pedagogical determinant of teacher consciousness. 

It also extends the Indian discourse, complementing your earlier works (Sheokand, 2017; 2023; 2024), 

which highlighted administrative culture and teacher satisfaction. 

 Where those studies focused on institutional efficacy, this paper situates efficacy within environmental 

semiotics—how systems and spaces “speak” to teachers about value and belonging. 

This move from policy-to-practice to infrastructure-as-pedagogy represents a paradigmatic evolution in 

your research trajectory. 

 6.7 Theoretical Synthesis 

Drawing across frameworks, the study demonstrates that: 

1. From Sociomateriality: Infrastructure is a co-teacher that mediates human intention and 

institutional design. 

2. From Organizational Climate Theory: Institutions teach through their structures — they model 

authority, empathy, and fairness. 

3. From Affective Infrastructure Theory: Emotional well-being is infrastructurally cultivated; 

morale is environmental literacy. 

Together, these insights support a new theoretical formulation: Pedagogical Infrastructure Ecology 

(PIE) — a framework proposing that effective education requires harmony among material, institutional, 
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and affective infrastructures. When misaligned, teachers experience pedagogical dissonance; when 

integrated, they experience purpose and flow. 

 6.8 Interpretive Reflection 

One of the more profound implications of this study is moral rather than managerial: the environments we 

build reflect the values we hold about teaching        . 

 If infrastructure embodies rigidity, surveillance, or neglect, it transmits those values pedagogically, 

shaping teachers who comply rather than create.    

 But when environments embody trust, flexibility, and care, they cultivate teachers who teach with those 

same qualities. 

In short, every wall, policy, and system teaches something — about what education truly means. 

 6.9 Summary of Discussion 

Dimension Interpretation Pedagogical Meaning 

Physical 

Infrastructure 

Space carries affective messages Architecture communicates care 

or neglect 

Institutional 

Infrastructure 

Systems transmit moral cues Bureaucracy teaches values 

Teacher Morale Mediator between environment 

and pedagogy 

Emotional energy transforms 

policy into practice 

Sociomaterial 

Dynamics 

Teachers and environments co-

produce learning 

Infrastructure is a co-teacher 

Affective 

Infrastructure 

Emotional climate is spatially 

produced 

Morale is ecological, not 

individual 

  

 

 

 

http://www.aijfr.com/


 

Advanced International Journal for Research (AIJFR) 

E-ISSN: 3048-7641   ●   Website: www.aijfr.com   ●   Email: editor@aijfr.com 

 

AIJFR25062304 Volume 6, Issue 6 (November-December 2025) 20 

 

7. Implications and Recommendations 

7.1 Reimagining Infrastructure as Pedagogical Capital 

The findings compel a fundamental rethinking of how educational systems conceptualize infrastructure. 

It is not merely an economic asset or administrative requirement; it is pedagogical capital—a living 

ecosystem that shapes teaching consciousness, morale, and professional dignity. 

 This reframing calls for policymakers to treat infrastructural investment not as an expense in brick and 

bandwidth, but as an investment in human flourishing. 

When schools and universities design spaces, workflows, and digital systems, they are designing the 

conditions of thinking itself. Infrastructure is pedagogy in concrete form. 

 7.2 Implications for Educational Policy 

1. Integrate Emotional and Pedagogical Criteria into Infrastructure Policy:          

 National and state education policies (such as NEP 2020, RTE amendments, and state-level digital 

initiatives) must redefine infrastructure benchmarks to include affective indicators—light, 

acoustics, teacher space usability, and emotional ergonomics. 

2. Institutional Climate Audits:        

 Introduce annual Institutional Climate Audits that assess the affective and ethical quality of 

governance structures—how transparent, responsive, and trust-based they are. These audits should 

hold equal weight to financial audits in educational quality assessment. 

3. Participatory Infrastructure Planning:    

 Include teachers as co-designers in infrastructural development. Teachers are not end-users but 

co-authors of educational space. Their participation ensures environments are pedagogically 

functional, emotionally supportive, and contextually grounded. 

4. Link Funding to Pedagogical Impact:      

 Institutional grants and capital allocations should evaluate not only infrastructural adequacy but 

also its demonstrated impact on morale, innovation, and community well-being. 

 7.3 Implications for Institutional Governance 

1. Humanize Bureaucratic Design:   

 Administrative systems must communicate empathy, trust, and clarity. Decision-making delays 

and opaque evaluation systems corrode morale. Transparent and dialogic governance acts as 

invisible infrastructure that sustains teacher vitality. 

2. Redefine Leadership Pedagogy:    

 Institutional heads and department chairs must recognize that leadership itself is a form of 

pedagogy. The way leaders communicate, listen, and allocate resources teaches teachers how to 

lead in their classrooms. 

3. Cultivate Reflective Infrastructure Use:  

 Encourage staff meetings, workshops, and reflective dialogues around how infrastructure affects 

teaching. Teachers should become aware of their environmental entanglements—how space, 

policy, and technology shape their daily moral and pedagogical choices. 
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4. Design for Collegial Ecology:        

 Allocate physical and digital spaces for teacher collaboration and informal exchange. Morale 

thrives where conversation is possible, not only instruction. 

 7.4 Implications for Teacher Education 

1. Include Environmental Literacy in Pre-Service and In-Service Training:          

 Teacher education curricula should include modules on “environmental pedagogy” — 

understanding how physical and institutional infrastructures influence behavior and learning. 

2. Promote Spatial Awareness and Design Thinking:         

 Teachers should be trained to interpret and adapt their classrooms as pedagogical tools. Classroom 

arrangement, lighting, and digital integration should be viewed as acts of teaching design, not 

logistics. 

3. Foster Reflective Practice on Institutional Ethics:          

 Pre-service teachers should learn to navigate and ethically influence the institutional 

infrastructures they inhabit. This awareness transforms teachers into conscious architects of 

educational culture. 

 7.5 Implications for Future Research 

1. Cross-Cultural Comparative Studies:      

 Extend this model to other cultural and educational contexts to examine whether infrastructure 

functions similarly as pedagogy across global systems. 

2. Digital Infrastructure as Affective Space:  

 Future research must deepen exploration into virtual pedagogical environments — how online 

systems, LMS platforms, and algorithmic governance affect morale and identity.   

3. Longitudinal Studies on Morale Ecology:   

 Investigate how sustained infrastructural reform over years alters teacher motivation, retention, 

and pedagogical innovation. 

4. Interdisciplinary Integration:       

 Collaboration between educational researchers, architects, behavioral scientists, and data analysts 

can produce a pedagogical design science — one that studies how human and infrastructural 

systems learn together. 

 7.6 Philosophical Implications: From Control to Care 

At its core, this study exposes a moral choice in education: whether institutions are built to control or to 

care.    

 The material and institutional infrastructures of schools mirror the values they intend to teach. A rigid 

system produces obedience; an open one produces curiosity. 

 Therefore, infrastructural design is not only a question of policy but of ethics — of what kind of human 

being the system seeks to cultivate. 
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Reframing infrastructure as pedagogy means re-centering education around dignity, trust, and relational 

intelligence. It means understanding that the architecture of education is also the architecture of the 

human mind. 

 7.7 Synthesis of Recommendations 

Domain Key Action Expected Impact 

Policy Incorporate affective indicators in 

infrastructure policy 

Align capital investment with 

human outcomes 

Governance Institutional Climate Audits and 

participatory leadership 

Strengthen morale and 

transparency 

Teacher 

Education 

Introduce environmental pedagogy and 

reflective design training 

Foster infrastructural literacy 

Research Comparative, digital, and longitudinal 

inquiries 

Advance theory of pedagogical 

infrastructure 

Ethics Embed care, trust, and dignity into 

infrastructural design 

Humanize education from 

within 

  

8. Conclusion 

8.1 Infrastructure as a Living Pedagogy 

This study began with a deceptively simple question: What if infrastructure teaches? The findings, both 

empirical and philosophical, confirm that it does — powerfully, persistently, and often silently. 

 Every wall, workflow, and institutional policy conveys lessons about value, trust, and belonging. These 

lessons shape teachers’ morale, which in turn shapes how learning is experienced by students. 

By conceptualizing infrastructure as pedagogy, this study repositions the physical and institutional 

environment from a passive backdrop to an active participant in the educational process. Infrastructure 

does not merely support teaching; it performs it.          

 It tells teachers what their work means, how much they matter, and what kind of education the institution 

believes in. 
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 8.2 The Ecology of Morale 

The results revealed that teacher morale is not a personal disposition but an ecological condition. It is 

generated at the intersection of spatial design, institutional culture, and emotional climate. 

 When classrooms and systems are designed with care, teachers internalize that care and transmit it through 

pedagogy. When they are designed with neglect or rigidity, they reproduce those same affects in their 

classrooms. 

This relational pattern completes the Infrastructure–Morale–Performance loop: the environment teaches 

the teacher, and the teacher, through emotion and example, teaches the environment back. 

 8.3 The Moral Architecture of Schooling 

Education is never value-neutral, and neither is its architecture. Infrastructure reflects the moral 

architecture of the institution. A transparent system communicates trust; a flexible space communicates 

openness; a humane leadership style communicates care. 

Conversely, rigid bureaucracies and neglected spaces erode morale because they embody dissonant moral 

messages — they teach teachers that efficiency outweighs empathy, and compliance outweighs creativity. 

Thus, the challenge for 21st-century education is not only to build better schools but to build better 

meanings within schools — to design infrastructures that embody the same values we expect teachers to 

transmit: respect, dignity, curiosity, and trust. 

 8.4 Scholarly Contribution 

This study offers four key contributions to educational theory and practice: 

1. Conceptual Innovation:     

 It introduces the construct of Infrastructure as Pedagogy—an integrative framework merging 

sociomaterial, affective, and organizational perspectives. 

2. Empirical Validation:        

 It demonstrates through mixed-method evidence that both physical and institutional 

infrastructures significantly predict teacher morale and performance. 

3. Theoretical Extension:       

 It proposes the Pedagogical Infrastructure Ecology (PIE) model, articulating how material, 

institutional, and emotional systems co-produce pedagogical vitality. 

4. Policy Relevance:    

 It reframes infrastructure investment as a pedagogical and moral decision, urging policymakers to 

align educational design with human well-being. 

 8.5 Toward a Philosophy of Educational Environments 

The deeper implication of this study lies beyond data: environments think with us. 

 The teacher who stands in front of a classroom does not work alone. The space around them — its light, 
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texture, silence, and system — participates in the act of teaching. Every infrastructural choice, from 

architecture to administration, writes a hidden curriculum into the collective psyche of the institution. 

To teach well, therefore, is also to build well.         

 To manage well is to design ethically.         

 And to reform education meaningfully, we must begin not with new policies but with new environments 

of meaning.         

 8.6 Conclusion 

If pedagogy is the art of shaping consciousness, then infrastructure is its architecture. 

 The future of education will depend not only on what we teach, but on what our environments teach about 

teaching itself. 

A classroom that honors light, space, and voice produces teachers who honor the same.          

 An institution that governs with empathy produces citizens who govern with conscience. 

The message is clear: infrastructure is the first teacher.    

 When we design spaces that respect life, learning becomes an act of collective grace.           
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