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	Summary and purpose of document
Considering the increasing importance of providing data, products and services that can be demonstrated to satisfy recognized Standards of quality to Members, Partner organizations and different societal sectors, a Workshop was held to create a uniformly high level of understanding and familiarity with the requirements of the different ISO Standards on quality management, and provide basic auditor training with a view to support Members and programmes in developing a QMS.




Action proposed

The MG is invited to consider the options described in this report for further developing the WMO Quality Management Framework within its remit. 

________________
Report to the CBS Management Group on the results of an audit training/implementation workshop on Quality Management Systems for members of the WMO ICTT-QMF and supporting WMO Secretariat Staff, 7-11 Dec 2009.

1. Participants were given a series of presentations on the status quo in terms of Quality Management System (QMS) implementation across the different WMO programmes and activities.  These included a general introduction to the principles of QMS in the context of the new ISO 9001:2008 Quality management systems - Requirements Standard, highlights on specific QMS aspects such as document control, user focus and systematic approach to decision-making as part of an overall holistic management system.  Participants were also briefed on  the current situation in the Aeronautical Meteorology Programme, where the mandatory implementation of a properly organized quality system with the recommendation for ISO 9001:2008 to form part of the recent amendment proposal for the International Civil Aviation Organization (ICAO) Annex 3 regulating the requirements for the provision of meteorological services to civil aviation.

Participants then reported on the status quo of QMS planning within their respective areas of expertise and programme areas.

2.
This exercise was followed by a practical, hands-on training in internal and external QM audits, which would enable participants to assist Members and Programmes to establish an initial base line of readiness for QMS implementation and to provide guidance on the following implementation steps.  This theoretical basis, however, must be followed by participants actively seeking opportunities to participate in such audits as observers. Initially, this would be in order to gain practical experience and confidence in their ability to carry out such audits independently in the future.

2.3
A brief summary of topics covered each day is given below:

-
Reason for conducting audits:
After an introduction on the benefits of a QM-system, and the rationale and requirement to use audits within the QMS, the roles and responsibilities of auditors within the WMO environment was the focus of this day.  An example of how auditor’s competence can be defined and evaluated was produced in a workshop.

-
Tools and techniques used :

The main focus of this day regarded tools and methods to be used for preparing and performing audits.  Workshops in active listening and question techniques were completed by a role play on critical audit situations.

-
Managing an audit programme:

The training day was used to bring the processes of managing audit programmes and performing audits closer to the participants.  In a series of workshops an audit programme and audit plans were produced to be used as examples.  This was completed with a session on how to formulate findings.

2.4
Workshop conclusions and recommendations:

On the final day of the workshop, a draft proposal containing a number of options and associated activities was presented to the participants, with the aim of enhancing the QMF implementation process. It is understood that these strategies will be considered by WMO senior management with a view to their possible applicability in the overall WMO strategic and operational planning process, and may be to some extent reflected in future revisions of such planning documents submitted to Executive Council.

Option for activity 1: Rewrite and “convert” the WMO 1001: Guide on the Quality Management System for the Provision of Meteorological Services for International Aviation into a “generic guide” fit for purpose for all WMO programmes.

a.
Additional sections to be provided, including, but not restricted to the following topics:

· Selecting a quality management consultant;

· Developing and producing a quality manual;

· Developing procedures;

· Conducting internal audits; and,

· Selecting an organisation to perform the ISO compliance certification.

b.
Additional attachments: e.g., National Meteorological or Hydrometeorological Service (NMS) Quality Manuals as best practice examples

Option  2: Develop and implement a pilot QMS for a WMO Secretariat Programme with the supporting Division to achieve certification of compliance with the ISO 9001:2008 Quality management system - Requirements.  The Applications of Meteorology Services Programme was considered to be an appropriate candidate for the pilot.

This option would require a number of secondary activities:

a.
The appointment of a dedicated Quality Management Project Manager was considered to be a fundamental starting point for the further development of the WMO-QMF.

b.
Provide ISO 9001 ”Demystifying“ training for all appropriate staff.

c.
Develop and publish a Quality Manual.

d.
Perform as appropriate, internal audits to prepare the Programme for external audit and certification of compliance with  ISO 9001:2008.

e.
Identify and appoint an appropriate Certification body through a formal selection process.  

Alternatively, implementation of the ISO 9004:2001 Standard (which is related to the 9001 Standard, but does not encompass certification), could be seen as a first step.

Option 3: Endeavour to obtain the appropriate resources (both financial and human resources) to enable the development, implementation and ongoing commitment to the WMO-QMF initiative.

a.
Develop a business case to support the ongoing implementation of the WMO-QMF.  
This is particularly important in the light of plans for enhanced activities in the field of Climate Services under the Global Framework for Climate Services (GFCS).
b.
Develop a Project Plan for implementation accompanied by a proposal for a comprehensive budget for the next WMO financial period.

c.
Submit the business case and project plan for endorsement and funding.


Option 4:  Identify and obtain a commitment from Members operating a mature QMS to form twinning partnerships with Members currently planning or developing a QMS.

a.
Identify Members commencing or contemplating adopting a QM approach.

b.
Establish whether or not assistance from WMO would be required, and, if so, whether or not a twinning partnership would be welcomed.

c.
Identify suitable Members with mature QMSs prepared to enter into a twinning partnership by region.

d.
Develop a comprehensive protocol for engagement of partners.
Leading to Option 5: Identify highly experienced and competent auditors amongst Members who are prepared to participate in ad hoc WMO Audit Team(s).  The concept is to provide an initial introduction to QM/ISO, guidance for implementation, and, as appropriate, a gap analysis.  It is envisaged these would be short-term (maximum one-week) missions.

a.
Develop Terms of Reference (TORs), required qualifications and criteria for WMO QM Expert / Lead Auditor ad hoc role.

b.
Ask for expressions of interest from Members with mature QMSs.

c.
Select appropriate individuals based on their clearly demonstrated ability to meet the selection criteria.

d.
Provide specific/focused WMO Lead Auditor Training for the recruited group to verify their status as WMO QM Expert / Lead Auditors and to ensure conformity of service delivery to the Member countries.

Option for activity 6: Review and enhance the current WMO-QMF website and provide a comprehensive resource list for the use by Members.

3. Concluding remarks by the CBS representative to WMO ICTT-QMF

The members of the ICTT-QMF had a rather divers level of knowledge on Quality Management Systems. Therefore the training in QM audits was helpful to bring the participants to the same level of knowledge and to draw conclusions and recommendations for enhancing the QMF implementation process. The proposed activity 1: Rewrite and “convert” the WMO 1001: Guide on the Quality Management System for the Provision of Meteorological Services for International Aviation into a “generic guide” fit for purpose for all WMO programmes would be a “quick win” to enhance the visibility of the WMO Quality Management Framework, but would need the support of an external consultant. 

If the QMF implementation process will become part of the future WMO strategic and operational planning process, the development and implementation of a pilot QMS project in the Applications of Meteorology Services Programme would be the logical next step. 

