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	Summary and purpose of document
This document provides information on the practices that were put in place by CIMO MG-9 to ensure an effective work of CIMO, to assess how well these practices performed and how they could possibly be further improved.




Action proposed

The MG is invited to review the effectiveness of the agreed working mechanisms and to make suggestions on how these could be improved.
________________
CIMO WORKING MECHANISMS
Reporting Mechanism for CIMO Expert Teams and Theme Leaders, and Coordination between ETs adopted at CIMO MG-9
1. In order to ensure an effective work of the CIMO Expert Teams and Theme Leaders, the practices listed below were adopted by CIMO MG-9 (2011) to conduct the work of CIMO during the intersessional period.

2. Past experience showed that a regular monitoring of expert team work by the MG was needed to identify problems as early as possible and to provide support to the ETs that experienced problems or needed guidance. This is important to ensure that the expected deliverables will be achieved, and that the experts work in the context of motivated and active expert teams with good communication. In view of keeping the reporting workload as small as possible, CIMO MG-9 decided to adopt the following procedures:

· On a 6-monthly (end of June and end of November) the ET chairs should update the column “Status” and “Comments” of the ET workplan and send it to the responsible MG member with copy to the Secretariat. The column status would be filled with the percentage of achievement for each individual subtask.

· Prior to each session of the Management Group, the ETs will be requested to provide a more detailed report using a template similar to the template that was used for CIMO-MG-7.

3. CIMO MG-9 agreed that the MG members were responsible to ensure they get the reports of the teams under their leadership in due time and to follow-up reviewing the ET outcomes, identifying points needing guidance or raising concern and that they will keep the President and Secretariat informed on their assessment of the situation.

4. Noting that the ET-II had a coordinating role with respect to instrument intercomparisons, the meeting requested all the members of all CIMO ETs and TLs to inform the chair of ET-II in case they were aware of instrument intercomparisons being carried out, which could have results of relevance to CIMO. These could be, for example, intercomparisons carried out by individual Members as well as by group of Members or by other technical commissions.

5. CIMO MG-9 requested all the ETs and TLs to submit the relevant outcomes of their work as updates to the CIMO Guide Editorial Board following the agreed upon procedures.
Review of some positive and less positive experiences
6. All ETs provided contribution to the CIMO Guide Editorial Board for the update of the CIMO Guide. A CIMO Guide Editorial Board member played an important role in this context, prompting ETs to provide their inputs by a state deadline. This worked generally well, though a number of late contributions were also received.
7. It seems that the performance of the CIMO ETs and TLs was not homogeneous, some of them being more productive than others. Also, it seems that the work of the ETs is not evenly distributed throughout the inter-sessional period, but that there are some times of peak activity and others of low activity. Peak activity typically takes place prior, during and after a physical meeting of an expert team, as well as around planned teleconferences.
8. Some expert teams have been making extensive use of teleconferences, while some others had no teleconference at all, in spite of the offer to organize teleconferences made to them at various occasions by the Secretariat. The use of teleconference has proven to be very useful in many instances.
9. Teleconference do require Secretariat resources for their organization, and in order to prepare short protocols of the decisions that were taken during the teleconferences to ensure proper record of decisions and identified actions. This “service” was provided to a number of ETs and a template protocol is available for use.
10. It appears that the Task Team (TT) on the International Cloud Atlas was extremely productive during the short period of its existence. Each TT member was responsible for leading one tasks, and other TT members were identified to contribute to specific tasks. Regular teleconferences were held to review the progress and outcomes of the individual tasks. The fact that this TT was short-lived seemed to have strongly influenced its performance: each team member was well aware of its duties from the establishment of the TT. The TT worked more like a project team. The CIMO MG may therefore consider where increased use of TTs should be made. However, it should be noted that this TT also required extensive Secretariat support to organize all the teleconferences and provide needed guidance.
11. CIMO ETs typically meet only once during the 4-year intersessional period. It appears that the use of teleconferences allowed to have more evenly distributed work during that period for some ETs. However, this could probably be further improved and generalized to all ETs.
12. At present it is unclear how well the 6-monthly reporting of the ETs/TLs to the responsible MG members performed. The MG members are invited to inform the meeting on how well it performed in their cases and which were the difficulties, if any.
13. It seems that the performance of the ETs do not only depend on the capability of its individual members, but also strongly depend on the chairing skills of the ET Chair and on his communication skills. It seems to be crucial that the ET Chair is confident enough in his use of the English language, both to chair meetings and teleconferences, but also to provide clear guidance and instructions to the other ET members, both orally and in written form. A further issue encountered during the current intersessional period was the relative inexperience of some ET Chairs. It will be important that, at the beginning of the new intersessional period, OPAG Chairs  ensure that the Chairs of the ETs under their responsibility are familiar with the WMO process, what is expected of them during the intersessional period, and that they are clear on their responsibilities as ET Chairs.
14. During this intersessional period, the time between the CIMO-XV session (2-8 Sept. 2010) and the CIMO MG-9 meeting (5-8 April 2011) was essentially devoted to the preparation of the ET workplans. This long delay in effectively starting the work of the ETs/TLs could be significantly reduced if draft workplans would be available before CIMO-16 session. This would enable on one hand, that the experts apply to the expert team to which they could best contribute (knowing in advance most of the tasks of the ETs and not only its Terms of Reference). On the other hand, it would be possible for the ET to internally perform the task allocation and start its work directly after the CIMO session. 
Some other possibilities to consider in order to further improve the work of the commission
15. It is frequently difficult for ET members to find time during their daily job to perform the CIMO tasks, which is probably a reason why most of the work is being done around the meeting times. It is therefore suggested that selected expert(s) could be invited to the Secretariat for a few days to perform specific tasks, away from their regular duties. Such visits to the Secretariat could possibly be concluded by a teleconference of the ET to review the progress made by the invited expert(s).
16. Increased use of consultants could be made. The outcome of their work would have to be reviewed/finalized/approved by relevant ETs. In that context, it would be extremely helpful for the Secretariat to know which experts could accept consultant contracts beside their regular work.

17. The MG is invited to consider whether ETs that have made strong progress on their deliverables should be allowed to have a priority meeting, or whether that would be detrimental to the work of the other ETs.
_________________




















































