
ANNEX 3:
The Capacity Development Process, Dimensions and Quality Management Approach
The WMO CD process offers a systematic approach to NMHSs development. Experience shows that if any step is neglected, the sustainability of the effort may be compromised. In this sense, the steps can be used to diagnose the shortcomings of past CD efforts (see Annex 2: Case Studies) and to instruct future efforts.
As shown in the diagram below, the CD process is composed of eight steps that all capacity development activities need to consider if they are to be effective and sustainable. The steps may be non-linear or iterative, but generally progress from the establishment of requirements to the understanding of the existing baseline capacities leading to identification of gaps needed to meet the requirements. Assistance to NMHSs often puts emphasis on one or a few service areas at a given time depending on national and funding priorities, expanding to other areas as requirements are re-evaluated and as resources permit.
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· STEP 1: Define Requirements: In this step, the NMHSs describes what services and products are needed at the global, regional and national level and what is needed to meet these requirements in terms of it’s institutional organization and mandate, technical skill, infrastructure, and relationships with users and its ability to operate the infrastructure and to performs its functions. The requirements can be different in nature: technical systems, standards, or organizational, and can be expressed in a number of ways such as type of measurement, observational coverage and frequency, timeliness, resolution, staffing skill and budget. All relate to the capacities which are needed for providing the weather, climate, water and related environmental services, including observing systems, data management, prediction, communications and data exchange to stakeholders who require the information. Requirements can also refer the level of quality of services, usability, availability, reliability, supportability, testability and maintainability. In this step, tailoring NMHSs products and services and integrating regional requirements as key element for coordination and advocacy are areas to be considered as recommended by Resolution 49 (Cg-XVI).
· STEP 2: Establish Baseline: To assess existing capacities (procedures, institutions, human resources and infrastructure). «Capacity Development that is not rooted in a comprehensive study and assessment of the pre-existing conditions will be restricted to training alone, which will not facilitate sustained results» [UNDP]. As recommended by Resolution 49 (Cg-XVI), the areas to be considered in this CDS step are: assessing the Members capabilities and improving their compliance to WMO standards. The national baseline also assesses the NMHSs ability to meet the full range of requirements identified in Step 1.
· STEP 3: Analyze Gaps: This aims at comparing what the NMHSs has to what is needed to meet national and international requirements. This step involves determining what capacities are lacking or require additional development in terms of institutional, infrastructural, procedural and/or human resources capacities.
· STEP 4: Develop a Strategic Plan: A strategic plan to address the gaps in the ability of the NMHSs is important to clarify the goals and specify the measures to be taken to fill the gaps and meet requirements. Strategic planning is the organization’s process of defining its strategy and helps making decisions on allocating its resources to pursue its strategy. Generally a strategic plan deals with the key questions What do we do? (= mission), Where shall we be in the next three to five years? (vision), and How are we going to make it a success? (strategy). Strategy shall include expected results (ERs) and SMART
 objectives. To ensure a sustainable approach, the strategic plan should be aligned with stakeholder priorities, including national development plans (see step 5) and linked to resource mobilization (see step 6). The strategy should lead to a budget for the activities in the plan and include sub-programmes (observations, communications, staffing, services) with targets for each sub-programme, staff requirements with salaries and training, capital equipment and operating funds (see step 7).
· STEP 5: Ensuring National Ownership and Support: Through engagement with national governments and regional authorities and related institutions, the development of the NMHSs must be integrated into national priorities (and linked to regional and global priorities) to ensure sustainable development. As helpful as multilateral and bilateral assistance can be, ownership of the goals, priorities and long-term funding must be evident at the national level. A process such as a NDP, shared funding or some form of government endorsement is sought at this step that will allow implementation of the strategy established in Step 4. Ensuring national ownership and consistency with NAPAs and other national development plans is recommended by Resolution 49 (Cg-XVI).
· STEP 6: Mobilize Resources:  This step stresses the need for NMHSs to mobilize financial and in-kind resources towards meeting the requirements identified in Step 1 and prioritized in Step 2. National support means, to some extent, national funding. National funding need not be all from one central government agency. In many cases funding arrangements for special services from the NMHSs to another department or to a private entity can be made by agreement or contract. In many countries a portion of funds received for aviation support from airlines are apportioned to NMHSs for aviation services.  As international coordination means engagement in the international community and as the cost of developing modern NMHSs can be a challenge for a developing country, external funding for many countries is necessary. Multilateral and bilateral funding mechanisms exist and should be pursued. Resolution 49 (Cg-XVI) also encouraged international and inter-regional and bilateral cooperation, and volunteerism should be encouraged to extend the resources available to developing countries.  Strengthened partnerships within the UN system, development banks, NGOs and with regional organizations can provide opportunities to leverage resources and build on common interests.
· STEP 7: Implement a CD Response: A capacity development response is needed to align the strategy with national and donor strategic priorities and the availability of resources. Here the execution of a plan for CD requires clear responsibilities, funding sources and mechanisms for coordination and management of the process. Goals, Expected Results and Key Performance Indicators should be incorporated into the implementation plan or national budget so as to enable the Monitoring and Evaluation (Step 8) phase to properly reflect progress.
· STEP 8: Monitor and Evaluate: Evaluation of capacity development promotes institutional arrangements, leadership, knowledge and accountability. This step defines the process of monitoring and evaluation of the overall CD actions, not only at the end of an implementation phase but throughout the process at defined intervals. 
Defining the requirements includes compliance to WMO Standards, guidelines and good practice but also understanding the capacities required to deliver a desired level of service at national, and in some cases at international level..

Stakeholders and partners involved in Steps 1-3 will need to be present in the development of the plan, and this as it is put forward for approval and funding. Those involved in national planning and finance must add budget realism to the preparation of a capacity response which may feed back into the definition of requirements. All players in the process have a role in monitoring and evaluating the implementation of the CD response. 
Responding to urgent needs in emergencies is crucial capacity development in LDCs and SIDSs. The 8-Step process will be applied where possible, but priority is given to rapid response and on the implementation of a capacity development response based on previously identified requirements, baseline and gap analysis with expedited planning, national commitment and resource mobilization. 
WMO Quality Management Systems linkage

WMO encourages NMHSs to implement Quality Management Systems (QMS) and has defined a Quality Management Framework (QMF) to provide advice on development and use of QMS relevant to meteorological and hydrological organizations. The ultimate goal of a QMS is to encourage and to support the continuous improvement of product and service quality through quality control, quality assurance and quality improvement of the organizational processes.

The CDS process defined above may be viewed as a supplement to the WMO QMF. Even if NMHSs have no internal or external requirement to apply QMS, the 8-Step process suggests what is needed to build and sustain the capacity of the NMHSs and thus to address the requirements of national and international stakeholders.

Four Dimensions of Capacity

WMO Capacity Development recognizes that NMHSs capacities have four different dimensions: their human resource capacities, the infrastructural capacity, the procedural capacity and the institutional capacity. These four perspectives are needed to sustain capacity development, and defined as:

· Human resource capacity: Individuals equipped with the education, skills, information, knowledge and training to enable them to generate, communicate and use decision-relevant weather, water and climate information, and also to manage the process;
· Infrastructural capacity: Capability of NMHSs to access the resources that are needed to generate, archive and use weather, water and climate data and decision-relevant information, including observing networks, data management systems, computer hardware and software, internet, manuals and scientific literature;
· Procedural capacity: Capability of NMHSs to define and advance best practices for generating and using weather, water and climate information. The capacity includes the processes needed to implement and execute projects, programme or policy, and to monitor its implementation and evaluate results;
· Institutional capacity: Capability of NMHSs to articulate its mandate, elaborate its management structures or to envision the desired course of the organization; to develop a strategy, translate it into an actionable plan and prepare a budget; to engage with stakeholders to identify, and create consensus around capacity development issues, as well as related policies, regulations and laws, that enable effective provision of services. 

These perspectives are distinct and yet inter-related. While the highly technical human resources and infrastructural capacities have been relatively well addressed during the long history of technical cooperation of WMO, procedural and institutional capacities are also required in the formulation of arrangements to implement and review policies, strategies, programmes and projects. A suite of management and leadership skills need to be added to human resource capacities to enable NMHSs to build stronger national political ownership, to develop of relevant policies and legal frameworks, and to enhance sustainability by linking regional, sub-regional and national planning processes.









� SMART : Specific, Measurable, Achievable, Realistic and Time-related





