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1.
The requirements of the CPM

The requirements are in the TOR for the meeting – see Appendix 1.
Basically these are:

· a concept paper on phytosanitary capacity building (PCB)

· a draft strategy for national PCB

· an operational plan for implementing the strategy.
Another item is proposed:


-    a PCB programme element to be developed and put in place immediately.
2.
Phytosanitary capacity building
The use of terms such as capacity building, or capacity development is widespread. (see Appendix 2 for comment). For the purpose of this discussion, it is suggested that a very straightforward definition of phytosanitary capacity is used. The term and definition could be:

phytosanitary capacity             The ability to accomplish the functions of an NPPO
(of a country or territory)         so as to meet the plant protection requirements and 




 trade facilitation needs of the country or territory
The term “phytosanitary capacity building” is developed from the above definition and does not require a further amplification. However, although CPM members do have a good understanding of the functions of an NPPO from the IPPC and ISPMs, it is proposed that a document on the function of an NPPO be developed (see Appendix 3). This could be aligned with the proposal from Japan to reorganise the ISPMs. A document to describe the functions of an NPPO could be a fundamental document for such a reorganisation.
3.
A draft strategy for national phytosanitary capacity development
3.1
To develop a strategy for Phytosanitary Capacity Building (PCB) we will need to conduct a strategic analysis. This would contain a Situation Analysis followed by the development of a Mission statement, Goals and finally a work programme.

I do not expect that the OEWG will achieve all this (though the Compliance OEWG did cover an amazing amount so we will see). It should, however:

- describe the present global environment and the rather depressing situation in 
which the CPM finds itself regarding Secretariat staffing and funds

- determine what the PCB programme will aim for in the form of a mission 
statement and goals

- prepare a work programme for work on the goals
The situation statement has to describe where we are now, the good points and the bad points, and the mission statement has to identify what we want.  The goals will include the major steps to obtain this.  But how do we find out what developing countries want and what resources the CPM will commit to a PCB programme?
Technical assistance, technical cooperation, capacity building is a highly complex matter with a great deal of descriptive literature available from UNDP, UNEP, CABI, Canale, STDF etc.  
3.2
Situation analysis (See Appendix 4.)
Information is required for the situation analysis:
· we need to know what it is that developing countries (DCs) require

· check Evaluation, TA WG report, CABI report on PCE
· what is the situation regarding the global financial crisis and its effect on aid
-    what is the likelihood of gainful cooperation with other agencies eg STDF, WB?

-    will the IPPC Secretariat survive? And if so, how?

3.3
Mission and goals

We need to know what CPM really wants to do …help a little or get deeply involved. The attitude of the CPM is all important. What can the CPM contribute, what is it prepared to contribute? Then this material goes into the mission and goals.
Here is an example:

Mission: To help the NPPO of each IPPC contracting party meet their plant protection requirements and trade facilitation needs for plants and plant products. 
Goals:

Goal 1: Requirements of developing countries
· maintain a review system that overviews the general PCB requirements of developing countries annually and allows the determination of specific PCB requirements of individual developing countries using systems such as the IRSS and a Help Desk
· develop further and maintain tools for checking the effectiveness of NPPOs (eg the PCE)
Goal 2: Coordination with other agencies in developing PCB programmes:

· in content - specifically using the expertise of CPM bodies, groups, panels and the Secretariat

· in funding.
Goal 3: Development of PCB programmes relating to the implementation of ISPMs 
for specific countries or regions.
See Appendix 5
4.
Operational plan for implementing the strategy
Implementation depends on resource, staff and funds, availability. An optimistic plan could be:
December 2008

· OEWG prepares PCB draft strategy

· OEWG prepares draft operational plan
January-February 2009


· Secretariat arranges preparation of concept paper on PCB

· Secretariat prepares document on functions of an NPPO.

March 2009

CPM 4 examines:


- Concept paper on PCB

- Paper on functions of an NPPO


- CPM PCB draft strategy 


- CPM PCB operational plan.
CPM adopts strategy and operational plan
June 2009 
Bureau meeting plus other participants:
· develops draft review system of PCB requirements of developing countries

October 2009

Bureau meeting plus other participants

· coordinates with other agencies to:


- identify technical input from CPM into programmes of other agencies


- determine funding availability for CPM programmes from other 
agencies


January 2010

EWG on PCE and other tools

June 2010

PCB programmes related to ISPMs

October 2010

Report to SPTA

March 2011

Report to CPM with further development of programmes on review, coordination etc.
See Appendix 6
5.
Programme of activity to begin immediately
This is to show contracting parties and cooperating agencies that the CPM is acting.

This programme arises from discussions led by the Secretary of the IPPC. It is suggested that programmes related to surveillance activities be developed and implemented.
See Appendix 5.
6.
Administration of the CPM PCB programme

Whatever groups may be set up to deal with the aspects of the PCB programme noted above, the programme decisions should be made by the CPM on the recommendation of a Bureau-Secretariat PCB committee. This could be a sub-committee of the Bureau rather than the whole Bureau. As the programme develops it is likely that groups to deal with each of the goals will be required.
7.
Coordination of CPM programmes

The plan of action outlined above will demand the coordination of many of the CPM’s programmes for this to be successful. It will involve the standards setting programme, the information exchange system, the implementation review and support system, the IPPC promotion programme, the funds development programme etc.
Appendix 1
TERMS OF REFERENCE FOR THE OPEN-ENDED WORKING GROUP ON

BUILDING NATIONAL PHYTOSANITARY CAPACITY

The purpose of the OEWG is to produce:

i) 
a draft concept paper on national phytosanitary capacity for consideration by the 
SPTA in 2008 for presentation to CPM-4.

ii) 
a draft strategy for national phytosanitary capacity building for consideration by the 
SPTA for presentation to CPM.

iii) 
a proposed operational plan for implementing the strategy over the first six 
years of its operation.

The OEWG will develop a framework with the constituent elements of the strategy. The IPPC Secretariat will supply relevant detailed information.

The strategy will propose actions to deliver the essential elements of national phytosanitary capacity building with reference to:

- 
the responsibilities of contracting parties of the IPPC for the protection of plant 
resources

- 
the importance of the IPPC and its standards in relation to facilitation of trade

- 
critical areas listed in the Business Plan

- 
the role of the PCE along with other such tools for identifying the need for capacity


development

- 
the development programme of the IPPC Implementation review and support 
system including development of the Help Desk

- 
funding and administration of the IPPC technical assistance programme including


• 
developing relationships with potential donors


• 
coordination of technical assistance activities by the Secretariat.

In its discussions the OEWG should consider definitions and capacity building concepts used by other organizations to see if these concepts may be applicable to capacity building under the IPPC. Given the complexity of the task, the OEWG may decide to recommend that the elements of the strategy be developed further by working groups or experts.

OEWG

The OEWG participants shall be from contracting parties and should have good knowledge of:

- 
the capacity and capability needed to deliver the elements of a phytosanitary system

- 
planning, funding and delivery of technical assistance

- 
the IPPC, its objectives and its structures

- 
the specific technical assistance needs of their regions

- 
strategic planning and management and appropriate experience.

In addition, the IPPC Secretariat and the CPM Bureau may invite appropriate experts to participate at the OEWG.

The IPPC Secretariat will consider funding assistance for participants from developing countries within available resources.

Appendix 2
Phytosanitary capacity
There have been several documents reporting discussions on Technical Assistance for IPPC contracting parties produced recently. These include:

· CABI Analysis of the Application of the PCE Tool. Roger Day, Megan Quinlan, Walter Ogutu. CABI Africa, CABI Europe-UK. November 2006.

· Informal Working Group on Phytosanitary Capacity Evaluation (PCE). Nairobi, Kenya, 3–8 December, 2006.
· Independent Evaluation of the Workings of the International Plant Protection Convention and its Institutional Arrangements. FAO Progamme Committee. Rome. 17–21 September, 2007. (version responded to 22 May 2007)

· Response of the Commission on Phytosanitary Measures to the recommendations of the IPPC External Evaluation Report. IPP. 12 July 2007.

· Review of the Phytosanitary Capacity Evaluation. Felipe Canale. July 2007.
· Informal Working Group on Technical Assistance and Phytosanitary Capacity Evaluation.  Nairobi, Kenya. 29 July–3 August 2007.

· 9th meeting of the Informal Working Group on Strategic Planning and Technical Assistance. Rome, Italy. 1–5 October, 2007.

· Comments by the 19th TC-RPPOs on the recommendations provided by CABI and the comments of the IWG-PCE on the Analysis of the PCE Tool. SPTA paper 11.

Many ideas on phytosanitary capacity have been put forward in recent reports for the consideration of IPPC contracting parties. 

CABI notes in its analysis:

“The FAO’s capacity assessment tool (FAO, 2006) adapts the UNDP definition (1998) of

capacity to become ‘the ability of individuals, organizations and systems along the farm-to-table continuum to perform appropriate functions effectively, efficiently and sustainably in order to ensure the safety and quality of food for domestic consumption and for export.’ The Biosecurity Capacity Assessment Tool also employs this concept of performing functions, but in this case in order to ‘protect plant life and health and the environment and contribute to its sustainable use’ (FAO, 2007). Of interest is the definition developed in the food safety tool for capacity building, which specifically notes the involvement all of the stakeholders (government agencies, food enterprises, and consumers), the ongoing nature of capacity building, and the need to address the capacity of the framework as well as those who work within it. This reflects the shift in thinking in a variety of fields away from trained staff alone, to a holistic view of capacity.

“In the review of the entire operations of the Codex Alimentarius Commission (FAO/WHO, 2002), capacity building was defined as ‘work that strengthens the ability of people, groups, communities or institutions to build structures, systems and organizations to better achieve planned goals’; further, it states, this should be done in ‘a manner that reflects the principles of empowerment and equality’ (section 6, FAO/WHO 2002).”
CABI goes on to say “National phytosanitary capacity is one of the corner stones to protection of a country’s agricultural and unmanaged plant resources, and facilitation of travel and trade … In other words, individual national phytosanitary capacity is what determines a regional, continental and ultimately the global capacity to protect plant resources while facilitating the movement of people, plant products and conveyances that may carry plant pests incidentally.”

Canale also refers to the UNDP definition of capacity in his paper. He notes that “… based on this definition, phytosanitary capacity may be considered as the ability of individuals, organisations and systems to perform appropriate functions effectively, efficiently and sustainably in order to protect plant health, (prevent the introduction and spread of regulated pest) to improve the phytosanitary status of the country and conditions of the exports as required by the importing country”. 

Canale goes on to describe three “different but closely related levels:

· the system or environment in which organisations, groups and individuals operate;

· organisations and groups within the system; and

· individuals within the organisations and groups.”

However, many discussions of phytosanitary capacity concentrate on the two factors mentioned above in the CABI analysis – the protection of plant resources and the facilitation of trade.

Another major point in the consideration of phytosanitary capacity is that this will be different for each contracting party of the IPPC. Temperate to very cold countries, or countries that have limited land area, will require completely different phytosanitary capacities from those that have their economies based on crop or forestry exports. Any definition of phytosanitary capacity needs to make this fact very clear. 
Any definition of phytosanitary capacity determined by the CPM will be for the use of the CPM and, as long as it is published and used in a clear and consistent manner, does not necessarily have to follow the patterns established by other organizations.

For example, a definition of national phytosanitary capacity could be: 

“The ability to accomplish the functions of an NPPO so as to meet the plant protection requirements and trade facilitation needs of the country.”

Such a specific definition may be suitable as:

· CPM members have the IPPC and the ISPMs describing what an NPPO does – and this could be expanded if considered necessary

·  when discussing capacity development, most of the assistance is directed towards the functions of the NPPO

· the emphasis on the NPPO also allows clear differentiation between the phytosanitary capacity needs of different countries.
This definition is straightforward and is specific to the concerns of CPM members.
Appendix 3

The functions of an NPPO

This basic document would describe the functional areas of an NPPO. This list would then help to describe the areas for assistance in building phytosanitary capacity. The discussion of the functions would naturally lead on to a consideration of the environment for the development of phytosanitary capacity within a country. It has to be recognised that development in the phytosanitary area in a country will be linked to other development work. The discussions here will link directly to the country situation assessment that will be necessary to the development of a CPM phytosanitary capacity building strategy.

The OIE has documentation that should be of assistance in preparing this document, see:

http://www.oie.int/eng/normes/mcode/a_summry.htm
Volume 1, Section 3 on the Quality of Veterinary Services has useful guidance particularly the chapter on the evaluation of veterinary services.
Australia has some useful information listing the functions of an NPPO that could be used.

The document on the functions of an NPPO could be a basic text for the PCE as well.
Appendix 4

Situation analysis

A strategy for the future must be based on the situation as it exists. If there are no funds or limited staff resources, these must be recognised and dealt with not ignored. The assessment should be unbiased but clinical and pragmatic.
It should include comments on:

· the international environment. The situation regarding the current financial crisis would be of note

· the range of current political situations in countries and how this has an effect on phytosanitary capacity 
· the range of the capabilities or lack of capabilities of NPPOs noting any fundamental themes including how this information is gathered and how accurate it is
· the relationships of NPPOs with other departments in the country, research or other organisation, the NPPOs in other countries where useful observations can be made
· the success, or lack of it, of aid projects past and present particularly with regard to their sustainability, the observed performance of aid agencies and their cooperation with each other, especially the operation of the STDF
· the staffing situation with the Secretariat

· the funding situation within the FAO and outside for PCB projects

· other pertinent factors specific to developing countries relevant to plant protection or trade.

In effect, the situation analysis should contain the reasons for the action suggested by the mission statement and the goals. The situation analysis justifies whatever you are going to do in the goals and the subsequent work programme.
Appendix 5
Mission and goals

Mission statement

This is an unnecessarily grand term. Aim, or objective would be just as good as long as we know what we are talking about. We are attempting to describe what we want to do. This may be possible to do in one sentence, it may take several paragraphs. We need to be able to show this statement to the NPPOs and governments of developing countries and to potential donors and get immediate understanding as to the aim and position of the CPM in capacity building.

Goals

The goals describe the means by which we will achieve our mission or objective. And they need to take into account all the difficulties and constraints that we face. They must recognise that we have a depleted Secretariat and active support from only a few contracting parties. We will need to be highly selective in the areas we put effort into – where we can actually help and the help is effective.
There are three goals or goal areas suggested. 
1.
Review system of PCB requirements of developing countries 

The first deals with obtaining information on the PCB requirements of developing countries. The questionnaire and Help Desk designed to be used in the IRSS will be part of this programme. Systems for keeping contact with other organisations to keep up to date with the requirements of developing countries will have to be developed. The PCE or its next version and other tools will assist in helping developing countries determine their requirements. The document describing the functions of an NPPO will also be important in this programme.
2.
Coordination programme for:

· developing CPM technical input 

· developing funding mechanisms  

There is the recognition that the CPM cannot accomplish little useful PCB without the assistance of other agencies – whether they be FAO, STDF, WB or whatever.

The CPM has to establish some form of coordination-cooperation system whereby the CPM can:

· offer the expertise of NPPO officials to the projects of other agencies

· encourage other agencies to fund project initiated by the CPM

This needs to be done carefully with a lot of thought. Whether the system is formal – with a Secretariat staff person responsible and calling annual meeting of cooperating agencies – or something more ad hoc needs to be sorted out.

It would seem logical at the moment, for the TA person on the Secretariat to be the link person coordinating strongly with the Standards Implementation Officer (should one be appointed). Contracting party assistance with short term Secretariat staff appointments could substantially assist this programme.
3.
Development of CPM PCB programmes relating to the implementation of 
ISPMs
It is proposed that the CPM support a programme for the implementation of ISPMs – being work particularly suited to the CPM and the IPPC Secretariat. The programme should be linked wherever possible to other PCB programmes particularly where funding is available.

The  section 5. of the Three page document “Programme of activity to begin immediately” is intended to be the first part of this programme. The Secretary of the IPPC has proposed that work on supporting the surveillance standard be initiated immediately. This area requires urgent work and such support should illustrate the work that the CPM can help with.
Appendix 6
Development of future programme
No attempt at describing a programme for the 6 years ahead is made. The CPM PCB work will depend very much on the coordination and cooperation that can be achieved with other organisations. It will depend very much on the enthusiasm, effort and commitment of the new full time Secretary. I hope that the programme of work will deal with areas :

· where developing country requirements that are brought forward

· where cooperation leads to areas where funds are available and 
· where the particular skills and enthusiasms of the Bureau and Secretariat lie and can assist developing countries.
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