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Duration

Participants

Objective



Scope -



Scope -



Method of Approach

Phase one – development and country preparation (August-December)

Phase two – country implementation and sustainability (January-June)



Assessment of countries specific needs

Topic Issues considered 



Assessment 
of countries 
specific 
needs

Country Governance Operations Legislation Infrastructure Capacity Implementation Sustainability



Assessment of countries specific needs – country comments
Country Key comments
Cook 
Islands

Governance - to support decision making “Conduct benefits analysis of GeNS during the initial stage and after implementation.”

Capacity development “Technical assistance associated with E-certification and the key tools in implementing and managing
ePhyto”

Sustainability “In the initial stage of the programme to consider cost recovery plan to sustain its operation.”

Kiribati Governance - to support decision making “Information on GeNS including its objectives & advantages including its benefit to 
Kiribati”

IT infrastructure “IT personnel recruited for the division, internet speed and data would be adequate to support the system when 
established. A separate data would be preferrable for e-phyto system if speed would be an issue, availability of buildings but 
needs renovation and upgrading, Office equipment and computers will be needed”

Capacity development “IT training on installation of GeNS, Biosecurity staff training on using the e-phytosanitary system”

Niue Governance – to support decision making “The importance of GeNs, its safe operating mechanisms(hack proof) and internet 
usage and speed”

Capacity development “Staff dedicated to GeNs and IT personnel to look after the system. Staff training on IT and GeNs”



Assessment of countries specific needs – country comments

Country Key comments
Solomon 
Islands

Infrastructure development “Solomon Islands have adequate IT infrastructure. But need financial support to establish systems. 
Port expansion in Honiara, Noro and Munda.  Needs furniture, office space and logistics and facilities”

Capacity development “Assist with capacity development on, computer training to implement GeNS. Cost of equipment, cost to
hire trainers or consultant, cost of venue”

Implementation “we can use ICTU support from the Government. Solomon Islands government needs to support this to fully
implement the legislation and facilitate trade better. Solomon Islands can support some infrastructure, equipment and training
of staff and other IT support”

Tonga Legislation (to allow electronic submissions from clients) “Unclear as no electronic is mentioned. However, we allow the Official 
Biosecurity contacts for sending and receiving verified copies of the original especially during COVID-19 pandemic”

IT infrastructure “we currently have fiber-optic internet but we need a satellite connection as a backup.  4 computers (required 
to operate ePhyto)”

Capacity development “EPHYTO training & Computers.  Financial year budget is limited”



Assessment of countries specific needs – country comments

Country Key comments



Assessment of countries specific needs - summary

Governance Operations Legislation Infrastructure Capacity Implementation Sustainability



Status of ePhyto in PACER Plus Countries – as at August 2022

Country Readiness 
Assessment

On-boarding 
document

Testing Training Production Exporters Paperless



Status of ePhyto in PACER Plus Countries – as at May 2023

Country Readiness 
Assessment

On-boarding 
document

Testing Training Production Exporters Paperless



Phase one – development and country preparation
Project stages Products (inc but not limited to)



Phase one – development and country preparation

Project Plan

Change Mgt Plan

Process maps

Stakeholder 
register

Risk register

Benefits Plan

Baseline survey

Post 
implementation 

survey

Benefits report

Test Plan

Test report

Training 
Framework

Facilitator's 
guide

Training register

Assessment 
records

Implementation 
Plan

Risk register

Contingency 
plan

Sustainability 
Plan

Post 
implementation 

review



Phase one – development and country preparation

Planning

• Governance

• Roles and responsibilities

• Stakeholder engagement

• Training 



Phase one – 
development and 
country preparation

Training

Testing

Stakeholder 
engagement

Benefits 
analysis

Key project 
performance 
indicators for 
countries



Phase one – development and country preparation

Stakeholder 
engagement

Stakeholder Interaction
Interview Training Benefit survey Implementatio
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Phase one – development and country preparation

Training framework

Integration Preparation

Assessment
Training 

delivery

Outcomes

1. Preparation – 

2. Training delivery –  

3. Assessment – 

 
4. Integration – 



Training preparation

• the training officer will need to facilitate and deliver the training and assessmentsDesignate a trainer

• considers the knowledge, skill and behaviours that people need and how to develop them effectivelyNeeds analysis

• the NPPO training officer should establish a training register to keep track of the training and 
assessment progress of all identified NPPO usersTraining register



Training modules and competencies

Module User group Competency



Training modules and competencies

Module User group Competency



Training modules and competencies

Module User group Competency



Phase one – development and country preparation

Change management plan 

• Vision 

• Benefits 
• Needs analysis 

• Stakeholder engagement 



Phase one – development and country preparation

Change management plan – needs analysis

• IT operations
• Service delivery
• Policy
• Legislation
• Resources
• Financial
• Clients/stakeholders
• Trading partners



Phase two – country implementation and sustainability 

Implementation plan – ready to ‘go live’

• NPPO Admin – GeNS set up
• Communicate changes in service delivery
• Policy & procedural documents
• Staff training - complete
• Resources
• Financial changes
• Communicate to clients/stakeholders and trading partners



Phase two – country implementation and sustainability 

Sustainability plan – move to the BAU phase

•

•

•

•

•

•



Key deliverables 

Date Country Deliverable

September 2022 Tonga First delivery of training and stakeholder engagement

October Solomon Islands First training sessions and stakeholder engagement

November Kiribati

Niue

Tonga Production version ‘goes live’ and starts exchanging 

ePhytos

December Samoa On-boarding and training of exporters

Cook Islands On-boarding and training of exporters



Key deliverables 

Sustainability plan – move to the BAU phase
Date Country Deliverable
January 2023 Kiribati Production version ‘goes live’ and starts exchanging ePhytos

February Tonga - On-boarding and training of exporters 

- Refresher training to prepare to use production
Tuvalu Training of staff and stakeholder engagement

March Solomon Islands - On-boarding and training of exporters 

- Refresher training to prepare to use production

- Production version ‘goes live’ and starts exchanging ePhytos

April Tuvalu Production version ‘goes live’ and starts exchanging ePhytos

May Vanuatu Collaboration with Vanuatu Single Window to build in ePhyto 

Niue Production version ‘goes live’ and starts exchanging ePhytos



Key deliverables 

Country Dates Staff trained Test ePhytos Country replies Exporters trained Stakeholders engaged

Tonga September 2022 11 165 - - 13

Solomon Islands October 2022 18 112 - - 3

Kiribati November 2022 11 46 - - 45

Niue November 2022 3 49 - - 7

Samoa December 2022 12 30 26 8 8

Cook Islands December 2022 7 26 10 3 8

Phase 1 total 62 428 36 11 84

Tonga February 2023 11 146 17 9 9

Tuvalu February 2023 7 57 40 - 6

Solomon Islands March 2023 7 106 32 16 16

Vanuatu May 2023 - - - - 17

Phase 2 total 25 309 89 25 48

Total 87 737 125 36 132



Final report – key recommendations 

1. Direct project scope

• Complete uptake and usage by all biosecurity staff and exporters in 
each country - including non-commercial ePhytos

• Measure realised benefits 

• Roll out of new GeNS functionality to all users

• Develop role description and funding requirements for regional advisor 
on GeNS technical matters and master trainer

• IT resource deployment



Final report – key recommendations 

2. 2023 regional ePhyto workshop
3. Paperless trade
4. Collaboration with customs
5. Pre-arrival risk assessment
6. Non-commercial goods
7. Communications 
8. National Trade Portals

9. Regional Technical Advisor
10. Regional Master Trainer
11. Centralised Portal
12.   GeNS enhancements
13. GeNS operating model
14. Performance measurement
15. Post Implementation Review



Final report – key recommendations 

16. Regional solutions to country issues 
▪ Pest surveys
▪ Commodity risk assessments and Pathway management  
▪ Treatments  

Regional approach to

• Testing of routine and co-design of future enhancements

• NPPO administration

• Cost recovery

• Shared training



2023/24 – project priorities

• Non-commercial ePhytos

• Importing country response message

• Billing function

• Improved reporting

• Export pathway registrations

• Export/import assurance

• Best practise guidelines

• Paperless trade



Available ePhyto resources

•

•

•

•

•

•

•

•

https://www.ephytoexchange.org/doc/IPPC_Guide_Implementing_GeNS.pdf
https://www.ephytoexchange.org/doc/GeNS_checklist_new_countries.docx
https://www.ephytoexchange.org/doc/GeNS_NPPO_OnBoarding_V6.pdf
https://www.ephytoexchange.org/landing/assets/docs/ePhyto_GeNS_Implementation_Framework.pdf
https://training.ephytoexchange.org/course/view.php?id=5
https://training.ephytoexchange.org/course/view.php?id=7
https://training.ephytoexchange.org/course/view.php?id=6
https://training.ephytoexchange.org/course/view.php?id=2
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