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Towards a WMO Policy Framework for Service Delivery 

1. Purpose

1.1 The purpose of this document is to propose a framework for service delivery that will guide NMHSs in the provision of warning and advisory services that incorporate fully user needs and performance metrics.  While there is no prescriptive way to provide services, the framework aims to improve service delivery by sharing best practises between NMHSs and to increase focus of WMO programmes on service delivery in accordance with the WMO Strategic Plan.

2. Introduction

2.1 Effective service delivery is a fundamental requirement for NMHSs if they are to meet national needs.  However, there are many different interpretations of the concept of service delivery as it relates to the provision of weather-, climate- and water-related services.  Several of these are defined and discussed in this paper with the intent of forging an international WMO Policy Framework for Service Delivery.  
3. Definitions
3.1 NMHSs (always used in the plural) – National Meteorological Services (NMSs) and National Hydrological Services (NHSs); NMS – A national meteorological or National Hydrometeorological Service; NHS – A National Hydrological Service 

3.2 Users – Users are individuals or organizations for whom products and services are provided by NMHSs or partner organizations. If the user has paid directly for the service, he/she is generally called a customer. 
3.3 Providers – NMHSs, or partner organizations, that produce or acquire weather, climate or water information in support of users’ needs. 
3.4 Partner Organization – A WMO Member organization that provides complementary /additional weather, climate or water information to NMHSs; for example a university or specialized centre.  

3.5 Products – A product is basic information that is created by the analysis or forecast process.  For example, a warning of a tropical cyclone is a product and a forecast of degree heat day for the next five days is a product.  
3.6 Services - A service is a product delivered or activity that is carried out that meets the needs of a user.  Providing a user access to a tropical cyclone warning in a convenient and timely manner is a service.  Providing a customer access, for a commercial fee, to the five-day forecast of degree heat days, for example, is also a service. Both government and non-government entities supply weather-, climate- and water-related services. 
3.7 Service Development - A service may be developed by the provider of the service or increasingly it may be co-developed by the user and the provider of the weather, climate and water products.  The latter process reflects the increasing importance of user-defined products and services, which fully integrate weather, climate and water information into user decision support systems.
3.8 Service Contract - Services may be provided as a public good; on a contractual basis to a government user and on a commercial basis to a fee paying customer.  In all cases there is an implicit or explicit contract between the provider and user of the services to meet the needs of the user. 
3.9 Fit for Purpose – Fit for purpose implies a contract between the provider and user, and as such should result from extensive dialog and clear understanding and agreement between the parties in terms of:

· What is the information need?

· How is the information to be provided?

· How the information will be used?

· The risks inherent in the decisions to be made using the information

· The strengths and weaknesses of the information being provided (including verification and inherent uncertainties)

3.10 Service Delivery Process - The service delivery process describes the end-to-end activity of:

· preparing and delivering the service;
· ensuring that the service is fit for purpose; 

· establishing a feedback system that monitors the user/customer needs,

· comparing user needs against the quality of the service provided; and

· managing the service quality continuously so that it meets the user requirement.

4. The role of WMO in the Service Delivery Framework
4.1 WMO provides international coordination and sets standards.  It has also provided some guidance for service delivery, which has been used to good effect by all Members.  The Service Delivery Framework will provide a more uniform and structured approach to service delivery applicable to all weather, climate and water information services. 
4.2 The data underpinning meteorological and related products require international coordination to guarantee that they meet the needs of the product generating centres.  The communication systems that move data and products globally are coordinated through WMO.
4.3 The assessment, and objective verification of products generated in one country for use in another is also coordinated by WMO so that the results are properly shared and used in the process of improving the quality of products.

4.4 NMHSs deliver a wide range of weather-, climate- and water-related services to meet a broad range of needs.  In the majority of these cases, needs are defined nationally, the major exceptions being services for international aviation and shipping, which conform to international standards.  Providing an international framework through WMO will assist NMHSs to improve national service delivery by sharing better practises and supporting mutually agreed standards.
4.5 The Service Delivery Framework will also help WMO prioritize the assignment of resources to countries with the greatest need for assistance in service improvements.   

5. What drives the Priority of Service Delivery in NMHSs?

5.1 The public and political assessments of the effectiveness of NMHSs occur continuously. These depend largely on how effectively the NMHSs meet the service delivery standards of the nations they serves.  Confidence in NMHSs derives from a belief that they are delivering services in a way that meets national and public needs.  It is not enough that staff within the NMS consider the services they provide to be world-class, highly accurate or even perfectly usable and relevant to their community’s needs, what is required is that the community receives services that meet their needs.  

5.2
The ability of an NMS to meet national service delivery needs is put to its most critical test when an extreme hydro-meteorological event occurs and then even the best forecast, issued on time, is no defence in the event of a national disaster if no one used that forecast.  Providing effective warning, forecast and assessment products and services depends on a system that engages users, the problems, the risks and the values throughout the process.  Most of the utility of weather, climate and water information, added or lost in the value-chain of decisions and actions between the physical phenomena and their subsequent impact, occurs in communicating the information to users and in the behaviour of users in response to that information, and ultimately in the effect of their decisions in societal and economic outcomes.  If the user cannot make changes or there is no effect on the outcome, the information is of little direct value.  Value can be increased by improving the forecast, by improving communication, or by improving the decision-making process.  If the currently available information is underutilized, value will likely accrue if the communication or decision-making process is improved. Service delivery is about providing the service that the users actually use because it meets their needs. 
5.3
Countries make choices about which services their NMHSs will deliver.  Generally, NMHSs must meet the key public needs in such a way as to have the greatest beneficial impact on their community. In one sense, this makes prioritisation straightforward for NMHSs because it is clear that the activities that contribute most to the safety of life and property have the highest priority.  However, the risks are not always obvious to national governments and are rarely objectively or continuously assessed. 
6. What drives the Priority of Service Delivery in the WMO?

6.1 The WMO Strategic Plan emphasizes enhancing the capabilities of Members to provide and use weather, climate and water and environmental applications.  
6.2 WMO Programmes, as part of the Service Delivery Framework, should adopt improving service delivery as part of their responsibility to assist NMHSs, including by helping them:

· Increase their understanding of societal and economic requirements for weather, climate, water and air quality services;
· Improve relevant, timely, cost-effective and useful products and services that can be used beneficially by WMO Members;
· Expand the use of weather, climate and hydrological services;
· Increase training and provision of guidance material to enhance NMHSs and partner organizations’ ability to deliver useful services;
· Increase collaboration and cooperation between NMHSs, sectors and government agencies whose day-to-day activities are affected by weather and climate and which can benefit from improved weather, climate and water services;

· Increase participation of NMHSs in Members’ risk reduction activities; 
· Improve the decision making capability of Members by providing appropriate inputs to Members, especially through integrated early warning of sector specific impacts.
7. Responding to Changing Users’ Needs

7.1 A service for a particular sector involves a broad partnership of producer and user organizations, meteorologists and related scientists, and practitioners from user sector and supporting organizations.  It provides an opportunity to interlink global, regional and national information systems; to provide comprehensive modelling and analytical capability to address problems at regional and local scales, and to provide for a distributed decision-relevant research and development capability.  It is the latter, which sets this service apart from the traditional, exclusively science-based forecasting service.  Service delivery must focus on collaborative problem solving.  It is a service that fully engages with the user to produce mutually defined weather, climate and water information that is most useful for individual applications.  The service relevant to a particular sector would be integral to that ministry and sector.   

7.2 Implicitly, although service delivery is part of the role of NMHSs, it is a partnership between environmental and social organizations.  As such, one approach is to create a public service platform that brings together the operational capacity of providers and users of weather, climate and water information and services.  The benefit to user would be an operational network that evolves to meet the specific user needs, forecasts systems targeted to user decisions and an integrated system that aligns weather, climate and water information with social, economic and other user-specific information.  A public service platform would provide the opportunity to focus on strengthening ground-based observation systems, strengthening surveillance, creating integrated early warning and assessment systems, and providing fast, efficient and unified service delivery. 

7.3 The net effect should include strengthening partnerships with key user sectors and government ministries.  The aim would be to realize tangible and quantifiable benefits to communities by exploiting new operating partnerships between user and provider to share responsibility for effective delivery of services.  This would include the development of new tools and methods to strengthen dialog and collaboration between provider and user, especially the implementation of more interactive early warning systems, which are integrated into every level of governance from the community level to the national infrastructure.

7.4 By separating the service platform from product delivery, emphasis is placed on information sharing, joint information dissemination, joint research and training, and joint product development between the meteorological and hydrological service and the user.  In addition to the information generated by the NMS, the platform also integrates data from outside partners, both national and international, so that users have access to all relevant information through a single source with which they can work directly. 
8. The proposed WMO Service Delivery Framework

8.1 WMO Members will develop acceptable metrics to determine the effectiveness of NMHSs’ service delivery and agreed service quality/effectiveness monitoring programs.  
8.2 A process to exchange information between NMHSs will be established to inform the managers of NMHSs as to how effective their national services are relative to other comparable weather-, climate- and water-related services.
8.3 WMO Members will agree on minimum standards for the provision of weather services, climate services or hydrological services.  The standards may be nationally determined but monitored and evaluated in an internationally agreed framework and the results of the evaluation should be exchanged between WMO Members.

8.4 This critical process of service quality evaluation will enable WMO Members to better understand the relevance of their services judged within the framework of user needs. 

8.5 The information will be used to improve the efficiency and effectiveness of all WMO programmes, and, as a consequence, of all Members
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