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Summary and purpose of document

This document provides a brief summary report of the WMO QMF latest activities.


Action proposed

The Management Group is invited to nominate a CIMO representative in the Inter-Commission Task Team on Quality Management Framework and to discuss the role of CIMO in WMO’s Quality Management Framework. In particular, the Management Group may want to discuss activities, which should be addressed by CIMO in view of the decision made at EC-LVIII. 


REPORT ON THE WMO QUALITY MANAGEMENT FRAMEWORK

The first meeting of the Inter-Commission Task Team on Quality Management Framework (ICTT-QMF) took place in Geneva, 25-27 April 2006. Mr Guido Halbig represented CIMO at this meeting. The meeting made several recommendations for the further development of the WMO QMF. The meeting’s report summary, as submitted to EC-LVIII, is appended to this document. It provides information on the topics, which are likely to be addressed by EC-LVIII and which might require follow-up activities upon decisions of the Council. The Management Group will be informed at its session of the latest decisions.

A review of the CIMO Guide, Part III, “Quality Assurance and Management of Meteorological Observing Systems” and especially Chapter 3 “Quality Management” is presently under revision and the outline of this chapter was presented to the CIMO Expert Team on Regional Instrument Centres, Quality Management Systems and Commercial Instrument Initiatives meeting.

EC had asked the technical commissions to carry out a review of their documentation as a priority activity within their regular work program in an attempt to identify areas of overlap and gaps. This review should rectify the issues of deficiencies, duplications, inconsistencies, and errors making those relevant WMO Technical Regulations, guides and manuals viable reference documents for use within a national Quality Management System. It should be noted that up to now, no concrete mechanism has been set up to carry out this review, but some initiatives have been taken by individual commissions, like for example, CIMO and CBS, which conducted a review of the inconsistencies between the CIMO Guide and Manual and the Guide on the Global Observing Systems
Report by the Chairman of the Inter-commission Task Team on QMF

The first meeting of the Inter-Commission Task Team on Quality Management Framework (ICTT-QMF) was held in Geneva, Switzerland from 25 to 27 April 2006.  The meeting made several recommendations related to the further development of the WMO-QMF, as summarized below.

1.
WMO-QMF overall strategy

The meeting recognized that:

· An overall Framework for QM was missing and recommended that such a Framework, consisting of a top-down approach, be developed for WMO as a whole;

· A clear commitment was needed in order to set in place the overall strategy for developing and implementing a quality management planning process;

· Quality had been at the heart of WMO’s activities for years.

The meeting felt that quality in general was so important that it recommended to raise it at the WMO Organization level and proposed the following:

· The WMO QMF should cover all WMO technical programme activities that relate to the delivery of products, data and services;

· The Congress should issue a “quality policy” and the role of each of the constituent bodies in the WMO QMF should be specified. (suggestions were provided);

· The following should also be specified:

· Technical Commissions and Regional Associations would report on a regular basis on their activities related to QM to Congress and the Executive Council;

· Mechanism to develop, review, achieve international consensus and approval of technical documents;

· Frequency of review of the technical documents;

· Responsibility for the final review and authorization of documents;

· How are Members encouraged to implement QMS (for all of their activities);

· The role/commitment of NMHSs in the WMO-QMF be identified.

2.
Options for developing the WMO QMF and highlighting/strengthening WMO’s quality commitment

The meeting recommended that a “quality management” statement and “quality management” guidance should be included at the highest level of the Technical Regulations (like in the case of Volume II), while QA/QC procedures should be described at the lower level of the technical documentation in Manuals and Guides.

The meeting envisaged and proposed various possibilities, as listed below:

1. A Volume IV (Quality Management Framework) of the Technical Regulation be developed. This volume would encompass the overall WMO policy related to quality and include a chapter for each of the Commissions;

2. A Volume IV (Quality Management Framework) of the Technical Regulation be developed. This volume would be very generic and contain the overall WMO policy, while leaving the commission specific details in the other volumes.  The visibility, transparency and consistency of the quality commitments of the various programmes would be somewhat lower as in the first option;

3. A new chapter on quality management be developed for each volume of the Technical Regulations independently.

The meeting recommended Option 1.

3.
Proposals for Cg-XV resolution addressing a QMF for NMHSs

The meeting recommended that the following elements be part of the future Congress resolution on the WMO Quality Management Framework for NMHSs:

· By not implementing QMSs, NMHSs may lose significant customers and market areas;

· The implementation of a QMS is very much customer and country driven; full support of the executive leadership of the NMHS is needed and no unique solution may be provided to NMHSs;

· Strong encouragement for NMHSs to implement Quality Management Systems (QMS) for part or all of their activities and, as far as possible, follow the ISO 9001 standard, or other internationally recognized standards for the managerial processes, as appropriate to fulfill their national/regional regulations and the needs/requirements of their customers and services;

· NMHSs should strive to implement a QMS for most of their activities, but may choose to certify only a subset of the system, according to their main areas of activity, their customer needs and financial resources;

· In case certification is unaffordable or not desired, an NMHS could also consider opting for a statement of conformity, while recognizing that a statement of conformity has a lower visibility and international recognition as certification has and may not always cover the requirements of its customers;

· The meeting felt that it would not be appropriate and cost-effective to develop a WMO-own certification scheme.

4.
Relation to ISO

The meeting agreed that it would be appropriate and beneficial to develop a formal working agreement with ISO, that would ultimately result in WMO being recognized by ISO as an international standardizing body: this would enable the development of joint ISO-WMO technical standards.  The objective of this agreement is not aimed at developing management standards, but technical standards.

Such an agreement would:

· Clarify to the user community the authority of WMO documents;

· Enhance the international recognition and diffusion of WMO standards;

· Possibly help NMHSs to obtain additional funding support for improvement initiatives.

WMO:

· Would retain a primary control over the development and updating of the standards;

· Could propose its technical documentation for becoming joint-standards as appropriate and could also retain WMO specific standards;

· Would propose its standards at a very advanced stage of the ISO standard development process.

Such an approach would require that:

· WMO meet the ISO requirements for becoming an international standardizing body;

· The joint standards be reviewed on a 5 year basis;

· WMO would need to take into account comments from ISO members.

5.
Terminology

The meeting recognized a need for a harmonization of the terminology concerning, on one hand, terms related to quality and, on the other hand, the nomenclature of the technical guidance documents.  As far as terms related to quality are concerned, the meeting recommended that all the Commissions adhere to the definitions provided in the ISO 9000:2005 standard, and use them accordingly in their guidance documentation.

6.
Review of documentation

The meeting recommended that the status of various technical documents needed to be upgraded to the status of guides or even manuals and that the content of some technical documents needed to be incorporated in the appropriate guides/manuals.  The meeting agreed to produce a list of the technical guidance documents to be used by Members and to post it on the WMO QMF Website. This list would need to be reviewed on an annual basis.  It would be used as a basis to harmonize the WMO technical documentation and would facilitate the access to the latest and up-to-date information for Members and Technical Commissions.

The meeting recommended that a uniform layout among the technical documents should be followed and that the Technical Regulations should include recommendations related to quality management for the activities of all Commissions.

The meeting recognized that the harmonization of the quality initiatives must be a high-priority task of the ICTT-QMF and recommended that a further meeting be held to commence the process.  

7.
Publication

The meeting recommended that taking into account the developments of the electronic technologies, WMO should consider reviewing its publication policy to ensure WMO publications complement QM issues.  To achieve this, the meeting recommended that:

· A CD be published on a yearly basis and distributed to all Members with the latest versions of the WMO technical documents, manuals and guides to use as reference documentation;

· Issuing supplements of documents in printed form should be restricted, and should be replaced by distributing the up-dated documents in electronic form.

8.
Demonstration project and capacity building

Recognizing that it would be difficult to transfer the results of a demonstration project to other NMHSs, that it would delay the availability of that information to other NMHSs and that it might even be counter-productive in the case where the system would not be sustained in the future, the meeting recommended not to carry out a demonstration project. 

The meeting felt that more appropriate and more cost-effective ways to help NMHSs existed and made the following recommendations in view of assisting Members in their implementation of QMS, on a justified need basis:

· The VCP programme should include “Implementation of Quality Management System” as one high-priority area;

· Partnerships and cooperations should be promoted, in which NMHSs, which have achieved certification would help other Members, for example by providing QMS documentation, by visiting and giving advice, offering training attachments in their services, etc. 

The “ICAO Manual/WMO Guide on Quality Management System for the Provision of Meteorological Service to International Air Navigation”, which is presently being published and the Guidelines on Quality Management Procedures and Practices for Public Weather Services (WMO/TD-No. 1256) were recognized as being useful for the activities of all Commissions and Members should be encouraged to use them.

______________
