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Lessons learned report for CBS-16
SUMMARY
The lessons learned report on CBS-16 is intended to help organizers of constituent body sessions improve the running of future sessions.
DECISIONS/ACTIONS REQUIRED: 
CBS-MG considered the draft report on lessons learned from CBS-16 and recommended changes to it or confirm that it covered the key issues.
ANNEXES:
1. [bookmark: _APPENDIX_B:_]Draft report on lessons learned report on CBS-16
__________
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CBS-16 Lessons Learned report
SUMMARY
This lessons learned report assesses the conduct of CBS-16 with the intention of providing guidance to organizers of future constituent body sessions. The information used to prepare the report was gathered from a questionnaire distributed to staff supporting the session (whether or not they attended the session) and members of CBS Management Group, together with documents used in the preparations for and running of the session.
Key issues identified in this report are:
· All staff supporting the session should be required to demonstrate competence in the tasks assigned to them before their attendance is approved;
· WMO IT support is needed to support the session organizers in their interactions with the local IT suppliers; 
· Organizing the agenda to place the most important decisions early in the agenda improved the effectiveness of the session;
· Not translating documents during the session worked, but on-screen editing of most documents had to be used to allow clear interpretation of changes. 
Additional, less significant, suggestions are contained in the body of the report.




Introduction
1. This report highlights aspects of the management of CBS-16 that are candidates for repetition, or that may need to be handled differently, at other constituent body sessions.
2. Where relevant, the yes/no responses of the survey issued to participants is reported in the discussion of the topic
Structure of the session
3. CBS-16 was the first Technical Commission session to use the “EC-68” document structure and not to translate documents during the session. CBS-16 also changed from an agenda structured around the Open Programme Area Groups (OPAGs) to one based on strategic versus operational decisions.
Survey: the meeting led to concrete action that greatly benefited the participant’s organization: 91%
4. Document format. Use of the EC-68 document format met the objective of helping to focus discussions on the key issues needed to support decision making, and there were very few interventions that asked for recognition of achievements by Members. Preparation of documents was perceived to take more effort than previously, partly because authors were not used to the new style, but also because the format required greater clarity in the decisions to be made. Following discussions at the 2017 PTC/PRA meeting, it might be beneficial to consider including  a statement about the impact on Members in the Decision/Recommendation/Resolution format.
Survey: Documents touched on the most essential issues in an optimal way: 90%; liked the new structure of documents: 88%, background information was useful: 95%, read INF documents: 69%, documents approved at the session were necessary: 90%.
Recommendation: use the format at other constituent body sessions.
5. In-session translation. There was no in-session translation of documents during CBS-16. This appears to have worked, but had two consequences: 1) more documents than previously were “on-screen edited”, 2) preparing the post-session documents for translation imposed greater work on staff from OBS and WDS because the approved documents did not track all the changes since the previous version.
Survey: Read documents in mother tongue: 28%; listened to interpretation in mother tongue: 40%; felt documents were clear and concise: 61%.
Recommendation: care needs to be taken to ensure simplicity of language of documents.
6. Agenda content work plan. The agenda was constructed to separate strategic discussions from operational decisions. Strategic discussions were placed early in the work plan, ahead of operational decisions. In the pre-session work plan, nearly equal time was allocated to each OPAG. In practice, the time allocated to strategic issues was increased, and those OPAGs with less complex decisions were allocated less time than in the original plan. Decisions on strategic issues were planned to take place before the elections to ensure that the key decision makers were present. Some experts left the meeting before their specialist topic was discussed.
Survey: value for money of the meeting was high: 78%; length of the meeting was optimal: 81%; shorter or longer meetings would be justified: 47%
Recommendation:  retain the practice of placing the most important topics early in the work plan (even if this does not produce a logical flow of topics). Consider the likely complexity and volume of discussion when preparing the work plan. Seek to complete at least the initial discussions on a topic on the day published in the work plan (this would be easier if the work plan were based on the complexity of topics under discussion). Consider the attendance behaviours of delegations when creating the work plan.
Processes before and during the session
7. Risk management. The coordinator used a risk register to identify actions that were needed to increase the smooth running of the session (see Annex 1). Specific additional actions were taken to mitigate the risks associated with IT and quorum. These were successful in that the secretariat was able to continue working even though the local IT infrastructure was initially dysfunctional, and the quorum was exceeded by a record amount.
Recommendation: for future sessions use a risk-register approach based on mitigation actions; conference directors should participate in risk assessment and mitigation.
8. Host country agreement. The Host Country agreement for CBS-16 was not signed until shortly before the start of the session. It did, however, cover the key points. Greater clarity might be needed to ensure that the support facilities (desk space, printer, network access) must be available to staff from their planned arrival time until their planned departure time. At CBS-16, these facilities were not available until late the evening before the start of TECO and were removed immediately the session finished (thus hindering completion of the document processing after the end of the last day of the session).
Recommendation: the Host Country Agreement should make it clear the period for which facilities must be available to the secretariat.
9. Agenda preparation. Despite production of the first draft of the agenda in March 2016, Directors did not agree the agenda until July 2016. This allowed little time for the supporting documents to be written and agreed (the deadline passed to staff was 15 August 2016). 
Recommendation: the agenda should be approved fully at least two months before the deadline for submitting documents. The associated work plan should be published at least three months before the session to allow delegations to plan their travel.
10. Staff briefings. A series of briefings for staff that would be involved in preparations for CBS-16 were held shortly after the agenda had been decided. These were held a week apart. Attendance was poor because of missions and summer leave.
Recommendation: hold briefing meetings early and allow more time for training staff in the procedures to be used.
11. Session web site. Poor network connectivity for the first half of the session made it difficult to assess the suitability of the session website. Although it met the critical needs, the calendar was difficult to use (for both delegates and editors) and delegates found downloading documents difficult.
Recommendation: further work on the website is needed to (i) make the calendar clearer so that it defaults to the period of the session and allows all the events for a day to be viewed without returning to the monthly view between looking at event details; (ii) make it clearer how to download files; (iii) allow download of multiple files at once (needed, for example, if wifi is not available in hotel rooms).
12. Session handbook. Partly in response to the lessons learned report from CBS Ext(2014) that identified a need to brief OPAG Chairs on the procedures followed during a CBS session, shortly before the session documents on roles and responsibilities, contact information and other information relevant to the session were collected into a single document and made available to staff and members of CBS Management Group. This was more convenient than using a set of web pages (and avoided the need to create a protected section of the web site). The document had to be updated frequently during the session to keep the information current.
Recommendation: continue the practice of creating and maintaining a session handbook in a form that can be made available for offline use.
People aspects
13. Skills of staff. With increased dependence on electronic documents, electronic document management and shorter duration sessions, it is essential that staff supporting constituent body sessions have the ICT skills needed, and that they receive adequate training to support them.
a. Use of Word. All staff with responsibilities for document processing must be proficient in the use of Word, including use of any WMO-specific tools provided and the “rules” for document content. Several of the staff attending CBS-16 were not comfortable processing documents, placing greater load on their colleagues.
b. Use of document management system. CBS-16 made use of ELIOS, although staff were not familiar with its use. In its present configuration, ELIOS cannot be used for in-session document approval because some approvers are not WMO staff.  ELIOS cannot be used to share session documents with delegates, so separate processes are needed to store the documents in both ELIOS (for archive) and the session website. 
c. On-screen editing. Two factors led to greater use of on-screen editing at CBS-16 than at previous sessions: lack of in-session translation meant that delegates needed to see modifications to documents in situ so that the interpreters could place the changes in context; showing modified text on-screen avoided going to a further draft and thus allowed the session to complete within the shortened time scale (compared to previous full CBS sessions). In general, the professional staff supporting the agenda items performed the on-screen editing, though in one case a Member provided the service because the member of staff did not have the required skills.
Recommendation. (i) All staff supporting the session should be required to demonstrate adequate competence in the use of Word and the document management system before their attendance is approved - contingency arrangements for CBS-16 (to cover, for example, sickness) allocated document handling responsibilities to all staff. (ii) Staff to perform on-screen editing should be identified before the session and should be required to demonstrate that they can edit documents under the conditions experienced for on-screen editing, including speed, handling multiple inputs and accuracy of editing.
14. Workload of staff. Figure 1 shows the number of documents for which each member of professional staff (labelled P1-P5) was responsible during CBS-16. This distribution was uneven with staff member P1 processing as many documents as members P3-P5 combined. This led to a high workload for the two staff members P1 and P2. The uneven workload meant that those with a high document workload were less able to support negotiations  in their area of responsibility. One member of professional staff who attended the session had no in-session responsibilities.
Recommendation: Responsibility for documents supporting the management of CBS and the session itself should be distributed to produce an even processing workload for staff.
 (
Figure 
1
. Number of documents managed in session for each of the professional staff (identified by the labels P1 to P5).
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15. Selection of staff. At CBS-16, some areas required more detailed and complex discussion than others. The staff member supporting the most complex discussions also had one of the highest document processing workloads, and had not been fully involved in the decision making process that had led to the proposals in the documents. This resulted in unnecessary work at the session by Members (and staff) and in lower quality decisions.
Recommendation: planning attendance of staff at the session should ensure that those staff necessary to support the decisions to be made attend the session and that all staff responsible for a document are given sufficient briefing and background information to allow them to support Members fully in making the decisions.
16. Allocation of responsibilities to staff. At CBS-16 the allocation of overall responsibilities to staff was uneven. In addition to the direct support for documents, general support was required for advice on General Regulations governing the running of the session, IT support (to staff members), liaison with the local IT team, management of the administrative support team and for management (and adaptation) of the processes for running the session and supporting staff in following these. During the preparation for CBS-16 the need for these skills had been identified, and it was also identified that the skills required to do this were held by staff attending the session to support document processing. The decision was made that it was not necessary to send additional staff in order to provide these skills. In practice, this complete set of skills was provided by a single individual in addition to the high document processing load allocated to that individual.
Recommendation: when planning staff attendance at a session, consider both the workload and the skill set on individuals when deciding on how many and which staff should attend the session to ensure that all staff have an equitable loading. Plan on the assumption that there will be a significant requirement for the generic support activities.
Facilities for the session
17. Network. As at previous sessions, the wifi (and wired) network caused problems. This was compounded by access limitations to international sites from within mainland China, which showed both as some sites being inaccessible (despite privileged access to some sites being provided), and slow access to sites not in China. The wifi network was showing signs that there were too many devices attached to it, and it was not until the locally-provided computer used for projection also suffered the problem that the local organizers took responsibility for the problem. Note: during the period of CBS-16, Microsoft had rolled out a patch to Windows that led to some computers being unable to connect to the internet if they changed network and this undoubtedly was the cause of some of the connection problems (neither the local IT support nor the WMO IT support indicated that this might be a contributing cause of the problem).
Recommendation: (i) the Host Agreement should continue to emphasize the large number of devices that need to be attached to the network, (ii) the WMO team should include someone with the skills to explain the network problems and to work with the local team to resolve them, (iii) WMO IT support should notify those running the session of standard issues that might impact the session (in this case, known problems with a Microsoft update) – even if WMO computers would not be impacted by the issue the staff supporting the session would have to handle the consequences for delegates. 
18. Office accommodation. The office accommodation provided for secretariat support was small with little space to move around, insufficient space for working on documents and had trailing cables that were trip hazards or could pull equipment off the working areas. The offices provided for the President and Secretary General were each significantly larger than that provided for the secretariat support, were generally underused, but were too far from the meeting room to be used by the secretariat.
Recommendation: agree the layout and location of the secretariat offices before departure, including the location of printers.
19. Projection. The projection screens (LED) were very large and clear, making working on-screen very practicable (for example, the file name in the title bar of Word was legible, even if somewhat small) – far better quality than in Salle Obasi. Poor network reliability and bandwidth meant that the anticipated approach of uploading files to the website in the secretariat support room and downloading them as required for projection did not work, and the files were copied during breaks in the session using a memory stick. A method of signalling whether the floor cameras or the laptop should be shown was developed during the session.
Recommendation: (i) arrange in advance  a collection point for files and presentations for transfer to the laptop and for routine copying of files (in both directions if on-screen editing is used) and allocate responsibility to an individual, (ii) agree with the local organizers in advance of the start of the session how those on the podium will communication with those operating the audio-visual (and air conditioning and lighting) while discussions and presentations are taking place.
20. Printing. Although the session was “paperless”, those on the podium needed access to briefing documents and the documents under discussion. At CBS-16 this was provided using paper copies. These copies were not always available in time (the target was for the items to be available at close of business the day before the discussion). The printers were not capable of printing the large documents in a reasonable time, and the supply of consumables (ink and paper) was low and the printers frequently ran out.
Recommendation: (i) ensure that the printers are capable of producing what is required and that the local organizers keep them well stocked; (ii) and that the individual responsible for preparing the packs for the podium produces them at the correct time (iii) consider whether an alternative to the use of paper on the podium is feasible (for example tablets for looking at a second document) and how that solution might be supported if the network is unreliable.

Annex 1: Risk management
Ten potentially significant risks to the operation of CBS-16 were identified during the planning of the session. These are listed in Table 1 that uses the classification (VL to VH) and colour scheme of the WMO Risk Management process to assess the potential impact of the risks on the session. This table was used by the session coordinator to guide the preparations  for the session.

[bookmark: _Ref471804600]Table 1. Risks identified before CBS-16. The colours and classifications are those of the WMO Risk Management process.
	Risk ID 
	Cause
	Outcome
	Likelihood
	Impact
	Procuct score
	Current impact

	1
	In-session documents only produced in English.
	Delay to discussions in session, resulting in business not being completed. Some decisions postponed.
	M
	H
	12
	12

	2
	Internet not available to participants
	Not possible to hold discussion on any decision (only information briefings may be given)
	H
	VH
	20
	20

	3
	Official email not available to WMO staff
	Documents cannot be updated during session.
Updated information not available to staff at the session.
Delegations cannot communicate with their countries.
	VH
	VH
	25
	10

	4
	Staff sickness or injury
	Delay to proceedings; expert advice not available to assist decisions.
	VH
	H
	20
	20

	5
	Physical damage to venue or other threat to safety
	Delay to proceedings, possible cancellation.
	VL
	VH
	5
	5

	6
	Official email not available to Members
	Documents cannot be updated during session.
Updated information not available to staff at the session.
Delegations cannot communicate with their countries.
	VH
	VH
	25
	20

	7
	Insufficient delegations with credentials represented
	Decisions have to be ratified by vote by correspondence. 
	H
	VH
	20
	20

	8
	Laptop configuration does not support session documents away from HQ.
	Documents incorrectly formatted during the session.
	VH
	M
	15
	15

	9
	Documents not prepared in time
	Delegations may use a point of order to prevent the decisions in the documents being discussed.
	H
	H
	16
	25

	10
	More words have to be translated than planned.
	1). Cost of session increased.
2). See Risk 9 (documents not prepared in time)
	H
	M
	12
	12
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