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Summary and Purpose of Document

This document provides background to a discussion to be led by PMWIS on project management’s hardest deliverable: the last 10%. WIS is now in implementation, but what do we have to focus on to ensure WIS is delivered. 

ACTION PROPOSED

The meeting is invited to consider the thoughts provided in this paper, discuss and then review the decisions and actions arising from the meeting.
Annexes:
1.
Extracts from WPIP - Critical Success Indicators 

2.
Extract from Michelle LaBrosse, 2009 [See Ref 2] – Project Check List
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Introduction
1. Background
1.1. WIS first emerged from CBS in the mid 90’s. At the CBS Extraordinary Session (Karlsruhe, October 1998) CBS called for all Technical Commissions to identify the information system requirements of their respective programmes and to participate in the effort to plan for Future WMO Information Systems (FWIS). The first meeting of the Inter-commission Task Team on FWIS met in Melbourne, Australia in November 1999 [See ref. 2]. The WIS concept continued to develop under the leadership of CBS and the ITT-FWIS and in 2003, Congress agreed to this being the future of WMOs information systems. In response to Congress’s findings, Executive Council established the ICG-WIS to take WIS from a concept to reality. An optimistic timeline was set but reviewed again at Congress in 2007 with an aim to having WIS operational by Congress in 2011.
1.2. In the opening of the first ITT-FWIS, the secretariat stated that the “primary purpose was to develop a strategic overview of integrated information systems and services and to review the structure and the operational organization of the GTS to gain maximum benefit from modern data-communication techniques and services”. This is interesting because instead of being an “Integrated System” the eventual development of the FWIS concept led to WIS being based on interoperability.
1.3. Also interesting in looking back is that CBS held a technical conference on WIS in Seoul in 2006, and there identified that WIS would not be able to be delivered in reasonable timelines unless additional resources were made available and demanded the creation of a project manager to pull together the various development activities of WIS, and to ensure WIS is delivered. Now after over 10 years of developing and refining the concept, WIS is now fully into the implementation stage. 
1.4. The purpose of this report is take a brief look at what we should be looking out for with a project that is now over 10 years in the running, and to many people, has still not been delivered.
Finishing unfinished projects
2. WIS is doing well, but what should we look out for.

2.1. As projects go, WIS is very healthy and providing we can keep convergence between experts and dynamic interaction between expert teams, we should be able to move forward smoothly over the year, and deliver to Congress. This applies to the following four years also. However, it is still worth looking at what goes through the mind of successful project managers at this time.
2.2. One does not have to look far to see finishing projects is a major problem, especially the last 10%. People lose interest, change priorities and technologies change so significantly that many projects fail. In an online article by Michelle LaBrosse [Ref. 1] it is quoted that “the longer a project goes unfinished, there is an exponential increase in the time to finish the project”. LaBrosse provides a “Project Liberation Checklist” that can provide a guide to a discussion. This is available online via PDF at http://www.projectsmart.co.uk/pdf/from-limbo-to-liberation.pdf.  An extract is included in Annex 2.
Discussion
3. It is planned to use LaBrosse check list as a prompt for discussion on how to ensure the WIS Project manages to achieve the last 10%. It is envisaged, the target will be to meet the Critical Success Indicators 1 and 2 of the WPIP
 (included as annex 1 to this doc) so that we can show that WIS is up and running.
Annex 1
Excerpt of CSI from WPIP

5.5
 Minimum Critical Success Indicators 

In order to measure the stages of WIS implementation it is necessary to define certain minimum Critical Success Indicators (CSI). These are more specific than the high-level milestones provided by CBS, EC and Congress and relate to maintaining the core functions of the GTS and to the new functionality available from WIS.  They should not be the targets for WIS implementation. They include:

CSI(1a) Before any member organisation or WMO programme can begin to utilise WIS they need access to:

· An operational catalogue for registering and discovering WMO data, products and services accessible to WMO Programmes and Members;

· A well defined metadata standard for registering and discovering WMO data, products and services;

· Existing GTS data and products to be registered in the catalogue;

· Availability of metadata entry and search tools usable by Members so they can enter their own data, products and services;

· Sufficient information returned from the catalogue discovery to be able to retrieve or access a service to retrieve the data, products and services registered in the catalogue.

WIS cannot be considered to exist without meeting CSI(1a) requirements

CSI(1b) For non-members (ie GEO SBAs & the public) to be able to utilise WIS, it needs CSI(1a). However, they do not need the ability to register information in the catalogue. Also, retrieval may be restricted to information and services relating to Resolution 25 and Resolution 40 data.

CSI(2)
Congress noted that the routine collection and dissemination service for time-critical and operation-critical data and products based on real-time ‘push’ mechanism including multicast and broadcast would be implemented essentially through dedicated telecommunication means providing a guaranteed quality of service. It also noted that the timely delivery service for data and products based on delayed mode ‘push’ mechanism would be implemented through a combination of dedicated telecommunication means and of public data-communication networks, especially the Internet. It recognized the routine collection and dissemination service and the timely delivery service supported the basic operations of NMHSs and were critical to the WIS architecture. WIS must continue to provide these services without interruption or degradation to the current levels.

Annex 2

Project Finishing Checklist

Michelle LaBrosse's Project Checklist [See Ref. 1]:

· Look at all your unfinished projects. Which ones are still relevant? What's important, and what no longer matters? 
· What can be recycled? Those projects that have expired or no longer matter can still be useful. Look at them, and see if any of the project assets can be reused somewhere else. For example, were there any lessons learned that you can reapply? Why did these projects stall, and what put them on the back burner, and could you have prevented it? Also, go through your documentation, and pull out any golden nuggets such as charts or research or any data you can build on. 
· Choose the projects you're going to finish. Once you've chosen the projects you are going to finish, then you're going to reboot them - just like your overworked computer. However, this reboot is different from all the others, because you are going to finish this project in three months. Three is a magic number here. Why? Because in three months so much changes. 
· During your Project Reboot, here are things you need to look at and probably change: 

· Your goals. 

· Your project plan. 

· The project schedule and cost baseline. 

· The project team. 

· Key questions to ask: 

· Has any of the technology that's important to this project changed? Are you sure? Talk to your best friends in IT, and consult with them to make sure. 

· Has the strategic direction of the organisation changed? Is there new management, a merger or acquisition, or any new threats or opportunities? While this project was in limbo, did any key things in the environment change? This is important because if you lob the project back out there without considering the changes, it will flounder again. 
· Rally the troops around this liberation. It's important to get your team excited and let them know you're clearing the decks of the old projects so your team can focus on the projects that are most important.
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