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Standard Setting Strategic Plan

Agenda item: 6.6

Draft IPPC Standard Setting Strategic Plant

1. From discussion in the Bureau meeting in June 2010, it was decided that a IPPC Standard Setting Programme should be developed that would complement the other strategic plans being developed for the other work areas under the IPPC..

2. This strategy plan is dependent upon the updated IPPC Strategic Framework that is being developed for the next 10 years. The draft is available as SPTA2010/09.

3. Appendix 1 provides early ideas of the possible components of such a strategy but can only be finalized and detailed once the overall IPPC Strategic Framework has been agreed.

4. The SPTA is invited to discuss this draft and make suggestions to improve the standard setting strategy.

Standard Setting Strategic Plan for 2011 –2019

Note: This plan draws upon the draft IPPC Strategic Framework 2011-21 (2010-08 version) which describes how the CPM strategic objectives relate to and support the strategic objectives, functional objectives and core functions of FAO, and which also describes the global context for the CPM strategic plan particularly as it relates to factors such as to protect global plant resources, enhance global food security, create economic and trade development opportunities and develop phytosanitary capacity for members.
Introduction

 The Secretariat to the International Plant Protection Convention (IPPC) is responsible for coordinating the Commission on Phytosanitary Measures’ (CPM) standard setting function in order to produce standards that are technically sound, relevant to member concerns, globally acceptable, and consistent with the strategic objectives of CPM. 
This function falls primarily to the standard setting group in the Secretariat working in conjunction with relevant subsidiary bodies: the Standards Committee (SC) and the its working group which is comprised of seven members ( SC7); and five technical panels and ad hoc expert working groups.
 Developing International Standards for Phytosanitary Measures (ISPMs) including diagnostic protocols and phytosanitary treatments is a core IPPC function that supports achievement of the CPM’s objectives for 2011 – 2019. 
The strategic goals and functional objectives of CPM are indicated in the IPPC Strategic Framework 2011-2021 
Standard setting support for strategic objectives of CPM

During the period 2011-2019 the standard setting group will support of the strategic goals and functional objectives of CPM by achieving three broad objectives:

A. Align IPPC standard setting work programme and Standards Committee membership with strategic objectives of the CPM.
B. Achieve a sustainable balance between standard setting work programme and standard setting resources. 

C. Implement a broad-based program of member sponsorship for standard setting activities. 


A. 
Align IPPC standard setting work programme and Standard Committee competencies with strategic objectives of the CPM.
Policies and procedures are needed to ensure that the limited resources of the standard setting group are focused on developing standards that best support the strategic objectives of the CPM with respect to protecting global plant resources, enhancing food security, creating economic and trade development opportunities, and developing phytosanitary capacity of members. 
At present, topics for the work programme are proposed by members, often without reference to the CPM’s strategic objectives or available resources and are approved by CPM for future development.  Many of the topics on the IPPC standard setting work programme (WP) have not been subjected to the most recent criteria for topics for standards that was recently adopted by the CPM. There are a substantial number of topics on the WP which have not been developed into standards, some of which may not clearly correspond to the proposed strategic objectives, and many of which are unlikely to be worked upon in the near term given Secretariat resources.  Many topics (subjects), such as diagnostic protocols (DP) and phytosanitary treatments (PT), which were originally felt to require minimal effort by the Secretariat, have consumed more resources than expected and may also not be of highest priority to the CPM.  Efforts need to be made to help ensure the topics (subjects) on the WP are the best fit between CPM strategic objectives and available standard setting resources and clear priorities need to be laid out to help ensure the limited resources are used to develop the most needed standards (including DPs and TPs) that will help fulfil the CPM strategic objectives.
Standard setting group support for the capacity development objective, in particular, could consist of supporting the identification and development of a core body of standards required for establishing national phytosanitary infrastructures and processes, along with necessary explanatory and training documents. Many core standards already exist and explanatory documents are available for some of them. Strategic gaps in the body of core standards, those most necessary for capacity development, and their priority for CPM should be identified. In some cases, the information contained in existing standards may need to be more clearly and fully elaborated for target audiences in order to facilitate understanding and implementation, in particularly for developing nations.  Other types of functional guidance (in addition to standards) may also be desirable.  To the extent possible, all core standards would be supplemented by explanatory documents, training materials, and implementation guidelines.  Achievement of these tasks would require close and significant collaboration between the standard setting group and other groups in the Secretariat.
In addition, it might also be desirable to review and adjust the process for selecting standards committee members to ensure that the SC contains specific competencies necessary for developing priority standards that support CPM strategic objectives through 2019.  Selection criteria for some of the twenty five SC members could continue to be based on regional considerations, but selection of other SC members would be based on specific technical competencies required to develop standards to address strategic gaps and priorities in the body of standards (ie, specialized expertise in seed trade, aquatic plants, containerized cargo, food security, capacity development, forestry, other environmental areas).  These SC members would be recruited via a call for technical experts as is currently done for expert drafting groups and their tenure would correspond to the time required for development of specific standards.
Standard setting results:
1.
A body of core standards necessary for building national phytosanitary capacity in the areas of food security, environment and trade are identified and then existing standards are mapped to core standards and gaps are identified (example provided in Appendix 1).

2.
Current WP topics (subjects) are reviewed to identify which topics will help fill strategic gaps relating a core body of standards and if additional gaps exist, new topics would be added to the WP.

3. 
Review the WP in its entirety to clearly prioritize which topics (subjects) are the best fit between CPM strategic objectives and available standard setting resources.
4.
Develop a transparent mechanism to adjust expectations to resources (both for holding the meetings of the SC and expert drafting groups and the staff needed to prepare meeting documents and administer the standard setting process).

5.
In conjunction with other Secretariat staff, supporting information, guidelines, and training materials are developed for core standards.

6.
A process for recruiting SC members with required technical competencies for developing strategic standards is implemented.
B.
Achieve a sustainable balance between standard setting work programme and standard setting resources 

A key issue in the efficient and effective administration of the standards setting process is the imbalance between the size of the standard setting work programme and the Secretariat resources available to manage the development of standards.  In the past years the number of experienced long-term Secretariat staff has decreased while the number of member states, the number of standards produced annually, the types of standards (concept, treatment, and diagnostic protocols), the complexity of the standard development process (numbers of panels, meetings, working papers, processes (special vs. regular), the number of member comments received and the size of the work programme itself have all increased. 
In addition, there is not a clear understanding by members of the support costs for the development of standards and the training needs for staff to administer these processes. This process, although very transparent and inclusive has additional associated costs in that the process is also complex and time consuming, requiring expertise from long term staff and significant training time. Preparations for some SC and some technical panel meetings now triple the number of documents prepared for the CPM.  Once a draft text for a standard is developed, the various versions of that draft need to be tracked as various revisions occur by the expert drafting group (often with many different versions circulating by e-mail), the stewards, the SC, in response to member comments, by the CPM, by Language Review Groups, by editors and finally for publication in all FAO languages (and in other languages via co-publishing agreements). In the later stages of development, track change versions of the standards must be maintained to help reduce translation costs. Supporting documents such as presentations on each standard (often times in languages) and explanatory documents are also tracked and managed. 

The continued ability of the Secretariat to achieve the CPM strategic goals requires that a sustainable balance between the standard setting work load and standard setting resources is achieved.  Experienced staff need to be retained and find satisfaction in their work/life balance. This would involve not only continuing to advocate for adequate numbers of Secretariat staff with appropriate skill sets, but also exploring ways to streamline the standard development process, more fully utilize specialized process staff to deal with routine clerical tasks, broader and better use of electronic communication between the Secretariat and subsidiary groups and remote consultants and automation and outsourcing of standard setting functions where appropriate.
Standard setting results:
1.
Balance is achieved between number and skill sets of standard setting staff and annual standard setting work load and staff feel job satisfaction and not overworked.
· Have a complement of staff that have long term funded posts (> 5 years) for a standards officer, one officer to manage the SC, two officers to manage the TPs and EWGs, one officer to support the various calls and member consultations, a publications officer and two clerical staff to manage formatting, document control and websites. In addition, specialized consultants could be hired to provide technical advice. If fully staffed, APOs, in kind contributions and short term staff could be better managed to offer a learning experience and help deliver the development of supporting materials. 
· Develop a full set of Standard Operating Procedures (SOPs) and a training plan for new staff and reduce the WP expectations until staffs are fully functional.
· Provide a feedback mechanism on IPPC Secretariat staff job satisfaction to CPM.
2.
Streamlined member consultation process is implemented.
· Shift to biennial member consultation (reducing workload and number of meetings needed) until Secretariat staff resources can support annual or semi annual (Special process) member consultation.
· Number of standards sent for member consultation (currently set at five annually) adjusted upward or downward periodically to reflect available Secretariat resources.
· Diagnostic protocols (and possibly treatments) not sent through a different consultation process.
3.
Enhanced use of the IPP and electronic communications. 

· Online member comment system is developed and implemented. 
· Use of dedicated international telephone conferencing facilities to support network of remote consultants and subsidiary bodies of SC. 

· Policy, procedures and tools for greater use of electronic decision making by SC and other subsidiary bodies to deal with a broader range of issues both inter-sessionally and in place of face-to-face meetings developed and implemented.
· Policy of paperless Secretariat meetings developed and implemented.
· Increased and more user friendly support from IPP for facilitating and tracking e-decisions, managing and formatting meeting documents, tracking memberships and meeting participation and in the preparation of meeting agendas, document lists and participant lists.
4.
Standard setting functions automated and outsourced where possible.
· Formal review of all standard setting tasks to identify those (ie, publication, translation, formatting, CPM support) amenable to automation or outsourcing undertaken.  Recommendations implemented as warranted.
C.
Implement a broad-based program of member sponsorship for standard setting activities 

In recent years the Secretariat has had very positive experiences with member sponsorship of selected activities which include compiling comments during member consultation in 2009 and 2010, sponsorship of the TPPT meetings by Japan, sponsorship of the TPFF meetings by the IAEA, sponsorship of selected EWGs by various countries. Although this experience has been positive, the true resources for supporting this sponsorship were not initially realized by the Secretariat and additional support and processing costs (document review, formatting, processing, editing and translation) would also need to be considered in this scenario.
 At present, member sponsorship of IPPC activities is done on an ad hoc voluntary basis.  (Sponsorship would entail a commitment by NPPOs, RPPOs, International Organizations or groups of NPPOs and RPPOs to organize and fund all activities related to a particular task, process or the development of a particular standard or set of standards (technical panels: DPs or TPs). There is no formal policy or process regarding sponsorship, and with few exceptions, there are no ongoing commitments for sponsorship which would allow effective and efficient multi-year budgeting and planning by the Secretariat nor is the addition of a topic to the WP linked to such sponsorship.  In other organizations (for example CODEX) development of standards, including processing and translation into languages, is routinely sponsored by members. 
There would be significant benefits to broadening sponsorship to cover most key standard development activities (all technical panels and expert working groups, processing, translating and publishing during development and after adoption) both in terms of effective collaboration between the Secretariat and members, and in terms of the Secretariat’s ability to support the strategic objectives of the CPM.  This proposal would certainly require advocacy with CPM to gain acceptance of the concept, as well time and effort to develop a workable policy and procedures for implementation. Issues to be considered would include the role of the Secretariat, which would evolve to some extent toward coordination, mentoring, and oversight, and ways to promote developing country sponsorship of standard setting activities – perhaps through partnering or provision of resources through a trust fund. 
There would be significant benefits to members in terms of participation in the standards development process if translations in all FAO languages could be made available during the standards development process. With the current Secretariat resources this is not possible.  Sponsorship of translations by members could make standards available in languages during the development process while at the same time augmenting scarce Secretariat resources.  There are numerous issues that would need to be considered and resolved before such a step could be taken, including mechanisms for quality control of translations, ability to synchronize translations with standard setting timeframes, and FAO rules regarding the use of in-house translators.  Possibilities for consideration would include sponsorship of translations of standards by NPPOs/RPPOs or groups of NPPOs and RPPOs either by paying for FAO translation or by providing in-country translators. 

Standard setting results
1.
Policy and procedures developed and implemented for member sponsorship of all standards through 2019. 

2.
Policy and procedures developed and implemented for member sponsorship of all technical panels and expert working groups through 2019 (procedures might vary for different groups).
3.
Policy and procedures developed and implemented for member sponsorship of translations of all standards through 2019 (especially during the standards development process). 
Next steps: 

Appendix 2 provides a proposal to implement this strategy in a step wise approach in line with FAOs biannual planning cycle:

2011-2012 - Assessment, planning, approvals

2013-2015 - Implementation

2015-2017 - Evaluation


2017-2019 - Fine Tuning

Further discussion is needed to help identify specific time lines to implement these standard setting results.

Appendix 1

Proposed Schema for Organizing ISPMs 

(Prepared by Brent Larson and Lottie Erikson, 2010-08)
Outline

1
Phytosanitary Infrastructure

1.1
Convention and principles

1.2
Terminology

1.3
Organization 

2
Phytosanitary processes

2.1
Pest Status

2.2
Pest Identification

2.3
Pest Risk Assessment

2.4
Pest management, control and eradication

2.5
International Movement of Commodities

Gaps indicated in highlighted text.
Details of topics for standards or names of adopted standards

1 Phytosanitary Infrastructure

1.1
Convention & Principles 


· International Plant Protection Convention, IPPC: 1997

· ISPM01:2006 Phytosanitary principles for the protection of plants and the application of phytosanitary measures in international trade

1.2
Terminology

· ISPM05 Glossary of phytosanitary terms and associated supplements and appendices

1.3
Organization



 NPPO(1)

· ISPM XX How to set up and operate an NPPO
· ISPM07:1997 Export certification system

· ISPM20:2004 Guidelines for a phytosanitary import regulatory system


 RPPO(2)

· ISPM XX How to set up and operate an RPPO 


1.4
 Member Participation

· ISPM XX How to participate in the processes and framework of the IPPC 

2
Phytosanitary Procedures

2.1
Pest Status (3)


· ISPM04:1995 Requirements for the establishment of pest free areas

· ISPM 06: 1997 Guidelines for surveillance [aquatic plants supplement?]
· ISPM 08:1998 Determination of pest status in an area

· ISPM 10: 1999 Requirements for the establishment of pest free places of production and pest free production sites

· ISPM17:2002 Pest reporting

· ISPM 19:2003 Guidelines on lists of regulated pests

· ISPM 22:2005 Requirements for the establishment of areas of low pest prevalence

· ISPM 26:2006 Establishment of pest free areas for fruit flies (Tephritidae)

· ISPM 29:2007 Recognition of pest free areas and areas of low pest prevalence

· ISPM 30:2008 Establishment of areas of low pest prevalence for fruit flies (Tephritidae)

2.2
Pest Identification


· ISPM 27: 2006 Diagnostic protocols for regulated pests and associated annexes

· DP 1:2010 Diagnostic Protocol Thrips palmi 

2.3
Pest Risk Assessment


· ISPM 02:2007 Framework for pest risk analysis

· ISPM 03:2005 Guidelines for the export, shipment, import and release of biological control agents and other beneficial organisms

· ISPM 11:2004 Pest risk analysis for quarantine pests including analysis of environmental risks and living modified organisms [add a supplement for aquatic plants]
· ISPM 21: 2004 Pest risk analysis for regulated non-quarantine pests

2.4
Pest Management Control and Eradication

· ISPM 03:2005 Guidelines for the export, shipment, import and release of biological control agents and other beneficial organisms

· ISPM 09: 1998 Guidelines for pest eradication programmes

· ISPM 14: 2002 The use of integrated measures in a systems approach for pest risk management 

· ISPM 16:2002 Regulated non-quarantine pests: concept and application 

· ISPM 18:2003 Guidelines for the use of irradiation as a phytosanitary measure

· ISPM 28: 2007 Phytosanitary treatments for regulated pests and associated annexes

· PT 1:2009  Irradiation treatment for Anastrepha ludens

· PT 2:2009  Irradiation treatment for Anastrepha obliqua
· PT 3:2009 Irradiation treatment for Anastrepha serpentina
· PT 4:2009 Irradiation treatment for Bactrocera jarvisi
· PT 5:2009 Irradiation treatment for Bactrocera tryoni

· PT 6:2009 Irradiation treatment for Cydia pomonella

· PT 7:2009 Irradiation treatment for fruit flies of the family Tephritidae (generic)

· PT 8:2009 Irradiation treatment for Rhagoletis pomonella
· PT 9:2010 Irradiation treatment for Conotrachelus nenuphar
· PT 10:2010 Irradiation treatment for Grapholita molesta
· PT 11:2010 Irradiation treatment for Grapholita molesta under hypoxia

· ISPM 32:2009 Categorization of commodities according to their pest risk

· ISPM 34:2010 Pest free potato (Solanum spp.) micropropagative material and minitubers for international trade
2.5
International Movement of Commodities


· ISPM 12: 2001 Guidelines for phytosanitary certificates

· ISPM 13:2001 Guidelines for the notification of non-compliance and emergency action 

· ISPM 15:2009 Regulation of wood packaging material in international trade

· ISPM 23:2005 Guidelines for inspection

· ISPM 24: 2005 Guidelines for the determination and recognition of equivalence of phytosanitary measures

· ISPM 25: 2006 Consignments in transit

· ISPM 31: 2008 Methodologies for sampling of consignments

· ISPM 33:2010 Design and operation of post-entry quarantine stations for plants

Appendix 2
	Standard setting objective A: 

Align IPPC standard setting work programme and Standards Committee competencies with strategic objectives of the CPM 

	
	2011-2012

Assessment, planning, approvals 
	2013-2015

Implementation
	2015-2017

Evaluation
	2017-2019

Fine Tuning

	1. A body of core standards necessary for building national phytosanitary capacity in the areas of food security, environment and trade are identified and then existing standards are mapped to core standards and gaps are identified (example provided in Appendix 1).
	
	
	
	

	2. Current WP topics (subjects) are reviewed to identify which topics will help fill strategic gaps relating a core body of standards and if additional gaps exist, add new topics to the WP.
	
	
	
	

	3. Review the WP in its entirety to clearly prioritize which topics (subjects) are the best fit between CPM strategic objectives and available standard setting resources.
	
	
	
	

	4. Develop a transparent mechanism to adjust expectations to resources (both for holding the meetings of the SC and expert drafting groups and the staff needed to prepare meeting documents and administer the standard setting process).
	
	
	
	

	5. In conjunction with other Secretariat staff, supporting information, guidelines, and training materials are developed for core standards.
	
	
	
	

	6. A process for recruiting SC members with required technical competencies for developing strategic standards is implemented.
	
	
	
	


	Standard setting objective B: 

Achieve a sustainable balance between standard setting work programme and standard setting resources

	
	2011-2012

Assessment, planning, approvals 
	2013-2015

Implementation
	2015-2017

Evaluation
	2017-2019

Fine Tuning

	1.
Balance is achieved between number and skill sets of standard setting staff and annual standard setting work load and staff feel job satisfaction and not overworked.
	
	
	
	

	2.
Streamlined member consultation process is implemented
	
	
	
	

	3.
Enhanced use of the IPP and electronic communications
	
	
	
	

	4.
Standard setting functions automated and outsourced where possible
	
	
	
	


	Standard setting objective C: 

Implement a broad-based program of member sponsorship for standard setting activities

	
	2011-2012

Assessment, planning, approvals 
	2013-2015

Implementation
	2015-2017

Evaluation
	2017-2019

Fine Tuning

	1.
Policy and procedures developed and implemented for member sponsorship of all standards through 2019.
	
	
	
	

	2.
Policy and procedures developed and implemented for member sponsorship of all technical panels and expert working groups through 2019 (procedures might vary for different groups).
	
	
	
	

	3.
Policy and procedures developed and implemented for member sponsorship of translations of all standards through 2019 (especially during the standards development process).
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