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1. 
Introduction

1.1 This paper provides a review of the discussion of the role of the WMO’s technical commissions that occurred at the 2009 PTC Meeting and looks at a variety of mechanisms that have been used to reduce the cost of technical commissions without forming a view as to whether these have actually increased either, or both of, their efficiency and effectiveness.    

1.2
This paper is a discussion paper that notes that there may be many options in addition to those developed here and invites the Presidents to reflect on the key issues and advise the Secretary-General as to how best they feel the Commissions should be configured, and should work, to meet the current and emerging challenges. 

2.
How Well Do The Commissions Meet Members’ Requirements?

2.1 Any high-level assessment of the success of the commissions is necessarily subjective but would, in all likelihood conclude that they have done an excellent job, serving the WMO well over the long haul.  As a result of the work of the commissions the WMO led the World, and continues to lead the World in the free and open exchange of data, CAS coordinated research has resulted in extraordinary gains in skill in operational forecasting systems implemented through CBS/GDPS. In some cases, such as for the CAgM, these commissions were the only international bodies of their kind, thereby promoting the growth of science in their areas of responsibility.  CIMO has coordinated globally consistent instrumentation that meets a broad canvass of client needs while the more service focused commissions have met an extraordinarily wide variety of user needs in developed and developing countries in the hydrological, aeronautical, marine and agriculture sectors.  

2.2 In view of the historical success of the technical commissions the question must be asked; “why review the Commission structure”?  An obvious answer would be that even a structure that has essentially been in place more than 35 years must be subject to review, particularly in view of changes in other administrative and technical areas to which the Commissions are interfaced.  But a closer examination of the operating arrangements of the technical commissions also highlights a number of areas where the working arrangements could be improved further, for example:

(a) An issue that concerns some Commissions (particularly the smaller ones) is the relatively large proportion of the four-year budget that is necessarily allocated to conducting the quadrennial Commission meeting as compared to the very small amount of resource available to build the capacity and capability of Members;

(b) The “thematic” structure of the technical commissions is not well aligned with the Congress-XIV mandated requirement that the Organization implement the RBB/RBM approach;

(c) The “silo” nature of the Commissions is well entrenched and may have grown stronger over time.  From a historical perspective the need for communication between the “service focused” commissions has been small, and, as a consequence, the interactions have been small and localised.  Interactions between the “support focused” commissions and the “service focused” commissions needs to be, and has been, more substantial, but it might be argued that these have also been inadequate.  As an example consider the World Weather Watch (WWW), implemented by CBS, one of the Programmes serving as a foundation for other Programmes. However the WWW (and CBS) has focused on weather thereby possibly neglecting providing basic underpinning infrastructure support for climate (CCl) and water (CHy).  Also, because the CBS/GTS has focused communications infrastructure on supporting data and information exchanges between NMHSs, the “service focused” commissions, with clients beyond this system have been forced to seek their communications infrastructure support from elsewhere (of course this issue is now being addressed by WIS);

(d) At the present time the technical commission meetings are staggered through the four-year interval between Congresses, with a number inevitably meeting immediately before key strategic decisions are taken. Is it possible to better align the technical commission meetings with the WMO’s planning process, including the timing of the quadrennial Congress?

(e) At the present time the Commission for Basic Systems meets every two years while the other commissions meet every four years.  Is it possible to increase the frequency of meetings to better accommodate the rapid evolution of technical and policy issues?

3.
More Efficient and Effective Operations.

Cost Effectiveness

3.1 Bullet (a) in Para 2.2 highlights the high cost of commission sessions, a cost factor that has been the target of a number of measures.  Essentially there are three areas where these costs can be tackled; the length of the session (each day reduction results in a range of staff and venue hire cost reductions), the reduction in hours of interpretation (by curtailing the need for evening sessions) and reducing the length of documents (thereby reducing translation costs). If these cost saving measures are implemented with no loss in efficiency and effectiveness then overall productivity is increased, however it is hard to gauge whether this is, or is not the case.  Nevertheless the WMO Secretariat has been required to introduce these efficiency measures simply because since the implementation of Zero Nominal Growth budgets for the WMO around 15 years ago there has been a steady decline in available resources in real terms as inflation has occurred and as there have been real shifts in resources to oversight to respond to requirements for higher standards of governance, and to emerging new programmatic priorities.
3.2 The first key to obtaining increased efficiency from the various measures listed above in Para. 3.1 is to improve the standard of documentation and decision making at commission sessions.  In essence the documents that are translated should contain only that information needed to inform effective decision making and a clear description of the decision to be taken. Any other information contained within a document that has to be translated, and interpreted at the session, but does not add materially to decision making is an unnecessary cost.  

3.3 The second key to improved performance of the Organization, and in particular the technical commissions, is effective chairing of commission sessions. Any debate that does not focus on the decisions at hand, and does not advance the overall technical contribution of the WMO, is costly and ineffective.  

3.4 It is also clear that over the past 15 years, with the advent of the Internet, there have been substantial efficiency and effectiveness advances through the use of electronic communication, initially of documents and increasingly through video conferencing.  It is expected that all technical commissions will continue to take advantage of these opportunities, particularly in the work of their expert teams.

Focus on RBM

3.5 The commissions could improve at least the appearance of their relevance, and possibly their actual relevance, by carefully aligning their Terms of Reference with the Strategic Thrust/Expected Results approach adopted by the WMO in its strategic planning (see Doc. 3.2)
Inter-commission Communication

3.6 While a number of inter-commission task teams have been put in place their impact has been small, possibly because only the lead commissions and possibly one or two more really commit to the process, including making experts available to work with the team and incorporating the work of the team into the commissions planning processes (objectives).

Commission Elections

3.7 The reason for holding sessions of technical commissions is to make recommendations for decisions on technical matters that can be addressed by the WMO’s Executive Council and Congress.  The election of officers is one of these key decisions, and as anyone closely involved in the process would be aware, obtaining a quorum is vital if the sessions are to be in a position to make decisions that conform with the requirements of the WMO Convention.  A change that would increase the overall effectiveness and efficiency of the technical commissions would be the introduction of an electronic voting process that would enable all Members, whether they did or did not have representatives present at the commission session vote in its elections.  The system could also be used for out-of-session voting, for example on matters being considered at meetings of the technical commission’s Management Group.
4. A Changed Paradigm for Changing the Frequency, and Inter-connectedness, of Sessions  of the Technical Commissions

4.1 It is possible to envisage a wide variety of mechanisms for arranging for more frequent meeting of the technical commissions and in such a way that they are better aligned with the budgetary cycle of the WMO, but there are few that do not require considerable new resources. The approach outlined here was presented for the first time at PTC 2009 and is repeated here because it seems worthy of further consideration. 

4.2 Firstly any new arrangements should be developed with a view to finding greater efficiencies in the ability of the technical commissions to coordinate their work programmes with the decision making processes of the constituent bodies. The end point of this proposal is to reach the situation in which all technical commissions meet together at an eight-day technical conference/intergovernmental meeting (Super Tech) held every second (even
) year. The Super Tech would have two components; (1) an intergovernmental component where the work of the technical commissions is organised and elections for officers confirmed, and, (2) a scientific/technical component where academia, operations and industry meet and work together.  
4.3 The scientific/technical component of the “Super Tech” Conference would be composed of parallel sessions focusing on the range of issues faced by the WMO’s technical programs with NMHS,  academic and industry contributions, and, where necessary, Plenary Sessions to deal with key cross-cutting or high profile issues.  The technical/science component could be up to six days in length and would be supplemented by two-days of inter-governmental technical commission meeting.  Two commissions would meet at one time to discuss their work plans, each with the team of interpreters supporting them, so for the Super Tech there would be two teams of interpreters supporting eight commissions on a rotation basis (Figure 1).  
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Figure 1:  A possible arrangement of technical commission ‘intergovernmental component’ meetings.  In this example CIMO would meet in plenary all day on Day 3 of the Super Tech.  On Day 3 CIMO would debate all decision documents; adopt some, move some straight to pink and agree to working papers for others.  Sub committees could meet for the next three days and on Day 7 of the Super Tech CIMO working papers could be dealt with in the morning and all pinks approved in the afternoon.

4.4 The chair of the “Super Tech” would be rotated amongst the presidents every two years with the presidents electing their chairperson. The presidents would appoint a Super Tech organising committee to work with Secretariat.  Having a new committee for each Super Tech would help keep them dynamic.  A suggested timeline for the Super Techs is provided in Figure 2. 

4.5 The commission meetings could be broadcast on-line with pod casts of key sessions being made available.  All voting could be carried out online, to be completed by the time of commencement of the first day of the of each commission’s intergovernmental meeting.  Results of the voting would be announced at the commission meetings.  
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Figure 2: 
A possible timeline for the operation of the Super Commission and Super Technical Conference meeting.

4.6 The role of the technical commissions is to advise Executive Council and Congress on the WMO’s technical programmes (or activities).  Decisions with financial implications are taken by these bodies. The key responsibility of the presidents would be to monitor and advice the implementation of the work plans agreed by Executive Council and Congress.  Details of how this would be done need to be considered further, however one possibility would be for the presidents to form an oversight group for all OPAGS (Figure 3). With the Results Based Budgeting and Management arrangements now in place it is expected that in many instances these OPAGs would have representatives from a range of technical commissions.  The OPAGs would report back to the technical commissions at the biennial Super Techs. 
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Figure 3: 
Relationship of the presidents of technical commissions, commissions and the OPAGs established to carry out the overall technical program of the WMO.

5.
Summary

5.1 For the WMO facing a range of technical and policy issues, the mis-alignment between its structures and management approach for dealing with cross-cutting technical issues is now substantial.  The cost of technical commission meetings is, in some cases, undermining the WMO’s ability to effectively carry out its technical work. There is a range of solutions available for addressing these issues.   
5.2 The most consistent objection so far raised to this proposal is that Members could not release all the experts necessary to make the Super Tech work at the one time.  This being the case the WMO might consider having the four “Basic” commissions meet at one time and the “services” focused commissions meet together at another time.  This proposal, for two smaller meetings involving four commissions each would represent a sort of “half-way” house between the existing arrangements and the Super Tech proposal.

5.3 The Presidents are encouraged to comment on the options presented in this paper, and, to the extent they feel necessary, develop further options not considered here, and advise the Secretariat on their views as to the most appropriate way forward for the inclusion in the document to be submitted by the Secretary-General to EC.
Parallel all-day sessions








�	 The Super Tech is proposed for an even year to offset it from the quadrennial WMO Congress.





