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ORIGINAL:  ENGLISH


Guidelines for Preparing a Country Implementation Plan - 
The Public Weather Service (PWS) Component of SWFDP

(Submitted by the Ms Haleh Kootval, Chief, Public Weather Services, WMO Secretariat)

	Summary and Purpose of the Document

This document provides background information on the elements that need to be taken into consideration in preparing a country implementation plan for SWFDP.


ACTION PROPOSED


The workshop participants will be invited to note and take into consideration the information contained in the document when discussing the project guidelines.
Appendix:
User Assessment Questionnaire
_____________
Guidelines on Preparing a Country Implementation Plan 
 - the PWS Component of SWFDP - 
During the workshop, the PWS component will focus on equipping the participants with sufficient information to enable them prepare a country plan for implementing the PWS component of the SWFDP.  The following are the guidelines to preparing the plan.  As far as possible, the plan should address the following aspects:

1. User focus and service delivery

a. Identification of the users to be served or engaged in the project and determination of their requirements

We note here that the term “users” may relate to a specialised group (for example, power supply engineers, the media or the disaster management community) who have very specific needs, but also to a much broader group such as “the general public” whose information needs are broader and not so clearly defined.  Figure 1 below shows groups of users and suggested approaches to their PWS needs.
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(Fig.1: Table of user groups and suggested approaches to their PWS needs)
b. Ensuring that NMHS staff are aware of the user needs

This step is an internal training matter, to be conducted within each NMHS or within region-wide training events associated with the Project, so that staff would ‘read from the same page’ as they serve users.

c. Ensuring that users are aware of potential NMHS services

This is an education / outreach activity which will be part of the overall communication with users necessary for the full realisation of the PWS aspects of the Project.  This latter activity implies the hosting of training events for specialist groups (such as emergency managers); these training events should also involve operational forecasters as they provide an opportunity for a fruitful dialogue between users and forecasters and serve to introduce key personnel to each other on a personal basis. Users should be made aware of the potential services that an NMHS can deliver as well as understand the limitations of forecasts.

2. Development of improved communication skills for National Meteorological and Hydrological Service (NMHS) staff

a. Improvement of communication skills for staff

Communication is one of the most necessary skills for the forecaster, but it is a skill rarely taught during academic training in Meteorology. Communication, at its most fundamental, involves the transmission of thoughts, emotions and meaning from one person to another.  While words (written or spoken) are usually thought of as the primary medium of communication, studies have shown that many other factors (tone of voice, inflection and body language) play a significant role in aiding (or impeding) communication.  Effective two-way communication implies listening skills as well as speaking skills.  Confidence is an important element in communication, and this cannot be taught directly, but must be developed within each person.  Formal communication training courses for forecasters 
(in whatever media they are required to operate – telephone, radio, television, etc.) are crucial in developing communication skills, but they should be augmented with mentoring and feedback schemes and with regular refresher training.

b. Positive engagement with the media and education of media organisations

Most NMHSs seem to have difficulties in dealing with media organisations.  Some of these difficulties stem from the fact that the culture of Meteorological Services and the culture of Media organisations could hardly be more different.  One is dominated by a need for precision, analysis and clear scientific thought, all in a public service environment; the other is driven by creativity, visual imagination and editorial responsibility in what is often a very commercial setting.  Another difficulty, however, stems from the fact that, for NMHSs, the media function as both as a “user” and a conduit to “users”.  A forecast or warning is simply irrelevant if is not communicated to those who might act on the information contained therein, so NMHSs need the media in order to provide a service to the ultimate end-users of public weather services.  However, in their relationships with NMHSs the media can often impose conditions and restrictions which have more to do with their own institutional needs rather than any shared concern for the ultimate end-user.  However, there is usually a substantial common interest between NMHSs and public service broadcasters in providing a quality weather service to the public.

Media organisations recognise excellence in areas covered by their own domain.  Therefore, good communication skills will be recognised and valued by media organisations.  It would also be of assistance if NMHSs acquired some technical knowledge of broadcast technologies, so that they could recognise the appropriate formats in which information should be supplied – the easier it is for a media organisation to assimilate and broadcast (or print) this information, the more likely it is to be used.  Therefore, a dialogue, or two-way communication, needs to be established with media representatives through which NMHS personnel can gain a full understanding of the media concerns while the media representatives can gain an appreciation of the information which can flow from the meteorological side.  This is best achieved by a combination of formal (seminars, training courses) and informal (social events, familiarisation visits, etc.) contacts.  It is all the better if key personnel on both sides develop personal friendships as these can be powerful tools to enhance contact between institutions.  In order to kick off such a series of contacts in an environment where they have not existed before, training by internationally-respected experts, organised through WMO, can play a crucial role.

3. Warnings and alerts

a. A successful warning programme

It is essential for an NMHS to develop an effective warning programme.  To be successful, a warning programme strives to ensure that everyone at risk must:

· Receive the warning;

· Understand the information presented;

· Believe the information;

· Personalize the information;

· Make correct decisions; and,

· Respond in a timely manner (Mileti, 1990).

The ideal warning process has to take into account each of the above components to be successful.

b. Content of a good warning message

NMHS staff should be equipped with the necessary knowledge to craft good warning messages.  This is an internal training matter for an NMHS.  Experience has shown that, when composing a warning, it is important that:

· the heading stand alone and stand out;

· the components of the message are clearly defined;

· the message is simple;

· it personalise the event, the consequences and the actions requires;

· the most important message be placed first;

· allowance be made for shortening of the message by broadcasters; and,

· location be made relative to well-known places, etc.

4. Service Evaluation and Improvement

a. Verification
This involves ensuring that the warnings and forecasts are accurate and skilful from a technical point of view.  Determination of forecast skill, timeliness and product accuracy, while an essential step, is not in itself sufficient for a meaningful programme evaluation of public weather services.  This step may also be built within the forecasting process and may therefore be fulfilled outside the PWS component of the SWFDP.

b. Assessing user satisfaction and perception

The assessment of the utility or value of the services to users must be built within the warning system.  Service evaluation determines whether services are meeting user requirements and ascertains whether users understand the products and services provided and are making optimum use of them.  To be effective the service has to contribute significant social or economic benefits to its clients.  Consequently, evaluation must include an assessment of the value added to clients by the programme.  
The evaluation process should be kept simple with the aim having some results available when talking to decision-makers and in response to media enquiries.

c. Examples of service delivery evaluation surveys

(See attached Annex: User Assessment Questionnaire).

5. Other elements to include in the plan

a. Timelines
The implementation plan should take into account the realities of the situation on the ground.  These realities are essential in helping to fix realistic timelines for achievement of milestones of the implementation of the project.

b. Action persons from the NMHS
A good plan is specific not just on the actions to be taken but also on the person to take the action. It could help to include their contact details as appropriate.  The action people could include focal points from the user organization(s) engaged in the project.
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USER ASSESSMENT QUESTIONNAIRE

NMHS ------- (Country)

Q1. From where do you obtain weather information of your country?

1. Radio
2. Television

3. Newspaper

4. Directly from the Meteorological Service
5. Meteorological service Website

6. Other Websites
7. Mobile phones
8. Other sources (please specify)

Q2. Do you consider the warnings of severe weather of your country over the past several months accurate or inaccurate?

1. Very accurate 
2. Somewhat accurate

3. Average

4. Somewhat inaccurate
5. Very inaccurate
6. Don’t know / no comment(s)

Q3. How easy is it for you to understand the format and the language used in the severe weather warnings?

1. Very easy

2. Easy

3. Neutral

4. Difficult
5. Very difficult
6. Don’t know / no comment(s)

Q4. How do compare the current severe weather warnings with those from the first two (2) years?

1. More accurate
2. About the same

3. Less accurate
4. Don’t know / no comment(s)

Q5. Are the severe weather warnings useful in helping you decide on appropriate response action (e.g., stay at home, do not take the car out of the house, keep children indoors, etc.)?

1. yes
2. No

Q6. On the whole, how satisfied are you with the severe weather warnings provided by your country?

1. Very satisfied

2. Satisfied

3. Neutral
4. Dissatisfied

5. Very dissatisfied

6. Don’t know / no comment(s)
