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Introduction

Implementing quality of E-Learning in organisations is a complex issue. Quality is considered very important for educational organisations, such as E-Learning providers, training organizations, or Higher Education institutions. However, the current status of successful projects differs from the importance – there are very few organisations implementing quality management or quality assurance approaches. Many reasons can be found for this situation (for a detailed discussion on the current European situation, see Ehlers et al. 2005): a) the competencies of most staff in educational organisations to manage and assure quality are quite low and b) there are almost no easy-to-use supporting mechanisms to implement quality management specifically for educational purposes.
As a first step of support, a description format for quality approaches has been developed (ISO/IEC 19796-1) within the standardization group ISO/IEC JTC1 SC36. This standard, the Reference Framework for the Description of Quality Approaches, defines processes of the E-Learning Lifecycle and attributes to describe quality aspects of those processes. However, this is just a generic description format which provides a common language for quality management, it does not (and is not intended to) provide supporting mechanisms for the implementation. One part of the implementation of this standard is the adaptation to specific needs and requirements. Some of those needs are based on organisational characteristics, others are based on regional or national requirements, such as laws, regulations or cultural aspects. Therefore, there is a need to support European stakeholders to adapt the generic international framework according to their local, regional, or national requirements.
In the CEN Workshop Agreement (CWA), a European guideline is developed and presented. The main goal is to adapt quality approaches to ensure the inclusion of regional / cultural / organizational needs. The guideline will identify critical items which require a localization / adaptation / contextualization to European needs and requirements. The guideline is based on a theoretical basis (Pawlowski, 2007) and a European study on “good practice” quality projects. From the study, success and failure factors were derived. Additionally, we developed guidelines based on the experiences in practice.
The document consists of the following parts:

1. Criteria for good practice: To measure successful projects and implementations of quality management and quality assurance, a catalogue was developed  that identifies cases which can be considered as successful.
2. Based on the cases and experiences, we derived implementation and adaptation guidelines for ISO/IEC 19796-1. This part will give a survey on successful implementations and support to implement the ISO/IEC standard.
3. Good practice examples illustrate in detail how quality was achieved in organizations. These examples are provided online to ease the access to the practical experiences of the participating organisations. 
Guideline to adapt quality approaches 

In the following section, we will present the experiences from the case studies. In our case study, ten organisations provided their experiences. The case studies represent a variety of different scenarios and contexts, such as quality management for E-Learning providers in Higher Education or in corporate training, as well as providers of quality services. 11 contributions were finally selected for the good practice guide – not all cases cover all phases of ISO/IEC 19796-1, not all the cases were completely successful. However, they represent the variety of experiences of quality projects in practice. They will be helpful for users and decision makers when starting, implementing, and evaluating quality projects. 
The guide depends on the experiences of organisations and users – the following organisations contributed to the case study:
· Open University on behalf of i10 university consortium
, United Kingdom
· EQCheck, Canada
· Abiformazione, Italy
· ArtEZ Institute of the Arts, Netherlands
· ENEA, Italy
· Tecnonexo, Argentina / United States

· University of Pretoria, South Africa
· Fraunhofer IGD, Germany
· Declic Formation, France

· Group XL, France
From the cases, we derived the Adaptation Guide and the Nine Principles of Successful Quality Development. It is a model to structure the process of quality projects in educational organizations. The model represents the most important experiences from the cases which are sometimes context-dependent, sometimes independent of the scenario or type of organisation. 
Each phase description starts with the principles showing the main success factors of a phase. After a short description of the phase, we show success factors, practical suggestions, and cite examples from the cases in a summarizing table. Even though this model represents the most important experiences, we recommend to read the full case descriptions to get an in-depth impression on the experiences from the cases. Additionally, it is obvious that not all experiences can be made explicit in such a guide – since most learning experiences depend on personal communication, we recommend to contact the contributors for further questions and insights. 
The full report can be downloaded at the CEN/ISSS website:

http://www.cenorm.be/cenorm/businessdomains/businessdomains/isss/cwa/learning+technologies.asp
The full case descriptions and contact data are online at the following URL: http://www.qualityfoundation.org/ww/en/pub/efquel/elearning/downloads/specials/cen_isss_qd/cases.htm
Adaptation Guide
Based on the criteria, the adaptation and implementation of ISO/IEC 19796-1 will be explained. Guidelines for the usage will be derived from the good practice approaches. In each section, we relate to practical examples from the survey (the key factors are listed in a table in each paragraph).

The reference framework needs to be adapted to the requirements of an organization. Adaptation in this context means that the reference model serves as a guideline and gives hints to relevant aspects to be considered.

The Adaptation Guide follows a process in four steps. These steps are not performed iteratively but should be individually scheduled.
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The following phases and principles were identified:

Context Setting covers all preparatory activities for the adaptation process. This phase sets the context for quality development. It should ensure that quality development is anchored and present in all part of the organization. 

The organization’s long term objectives, externally and internally, are contained in its vision, strategy, and policy. If an organization is committed to quality development, this should be contained in these statements. However, in most organizations quality, and specifically quality of E-Learning, is not adequately represented. Therefore, the process to improve vision, strategies, and policies needs to be established. 

1. A Quality Project requires a thorough preparation. It should be anchored in the organisation’s vision, strategy and policy.

2. Awareness among the staff is crucial for the success of the project. From the beginning, staff on all levels should be involved. 

Model Adaptation contains activities to implement the reference model based on the needs and requirements of an organization. To establish the details of quality development in an educational organization, the reference model ISO/IEC 19796-1 can be used as a guideline. In this phase, and organisation should determine its quality objectives, choose adequate methods to achieve them, and develop adequate metrics to measure the success.
3. A Quality Project should fit the needs and requirements of an educational organization. ISO/IEC 19796-1 can be used as a basic guideline, but has to be adapted according to the situation of an organisation.

4. The main adaptation issues are to identify the core processes of an organisation, finding quality objectives for each of them. 

5. To assure and measure quality, adequate methods and indicators have to be developed.

Model Implementation and Adoption means the realization and the broad use of the quality system. In the initial adaptation process, usually only small groups of actors are involved. Therefore, an implementation strategy should be developed. This strategy should describe actions and activities that the quality system is using. 
6. Quality Projects need an implementation strategy to bring them into practice in all parts of an organisation.

7. Staff has to become involved and educated on the quality project. Participation and a broad use of quality concepts are essential to the success. 

Quality Development means that quality systems should be continuously improved and further developed. 
A Quality System must be continuously evaluated, updated, and improved to be aligned to new developments in an educational organization. Therefore the following steps are necessary. The Quality System should be evaluated at least on a bi-annual base. Specifically, it should be evaluated if the quality system has led to overall improvements in the organization's performance. Furthermore, the adequacy of methods, instruments, and metrics needs to be evaluated. Based on this evaluation, improvement actions should be taken, such as the change and refinement of the system’s components. Again, for this phase a broad commitment and participation is necessary to reflect the staff’s opinions and attitudes toward the system. This should lead to a broad awareness and discussion on quality.

8. A Quality Project does not finish after the first implementation. It has to be evaluated, updated and continuously improved.

9. A broad discussion and discourse on quality should be established to continuously involve all staff into the quality development. 

The report identifies the most important success factors and gives detailed recommendations for those four phase – additionally, examples and testimonials from the experts and practitioners are given. The following table shows an example of the report structure. 
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Summary

The report provides a detailed study on quality development projects worldwide. We identified the critical success factors of quality projects and provided hints for practitioners and quality experts. 

The report is intended as a starting point for experience exchange in the field of quality management for learning, education, and training. Therefore, we provide the full case descriptions and contact data of the experts. By continuously exchanging knowledge on this complex issue, the awareness on the importance of quality management will be increased, the success factors will be refined. We would like to encourage you to support the community and to participate in the experience exchange to improve the quality of quality development.

Further readings and useful links

The full case descriptions are available online:

http://www.qualityfoundation.org/ww/en/pub/efquel/elearning/downloads/specials/cen_isss_qd/cases.htm
CEN/ISSS (2003). CEN Workshop Agreement (CWA) 14644. Quality Assurance Standards, January 2003, 
ftp://cenftp1.cenorm.be/PUBLIC/CWAs/e-Europe/WS-LT/cwa14644-00-2003-Jan.pdf
CEN / ISSS (2006a). CEN Workshop Agreement (CWA). Providing E-Learning Supplies Transparency Profiles. Brussels, Belgium.
CEN / ISSS (2006b). CEN Workshop Agreement (CWA) 15533. A model for the classification of quality approaches in eLearning, Brussels, Belgium. 
ftp://ftp.cenorm.be/PUBLIC/CWAs/e-Europe/WS-LT/cwa15533-00-2006-Apr.pdf

Ehlers, U., Goertz, L., Hildebrandt, B., Pawlowski, J.M. (2005): Quality in E-Learning. Use and Distribution of Quality Approaches in European E-Learning. A Study of the European Quality Observatory, CEDEFOP, Thessaloniki, 2005. 

Pawlowski, J.M. (2007): The Quality Adaptation Model: Adaptation and Adoption of the Quality Standard ISO/IEC 19796-1 for Learning, Education, and Training. In: Education, Technology & Society, 10 (2), 2007. 
� I10 members: Anglia Ruskin University, University of Cambridge, Cranfield University, Open University, University of Hertfordshire, Essex University, University of East Anglia,  University of Bedfordshire, Norwich School of Art and Design, Writtle College of Agriculture.
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