
2 : ORGANISATION OF DISTANCE EDUCATION 

Distance education makes heavy administrative demands: 
the organisation of i t is a different kind of act ivi ty 
from the running of a school . Any inst i tut ion involved 
in distance education needs to work out how to provide 
the services which i t s s tudents need and these , in 
turn, are different in kind from the services which a 
school or col lege provides to i t s s tudents . As we saw, 
some distance teaching programmes are organised by 
specia l i s t d is tance- teaching co l leges , while some are 
organised as an extra act iv i ty by col leges of education 
or university depar tments . If you are considering the 
use of distance teaching, you may be thinking about 
set t ing up your own ins t i tu t ion , or of working with one 
which al ready exis ts . But, in e i the r case, you wil l 
need to consider the functions which a d i s tance-
teaching inst i tut ion undertakes. We can identify eight 
of them. The way they are organised wil l , of course, 
vary from place to p lace ; one or more functions may be 
undertaken outside the ins t i tu t ion i t se l f . And in few 
cases will each function be organised by a separate 
department . But i t remains useful to s t a r t by 
distinguishing them. 

They a re : 

1. Policy-making and control I t is always necessary 
to have some s t ruc ture through which policy is 
determined and a person or group of people to 
control the working of an inst i tut ion and i t s 
in te rna l and ex te rna l re la t ionships . 

2. Materials development Distance teaching depends 
on mater ials developed cen t r a l ly , whether these 
are printed or broadcast . We look in de ta i l a t 
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the development of materials in chapter 3. 

Materials production By 'production' we mean the 
technica l or physical , as opposed to the 
educat ional , making of mater ia ls . Even if a 
col lege uses outside pr in ters , or an outside 
broadcast agency, i t will be concerned to ensure 
tha t i t s materials are produced eff iciently and 
effect ively and on t ime. We look a t this in 
chapter 4. 

Materials distribution Inst i tut ions will vary in 
the way they distr ibute materials , but will re ta in 
a responsibil i ty for seeing t h a t materials reach 
each s tudent when he needs them. Chapter 5 
discusses th is . 

Tutoring and counselling The same organisation 
may be responsible both for developing materials 
and for tutoring and counsell ing, or where two 
bodies are co-operat ing, these ac t iv i t ies may be 
divided between them. In e i ther case, tutoring 
and counselling s tudents a t a dis tance, or 
tutoring the same students in one of the i r f ace -
to- face sessions is a specia l i s t job, which we 
discuss in Chapter 6. 

Record systems Information is the key to 
successful distance education. We need to know 
about our s tudents , . about our materials , about our 
finances. As the flow of information through the 
system is cen t r a l to a l l i t s work we consider 
record systems in this chapter . 

Evaluation The word is used in more than one 
sense in education: we may ta lk about evaluation 
of the work of individual s tudents or about the 
evaluation of an inst i tut ion and i t s work as a 
whole, or of pa r t i cu la r courses which i t offers. 
Although there are problems in assessing the work 
of individual d is tant s tudents , which we touch 
upon, the main theme of chapter 7 is on the 
evaluation of distance education programmes. 

Finance Any organisation needs to keep control of 
i t s finances? the finance and costing of distance 
education is different from tha t of ordinary 
education and we look at the implications of this 
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in chapter 8. 

Clear ly, the eight functions are not of equal 
importance, and the amount of time devoted to each 
varies according to the s t ruc ture of the d i s t ance -
teaching ins t i tu t ion . If you have a fully re l i ab le 
university printing section a t your command, then the 
production of mater ia ls will play a smal ler ro le in 
your own ac t iv i t ies than i t will if you have to se t up 
a printing department and print your own materials . 
Similarly, the r ight organisat ional s t ruc ture wil l 
depend upon your cons t i tu t ional s t a tu s . If you are 
semi-autonomous then policy making is a more important 
job than i t is if you are a service unit within a 
col lege of educat ion. But, one way or another, we need 
to provide for a l l e ight functions. In this 
discussion, we look a t the functions from the 
standpoint of a d is tance- teaching ins t i tu t ion . The 
discussion is , however, intended to be useful for 
people in other kinds of ins t i tu t ion , such as those in 
a col lege of education which proposes to work with a 
d is tance- teaching co l l ege . We s t a r t with policy 
making, control and re la t ionships . 

Policy-making, con t ro l , re la t ionships 

The organisation of a d is tance- teaching inst i tut ion 
differs from tha t of an ordinary co l lege . I t has 
d i f f e r e n t f u n c t i o n s , with t h e p roduc t ion and 
distr ibution of materials often playing a large par t in 
i t s work. This in turn means t h a t i t needs a bigger 
administrative sect ion than an ordinary co l lege . Even 
where i t employs academic staff, whose t i t l e s may be 
similar to those in a col lege of education, the i r jobs 
are different . And, in many cases , i t has to organise 
some kind of field support for i t s s tudents 
organising study cen t res , or occasional res ident ia l 
sessions, or field supervision of thei r work. 

As a r e su l t , both the in t e rna l and ex te rna l s t ruc ture 
of a distance teaching ins t i tu t ion will look different 
from tha t of a t eachers ' co l lege or university 
department . Figures 1, 2 and 3 se t out the organisation 
of the University of Lagos Correspondence and Open 
Studies Unit (COSU), the National Teachers ' Ins t i tu te 
of Nigeria (NTI) and the Lesotho Distance Teaching 
Centre (LDTC). 
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COSU was se t up to provide degree leve l courses for 
teachers in Nigeria. I t was established a s . par t of the 
Centre for Continuing Education of the University of 
Lagos. As Figure 1 shows the Unit had three sect ions: 
one concerned with administration, one with the 
production of print and broadcast media, and one 
concerned with academic planning and the development of 
teaching mater ia ls . As i t was par t of the University, 
arrangements for control l ing i t s finances and for 
evaluation and the examination of s tudents rested with 
the University genera l ly . COSU did not have i t s own 
academic staff. Instead University staff could be 
seconded to i t for limited periods of time to write 
courses while i t could also c a l l upon University staff 
members to write courses while s t i l l based within the i r 
own departments . To help co-operat ion between COSU and 
academic departments i t was represented on each facul ty 
board. 

In contras t , the National Teachers' Ins t i tu te was se t 
up as an autonomous ins t i tu t ion . As i t was not under 
the control of a university i t was appropriate to se t 
up a council to supervise i t s ac t iv i t i es and, as Figure 
2 shows, i t was organised in te rna l ly into five 
departments . NTI employed i t s own academic staff whose 
main work was in the writing of courses and who a l l 
worked within one department . As NTI's materials were 
to be used throughout Nigeria the development and 
supervision of field services were also a key act iv i ty 
for i t and this formed the work of a separa te 
department. 

Lesotho Distance Teaching Centre was different from 
ei ther of the Nigerian examples because i t s concern was 
not primarily with teacher training but with distance 
teaching genera l ly . While the Centre was under the 
control of the Ministry of Education (see Figure 3) i t s 
work was guided by an in te r -min is te r ia l management 
committee. Within the organisation, i t had a service 
agency section whose major task was to co-opera te with 
other inst i tut ions with which LDTC was working. I t was 
therefore through the service agency tha t the Centre 
worked with the National Teacher Training College on 
the development of materials for t eacher education. 

There are , of course, other organisat ional models and 
variations on these th ree . We can conclude t ha t there 
are four issues which should determine the s t ructure 
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for a distance teaching organisat ion. 

First , i t needs some machinery for reaching decisions 
on policy which r e f l e c t s both ex te rna l and in te rna l 
in te res t s . A dis tance- teaching organisation, even if 
i t is only a smal l department of a col lege or 
university, is l ikely to have many working links with 
agencies outside i t se l f . I t will often therefore need 
to have a policy-making body which r e f l ec t s the 
importance of those l inks. At the same time, i t s own 
staff will be spec ia l i s t s in an unusual area and thei r 
views need to be taken into account on policy issues: 
the in te rna l s t ruc ture should r e f l e c t this as wel l . 
Next, the ex te rna l re la t ionships needed by a d i s tance-
teaching unit will affect i t s organisation. At NTI the 
arrangements to ensure t h a t materials were used 
throughout Nigeria were so important to i t t h a t a 
single department was created with just t ha t function. 
One of the diff icul t ies with the COSU model was tha t 
the Unit f e l l under the control of a single university 
but, for i ts field work, needed to operate with a large 
number of other ins t i tu t ions . 

Third, the external re la t ionships of a d i s t ance -
teaching unit are also affected by decisions about 
which ac t iv i t ies should be done in terna l ly and which 
ex te rna l ly . At LDTC, for example, i t was decided to 
produce radio programmes within the organisation; this 
made i t appropriate to have an educat ional radio 
sect ion. Where an organisation re l i es ent i re ly on a 
broadcasting s ta t ion for i t s radio work, i t will not 
need a radio sect ion, although i t will have to decide 
where responsibil i ty for co-operat ing with t ha t radio 
s tat ion should res t . General ly, the more autonomous an 
ins t i tu t ion, and the more i t controls i t s own 
production, distribution and teaching systems, the less 
important will be i t s l inks with other agencies, but 
the more complicated will be i t s own in te rna l 
s t ruc tu re . On the o ther hand, the more i t depends on 
outside agencies, the more will the relat ionships with 
those agencies determine i t s in te rna l s t ruc tu re . 

The fourth in te rna l issue concerns the role of academic 
and administrative staff. While, in a t radi t ional 
co l lege , these functions are quite dis t inct , in a 
dis tance- teaching inst i tut ion they are l ikely to 
over lap. An academic staff member may necessarily be 
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Figure 1 : Former organisation of Correspondence 
and Open Studies Unit, University of Lagos 
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Figure 2: Organisation of National Teachers' 
Institute/ Nigeria 
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Figure 3: Organisation of Lesotho Distance Teaching 
Centre 
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involved in the printing and production of his course. 
A student advisor will be concerned with both 
administrative and educat ional questions. And, as we 
will see in Chapter 3, an editor in a dis tance- teaching 
col lege has a ro le which is both administrative and 
academic. 

Despi te t h a t o v e r l a p , many d i s t a n c e - t e a c h i n g 
i n s t i t u t i o n s a re d ivided b r o a d l y i n t o s e p a r a t e 
sect ions, one academic and one or more administrat ive. 
At NTI, for example, the academic staff were mainly in 
the professional operat ions sect ion. At COSU the 
problem did not, in a sense, arise as the academics 
were based within the i r own subject departments. 
Similarly, LDTC depended to a considerable ex tent on 
outside writers so t ha t there was not a separate 
academic section in which they were based. 

Information and record systems 

No matter how they are organised, the staff of a 
dis tance- teaching organisation cannot do the i r work 
unless they have adequate information. The record 
system is the nerve centre of any dis tance-teaching 
inst i tut ion and the records needed are different from 
those required for f ace - to - f ace education. We need 
three se t s of records : about s tudents , about tu to r s , 
and about course mater ia ls . 

1. Student records 

A tu tor in an ordinary col lege may remember a l l about 
his s tudents and need to keep few records about them, 
although his bursar will want to keep some financial 
records as a minimum and examination organisers will 
also need some. But in distance teaching, we may be 
dealing with hundreds or thousands of s tudents and 
adequate records of the following kinds are crucia l . 

1.1 Background and enrolment : when did the 
s tudent enrol and for what courses; basic 
information about his age, sex, occupation, 
address and educat ional background. I t may be 
possible to get the s tudent to complete an 
e n r o l m e n t form which then becomes the 
organisat ion 's basic record . Figure 4 shows a 
card designed in this way. The front of the card 
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Figure 4: Na t iona l Extension Col lege enrolment card 
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forms a permanent record. On the back, the 
College can record the mark given for a 
diagnostic t e s t (DT) and for each of 20 
assignments, in four different courses. 

1.2 Student progress: when was course material 
sent to him, when did he send work for marking, 
what marks did he ge t . I t may be possible to 
combine the record of a s tudent ' s progress 
through severa l separa te courses on a single 
card. Often, however, we need also to keep 
information about a t tendance a t res ident ia l 
courses so tha t we need a separate card for each 
correspondence course. 

1.3 Student payments; where s tudents pay fees, 
we need to keep t rack of the i r payments, and when 
any further ins ta lments are due. 

1.4 Student problems: beyond the raw s t a t i s t i c a l 
da ta , tu tors need to know what problems students 

encounter in the i r work. While information in 
the previous categor ies can often be kept on 
cards, i t may be necessary to have individual 
f i les for correspondence with each s tudent . 

1.5 S tuden t a t t e n d a n c e : where f a c e - t o - f a c e 
sessions are provided i t is necessary to know 
which s tudents a t tended them, or need to 
at tend them. 

1.6 Student r e su l t s : for the sake of the 
individual s tudent , and for monitoring our 
own work, we need to know how far s tudents 
succeed or fai l in the i r courses or 
examinations, and about drop-out r a t e s . 

There are two major diff icul t ies in developing a system 
of records for these purposes. First , the basic 
information about a s tudent ' s enrolment and progress is 
needed by a number of different people for different 
purposes. A record showing this may be needed by 
tu to rs to check on the progress of an individual 
s tudent , by despatch c lerks to send lesson instalments , 
and by finance c le rks . The records of a l l s tudents on 
a pa r t i cu la r course may be needed to deal with 
information about a res ident ia l course, or to check how 
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students have worked general ly on a par t icu la r 
correspondence course. Second, where same ac t iv i t ies 
are decentra l ised, as when res ident ia l courses or the 
supervision of t ra inees in the classroom is done 
loca l ly but correspondence administered cen t ra l ly , i t 
is diff icult to determine which records should be kept 
loca l ly and which cen t ra l ly . Where a l l records are on 
a computer, these problems can be solved without too 
much diff icul ty. Where they are not, i t may be helpful 
to establish a routine so tha t different sections deal 
with records at different times of the day or week. 
For example, the accounts department might deal with 
new enrolments only in the morning and tu tors and 
despatch department in the afternoon. Where some 
records are decentra l i sed , i t will usually be necessary 
to maintain a master se t which contains a t l ea s t the 
basic s t a t i s t i c a l da ta . If, for example, loca l tu tors 
keep detai led records about each s tudent ' s work, they 
should s t i l l pass on to the centre pre-determined data 
about s tudent marks and at tendance which are needed to 
monitor s tudent progress and ensure tha t the r ight 
materials are sent to him a t the r ight t ime. 

2. Tutor needs 

The next se t of records concern tu tors . As there are 
fewer tu tors than s tudents , this is a smaller set but 
we need information on the following: 

2.1 Recruitment, background, address : who the 
tu tors a re , what the i r specialisms are and 
how they were recru i ted . From this 
information, too, we can t e l l the s tudents 
something about the i r individual tu tor -
something which can make studying a t a 
distance a less impersonal ac t iv i ty . 

2.2 Activity as a tu tor : we need to know how 
many students a tu tor can look af ter and 
which are a l loca ted to him. We also need to 
monitor the work of a tu tor so as to ensure 
tha t his marking is done on time and tha t i t 
is of the r ight qual i ty . 

2.3 Pay : if tu tors are paid for each script , we 
need to keep records to show how much they 
have earned and how and when they are paid. 
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2.4 Absence : if a tu tor is going to be away from 
his normal address for any unusual length of 
t ime, we need to use t ha t information to 
ensure t ha t someone e lse looks af ter his 
s tudents in his absence. 

2.5 Tutors' problems : as with s tudents , tu tors 
will have various individual diff icult ies and 
i t is necessary to keep toge ther the 
information on these and on the ways they 
have been solved. 

3. Records of teaching materials 

Both these se ts of records are about people: the third 
se t is about mater ia ls . In i t s production of 
mater ia ls , a d is tance- teaching organisation is more 
like a factory than a school and needs records to 
control the production and use of i t s mater ials . 

3.1 Planning, writing and production : as each 
course is wri t ten, i t is necessary to know 
the stage i t has reached, from firs t 
thoughts to the printing of the l a s t 
volume, and when i t ought to reach each 
s tage . Without this information, we 
cannot be sure t h a t i t will be avai lable 
to students at the right t ime. Figure 5 
shows a progress char t designed to control 
the development of a course. While this 
refers to a printed course, a p a r a l l e l 
system of records , although often a 
simpler one, is needed for the production 
of broadcasts . 

3.2 Storage and stock control : once the 
course is printed, i t is necessary to keep 
t rack of the numbers of copies used, and 
the numbers s t i l l ava i lab le , so t h a t 
repr in ts or revisions can be arranged in 
good t ime. 

3.3 Despatch : we need to know when materials 
are sent to s tudents ; the record here may 
be kept with the genera l s tudent records. 

3.4 Student learning and evaluation : no 
course is perfect , but if records about 
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Figure 5: Course production progress chart 
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each course are kept from the time i t is 
f i rs t launched, any new edition can 
incorporate improvements based on the 
f irs t s tuden ts ' react ion to i t . 

Although we have ta lked about three se t s of 
information, the ac tua l records kept need to r e l a t e to 
each o ther . While information about an individual 
s tudent ' s work on his course belongs, for example, on 
his record, s tudent opinions on t h a t course genera l ly 
are needed on the records for the course. Similarly, 
while i t may be convenient to keep records of s tudents ' 
fees separa te from those on the i r academic progress, 
you may want to ensure by linking the two record 
systems t ha t s tudents have paid the r ight instalment of 
fees before they are sent the next par t of the course. 

The exact system of records for any inst i tut ion will 
depend on i t s teaching programme and on i t s 
cons t i tu t ional s t a tu s . If, for example, you are 
working in a correspondence department of a university, 
then you will need to consider which records you need 
to keep for yourself, and which can be kept with those 
regu la r university records which are common to a l l 
departments . 

Staffing 

We saw tha t some staff in a distance teaching 
organisation have no exac t p a r a l l e l s with the i r 
counterpar ts in an ordinary co l l ege . On the other 
hand, some are doing jobs which are very similar . We 
can distinguish between six groups of staff. 
First , administrative and supervisory staff combine 
educat ional and administrative functions. Even if your 
d is tance- teaching unit is a very small one, with a 
staff of perhaps only half a dozen, the head of the 
unit has in t e res t s which s t raddle education and 
administrat ion. He needs to bring an educat ional 
opinion into decisions about the work of the unit, 
while being enough of an administrator to guide i t s 
administrative work as wel l . 

Then, second, the unit will have some staff who are 
more c lea r ly educat ional . If i t has i t s own ful l - t ime 
course w r i t e r s and s u b j e c t s p e c i a l i s t s , t h e i r 
background will be similar to t h a t of t eacher -educa to rs 
genera l ly . They wil l , however, need to acquire ski l l s 
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in course development which are ra ther different from 
those tha t they bring to the job on appointment. 

Next, the office staff will be doing jobs which a re , to 
some extent , pecul iar to distance teaching, but are 
very close to those of any other comparable enterpr ise . 
There are few unusual ski l l s required from our 
c l e r i ca l , s ec r e t a r i a l , f inancial or t ranspor t staff. 

Some inst i tut ions have a fourth category of staff: 
those working on research and evaluat ion. In the 
organisation char t for LDTC in Figure 3, you will see 
tha t there is a separate research sect ion. A section 
of this kind will need close links with the educat ional 
staff, as i t s findings will need to feed into the 
process of course development, but i t may also make 
regular demands on the administrative sections of the 
co l lege . 

Fifth, if print and radio are to be supported by f ace -
to- face study, or distance teaching for t ra inee 
teachers is to be linked with supervision of their work 
in the classroom, some kind of field organisation is 
necessary. In some cases field support will Bê provided 
by other agencies. But, in others , i t will be 
necessary for the dis tance- teaching unit to have i t s 
own field staff and people in the office to supervise 
them. 

Finally, some technical production staff may be needed. 
For printed materials , these may include printers and 
graphic a r t i s t s . If radio programmes are to be made, 
they may include studio recordists or producers. 
How are the specia l i s t staff to be trained in ski l ls 
which are new to them? 

In prac t ice , much training in dis tance-teaching 
inst i tut ions has been done on the job. As multi-media 
distance teaching is a r e l a t ive ly new educational 
technique, most of those professionally engaged in i t 
have learned how to do i t as they go along. In drawing 
up a plan for staff development and training, 
therefore , we can begin by seeing what can be done on 
the spot through in-service t ra ining. 

In order to help with this process we can also use a 
number of materials which have been developed for the 
training of dis tance- teaching staff. These include 
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manuals and correspondence courses on course-wri t ing, 
on administration and on research . They are l is ted in 
Appendix 1. 

Next, occasional formal workshops can be used to train 
staff. Many ins t i tu t ions have run course writing 
workshops in order to t rain new writers, and sometimes 
edi tors , in the i r work. This is diff icult for small 
organisations which have only one or two people a t a 
time to be trained in a pa r t i cu la r job. The d is tance-
teaching inst i tut ions in Botswana, Lesotho and 
Swaziland overcame this problem by organising joint 
workshops for the three countries a t which staff 
members could be trained toge ther . 

Those workshops normally las ted for only two or three 
days but o ther training sessions, usually organised on 
a regional or in ternat ional basis, have been organised 
for longer periods. In Africa, the inaugural meeting 
of the African Association for Correspondence Education 
took the form of a two-week seminar-cum-workshop which 
provided some training for par t ic ipants . Longer 
courses on distance education and courses on media 
production have been organised in a number of 
countr ies . In Britain, the In terna t ional Extension 
College with the University of London Ins t i tu te of 
Education organises an annual short course of three to 
four months on distance educat ion. From time to time a 
similar course has been organised in Australia, cal l ing 
on the long experience of correspondence education 
the re . Courses on educat ional broadcasting have also 
been run in Australia and, by the British Council and 
the Open University, in Britain. 

There is a cer ta in irony about bringing people together 
in order to study the techniques of distance education. 
Those who want to learn more about i t by reading books 
are directed to Appendix 2. 
Summary 

We can summarise this chapter in the following 
guidel ines: 

1. A d i s t a n c e - t e a c h i n g i n s t i t u t i o n has e i g h t 
functions, although some of these may be carried 
out on i t s behalf by another body. They a r e : 
policy making and cont ro l , developing materials , 
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producing m a t e r i a l s , d i s t r i b u t i n g m a t e r i a l s , 
t u t o r i n g and c o u n s e l l i n g , keeping r e c o r d s , 
evaluation and finance. 

I t needs a bigger and more educat ional ly oriented 
administration than a f ace - to - face co l lege . 

While t h e r e a re va r ious models for i t s 
administration, the choice between them will 
depend on: 

3.1 in te rna l and ex terna l re la t ionships; 

3.2 decisions about ac t iv i t ies done within the 
col lege and outside; 

3.3 the overlapping ro les of educat ional and 
administrative staff. 

A dis tance- teaching inst i tut ion will need to keep 
records on i t s s tudents , i t s tu to r s and i t s 
courses. 

4.1 Records on s tudents will cover: background 
and enrolment; progress; payments (if fees 
a re c h a r g e d ) ; p rob l ems ; a t t e n d a n c e a t 
courses; examination r e su l t s . 

4.2 Records on tu tors will cover: recrui tment , 
background and address; quanti ty and qual i ty 
of work; pay; absence on leave; problems. 

4.3 Records on courses will cover: production 
s tages; stock control ; despatch to s tudents ; 
s tudent reac t ions . 

Five groups of s t a f f may be employed : 
a d m i n i s t r a t i v e and s u p e r v i s o r y ; e d u c a t i o n a l ; 
office and t ranspor t ; research; field workers. 

Training is possible on- the- job; through using 
training mater ials ; by at tendance a t short 
workshops; by a t tendance a t courses. 
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