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BACKGROUND
The Adaptation Fund (the Fund) was established by the Parties to the Kyoto Protocol of the UN Framework Convention on Climate Change (UNFCCC) to finance concrete adaptation projects and programmes in developing countries that are Parties to the Kyoto Protocol.  The Fund is financed with 2% of the Certified Emission Reduction (CERs) issued for projects of the Clean Development Mechanism (CDM) and other sources of funding. 

WMO became accredited to the Adaptation Fund as a Multilateral Implementing Entity in December 2010.  The accreditation will allow WMO to work with members in developing countries to submit projects aligned with National Adaptation Plans to the Adaptation Fund for funding.
These projects could include developing early warning systems to ensure that vulnerable communities have sufficient time to protect their lives, property and livelihoods from extreme weather and climate events.  Establishment of effective climate services to ensure that governments and communities have access to the best possible climate change information that is tailored to their requirements is also a potential focus. 
WMO initiated discussions with the AF Secretariat concerning the submission of regional proposals related to modernization of NMHS of eligible of countries to support developing sustainable multi-hazard early warning systems.  Initial with the AF Board (13th meeting) indicated that there was feasible approval for the third quarter 2011 timeframe for Board consideration.  However, during the 14th,  June 2011), 15th (sept 2011) and 16th (Dec 2011)  Adaptation Fund Board Meetings, the Board further discussed the issue of modalities for funding regional projects or programmes and decided they needed clarity concerning the added value and qualitative criteria that should be applied to regional initiatives.  The committee recommended the establishment of an ad-hoc working group to further consider the criteria for regional projects and the implication of this approach on country funding caps.  
Considering this progression of events, as well as the likely timeframe prior to a decision by the AFB on regional projects, WMO is now proposing the following process for supporting individual national submissions with a goal to improving national observation networks and increased human capacity development; preparing countries for an eventual linkage to regionally based activities and programmes.  
AIMS AND OBJECTIVES

This concept note aims to define a framework through which WMO and its Members can work together in the most efficient and appropriate manner.  The roles and responsibilities of WMO and the members on behalf of which projects are to be submitted, are clarified and expected deliverables from each side are outlined to ensure a smooth submission process.  Moreover, the necessary resources needed are identified to enable WMO to submit appropriate projects which are aligned with the overall objectives of the Fund.
PROPOSAL DEVELOPMENT AND SUBMISSION PROCESS
1. WMO will inform all eligible Member countries through a circular letter describing the proposed process. 
2. The Permanent Representative will need in the first instance obtain “Approval in Principle” that the Designated Authority, the nominated National Focal Point to the Adaptation Fund, indicating that the Government will support the approach to the AF by the WMO.

3. The Permanent Representatives will be asked to submit a Concept Note for their proposed project as per template on Annex A of this document.  The AF Project Officer in discussion with frelevant WMO personnel will consider the eligibility of the proposed concept.  
4. The member country NMHS and WMO Secretariat will begin formulating the project design.  
5. An appropriate consultant will be assigned to help develop and write the proposal with the PR as needs and funds allow.
6. In parallel, the AF project officer within the WMO Secretariat will facilitate discussions between the country, the consultant and the appropriate branches within the WMO Secretariat to make sure the proposed project is sustainable and fits within AF requirements.

7. The AF project officer will liaise with the Fund secretariat and provide the necessary support during the proposal review process.

8. Upon approval of the Fund, the country will be informed and AF project officer will facilitate the acceptance process.

9. WMO will support the project’s implementation.
WMO SECRETARIAT AF PROPOSAL SUBMISSION PROCESS MANAGEMENT STRUCTURE 
The Director of Resource Mobilisation is responsible for the oversight of the submission process.  
The Adaptation Fund Project Officer
 will be responsible for following up on the policy and guideline changes within the Adaptation Fund as well as the necessary communication between the AF and the country wishing to access financial support from the AF.  Furthermore, the AF Project Officer will be responsible for the day to day interaction with countries submitting concepts, and will coordinate during the project implementation process ensuring project deadlines are met and necessary reports are submitted to the AF, and other stakeholders, in a timely manner.
A Consultant
, hired on an as-needed basis, will be responsible for the proposal writing process ensuring that it meets the country objectives as well as meets the AF’s overall requirement.
PROPOSED PROJECT MANAGEMENT SUPPORT
During the accreditation process, WMO was requested to submit their Project Management Framework to the AF.  It is necessary to ensure that the WMO Secretariat follows this framework to show the AF that we are consistent in our project management processes.
DRA-RMO is currently in the process of establishing this Project Management process utisiling existing resources; however following the process outlined above will have further human resource needs implications as described in Annex B to this document.
ANNEX A:  PROJECT CONCEPT NOTE TEMPLATE

REQUEST FOR PROJECT SUBMISSION TO THE ADAPTATION FUND

PART I: PROJECT/PROGRAMME INFORMATION

Country/ies: 



     
Project/Programme Category: 
     
Title of Project/Programme:

     
Executing Entity/ies: 


     
Amount of Financing Requested: 
      (in U.S Dollars Equivalent)

PART II: REVIEW CRITERIA

Country Eligibility 



Is the country party to the Kyoto Protocol?
_____ YES
_____ NO

Is the country a developing country particularly vulnerable to the adverse effects of climate change?
_____ YES
_____ NO

Does the country have a Designated Authority to the Adaptation Fund?


_____ YES
_____ NO

PART III:  ELIGIBILITY 

Does the Executing Entity have the preliminary endorsement from the country’s Designated Authority to the Adaptation Fund?
_____ YES
_____ NO
Are there other projects currently endorsed by the country’s Designated Authority?  If so, does the cumulated budget of all projects exceed 10M USD?

Does the proposed project support concrete adaptation actions to assist the country in addressing the adverse effects of climate change? 
_____ YES
_____ NO

Does the project provide economic, social and environmental benefits, with particular reference to the most vulnerable communities? 
_____ YES
_____ NO

Is the project consistent with national sustainable development strategies, national development plans, poverty reduction strategies, national communications or adaptation programs of action or other relevant instruments? 
_____ YES
_____ NO

Is there duplication of project with other funding sources? 
_____ YES
_____ NO
Does the project have a learning and knowledge management component to capture and feedback lessons? 
_____ YES
_____ NO
PART IV:  PROJECT BACKGROUND AND CONTEXT 

Provide brief information on the problem the proposed project/programme is aiming to solve.  Outline the economic social, development and environmental context in which the project would operate.
     
PART V:  PROJECT OBJECTIVES
List the main objectives of the project.

      
PART VI:  PROJECT COMPONENTS AND FINANCING
Fill in the table presenting the relationships among project components, activities, expected concrete outputs, and the corresponding budgets.  If necessary, please refer to the attached instructions for a detailed description of each term.

	Project Components
	Expected Concrete Outputs
	Expected Outcomes
	Amount (US$)

	1.      
	     
	     
	     

	2.      
	     
	     
	     

	3.      
	     
	     
	     

	4.      
	     
	     
	     

	5.      
	     
	     
	     

	6. Project/Programme Execution cost
	     

	7. Total Project/Programme Cost
	     

	8. Project Cycle Management Fee charged by the Implementing Entity (if applicable)
	     

	Amount of Financing Requested
	     


PART VII:  PROJECT CALENDAR 

Indicate the dates of the following milestones for the proposed project/programme

	Milestones
	Expected Dates

	Start of Project/Programme Implementation
	     

	Mid-term Review (if planned)
	     

	Project/Programme Closing
	     

	Terminal Evaluation
	     


PART VII:  PROJECT JUSTIFICATION 

Describe the project / programme components, particularly focusing on the concrete adaptation activities of the project, and how these activities contribute to climate resilience. For the case of a programme, show how the combination of individual projects will contribute to the overall increase in resilience.

     
Describe how the project / programme provides economic, social and environmental benefits, with particular reference to the most vulnerable communities. 

     
Describe or provide an analysis of the cost-effectiveness of the proposed project / programme.

     
Describe how the project / programme is consistent with national or sub-national sustainable development strategies, including, where appropriate, national or sub-national development plans, poverty reduction strategies, national communications, or national adaptation programs of action, or other relevant instruments, where they exist.

     
Describe if there is duplication of project / programme with other funding sources, if any.

     
Describe the consultative process, including the list of stakeholders consulted, undertaken during project preparation. 

     
Provide justification for funding requested, focusing on the full cost of adaptation reasoning.

     
Develop a logical framework for the project proposal, including milestones, targets and indicators.

     
ANNEX B

WMO Project Development and Management Framework
1. Introduction

WMO Secretariat is currently oveseeing numerous NMHS development projects in various regions focused on modernization and improved services and also working in partnership with multi-lateral  donors and implementers including the World Bank, UNDP, European Commission aand many individual country Overseas Development Agencies (ODA’s). 

Currently, implementation of development projects tends to be fragmented, with loose internal coordination across Technical/Scientific Programmes and Regional Offices and a lack of an organization-wide project implementation oversight.   Thus lack of an internal, insitiutionalized project management framework leads to a variety of project formulation styles, monitoring, reporting and evaluation procedures. 

To overcome the above shortcomings, it is clear that greater internal coordination is needed for more effective and efficient project implementation. Improved internal coordination should lead to increased value-adding by joining of complimentary activities at regional levels. Cg-XVI discussed this matter and supported the efforts to better institutionalize project management arrangements within the Secretariat for these cross-cutting regional projects (Doc 6.1).  
This document outlines a proposed project management process for consideration by Executive Management and the Committee de Direction. The methodology described below is consistent with internationally recognised project management.    Using this proposed project management framework WMO will ensure projects are designed, appraised, implemented and evaluated in the most efficient and consistent manner. This framework also indicates how the WMO will provide project oversight and in particular how project risks will be identified and managed.

2. Project Management in WMO

The Diagram below indicates the activity flow in the standard project management chain.
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See Annex 1 for overview of stages:
Not all the projects will require every stage as projects can be terminated before they reach completion. Some projects will go through steps 2, 3 and 4 multiple times.  While the terms may differ from sector to sector, the actual stages typically follow common steps to problem solving i.e. "defining the problem, weighing options, choosing a path, implementation and evaluation”.

In WMO the Project Management process is currently dispersed somewhat informal at times and tends towards reactive/adaptive rather than being a structured driven process which has the potential to cause issues with donors with regard to the pace of implementation, disbursements and overall expenditure of allocated funds and internally and with members in terms or priority setting and allocation of effort.   

To address this, it is proposed that the process of Project Management within WMO could be structured addressed as follows:

Overarching elements:

· Project Oversight Board

· Project Coordination Unit

Project Specific Elements:

· Project Steering Committee 

· Project Delivery Team 

3.1 Project Oversight Board (POB)
A Project Oversight Board comprised of Directors (e.g. D-DRA, D-WDS, D-CLW, D-OBS, C-FIN) is proposed to ensure successful delivery within house.  The Project Oversight Board will guide development of project proposals and implementation plans.  

The terms of reference of the Project Oversight Board could be as follows:

· Task the Project Coordination Unit with the development of documentation that is of a standard for submission to various donors.  

· Oversee the implementation of projects so that objectives are met and benefits realised in such a way that meets the requirements of the funding mechanism. 

· Ensure that appropriate resources are made available to ensure successful delivery.

· Take decisions as necessary throughout the lifetime of the project and proactively manage the risks associated with the project.

In relation to ongoing projects specifically, the Project Oversight Board will consider: 

· Monitoring of implementation through regular Progress Reports of each project

· Issues causing delays or resource replanning

· Potential for increased synergies between projects and cooperation between Departments

· Any contingency measures needed to ensure successful completion

· Review of deliverables, final reports, evaluation and audit reports
In relation to new projects specifically the Project Oversight Board will consider:

· Does the project proposal meet the criteria for eligibility of the particular funding mechanism?

· Does the project have (or be able to achieve) relevant endorsement at a government level and is it consistent with national sustainable development strategies?

· Are the objectives of the project technically sound?
· Does the Secretariat have, or can obtain, the resources to successfully implement this project alongside the other running projects and ongoing business?

· Based on these considerations, the POB will prioritize, accept or reject project proposals
The Board should meet quarterly to consider potential financing opportunities and related Concept Proposals and review implementation progress of funded projects with a view to resolving any issues / roadblocks to timely implementation.  The Board will be chaired by Director Regional Activities or a nominated proxy. 

3.2 Project Coordination Unit (PCU)
Given the broad scope of current and anticipated externally funded projects it is increasing obvious that a dedicated Project Coordination Unit is needed to coordinate across WMO Technical Programmes and Regional Offices on project implementation, liaise with donors and ensure timely reporting and visibility of projects.  In the initial phase it is proposed that this unit be compromised of:

· C/Project Coordination Unit (P5) – oversee implementation of projects and ensure coordination across the WMO Technical Departments and Regional Offices responsible for project delivery.

· Project Officer (P2-3) – support the C/Project Coordination Unit to compile donor reports, procurement support, communicating with NMHS operational staff, preparing documentation for Project Board Meetings. 

· G Staff Support (G4-5)
· Short Term Project Managers – for larger projects the cost of hiring a project-specific Project Manager (P4) - to be placed at WMO or in the region should be built into the project budget, as the donor / financing mechanism permits.

· Proposal writing should be contracted out as appropriate to the scale of the project and the financing source.
The PCU focus of activities to include:

A. Coordinate proposal development;

B. Establish arrangements for project implementation;

C. Instigate measures for financial and project risk management;

D. Ensure monitoring and evaluation arrangements;

E. Ongoing liaison with donors, reporting to donors at agreed timescales.

F. Visibility of projects and donors

PCU Reporting and documentation

Project highlight reports will be prepared by the PCU ahead of each Project Oversight Board meeting – or more frequently if deemed appropriate. The highlight report should contain the following elements:

· Project, date and period covered;

· Progress achieved against the project plan;

· Use of resources (actual versus plan);

· Budget status (actual versus plan);

· Actual or potential problems – do these impact the overall plan?

· Next milestones;

· Revised forecasts for cost and schedule. 
· Set up an intranet website for each project

3.3 Project Steering Committee (PSC)
For each major project a Project Steering Committee comprising of key stakeholders and partners will be assembled as appropriate to assist in guiding the direction of the project.  Costs associated with meetings of the PSC should be identified in the project plan.

3.4 Project Implementation Team

For each project a Project Delivery Manager will be identified who will be either an internal technical expert who will directly oversee delivery of technical elements based on the main focus of the individual project (Hydrology, Climate Services, AgMet etc.), or a project officer hired externally.
For each major project of regional and national scope a Project Implementation Team commensurate to the size and scope of the project and comprised of professional staff in each Department identified by the relevant Director as key responsible for implementation of respective components of the project is required. . 
The Project Delivery Manager will work closely with the C/Project Coordination Unit).

3.5 Interim Arrangements
Mr. Wayne Elliott, currently on secondment to RMO from Met Office (UK) will function as interim Chief Project Coordinaiton Unit. In this regard he will be assisted by JPOs Ms Salla Himberg (50%) and Mr Makotoa Suwa (50%). Mr Elliott reports to D/RMO.

3.6 Potential Costs 

In the interim arrangements outlined above, existing resources will be utilised to initiate this improvement in development project management and implementation arrangements.   In the long term it is assumed to build up a fund to support this arrangement through cost recovery arrangements embedded in new projects.    The main purpose for introducing the PCU is to facilitate more effective management of resources, 

Annex 1
Project Management Process
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Starting up a project
a project brief/proposal (describing, in outline, what the project is attempting to achieve and the business justification for doing so) is prepared. In addition the overall approach to be taken is decided and the next stage of the project is planned. Once this work is done, the project board is asked to authorize the next stage, that of initiating the project.
Key activities include: appointing an executive and a project manager; designing and appointing a project management team; preparing a project brief; defining the project approach; and planning the next stage (initiation).

Initiating a project
This process builds on the work of the start up process, and the project brief is augmented to form a Business Case.  The approach taken to ensure quality on the project is agreed together with the overall approach to controlling the project itself (project controls). Project files are also created as is an overall plan for the project. A plan for the next stage of the project is also created. The resultant information can be put before the project board for them to authorize the project itself.  In this process the project team is appointed.
Key activities include: planning quality; planning a project; refining the business case and risks; setting up project controls; setting up project files; and assembling a Project Initiation Plan. 
Directing a project
This process dictates how the Project Board operates.  The Project Board can authorize an initiation stage and can also authorize a project. Directing a Project also dictates how the project board should authorize a stage plan, including any stage plan that replaces an existing stage plan due to slippage or other unforeseen circumstances. Also covered is the way in which the board can give ad hoc direction to a project and the way in which a project should be closed down.

Key activities include: authorizing initiation; authorizing a project; authorizing a stage or exception plan; giving ad-hoc direction; and confirming project closure.

Controlling a stage
Projects should be broken down into stages and these sub-processes dictate how each individual stage should be controlled. Most fundamentally this includes the way in which work packages are organized.  It also specifies the way in which progress should be monitored and how the highlights of the progress should be reported to the Project Board. A means for capturing and assessing project issues is suggested together with the way in which corrective action should be taken. It also lays down the method by which certain project issues should be escalated to the project board.

Key activities include: authorizing work package; assessing progress; capturing and examining project issues; reviewing stage status; reporting highlights; taking corrective action; escalating project issues; and receiving a completed work package.

Managing stage boundaries
The Controlling a Stage process dictates what should be done within a stage, Managing Stage Boundaries (SB) dictates what should be done towards the end of a stage. Most obviously, the next stage should be planned and the overall project plan, risk log and business case amended as necessary. The process also covers what should be done for a stage that has gone outside its tolerance levels. Finally, the process dictates how the end of the stage should be reported.

Key activities include: planning a stage; updating a project plan; updating a project business case; updating the risk log; reporting stage end; and producing an exception plan.

Managing product delivery
The Managing product delivery process has the purpose of controlling the link between the Project Manager and the Project Team Manager(s) by placing formal requirements on accepting, executing and delivering project work.  The Objectives of the Managing Product Delivery process are:
· To ensure that work on products allocated to the team is authorized and agreed;

· Team Manager(s), team members and suppliers are clear as to what is to be produced and what is the expected effort, cost and timescales;

· The planned products are delivered to expectations and within tolerance (financial and temporal);

· Accurate progress information is provided to the Project Manager at an agreed frequency to ensure that expectations are managed.

Key activities are: Accept a work package, execute a work package and deliver a work package.

Risk Management

Proactive project Risk Management is essential to ensure that projects deliver on time, to budget and to required quality standards. Risk management starts at the earliest stages of a project concept design and continues right through to project completion.

Risk Identification: From the outset of the project (during project concept design) possible risks to the success of the project should begin to be logged on a “Risk Log” document. The risk log usually takes the form of a spreadsheet with each row identifying a separate project risk – there are several examples freely available on the internet.

Risk Mitigation: For each of the risks identified, the Project Management Board will consider any mitigating actions that could be taken to prevent it from occurring. For example, financial risks associated with currency shifts are mitigated by “buying forward” currency at the start of the project. This obviously has a cost associated with it that needs to be incorporated into the project plan. For this reason a full consideration of risks starting at the project concept stage is the best possible way to ensure that the project is resiliently designed. 

Risk mitigation should change the colour code of a risk from, for example, RED to AMBER. It may be necessary to implement several mitigation strategies in order to reduce a risk to an acceptable level.
Risk monitoring: Risk management is an ongoing process. It is the Project Management Board’s responsibility to continue to monitor all risks associated with the project throughout its lifecycle. Some risks will pass and can be closed – whilst other new risks will emerge during the project. The risk log is a live document and should be updated and revised following each Project Management Board meeting.

Inevitably, for some risks there is little or nothing that a Project Management Board can do to mitigate against them. For example, there may be little that can be done to minimise the risk of disruption to a project due to political unrest in a benefiting country. There are perhaps some strategies that can reduce exposure of a project to this risk – but ultimately the Project Management Board and Adaptation Fund would need to accept this risk. To do this the risk needs to be clearly identified and articulated in the project plan.

Closing a project
This covers the things that should be done at the end of a project. The project should be formally de-commissioned (and resources freed up for allocation to other activities), follow on actions should be identified and the project itself be formally evaluated.

Key activities include: decommissioning a project; identifying follow-on actions; and project evaluation review.
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� Currently Ms Jay Wilson has an SSA until May 30th 2011 whereby 50% of her time will be accorded to establishing this process.  It is envisaged that this cost will be added to the budget proposal in AF proposals and recovered at a later stage by WMO, as is the current practice at UNDP and accepted by the Adaptation Fund.


� This cost will be added to the budget proposal and recovered at a later stage by WMO, as is the current practice at UNDP and accepted by the Adaptation Fund.
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