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DRAFT TEXT FOR INCLUSION IN THE

GENERAL SUMMARY OF THE EC-WG ON WIGOS-WIS-3
5.
WIGOS Projects (Agenda item 5)
5.1
EC-WG/WIGOS-WIS-3 reviewed the Report on the WIGOS Pilot (WPP) and Demonstration (WDP) Projects compiled by the Secretariat and noted a good progress in their implementation. It appreciated the role and input of the relevant technical commissions (TC) and AMDAR Panel in initiating and implementing WPPs.  EC WG also expressed its appreciation for the efforts of Kenya, Morocco and Namibia (RA I), Republic of Korea (RA II), Brazil (RA III), the United States of America (RA IV), Australia (RA V) and the Russian Federation (RA VI) in implementation of their WDPs.
5.2
EC-WG/WIGOS-WIS-3 agreed that WPPs and WDPs provided unique lessons learned, feedbacks and perspectives on the potential benefits, value and impacts of the WIGOS implementation process at the national, regional and technical levels. It reaffirmed that the future success of the WIGOS integration process will strongly depend on the collaboration and cooperation among WMO Members at national and international levels as well as among WMO and its partner organizations.  The working group encouraged TCs and RAs to continue implementation of WPPs and WDPs to ensure success in achieving stated goals and objectives.  
5.3
In this regard, EC-WG/WIGOS-WIS-3 recommended that WIGOS implementation activities should be incorporated into strategic plans and work programmes of the regional associations and technical commissions. 

5.4
Taking into account the role that Regional Associations should play in the WIGOS implementation, EC-WG/WIGOS-WIS-3 encouraged them to develop and coordinate regional WIGOS implementation plans, including the WIGOS Pilot Implementation Projects as specified by WDIS. Furthermore, regional associations are encouraged to establish WIGOS-related Task Teams as well as to initiate the regionally focused WIGOS activities. The Regional Demonstration Projects in RA IV and RA VI would serve as examples.  

5.5
EC-WG/WIGOS-WIS underlined that pilot and demonstration projects should continue to be an important activity in the later implementation stages, especially in assisting LDCs and SIDS countries to more fully benefit from WIGOS.
5.6
EC-WG/WIGOS-WIS noted that implementation of projects requires active coordination and support from the WIGOS Planning Office.  It agreed that for this purpose a suitable project management function needs to be established. This will also ensure better interaction between the WIGOS Project Teams, SG-WIGOS and the respective technical commission working bodies. 
5.7
EC-WG/WIGOS-WIS agreed that the Secretariat via its future WIGOS Project Office should support regional associations in developing their WIGOS implementation strategies and projects, including outreach and capacity-building activities.
5.8
EC-WG/WIGOS-WIS agreed that the revised structure of WMO technical regulations must clearly and unambiguously document the structure and requirements of WIGOS operations, adequately reflecting contributions of all component systems. Upon the approval by Cg-XVI, WIGOS Implementation Plan should include the development of the Manual on WIGOS as a priority activity. 
……………..
____________

Appendix

REPORT ON THE WIGOS PILOT AND DEMONSTRATION PROJECTS 

(STATUS, EVALUATION AND LESSONS LEARNED)
1.
STATUS
During the WIGOS Test of Concept phase (2007-2011), the WMO Technical Commissions, Regional Associations and Secretariat explored the concept of WIGOS through a series of Pilot Projects (by the technical commissions and their partner organizations) and Demonstration Projects (by Members and the regional associations). 

Pilot Projects 


In accordance with recommendations by Cg-XV, five Pilot Projects were initiated by the relevant technical commissions during this phase:
· Pilot Project I:
Improvement of Dissemination of Ozone (total column, profiles and surface) and Aerosol observations through the WIS; Improvement of Interoperability of GAW World Data Centres with WIS and Establishment of Prototype Services to Facilitate User Access to GAW Data;
· Pilot Project II: Hydrological Applications Runoff Network (later changed to Integration of Southern Africa Developing Community Hydrological Cycle Observing System (SADC-HYCOS) and the Flash Flood Guidance System (FFGS);
· Pilot Project III: Integration of AMDAR into WIGOS;

· Pilot Project IV: Elaboration of the underpinning/crosscutting role and responsibilities of the Instruments and Methods of Observation Programme in the context of WIGOS;
· Pilot Project V: Integration of Marine Meteorological and other appropriate Oceanographic Observations into the WMO Integrated Global Observing System,
Later, the WMO Satellite Programme in coordination with CGMS, and GCOS initiated the following two new projects:
· Pilot Project VI: Global Space-based Intercalibration System as a joint initiative of WMO and the Coordination Group for Meteorological Satellites, and 
· Pilot Project VII: Project for the implementation of the GCOS Reference Upper-Air Network.

Pilot Projects played an essential role in addressing major issues of the integration process: testing the WIGOS concept, identifying problem areas, emphasizing the role and contributions to be made by the technical commissions and relevant partners in applying the WIGOS concept to integration within a system of systems framework. Lessons learned emphasized the role and contributions to be made by the technical commissions and relevant partners in the integration process. 

Demonstration Projects 
In accordance with recommendations by EC-LX to support the involvement of NMHSs and regional associations in the implementation of the WIGOS concept and to help Members to understand and fully explore WIGOS, several demonstration projects in the selected WMO Member Countries were initiated. At least one ‘test-bed’ Demonstration Project was identified within each of the Regional Associations with various levels of progress. They were as follows: Kenya, Morocco and Namibia (RA I), Republic of Korea (RA II), Brazil (RA III), United States of America (RA IV), Australia (RA V) and the Russian Federation (RA VI). 
Feedback and lessons learned from Demonstration Projects were beneficial for WMO Members and Partners in understanding expectations from the WIGOS concept at national and regional levels, including significant capacity building possibilities.

Recently, RA VI-MG, based on the decision of the RA VI session (September 2009), decided to establish a Task Team on the redesign of the RA-VI basic ground-based observing network and supported to run this as a new WIGOS Demonstration Project.
WIGOS Projects cover the full spectrum of key observing components and all regional associations, as well as a wide range of issues such as (i) national and inter-agency cooperation, as well as partnership, (ii) consideration of disciplines other than weather, (iii) technical challenges like standardization of data and metadata procedures and representation, (iv) observing methods standards, (v) quality management, and many others. While the projects are at varying stages of progress, it is already possible to derive some lessons learned from their cumulative experience.
However, in case of some Projects, the Implementation and Project Work Plans are still not available for the WIGOS Planning Office needed for monitoring and evaluation purposes. 

The status of implementation of WIGOS Pilot and Demonstration Projects is posted on the WIGOS Web page at http://www.wmo.int/pages/prog/www/wigos/index_en.html as a component of communications and outreach.
2.
EVALUATION
Evaluation of the lessons learned from the WIGOS Pilot and Demonstration Projects provides valuable feedback for the WIGOS development and planning, for the developing WIGOS concept of operations (specified in CONOPS), WIGOS Development and Implementation strategy (WDIS) and other WIGOS related documentation. Lessons learned enabled to validate approaches for integration, identify problematic areas, help understanding of the benefits and provide clarification of more effective and efficient ways forward. They clearly indicate that the future success of the WIGOS integration process will strongly depend on the collaboration and cooperation among WMO Members at the regional and bilateral level as well as among WMO and its partner organizations.
In the Reports provided by the Project Focal Points, several critical issues were indicated, mainly:

· lack of the clear WIGOS concept and specification of benefits; 

· lack of resources that prevent from implementation of the project in a full range;
· lack of time available for full implementation;

· shortage of adequately trained staff, therefore a need for capacity-building activities;
· lack of clear data sharing policy;

· lack of outreach and communication activities as well capacity-building activities (only CBS TECO-WIGOS, 2009, served for this purpose);

· lack of adequate coordination and guidance needed from WIGOS Planning Office.
It was difficult to get feedback from some Pilot or Demonstration Projects, mainly due to extreme working overload of the Project Focal Points that resulted in less comprehensive projects evaluation. 

3.
LESSONS LEARNED
The second session of the Subgroup on WIGOS, October 2009, considered in details a preliminary lessons learned and experienced gained from WIGOS Projects during WIGOS Test of Concept phase compiled by the Secretariat (for details, see the Final Report of SG-WIGOS-2) that were further elaborated based on more recent information available from Project focal points. 
Lessons learned have been used for finalizing of the WIGOS concept defined in CONOPS (EC-WG/WIGOS-WIS-3/Doc. 6), for the preparation of the WIGOS Development and Implementation Strategy (EC-WG/WIGOS-WIS-3/Doc. 9) as well as for specifying priority activities of the integration process in future as specified in the report on the integration of the WMO observing systems (EC-WG/WIGOS-WIS-3/Doc. 10).
The Projects enabled to validate approaches to integration, identify problematic areas, help to understand the benefits and provide clarification of the more effective ways forward. Sharing the experiences and lessons learned have also significant capacity building aspect and help WMO Members and WMO Partners to understand the WIGOS concept and its benefits. They are also important for the WIGOS planning and development and for other implementation projects and activities, such as improvement of management and governance of the operational observing systems. 
Lessons learned also revealed some important issues that are summarized as follows:
1. It is important to build trust through outreach and communication as specified in WIGOS Development and Implementation Strategy (WDIS, Doc. 9); clear information about intents (e.g. working together on promoting common standards), and things that are not intended (e.g. absorbing other systems, reducing visibility of partners). Partners can accept WIGOS as long as it is recognized upfront that they have ownership within WIGOS including data and standards, and the understanding that the goal of WIGOS is to work together and coordinate with partners according to an endorsed governance mechanism. This would ensure successful WIGOS implementation addressing the need of multiple disciplines, with development of common standard practices and procedures for improving availability, access and quality of observational data and associated metadata for all users, while respecting the data policies and funding arrangements of all partners. WIGOS is about partnership and collaboration of all involved in. 

2. Careful consideration of the requirements of each of the partners is important and benefits of the integration process have to be identified. This process requires trust and a mutual understanding of intentions, which can perhaps best be achieved through communication and outreach activities. 
3. It took time to develop the WIGOS concept while Pilot and Demonstration Projects have been initiated very quickly before the concept itself was fully understood by those involved. The WIGOS Projects certainly helped for the WIGOS concept to take shape but it has been evolving over time and it caused a delay of some Projects in the design of their implementation plans. Demonstration Projects could not address all aspects of the WIGOS integration process due to the lack of the clearly specified WIGOS concept and its adjustment during this process.
4. Good governance within WMO mandate and collaboration/cooperation with partner organizations is paramount. Good progress was noted in those Pilot Projects that benefited from appropriate collaboration and cooperation with partners. This was for example the case for the JCOMM Pilot Project where the mechanisms existing under the Joint WMO-IOC Technical Commission for Oceanography and Marine Meteorology (JCOMM) resulted in excellent cooperation with the Intergovernmental Oceanographic Commission (IOC). Established working relationship between the WMO Secretariat and Secretariats of partner organizations also allowed good progress. This was also true for the AMDAR Pilot Project and the relationship between the WMO Secretariat and the AMDAR Panel.
5. Role of regional associations and technical commissions. Both, regional associations and technical commissions will play a fundamental role in this process. Given the significance of active cooperation and enhanced coordination among the technical commissions, regional associations and WMO partners, appropriate steps will need to be taken to ensure that the integration process is incorporated in the work programmes and implementation plans of these entities. In the WIGOS Implementation phase, a priority would be broader regional implementation projects taking into account the diversity of the region. 
6. Benefits must be well communicated. While the major benefits of WIGOS are now relatively well identified, explaining and documenting benefits remains a challenge. As specified in WDIS, communication and outreach strategy needs to be developed.  
7. The impact of WIGOS on Members and partner organizations must be explained. A new section dealing with this issue was incorporated into a new version of CONOPS (EC-WG/WIGOS-WIS-3/Doc. 6).
8. The standardization process must be defined clearly. Technical challenges of this process were presented at PTC-2010 (see ftp://ftp.wmo.int/Documents/SESSIONS/TCs/english/2010/word/Doc6_2_PTC_2010_1.doc for more details. 
9. All projects require active coordination and support from the WIGOS Planning Office (PO); therefore a suitable project management function should have been established from the very beginning of the process. Lack of resources prevented the WIGOS-PO to provide necessary support to the projects.
______________
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BACKGROUND INFORMATION
1.
The second session of the Subgroup on WIGOS (SG-WIGOS), October 2009, reviewed a comprehensive document “WIGOS Projects - Preliminary Lessons Learned and recommendations” submitted by the WMO Secretariat with the inputs from the WIGOS Pilot and Demonstration Projects. SG-WIGOS acknowledged that the development of the WIGOS Projects already provided number of lessons learned useful for the further development and implementation of the WIGOS concept. This document has been updated based on the further experiences gained and the information provided by the WIGOS Project Focal Points through their reports, as requested. 
2.
For the purpose of capturing the lessons learned (incl. a scope of the challenge; practical management and governance aspects; problems identified; and working with partners), simple evaluation process and criteria for evaluation of the Pilot and Demonstration Projects proposed by SG-WIGOS were as follows. Each WIGOS Project should document: (a) aims, (b) deliverables and key project values, (c) lessons learned, (d) benefits, and (e) planned Project completion date. 
3.

Based on the recommendations of SG-WIGOS-2, the templates for the Progress and Evaluation Reports were developed and submitted to all WIGOS Projects for feedback in beginning of January 2010. The evaluation process was coordinated by the WIGOS Planning Office. Based on the information received, this Report on the WIGOS Pilot and Demonstration Projects (Status, Evaluation and Lessons Learned) was prepared. 
__________




























