
QUALITY ASSURANCE PILLAR

Why Learning Matters
Rethinking Quality in Capacity Building
Akanksha Mahapatro
Quality Assurance Pillar
Capacity Building Commission

A government official can complete a course, pass an assessment and receive a

certificate and still return to work on Monday without having changed how they approach

a decision. That possibility raises a larger question for capacity building: what makes

learning capable of improving practice?

For decades, learning has often been organised around a familiar sequence: identify what people

need to know, deliver the content, test what they have understood, and record completion. This

model has its place. But the work of government is rarely as linear as the training designed to prepare

people for it.

A policy may be clear while its implementation is not. A rule may prescribe a process while the

situation presents an exception. A decision may require technical knowledge, but also judgement

about competing priorities, institutional constraints, available resources and the consequences for

citizens. The realities of administration are shaped by context, and context is rarely something that

can be fully captured in a slide deck.

This is why the evolution of capacity building under Mission Karmayogi is significant. The movement

from “rule-based to role-based” capacity building, and towards “competency-driven, continuous

development”, is ultimately a shift in what we expect learning to accomplish. The objective is not

simply to increase what an official knows, but to strengthen the capabilities required to perform a role,

make decisions and respond effectively to the demands of public service.

It is no longer enough to ask whether something was taught. We must ask

whether it was designed to be learned, remembered, used and adapted in

the context in which the work actually happens.

This distinction matters because learning is not a simple transaction between information and

memory. What people retain is shaped by attention, prior knowledge, relevance, practice and the



opportunity to retrieve and use what they have learned. What they apply is further shaped by the

circumstances in which they work.

Consider a course that explains a policy comprehensively. It may be accurate and authoritative. But if

the learner cannot recognise when that knowledge becomes relevant, distinguish between competing

courses of action, or practise applying it to situations resembling those they encounter, the distance

between knowing and doing remains.

Rethinking Familiar Assumptions
• More content is not necessarily more learning. A longer course can simply be a longer course.

• Completion is not necessarily capability. Reaching the end of a module tells us that a learning

experience was completed; it does not, by itself, tell us what the learner is able to do differently.

• A correct answer does not always demonstrate good judgement. Public administration

frequently requires decisions under conditions of ambiguity, competing interests and imperfect

information.

But there is another dimension that is equally important: learning does not happen in isolation

from the system in which people work. Across India's civil services, officials operate across

different geographies, languages, organisational structures, levels of responsibility and resource

environments. Workload, technology, institutional culture, supervisory practices and the nature of the

role itself can influence whether a new idea is adopted, adapted or forgotten. Capacity building,

therefore, cannot place the entire burden of transfer on the individual learner.

This is where quality becomes more than a question of whether a course

is accurate, engaging or technically well produced.

Quality begins much earlier: with understanding the capability needed, the work context and the

decisions the learning is intended to support. It continues through how content is structured, how

practice and assessments are designed, how learning is delivered, and what evidence is gathered

afterwards. It also requires us to recognise that quality is not static; relevance can change as roles,

policies, technologies and contexts change.

Karmayogi Quality Framework (KQF)

The Karmayogi Quality Framework, a quality architecture of Mission Karmayogi, is an

important step in establishing this direction. The framework sets the conditions for thinking

about capacity building not as a series of isolated instructional interventions, but as an

ecosystem that connects competencies, learning and work.



The opportunity now is to examine what that shift means in practice. While quality can be subjective,

it must be translated into clear, measurable criteria to help us assess what good content looks like in

practice.

What does good content look like when its purpose is capability rather than coverage? How should

learning be designed when the destination is a real decision rather than the end of a module? What

makes learning stick? How can digital learning accommodate differences in roles, contexts, learners,

and workplace conditions? These are not separate questions. They are different parts of the same

capacity-building challenge.

This series explores that challenge through the lenses of learning, content, design, competency,

assessment, delivery and application - bringing together what we know about how people learn with

what we know about how public institutions work.

Because the next frontier of capacity building may not be about delivering

more learning. It may be about designing learning that has somewhere to

go.
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