


























































Educational staff
subject specialists
specialists in the production of materials
specialists on tutoring and counselling
tutors (especially part-time tutors)
broadcasting producers
research workers and evaluators
Materials production staff
printers
copy editors
graphic designers
broadcasting technicians
typists, typesetters, calligraphers
Administrative staff
administrators and managers
personnel staff
financial staff
clerks
secretaries and typists
messengers, janitors, drivers.

Many, but not all of these, will be in the
headquarters office. Where, however, staff are
decentralised they are likely to require the appoint­
ment of co-ordinators within the headquarters. A
tutorial service in the field, for example, is likely to
demand the establishment of a unit to co-ordinate
and supervise field activities from the headquarters.

Arrangements will also be necessary for the
training of staff which may be done on the job, by
means of short courses at the institution, by sending
students on full or part-time courses, or by enrolling
them in an appropriate course taught at a distance.
The choice of organisational model will influence the
training strategy. Within a bimodal institution, for
example, where a course writer is combining that
role with one of teaching face-to-face courses,
sensitivity is needed in arranging courses for experi­
enced university teachers on the writing of teaching
materials, and these need to be timed so that they fit
with the writer's other commitments.

6.4 What is left for the development phase?
Decisions taken in the planning phase may carry
authority while those taken by the permanent staff
in the development phase will be marked by a
realism and commitment: the decision-makers will
have to live with their consequences. To a great
extent this next set of decisions will be an elaboration
of those taken before and during the planning phase.
In order to allow for continuity, many institutions
have arranged for members of a planning committee
to continue as board members or advisers once the
institution moves into the development phase.

The recruitment and training of staff will be a
priority in this phase. If job descriptions, terms of
service and salary scales have not been agreed in the
previous phase this will need to be done for both full­
time and part-time staff, as will arrangements for
staff training and development.

Once staff are in post, work can begin on the
development or acquisition of educational materials,
coupled with the necessary work on curriculum
development and teaching methods and on the

establishment of the institution's administrative
structure and procedures. Trade-offs may be needed
between educational and administrative pressures:
academic policy will be influenced by what is
administratively feasible. At this phase, too, the new
institution will need to elaborate and put in place its
operational systems.

6.5 How long will it take?
It is dangerous to be dogmatic about the length of
this, as of the previous, phase. On the one hand it
is risky to start a programme until all its elements
are in place, tested and working. On the other, there
is often a political commitment to launch a new
institution and recruit students at the earliest possi­
ble date. It may be possible to resolve this dilemma
by launching a small number of courses, for limited
numbers of students, on a pilot basis. Hazards
remain of course: some of the problems of distance
education are ones of scale that do not show up in a
pilot while, on the other hand, the commitment that
leads to the establishment of a pilot is often so strong
that any pilot results are acclaimed a success.

Some large and well-funded institutions have
found it possible to launch pilot courses within little
more than a year from the appointment of the first
senior staff. Others have moved to a fairly full
programme within about two years. Shorter time
scales than this are likely to have attendant risks as
the processes of establishing an administration, and
of developing or adapting teaching materials are
necessarily complex and often novel for at least some
of the staff who undertake them.

The moral, which is easier to preach than to
achieve, may be to seek a phased development, bold
and imaginative enough to command continuing
public and political support, modest and careful
enough to maximise the chances of success.

Summary
The detailed planning of a new distance-teaching
institution has often been the responsibility of a
planning committee which is at its most effective
if it combines prestige and expert knowledge.

Plans generally need to consider the goals and
purposes of the proposed institution, its educatio­
nal activities, a possible constitution, its organisa­
tion, finance, staffing and phasing.

While the staff structure will depend on the
organisational model chosen, a distance-teaching
institution is likely to need staff with skills
in education, in materials production and in
administration, some of whom may work in a
central location but some of whom may be
decentralised.

In the development phase it is then necessary to
recruit staff, work on the detail of educational
programmes, and put in place the structures
outlined at the planning stage.

Pressures to start a new institution quickly may
be met by running pilot activities but a lead time
of about two years is likely to be needed between
the appointment of senior staff and the launching
of regular programmes.
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