LEADERSHIP IN THE TWENTY FIRST CENTURY
Motilal Sharma
“O learned leader, you are shower of happiness. Great are your deeds. You are the mighty one,
on account of your knowledge and power of actions. As soon as you manifest your glory, you become
the messenger and leader of people.”
(Rig Veda 3/6/5)
LEADERSHIP DEFINED
A leader does not perform the task himself. He gives direction and accepts the responsibility of
performing the task. Leadership is a process of developing and coordinating a group’s activities towards
certain goal accomplishment in a given situation. From this definition, it is clear that the leadership
process is dependent on the leader, the followers and the situation. A leader must consider the forces
within himself, his followers and in the situation, in order to be effective. Organizations today require
leaders whose personal experience is supplemented by an understanding of forces that affect him and the
situation in which he is operating.
The practice of leadership will cut across all kinds of organizations, whether formal or non formal,
government or non government and all kinds of concerns, be it economic, political, technological, sociocultural, environmental, and behavioral. The leader is a catalyst to inspire and motivate the rank and file
in the organization. He sets the tone and culture of the organization. The leadership process is universal.
What will vary are the environments in which such leadership will operate. Systems therefore will have to
be designed and developed appropriately to ensure compatibility with the environment, especially its
socio-cultural dimensions. Leadership can spring from anywhere; it is not a quality that comes with an
office or person. Rather, it derives from the context and ideas of individuals who influence each other.
Leadership is an act that enables others and allows them, in turn, to become enablers. The leader helps
others recognize the complexities of social organizations set in myriad contexts.
LEADERSHIP ROLE
What sets a leader apart from his team members is the all encompassing vision and his ability to
communicate the vision to all levels in the organization. Leader should be the person who culturally binds
the organization. He should bring about more elements and strengthen the culture to ensure that the team
members cohesively move in the desired direction for the realization of the organizational objectives. He
has a multiple role, and therefore, he is looked upon more as one who objectively looks at issues. He
cannot and should not lose temper. His armory should not be filled with weapons but with patience,
empathy and advice. The performance and behavior of any organization can be greatly affected by the
leader. His doors should be open for anyone coming to seek advice. He should know what attitudes,
behaviors and actions are necessary for effective leadership. The leader is judged not by his words alone,
but by his behavior and conduct. He drives the strength as a leader strictly by being independent and
preserving the right to disagree, if issues demand holding to his own opinion. The responsibilities of a
leader fall into three inter-related needs concerning task, team and individuals. The leader must aim to
satisfy the three areas of needs, of achieving the task, building the team, developing and motivating
individuals. A chain is only as strong as its weakest link. So too with organizational effectiveness. It is
only as strong as the participation of its lowest actor or member. The leader must consider the beneficiary
or the client as the real change agent and they themselves as facilitators. Resources must be optimally
used to generate desirable outputs in ways that are cost-effective, socially acceptable to the target
clientele, timely and technically viable. Even a dictator, Machiavelli argues in his ‘Prince’, must note the
scarcity of resources and seek to legitimatize his rule in order to release resources for other spheres and
not spend them merely on law and order.
LEADERSHIP AND COMMUNICATION

Ability to articulate is basically the communication factor. It includes all forms of communication –
whether they are verbal, visual, written or multi-media mode. A leader will need to communicate
regularly with those for whom he is responsible. The ability to articulate provides an excellent training
ground not only for structuring the thoughts and ideas of a person but also for him to learn several other
skills that involve organizing, analyzing, evaluating, judging, differentiating and prioritizing. Such skills
are needed to put across ideas clearly and convincingly to bosses, colleagues and followers. An effective
communicator is also an intense listener. He would listen carefully as he knows that listening is a way to
respecting others. Moreover, God gave us one mouth and two ears, implying that we should listen twice
as much as we talk. The problem is that many of us tend to provide an answer without even hearing the
views of others. A good leader should be sensitive to the feeling of team he is leading. The day your
followers stop bringing you their problems is the day you have stopped leading them.

LEADER AS A FOLLOWER
A good leader learns to follow as to lead. Leaders are perceived as consummate learners who attend to the
learning of both the team and the people they lead—including themselves, of course. No particular style
of leadership is effective in all situations and or with all followers. The approach to facilitativedemocratic leadership in any organization must be tailored to that particular organization. An effective
leader would use a style of leadership that is relevant to the situation as well as meets the needs of his
followers. To be effective in a given situation, the leader must be able to adapt his behavior to the
requirements of the situation and his followers. A good leader is also a good follower. An effective leader
should seek to reach out to his followers. He knows that there will always be people who are more
intelligent than him. He takes a macro and long-term perspective and is not afraid of criticism. There is a
saying about a true leader “when you are able to know other people, you are wise, when you are able to
know yourself, you are enlightened.” In addition, a successful leader keeps himself abreast with the latest
information in areas of his responsibility. Information is a tool of updating the knowledge. This results in
reinforcing his confidence and develops a comprehensive and deep understanding of the objectives.
HUMAN DEVELOPMENT
Leadership’s prime concern and responsibility should be the development of human resources. It is man
who imagines, designs, processes, markets and serves the needs of society. The “management of man”
therefore is leader’s most critical challenge. It will be appropriate that leadership should concern itself
with the organizational and participatory aspects of people-participation in problem-solving and decision
making. The need of the times is for leaders who can manage man! The “People First” and not the
“Things First” should be the right approach. Human rather than capital is the key to
development.Development is a human enterprise and its success will depend ultimately on the skill,
quality and motivation of the persons associated with it. If we intend making the organization a cohesive
unit, it is most advisable and prudent to look at its issues holistically. The central truth is that striking a
balance between both formal and non-formal grouping of an organization is one of the most difficult
challenges the leader has to face in the discharging of his leadership. The leader has a responsibility to
help people work cooperatively as a cohesive group. He will also need to set up systems so that he can
understand the feelings and reactions of all those for whom he is ultimately responsible. This is a matter
of building personal relationships based on understanding empathy for human beings in commonly shared
goals, group relationships based on trust and confidence as well as inter-group relationships based on
cooperation and commitment to organizational goals. Real leaders make themselves accessible and
available. Leadership does not emerge from blind obedience to anyone. Xerox’s Barry Rand was right on
target when he warned his people that if you have a yes-man working for you, one of you is redundant.
Good leadership encourages everyone’s evolution.
TEAM BUILDING

Organization doesn’t really accomplish anything. Plans don’t accomplish anything, either. A successful
leader has to set new standards, new benchmarks, new ways of doing things and new thinking modes. He
should look for intelligence and judgment, and most critically, a capacity to anticipate, to see around
corners. Also, he should look for loyalty, integrity, a high energy drive, a balanced ego, and the drive to
get things done. How often do our recruitment and hiring processes tap into these attributes? More often
than not, we ignore them in favor of length of resume, degrees and prior titles. You can train a bright,
willing novice in the fundamentals of your business fairly readily. But it’s a lot harder to train someone to
have integrity, judgment, energy, balance, and the drive to get things done. Endeavors succeed or fail
because of the people involved. Only by attracting the best people will you accomplish great deeds. Your
best assets are people. Good leaders stack the deck in their favor right in the formation phase. In this sort
of environment, you won’t find people who pro-actively take steps to solve problems as they emerge. Too
often, people are assumed to be empty chess pieces to be moved around by grand viziers. How many
immerse themselves in the goal of creating an environment where the best, the brightest, the most creative
are attracted, retained and, most importantly, unleashed? Effective leaders create a climate where people’s
worth is determined by their willingness to learn new skills and grab new responsibilities, thus
perpetually reinventing their jobs. The most important question in performance evaluation become not,
“How well did you perform your job since last time we met?” but, “how much did you change it?” Keep
looking below surface appearances. A team has a common purpose and this is applicable to all kinds of
groups, political, social, religious and business. To achieve their objectives, the group needs to be held
tighter. Asians tend to hold their leaders as role models and are heavily influenced by their behavior. High
morale and team spirit are measures of the effectiveness of the group’s cohesion. The ripple effect of a
leader’s enthusiasm and optimism is awesome. People need to work in a coordinated fashion directed
towards for a unified goal. Striking a balance between achievement of objectives and team building is an
important element of effective leadership.
EMPOWERING TEAM
Empowerment means more than simply “allowing” team members access to decision making. In fact
leaders must delegate or share power as well as responsibilities, thus “transforming followers into
leaders”. Leaders enable others to become leaders. Empowered team members should be social and
political activists who will not “allow their work to be co-opted and domesticated by whatever political
forces dominate the organizational hierarchy. They recognize their distinctive place in the culture and
embrace an emancipatory vision and begin to function as transformative leaders. The best leaders are not
heroes, they are hero makers. They understand that team members need to be empowered to act – to be
given the necessary responsibility that releases their potential and makes their actions and decisions
count. Policies that emanate from ivory towers often have an adverse impact on the people out in the filed
who are fighting the problems or bringing in the revenues. The leader in the field is most of the time right
and one in the rear is wrong, unless proved otherwise. Real leaders are vigilant, and combative in the face
of these trends.
LEADERSHIP FOR SHARED GOVERNANCE
Highly successful, shared governance leaders know it is not power over people and events that counts,
rather, power over accomplishment and over the achievements of organization purposes. Successful
shared governance leaders know that optimal participation in decision making yields greater productivity,
job satisfaction, and organizational commitment. Furthermore, it appears that shared governance leaders
create a community of leaders that offers independence, interdependence and resourcefulness. A
community of leaders is a vision of what might become a condition of organizational culture in the 21st
Century. Proper environment must be nurtured for effective use of information and communication
technology (ICT) for the increased participation of people in problem solving and decision making.
Successful leadership in democratic situation minimizes constraining forces to people participation to
ensure that shared governance practices are strengthened. Empowerment is thus naturally achieved in
shared governance leadership. Sharing authority as well as responsibility more fully with team members

across roles and hierarchical levels will create organizations and systems that look very different from
those of 19Th century. The leader will need to see that the necessary decisions are taken with optimal
utilization of team’s potential. These, will be the best possible decisions taken at the right time and with
the greatest commitment to task after the decision is taken.
SUCCESSFUL LEADERSHIP
A successful leader has to be more socially conscious, has to give adequate weightage to the political
decisions, in the government and equally to be well updated in the current economic changes. Effective
leaders are almost always great simplifiers, who can cut through argument, debate and doubt, to offer a
solution everybody can understand. Their visions and priorities are lean and compelling, not cluttered and
buzzword-laden. Their decisions are crisp and clear, not tentative and ambiguous. They convey an
unwavering firmness and consistency in their actions, aligned with the picture of the future they paint.
The result is clarity of purpose, credibility of leadership, and integrity in organization. The organizational
role clarity will help in deciding the information inputs to be given at various levels of hierarchy. This
relates to the social, political and economic changes which are taking place in the society in which the
organization is functioning. Good leaders delegate and empower others liberally, but they pay attention to
details, everyday. That is why even as they pay attention to details, they continually encourage people to
challenge the process. He anticipates certain happenings and accordingly acts pro-actively. Vision is a
valuable component of conceptual skill. This relates to the personal character of a leader in terms of
ethical and attitudinal values. This is quite a sensitive area where leadership skill is subjected to certain
‘moral test’ from time to time and affects the organization development process by way of image
building. In well-run organizations real power is the capacity to influence and inspire people. Have you
ever noticed that people will personally commit to certain individuals who on paper (or on the
organization chart) possess little authority, but instead possess drive, expertise, and genuine caring for
teammates and products? You can encourage participative leadership and bottom-up employee
involvement, but ultimately the essence of leadership is the willingness to make the tough, unambiguous
choices that will have an impact on the fate of the people/organization. Trying to get everyone to like you
is a sign of mediocrity. By treating everyone equally “nicely” regardless of their contributions, you’ll
simply ensure that the only people who you will upset angering are the most creative and productive
people in the organization.
MAINTAINING LEADERSHIP SKILLS
Leadership skill is a product of knowledge and experience. It has to be acquired, maintained with
vigorous practical training and experience. Functional skill relates to the area of his work, whereas,
interpersonal skill is the ability to deal with the people. To be an effective leader, one must have at least
some managerial skills because every leader must manage resources. The difference between a manager
and a leader can be illustrated by the roles played by a sheep dog and a lead wolf. The job of the sheep
dog is structured and he is rewarded for maintaining conformity to the plan of the shepherd. A lead wolf
has to be visionary to inspire its pack in order that they will work with him as an efficient team. It requires
extra-ordinary flexibility in taking actions. Continuous learning and application of new knowledge
becomes an important task of a leader. One can learn from almost anybody if the attitude is right.
Learning can also come from exposing oneself to some experience. One of the important attributes of a
successful leader is his ability to learn from past mistakes and the willingness to learn from failures. One
must never wait for the right time to learn for it is never too early to start. A successful leader
conceptualizes the future. All the great ideas and visions in the world are worthless if they can’t be
implemented rapidly and efficiently. People’s motives, tasks, ambitions and values keep changing.
Therefore, a particular style of leadership will not work for all the occasions. Adaptability with the
environment is one of the very critical characteristics of a good leader. The situation dictates which
approach best accomplishes the team’s mission. Leaders honor their core values, but they are flexible in
how they execute them. They understand that leadership techniques are not magic mantras but simply
tools to be reached for at the right times. To do all this, leaders will need new energy, a clear sense of

direction, to offer effective leadership in this new environment. No stones be left unturned and no “sacred
cows” be spared as your organization prepares to “re-invent” itself to face the challenges of new
environment.
LIVING YOUR VISION OF SUCCESS
Fully living your vision before it actually happens is a very important component of achieving success.
Success is a state of mind where you are satisfied of having expressed your potential and achieved
something while asking for more. Most important is that a leader has to tangiblise success and develop a
vision. Unless the leader has some picture in his mind it can not be a vision and will remain a set of
words. So when you say you want to be happy, imagine what you will look like being happy once you
have a vision of success. It is created in such fine details as if you are already there. Then, it is an
irreversible process. After tangiblising success the leader must start living it before it actually happens. In
this way, the leader will be reinforcing his motivation and planning towards realization of his vision in a
focused manner. Finally, he creates a success for himself, which does not have anybody’s harm hidden
inside it.
CONCLUSION
In sum, whether it is in business, politics or any other situation, the leader plays a very important role in
affecting the fate and welfare of the organization and the people whom he leads. He has to be a person of
high moral character and integrity. The leader must be an affective communicator, organizer, monitor and
inspirer of men. He must be able to cultivate and develop talents as well as personal relationships. He
must be able to make clear, timely and tough (if needed) decisions. Distress come through mouth, when
this happens, the smartest thing to do is to admit them. Admitting mistakes and shortfalls do not reflect
that the person is weak. It portrays him as a receptive person and his willingness to learn from the wisdom
of others.
PERSPECTIVES OF QUALITY DISTANCE EDUCATION
Sohanvir Chaudhary

INTRODUCTION
Effectiveness of any system, including education, depends upon both its quantity and quality aspects.
Because of globalization and competition among education providers quality has become an important
issue these days. Due to quantitative expansion of education at primary, secondary and tertiary levels, the
concern for quality is being expressed by all the stakeholders. Quality in education at all the levels is
being encouraged in all the countries because of the academic, social, political and economic advantages.
If we want to succeed in or get recognition nationally and internationally, we have to improve and sustain
the quality of our education system. With quantitative development / expansion, quality parameters have
to be strictly adhered to. This, of course, would require improvement in infrastructure, change in
curricula, and launch of new academic programmes, use of innovative teaching learning methods,
utilisation of ICTs potential and development of favourable attitude towards quality education.
QUALITY DISTANCE EDUCATION: THE CONCEPT
Assurance and sustenance of quality in education is a complex phenomenon. Different educationists have
perceived quality education in different ways. Judgment about quality differs according to whose views
are sought (Robinson, 1992). Indian complex socio-economic system as much as access impacts quality
and access, so does quality impacts access (Premji 2003). Thus, quality of education means quality of
teachers, quality of learners, quality of courses, quality of planning and management, quality of
infrastructure / resources and quality of teaching and evaluation methods. In terms of the system
approach the quality of input and process will shape the quality of outputs that the graduates of the
education system. Therefore, the quality of distance education is not a one-time affair. It is a continuous

process involving sustained efforts. Open Distance Learning (ODL) in the present form is an emerging
mode of imparting knowledge, skills and attitudes to learners in a non-contiguous situation. Over the past
few years, there has been increasing interest in quality in ODL. The goal of ODL is to empower the
learners by facilitating their learning in a high quality and learner-centered environment. Openness in
education is a feature that has attracted wider support from and interest among people in many countries
in recent times. Openness, a broad and relative term, is counted in terms of flexibility in the educational
system: relaxed admission requirements (most obviously liberal entry qualifications), age, pace of
learning, course combinations, selection of objectives, mode of instruction, evaluation techniques and so
on. Education at one’s home or work place is an important feature of open distance learning (ODL).
Advancements in pedagogy / instructional design and communication technologies have added to the
effectiveness and efficiency of the openness in the ODL system. Information and communication
technologies (ICTs) have provided various options of imparting education which is an essential
component of any system to succeed. As a result, distance educators today are equipped with a variety of
means and methods of education and training to make the education resources accessible to all those who
want to have it as per their needs and convenience. Distance education institutions in any country are
established with the main objective to democratize education as a resource and provide every citizen,
irrespective of sex, caste and creed, easy and affordable access to quality education. It is desirable for the
distance education institute to proceed by maintaining high quality standard. Quality dimension of ODL
system is more complex as it requires the integration of a large number of activities, processes and
operations. Various academic and administrative units are involved in the teaching, learning and
evaluation. ODL system, therefore, has to commit itself in maintaining high quality in pedagogy, content
as well as learner support services.
FEATURES OF QUALITY ODL SYSTEM
There are three important features of any successful education system. They are access, quality and costs.
All these features are interlinked and they influence each other. For instance, if education as a resource is
costly i.e. beyond the capacity of the majority learners, the educational system would be inaccessible to
them. Thus lesser the cost, greater the accessibility to education. Quality and access are two sides of the
same coin which go together. Providing affordable access to the education resource to all should not
dilute the quality of operations and services rendered by the educational system. In spite of the fact that
we do not follow a particular model of quality distance education, which can be evaluated systematically,
following are some important considerations to assure and sustain the quality of distance education.
These considerations are based on the experience of distance educators and learners around the world.
Knowledge of Level of Excellence
The learners may not be aware of the level of their performance or the standards set by the course
designers. They lack the spirit of competition. Because of no or poor peer interaction they do not know
the comparative level of their progress. Once they know this they feel more confidence and satisfied.
Thus besides knowledge of the standards set by the course designers, they aspire to know the level of
their performance vis-à-vis other learners. This information will help them strive for excellence in their
performance. This highlights the role of distance teachers who, for example, through their constructive
feedback on the assignment responses submitted by the learners, can make them aware of the standards
they have attained and the standards they were or are expected to acquire. This is a reason why
continuous and comprehensive assessment of the learners’ progress is important in the ODL system.
Besides assessing their progress, evaluation of their assignments can assist them to improve and maintain
the quality of teaching-learning. Formative evaluation at each stage of the ODL system functions as a
quality control measure in producing learning materials and evaluating the change in knowledge, attitudes
and skills of the learners as per the pre-fixed objectives. Continuous evaluation judges whether and to
what extent the objectives of social transformation have been achieved.
Social Development

The ODL system emerged as an off shoot of the socio-educational pressure of the people. The educators,
who believe in ODL as a potential tool for social transformation, claim that ODL will create a new
society, i.e. a well-informed and productive society. If learning is stretched over a lifetime, there is no
justification for forcing people to attend a full time conventional school. ODL can be an answer, which
demands necessary changes in the instructional methods, curriculum and assessment techniques. In other
words, ODL implies innovations in teaching-learning strategies to produce socially desired citizenry.
And if it succeeds in producing socially desired citizenry, it can claim as a quality system of education.
The ODL should be linked with specific objectives of society to be achieved. To see whether ODL really
is able to change the structure of society, whether it is based on the educational and training needs of
society, there should be provision for continuous evaluation of its social impact. The ODL system should
empower people to manage change in the social system.
Feeling of Success
The features of ODL, such as relaxed entry qualifications, individualized learning at one’s own pace;
place and flexible assessment mechanism relieve the learner from the feeling of failure. Well designed
ODL thus can provide quality education with minimum or no risk of failure and achieve excellence in
learning. Motivation increases by success and success, in turn, reinforces motivation. There is a need to
work out appropriate teaching-learning strategies, which give the learners the feeling of success i.e. what
they are going to study is useful, simple and manageable. To sustain motivation, the goal should be real,
achievable within the capacity of the learners. Quality distance education is expected to fulfill this
requirement of lifelong learning.
Need-based Curriculum
Need-based curriculum has a strong implication for quality learning. The adults learn best when they
learn through activity at their own pace with materials that are need-based and seem relevant to their life
and also use their own experience. To ensure quality learning, the learners should be provided an
encouraging environment where they construct new knowledge based on their experience and the context.
They should be trained to transfer, learning from one situation to another and solve problems in such a
case, the learners learn to utilise their self-motivational strategies. They identify their own way of
motivation for learning. Self-motivational strategies depend on various factors, such as experience,
maturity, need-achievement, usefulness of education, through specially designed self-learning materials;
the learners are bound to acquire the desired level / standards of performance. And it will ensure that the
knowledge gained or the skill acquired is practised in actual life situations. Curriculum is designed in
such a way that it increases learners’ control over the time, place and pace of learning. The learning
material should provide learners with opportunities to access content for acquiring knowledge and skills.

Learning: A Personal / Individual Phenomenon
The ODL system advocates for individualised learning which is based more on psychological theories. In
this system, learning occurs through interaction between the individual learners and the text / content to
be learnt, rather than through social phenomenon in which interpersonal human dialogues transform
understanding (however the social experience held by the learner helps construct meaning). Knowledge,
skills or attitudes are acquired by reading, listening or watching relevant information and by working on
self-assessment questions / activities, presented in the learning materials – printed text, audio / video
component, teleconferences, etc. The learner’s ability to acquire knowledge and skills depends on certain
psychological factors, such as pre-requisites the learners already possesses, motivation to attend to the
learning tasks, individualised pace of learning, study or learning styles / habits, etc. Thus learning at a
distance is more of an individual phenomenon, a private activity. What can be inferred from this
explanation is that the quality of education depends on the quality of learning material and instructional
design/ approach employed by the course designers and writers to arouse and sustain motivation in
learners. If the teaching strategies are geared to suit their needs and interest, they often learn better. This

feature of the open learning materials makes learning more attractive by exploiting psychological
characteristics of the learners i.e. individualising instruction, providing clear explanation, comprehensive
and continuous testing mechanism, diagnosing learning difficulties, providing constructive feedback etc.
But the question is whether the explanations, assessment techniques, diagnosis and feedback strategies
used for learning at a distance are superior to those provided by the teachers or peer group in a face-toface situation? We do not have any ready-made answer to this question. The answer would reflect on the
overall quality of distance education materials and hence the system.
Quality Management
Another important aspect of ODL system is to utilise quality system management which ensures
continuous improvement of the process, product / productivity and learner satisfaction. Quality control
system suggests appropriate tools and models for effective distance teaching and helps effectively design
and implement the learning materials. Quality management helps identify system flaws through
systematic evaluation, both formative and summative. Formative evaluation which encompasses a series
of activities such as learners’ educational needs, better instructional design, increased use of supportive
technologies, developmental testing and feedback, can ensure the quality of ODL system. Summative
evaluation in turn will determine the overall effectiveness of the system. Thus both the formative and
summative evaluation will supplement and / or complement each other to improve both the process and
the outcomes of teaching and learning. Quality management is an area which needs serious thinking to
make ODL a success. It has become more important because of the inherent diversities in learners in
terms of their experience,
social and family commitments, self-concept, pre-requisites, motivation, needs, interest, etc.

PRINCIPLES OF QUALITY ODL
Chickering and Gamson (1987) discussed seven principles for good practice in open distance learning.
They are:
*Encouraging and maximizing contact between learners and teachers: Communication between the
learners and the teachers is important for enhancing motivation and involvement and hence facilitate
learning;
*Developing relationship and promotes collaboration among learners: Peers can be invaluable in the
learning process. Sharing ideas, resources, problems, etc. promotes higher level learning among them.
Quality distance education should promote collaborative learning;
*Incorporating active learning: Active learning involves application and problem solving, research and
simulation;
*Giving rich and rapid feedback to learners: The learners therefore should be able to assess their own
learning as well as get feedback from others about their strengths and weaknesses;
*Giving stress on time-on-task: Distance learning environment should be rich with reading, activity and
interaction. The learning points should be easily accessible to the learners;
*Setting high standards for learners’ performance: Distance learning materials should be challenging in
providing opportunities for interaction, collaboration and activity. Objectives should be clearly set for the
learners to achieve;
*Paying respect individual differences and allowing opportunities for learning that acknowledge those
differences: Learner characteristics, learning styles and learner challenges in ODL are considered while
designing learning materials so that the learners feel self-motivated, focused and assertive, willing to
assume responsibility for their own learning. Distance learning should be organized in such a way that
based on their experience and learning context / environment learners find their own ways for
approaching problems, completing tasks and using learning materials.

BROAD CRITERIA OF QUALITY ODL
McAnanay (1975) developed five broad criteria of quality education which provides us useful insight for
improvement of the ODL system. These are: Efforts, Performance, Adequacy, Efficiency and Process.
Efforts refer to the initiatives taken by the institution. These initiatives are associated with growth in
terms of courses offered, learners enrolled, pass out rates, learner support services provided, evaluation
mechanism adopted etc.
The growth in these criterions would reflect on the performance of the
institution. In other words the initiatives show the efforts made by the institution to initiate more
activities to cater to the needs of learners. Performance refers to learning gains of the learners in terms of
knowledge, skills and value system, success completion, employability of the graduates, learner-centric
course materials, etc. Higher the performance would mean higher the quality of the system. Adequacy
refers to the capacity of the institution to meet the educational and social needs of the learners, and to
support their upward mobility. The institution should collect feedback through various means and on all
the aspects of ODL system to make the processes and operations more adequate / relevant to the society
in general and to the learners in particular. The learning materials should help learners learn in the way
they find most natural and effective. Efficiency refers to the costs of the open distance learning. The
efficiency of the ODL system is assessed in terms of cost per learner and cost per successful learner. It
also includes the efforts made by the institution to increase the efficiency of the system. Efficiency
implies the optimum use of physical and human resources to achieve course objectives. Process refers to
the various processes and operations involved in ODL system to achieve learning objectives. It also
refers to the institution’s commitment (which can be observed) to excel in the teaching learning process
through quality assurance mechanism. As stated earlier, the quality of the ODL system depends on the
united efficiency of all its sub-systems, such as course development, learner support, management
(decision making) of learning process, delivery mechanism, evaluation and ICT sub-systems. The
effectiveness of every element of the process / operation is assessed during its formative stages so that we
are able to impart quality education to the learners. In other words, an effective feedback mechanism to
systematically collect, analyse and feed information back to the system can ensure quality education. The
process should reflect the expertise and commitment of the faculty and other functionaries in achieving
excellence. The efficient process will result desired learning outputs. The goal of quality control should
be to identify and retain effective processes and replace ineffective ones. It would focus on correcting the
instructional processes that are not successful for the learners to succeed at each stage of distance
education system.
There are five main parameters of quality education: effectiveness, efficiency, equality, relevance and
sustainability. Effective education helps learners achieve goals related to their personal / professional,
national and humankind growth. It depends on various indicators such as, curricular materials as inputs,
characteristics of learners, socio-cultural context, system management, attainment of objectives as
outputs, etc. All the indicators are analysed and planned keeping the educational needs of the learners in
mind. Efficient education means making the most of inputs (such as costs, time, physical and human
resources etc.) to accomplish course objectives. The learners should be able to achieve their learning
objectives with efficient use of resources. Therefore the objective of quality education are set in the most
resource efficient way. Quality education brings equality among learners, protects their rights, liberates /
empowers them with needed competencies and skills and supports their development. Equality in
education promotes social cohesion, social diversity, peace, human security, etc. Equality is identified
with disadvantages / disparities in terms of gender, access to education resources, poverty, academic
achievement, etc. Quality education, therefore, meets educational needs of the learners of disadvantaged
group / section of society. To be relevant for the present and / or for the future of the country, quality
education considers national priorities, cultural values and philosophies of society. It is based on
educational and training needs of the learners / society. Relevant education transforms learners into
productive and empowered citizens of the country. The last parameter is sustainability. Quality education
has lasting effects and continues into the future. Quality education is aimed at empowering learners of all

ages and levels to assume responsibility for creating and enjoying a sustainable future. Quality education
is not confined to a particular age. It promotes lifelong education. It ‘builds human capacity not only for
employability, but also for broader lifelong learning as well as for adaptive and copying livelihood
strategies in the fast moving and complicated world’ (Lawrence & Tate 1997). The discussion reveals that
the outcomes of any education process are not only criteria of quality of education; quality education is
harmonious interplay of all the parameters, discussed above, within classroom, institution and / or society
as a whole. As far as classical approach to quality assurance in ODL system is concerned there are three
main criteria for quality assurance (Koul 2005). They are: the process of course preparation together with
the quality of course materials; teaching-learning transaction which incorporates feedback and
interactivity in the form of counseling, tutorials, assignments etc., and usability of ODL for particular
subjects / objectives. These criteria form the backbone of quality assurance in ODL system.
While deliberating on the factors that contribute to quality assurance practices, Koul (2005) opined that
quality assurance concerns, protocols and practices appear to be context specific. The quality factors,
however, are applicable across countries and they are accepted by ODL systems universally. He
suggested three broad dimensions that can provide basis for analysis of quality assurance in ODL
systems. These dimensions are: Core dimension, Systemic dimension, Resource dimension. Core
dimension pertains to learner-centricity (pointing to the importance of learning, not teaching, as a quality
measure) and capacity building (training academic and administrators to manage shift. For both these
factors research is a pre-requisite. These factors are instructional design, learning materials, transaction
of content, evaluation, learner support services.’ There should be adequate quality provisions in the
development and delivery of ODL materials. The instructional design and learning materials should be of
high standard from all respects. The learning materials are designed and structured to facilitate learners’
achievement of clearly stated learning outcomes. Complex, open-ended and realistic problems provide
framework for ODL materials. In other words the learning materials are structured around activities
which are designed to develop knowledge, skills and attitudes. Systemic dimension pertains to those
factors which constitute the ODL system at the institutional as well as national levels. This dimension
pertains to the initiation and introduction of quality assurance mechanisms, internal as well as external,
and symbiotic relationship between the two and the management of both the mechanisms and their
relationship. Factors such as institutional leadership and management, institutional vision and mission,
objectives, quality assurance policies and procedures, selection and training of faculty / staff, delegation
of powers and responsibilities, monitoring system, innovations, etc. All these factors promote quality
culture in the ODL system. The management should ensure day-to-day work activities as per the quality
standard / norms set nationally as well as institutional policy. There should be a culture that encourages
quality improvement / maintenance. This dimension demands to set up a quality assurance cell / unit in
every institution so that all the elements / sub-systems of the ODL are adequately monitored and
maintained as per the norms. Resource dimension pertains to availability of and accessibility to both
human and physical resources which include ICTs, technical and academic expertise, learning resources
and physical infrastructure. ICTs have opened immense possibility for quality enhancement /
improvement. They enhance both the quality of learning and access to learning resources all over the
country. However the success of ICTs depends on exploiting the potentials of various media. Hence, it is
necessary to develop ICT-enabled pedagogic models and networking locally, nationally and
internationally. The faculty and other functionaries should undergo recurrent training in optimum
utilisation of all available resources and in keeping abreast the developments of ODL system.To reassure
quality the effectiveness of the ODL system should be assessed at each stage on a continuous basis.
Besides assessing the performance (through continuous evaluation and term-end exams) of learners, the
effectiveness of learning materials, learning support services, learners’ satisfaction, etc. should be
assessed. Evaluating learning depends on defining specific and observable learning objectives and then
assessing learners by reference to the learning outcomes which should be appropriate to the level of the
course and the level of the learners. The delivery system may also influence assessment and should be
carefully considered. Evaluation of the course content and delivery involves getting reliable and direct

feedback from the learners on what worked well for them and what needs improvement. Such feedback,
when considered, can be invaluable for improving the quality of ODL system. Further, the educational
effectiveness of ODL system (including assessment of learning outcomes, retention and satisfaction of
learners) is evaluated to ensure comparability to conventional education system. Thus, high quality ODL
systems ensure the integrity of learners’ work and the credibility of certificate they get after successful
completion of their courses / programme of study.
TOWARDS MAINTAINING QUALITY: PUTTING ALL TOGETHER
The discussion in this paper has unambiguously shown that quality in education is not one time affair. It
demands sustained / consistent efforts and firm commitment by all the stakeholders. The institutions are
required to identify their goal and mission, and define the quality and standard of performance against
their objectives. They need to provide requisite evidence to assess their success and to satisfy their target
groups. There are some factors which can help ODL institutions in creating a culture for quality
education and sustaining it for long. According to Kirkpatrick (2005) a framework for managing ODL
quality should address: (a) General philosophy: Policy and mission statement, resources, culture of the
institute, attitudes and commitment of staff; (b) Products: Learning materials, courses, media, outputs,
progression and retention rate of learners, assessment outcomes (pass out rates, standard of performance
etc.); (c) Services: Registration and advisory services, counseling, tutoring, feedback and guidance on
learning, support for learner progress, management of regional / study centers and resources,
responsiveness to queries / doubts / issues; and (d) Support process: Delivery systems, record keeping and
electronic back up, warehousing and stock control, quality assurance procedures. The following are some
important factors for ensuring the quality of ODL system:
Policy
The Central / State Governments and the institutions have to frame distance education policies which
explicitly display their commitment for quality. The enabling policies should set the philosophy, vision
and systematic procedure for designing, developing and implementing ODL materials. These policies
should encourage academic fraternity to practice quality parameters in designing and developing learning
materials, delivery of the courses, assessing performance of the learners and the effectiveness of various
processes of the ODL systems. Thereby the institution should review its policies based on empirical
evidence / feedback collected periodically through formative and summative evaluation. The policies
should be pro-learners so that they are empowered with needed knowledge, skills and attitudes. The
institution policy should reflect the culture of quality of ODL in its calendar of activities. The
institutional climate should motivate to own the responsibility quality assurance. Policy and strategic
plans derived from the mission statement are appropriate for national and institutional context and
responsive to changing contexts. Policy statements should be drafted on all the processes of ODL, such
as programme / course design and development, learner support services, assessment, information and
communication technology, management, quality assurance, programme revision, etc. Policy statements
should include the methods to implement or achieve them. Monitoring procedures should ensure that the
policies are implemented, evaluated and amended should be in place.
Leadership
At the institutional level, leadership is the most significant engine for change, development and quality
assurance (Koul, 2005). Under the dynamic leadership the distance educators would perform optimally.
Institutional commitment to quality education should be reflected in all the actions / decisions by the
leadership so that an encouraging quality culture is developed. The leadership should be innovative and
pro-change so that the ODL system can grow to meet the emerging needs of 21st century. There should
not be any compromise on quality at the cost of quantity. The leadership has to create a culture of quality
in ODL. Thus the institution has to make provision for wide-ranging internal quality system focusing on
students’ learning. The internal quality mechanism should induce everybody to own responsibility of
quality education.

Innovation
The ODL system is an emerging mode of education and training. All the stakeholders of the ODL
should be innovative in framing policies, managing the system, designing and developing courses,
assessing learners’ performance and institution’s effectiveness, applying a variety of methods and media
etc. Innovations in all the processes of designing, implementing and evaluating can ensure quality
education. Innovations should be based on research: systematic and discipline-based. Innovative
practices may not succeed unless they are owned by the faculty and other functionaries who, as stated
earlier, should be oriented and re-oriented in paradigm changes in the ODL system. The faculty should
be encouraged to undertake experimentations to assess the feasibility of changes. Best practices should
be replicated by the institution.
ICT Application
Use of ICT can empower both the teacher to effectively transact content and the learner to learn
efficiently. Besides, the application of ICT can increase access of learners to quality education resources.
If properly designed, developed and implemented, ICT can bring a qualitative change in teaching and
learning at a distance. It has been observed that utilisation of ICT either by the learner or the teacher /
institution for delivery or for learning is not satisfactory. However, a number of communication devices
are available to the learners and the teachers / institutions these days. An exclusive and dedicated
satellite: EduSat, launched in 2004 has tremendous potential to impart quality education and training.
The potential of EduSat is available to all the educational institutions in the country. The expertise of the
best experts can be made available to all the learners across the country. ICT can create facilitative
learning environment to arise and sustain motivation of the learners.
Learner Support Services
Besides high quality of learning materials, the ODL institution has to facilitate learners’ study by
providing needed supports in terms of counseling (pre- and during course), resolving queries related to
their study (personal, administrative, and academic) extending library facility, making ICTs, input
accessible, providing timely feedback etc. There should be provision to take care of their queries /
doubts. The experience all over the world reveals that many of the learners may drop out due to
inadequate learning support and indifferent behaviour of functionaries at ODL institutions. The learners
should have confidence that there is somebody in the institution to attend to their queries promptly who is
aware of and cater to their difficulties faced by them during the course of their study. The support to be
provided to the learner should be clearly documented so that all those associated with ODL can
implement those measures / services. The effectiveness of learner support services should be monitored
and assessed on a continuous basis. The schedule of each activity, such as student registration, delivery of
materials, movement of assignment questions and responses, notification of examinations along with their
integrity, performance of learners, learner progression and retention, etc. should be clearly spelt out /
documented. All the learning support services should be regularly monitored and reviewed against
specified performance indicators. The institution should ensure that feedbacks collected through various
monitoring mechanisms are fed back into the ODL system. The counselors should be selected depending
on the need of the course / programme and trained in their role of facilitating learning of learners. They
should be accessible to learners for individual guidance at mutually agreed upon time. Counselors’
performance should be monitored regularly. At the same time, feedback should be collected from
counselors about the various aspects of the ODL system, including the quality of courses and their
implementation.
Human Resource Preparation
ODL system is multitasked mode of education and training. A team of experts are involved in various
activities, such as course design, course development, editing, ICT production, learner support services,
evaluation, monitoring, management of learning system, etc. The institution engages various academic,

technical and administrative staff to handle specialized tasks of the ODL system. All the staff should be
trained in these tasks. Staff development is fundamental to quality education. The staff joining ODL
from the conventional education system may not appreciate the needs of ODL system. They should be
trained to work in a team mode. They should be assigned specific tasks they have been trained in.
Training workshops can be organised at various levels: orientation, skill development and advanced
training. Continuing professional development of teachers and other functionaries is a key element in
ensuring quality in the ODL system. Selection, training retention and continuing professional
development are pre-requisite of quality teachers and hence quality education.
Management
More participatory and transparent management approach could be formulated in which all the
stakeholders can play an active part in the decision making process. The role and functions of all the
bodies within the institute should be clearly documented and made accessible to all. And there should be
a provision in the management for effective communication (forward and backward as well) with all the
staff. The management system should be so devised / framed that it caters to the needs of the learners. In
other words, the bottom-up model, with learners in the focus, could be used to ensure learners’
satisfaction. The management should make certain that the day-to-day work of the institute meet the
quality standards. Use of ICTs can make the management process more effective in managing all the
processes of ODL.
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