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 WMO Project Management Framework

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 the project management structures that WMO Secretariat is putting in place to improve project delivery and enhance successful achievement of results and impacts. 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.
1. Project Management in WMO
The Diagram below indicates the activity flow in the standard project management chain.
[image: image1.png]Corporte/ Programme management

*






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 within house comprised of Directors (e.g. D-DRA, D-WDS, D-CLW, D-OBS, C-FIN) is proposed to ensure successful delivery.  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 compromis 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.
· 
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

Proposal writing should be contracted out as appropriate to the scale of the project and the financing source.
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. 
3.5 
3.6 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.

3.7 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.
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