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EXECUTIVE SUMMARY

Thesis:  too big a gap between GNSO and the rest of the world.  Opportunity to close by elevating dialogue, using technology more effectively, and upgrading the discourse.

An element of the ICANN board’s directive to restructure and improve the Generic Names Supporting Organization, or GNSO is to specifically improve communications and coordination within the GNSO and between the GNSO and the ICANN community and beyond.

As a sub-team of the Operations Steering Committee (OSC), the Communications and Coordination Team (CCT) reviewed the London School of Economics report (the foundation for initial recommendations to the board for GNSO restructuring), which identified known shortcomings of the GNSO’s communications.  Further, the CCT undertook a review of the tools available to the GNSO and its constituencies, as well as typical communications behavior within the GNSO and the community, and found opportunities for improvement even beyond the board’s directed areas of review.

The problem
Though ICANN has made tremendous strides toward inclusiveness, people and institutions impacted by ICANN’s work (and, by definition, the GNSO as a primary policymaking body within ICANN) remain largely unaware of ICANN and its activity.  To continually improve to reflect global service provider and user perspectives, ICANN and the GNSO need more and better ways to solicit input and make users better aware of policymaking work.
Further, coordination between the GNSO and other parts of the community—or, even between GNSO bodies themselves—is sporadic, leading to inefficiency and needless difficulty in work and output.

Recommendations
The CCT broadly recommends that the GNSO consider its hoped-for near- and long-term outcomes, and communicate with those as context as a way to inform and remind current and future participants of the purpose of specific processes or proposals.

The CCT further recommends the following specific tactical actions as a way to achieve better fluency between the GNSO and the rest of the community, and coordination between the GNSO and other ICANN bodies:

· Develop new GNSO website requirements

· Improve document management

· Improve the GNSO’s ability to solicit meaningful feedback

· Improve the GNSO’s coordination with other ICANN structures, particularly (but not limited to) the ICANN board
· Encourage additional international participation through translation services

· Encourage understanding of opposing perspectives, spirit of cooperation, and civility

CONTEXT: GNSO REFORM AND COMMUNICATIONS

The CCT recognizes the broadening of ICANN’s scope has significantly increased the level of worldwide interest and participation in ICANN’s work.  The reform and restructuring effort for the GNSO is a reflection of the need to better optimize ICANN’s infrastructure to accommodate input, work and policy development.
There is, however, a gap between the anticipated operational capability of the new GNSO structure and its level of communication and coordination outside its own walls.  Put simply, the GNSO’s ability to communicate effectively, for many good reasons, has had to take a back seat to completing restructuring work.

Now that reform is nearly concluded, the GNSO would benefit from articulating its mission to the rest of the community and focusing on improvements to its communication tools.  This will actually lessen the burden on the GNSO by establishing the correct context for its work, putting participants “on the same page” as the GNSO itself.

THE TASK OF THE CCT
Following the ICANN board’s consultation and study regarding GNSO reform, it approved a comprehensive set of recommendations to improve the structure and operations of the GNSO.

A key element of the board’s desired outcomes is this objective:

Maximizing the ability for all interested stakeholders to participate in the GNSO’s processes;

and

[improving] communications and administrative support for GNSO activities.

More specifically, the board asked for:
Improving Communication and Coordination with ICANN Structures: There should be more frequent contact and communication between the GNSO Council, GNSO constituencies and the members the Council elects to the Board, and among the Chairs of the GNSO, other Supporting Organizations (SOs) and Advisory Committees (ACs) ...
To that end, the CCT adopted as its mission, as defined in its charter:

To develop and implement a internationalized communications program that raises awareness of GNSO achievements to date and grows an all-access culture that increases global participation and creates the most effective and credible GNSO for the future.
ABOUT THE CCT’S SCOPE

While the CCT carefully reviewed the board’s recommended areas of focus, its first step was to discuss with others involved the GNSO process whether or not additional areas needed attention.

The broad answer is yes, there are multiple areas for improvement in GNSO communications and coordination—in fact, too many to reasonably address by the effort of this temporary team.  

Accordingly, the CCT took care to focus in the areas where the GNSO can have the most immediate and meaningful impact toward the objective of better in- and outbound communications.  Following the completion of GNSO restructuring and seating of the new council, and a period of operations under the new structure, the CCT recommends that the GNSO consider:

· Evaluating the impact of these initial recommendations, and seeing if adjustments should be made for better efficacy; and

· Considering other areas of communications improvement.

WHAT IS “COMMUNICATION” IN THIS CONTEXT?

The CCT also carefully weighed the idea of “communication” in the context of the GNSO.  It would be very easy, for example, to make one set of detailed recommendations regarding the GNSO web site and document management functions and leave it at that.

However, the CCT believed that to be insufficient.  While a good web site structure is pivotal to good communication (particularly regarding ICANN as a worldwide community), there are other areas that are equally deserving.  The CCT believes it’s important to not simply focus on the mechanics of communication; our recommendations will reflect this belief.
BOARD RECOMMENDATIONS

Following its evaluation of the LSE report, the board identified known problems and proposed preliminary recommendations as areas of focus for communications improvement:

GNSO Web site
Problem

The GNSO’s visibility on the Internet is very low due to serious
deficiencies in the design of ICANN’s web sites. (LSE Report, p. 50)
Recommendation

Develop new GNSO web site requirements:

· Collaboration Tools
· Portal services
· Search capabilities
· Content management

· Business processes

· Shared services
· Languages other than English (Patrick Sharry p9 BC comments, Summary of Board Actions p8, p12 3ii, 3iv. BCG/WG p. 42/43)
· Usability including review of Statistics (London School of Economics
(LSE) p12, Rec7, para 3.8 3.10, Summary of Board Actions p12 3iii)
· Search engine optimization and content inventory
· GNSO low external visibility.Non-technology recommendations
(LSE Rec 11, LSE p48 para 3.2, 3.5, 3.9. p56 3.17)
· Ability for Stakeholders to find out what is going on
(LSE p48 3.1, LSE Rec10)
Document Management
Problem

Poor organization and inconsistent document management
making progress and decisions difficult to track (LSE Report, p. 53)


Recommendation

Improve document management:
· Document management

· Document tracking

· Mail lists

Feedback solicitation

Problem
Poor ability to solicit meaningful feedback
Recommendation
Improve GNSO’s ability to solicit meaningful feedback (BGC Report, p. 37, para. 8)
· Prepare revised process for gathering and addressing public comment on policy issues

· Take into account developments in technology that facilitate community interaction

· Prepare a translation plan for documents associated with policy development

· Recommend ways to monitor and improve effectiveness

· Author documents explaining importance of significant issues

Board-GNSO communications
Problem

Few formalized channels for GNSO council to communicate with Board

Recommendation

Improve GNSO’s coordination with other ICANN structures
(LSE Report Recommendation 15)
· Transparency

· Open meetings

· Minutes

· Telephone vs. face-to-face

CCT-IDENTIFIED PROBLEMS

In addition to the board’s areas, CCT members identified other areas where adjustments can yield significant benefits:

Time demands / compression
Because the GNSO is not prioritizing its work, issues are dealt with concurrently.  This gives very little time for thoughtful consideration of issues and constructive dialogue with the community, and for exchanges with the board and other stakeholders.  The GNSO is “skipping across” issues rather than having substantive discussions.

Terminology / “diplomatic-speak”
Terminology used in ICANN circles can be intimidating, particularly for a newcomer.  Many in the community have observed it takes several months, if not a year, to become proficient with ICANN-related terminology.  This can dissuade participation.

Further, because ICANN is an international body with a very diverse community of well-intentioned participants, participants tend to speak in diplomatic tones.  While decorum is always helpful, over-reliance on diplomatic-speak confuses issues and sometimes prevents direct and candid discussion.
Over-emphasis on technology tools 
While technology obviously creates efficiencies and can ease coordination difficulties, reliance on technology may not always be the correct answer.
The “clutter” of communications

The GNSO’s universe is very dense with work, conversation, meetings, documents and communications.  This leads very often to unnecessary repetition—for example, reciting the history of an issue in every communication about the issue.  This is unnecessary, can cause confusion and is inefficient.

Further, the GNSO has not historically done a good job of centralizing data.  Information about the GNSO itself, its current work and collaborative efforts are not centrally located, nor is there a robust, searchable repository of useful information about the GNSO and its efforts.  Stakeholder groups, working groups, advisory councils, etc., keep data where it’s convenient, without helpful access to others in the GNSO community.

Lack of visibility into board discussions / considerations of GNSO and SG input
In conversation with others in the community, the CCT found that lack of visibility into the board’s discussions prior to making a decision is frustrating and leads to confusion.  While, of course, the board is entitled to a reasonable measure of privacy and non-public discussion, the GNSO community becomes confused about whether or not its input on an issue was constructively considered or not.
Lack of known desired outcome or ultimate objective.  
Few communications within the GNSO “begin with the end in mind.”  It would be helpful, particularly to new participants, to establish context and orient communications in a way that demonstrates an activity’s progress toward a clearly-stated, agreed-to goal. 
Degradation in civility
The CCT found that some in the GNSO community are discouraged by what is viewed as an uncivil or combative tone in recent discussions of issues, both online and in telephone or in-person meetings.  ICANN has clearly stated its community is expected to:

· Communicate online with respect

· Listen carefully to others in order to understand their perspectives

· Take responsibility for their words and actions

· Keep criticism constructive

There is ample room for candid and frank discussion; such discussions need not be uncivil, combative or condescending.

The prioritization issue—too many issues, not enough time or capacity to thoughtfully consider them.
Finally, the CCT must highlight one of the more critical issues impeding good communication and coordination—the need to re-establish a reasonable capacity for conducting GNSO business.  We’re including an example for illustration:

Context

By way of an example, recently, the Registrar Constituency was asked for feedback about how to structure its own interactions with the board, particularly during Constituency Day at ICANN international meetings.

The discussion produced two categories of answers—one dealing with the structure of constituency day and how to efficiently interact with the board; the other with the superseding issue of the workload ICANN is trying to bear with its current structure.  The larger issue won’t be solved by anything suggested by this team, but it’s important enough to warrant inclusion as it directly affects the manner in which issues are discussed between the GNSO, its constituencies and the Board.
Capacity
It’s clear that critical areas of ICANN are overtaxed—very likely this includes the board.  While this has become evident in the tactical methods of handling ICANN’s work, no small part of the problem is ICANN (the organization and the community) taking on more work than can be reasonably accommodated under current (or even modified) structures.

The problem exists in a vicious circle:  The community grows and pushes more issues, policy and interests into the ICANN system, ICANN grows its staff to meet the “demand,” ICANN work becomes better known, and more people join the community and push more into the system.  
ICANN’s own good intentions—to be a broadly inclusive organization willing to examine, if not address, any issue—works against it here.  The threshold for introduction of an issue into community debate or policy development is sufficiently low that almost anything can be brought to the community’s attention at any time.  (The PPSC, obviously, is tasked with helping to resolve this issue—it’s mentioned here because of the impact on communications between the board and GNSO.)

The CCT’s discussions with ICANN staff and others in the community indicate there’s a shared concern that there’s more work in the ICANN system than staff and the community can thoughtfully discuss and handle.  When issues are not prioritized, nearly all carry equal weight and demand simultaneous attention; time for thoughtful communication about issues between those responsible for them necessarily becomes constricted.  
The CCT looks forward to the PPSC’s recommendations about PDP reform and, following, is willing to add to this set of recommendations in view of the PPSC’s results.

RECOMMENDATIONS
To improve communications and coordination within the GNSO, the CCT makes the following recommendations.

GNSO Web site
The CCT shares the board’s recommendation to develop new GNSO web site requirements (including, but not limited to, collaboration tools, search capability, content management, languages other than English, etc.).

Because a revamped GNSO web site is the fulcrum of a better effort to communicate and coordinate, this is the area where the CCT focused more than half its effort.  

The CCT coordinated closely with the web design team of ICANN’s staff to learn what efforts were already under way to redesign the site, and merged that effort with its own recommendations.  The CCT has two main outputs for this task:

· A survey of GNSO web users (LINK TO THIS AS APPENDIX OF THIS DOCUMENT) 

· A set of business requirements for a “replacement” web site (LINK TO THIS AS APPENDIX OF THIS DOCUMENT)

The CCT’s belief is a stronger, easier-to-navigate, more intuitive web site will go a very long way toward improving the GNSO’s efforts.

Document Management

A revamped GNSO web site will very much assist in deficiencies in document management.  The CCT recommends:

[MISPLACED OUR RECOMMENDATIONS. CAN YOU ADD?]

Feedback solicitation

Link GNSO and ICANN sites

Access to the GNSO site should be readily available from the ICANN web page.

Take care with acronyms
The GNSO and ICANN should develop a dictionary of commonly used Internet, ICANN and GNSO acronyms.  Conversely, ICANN and the GNSO should endeavor to use fewer acronyms whenever possible.

Summarize documents
All GNSO documents subject to public consultation should have summaries.

Easier document search system
The GNSO should consider developing, in coordination with ICANN staff, a system of document indexing to help users search for the documents they need.

Make localization policies consistent
The GNSO should continue developing consistent localization policies, including multi-lingual vocabularies of often-used terms.  The GNSO should take into account in its planning that localization requires anticipation of sufficient time and cost in order to be consistent and informative.

Improve GNSO’s ability to solicit meaningful feedback (BGC Report, p. 37, para. 8)

· Prepare revised process for gathering and addressing public comment on policy issues

· Take into account developments in technology that facilitate community interaction

· Prepare a translation plan for documents associated with policy development

· Recommend ways to monitor and improve effectiveness

· Author documents explaining importance of significant issues

Board-GNSO communications
Given the already significant time burden facing the board and GNSO councilors, the CCT recognizes that adding to the time burden with additional communications and coordination duties cannot, at this point, be realistically considered.

The CCT recommends the following:

· Annually, the GNSO articulate for the board and the community its near-term objectives for policy development and coordination.  (The CCT recognizes not all objectives are immediately visible, but many are.)

· ICANN staff assigned to GNSO support prepare a bi-monthly update of GNSO activity against its objectives and present it to the board.

· The board should receive a tutorial on use of the revamped GNSO web site.

· Staff supporting the board and the GNSO should make efforts, in a carefully focused way, to link the GNSO web site to the ICANN site.

· Promptly prepare and post detailed minutes from board and GNSO meetings.

[Note from Mason: I wanted to be particularly careful here about adding to the board’s or the council’s burden.  It’s already unbearable.  I think we’ll get more out of making what’s already there more efficient vs. adding new communications.  Other thoughts welcomed.]

Time demands / compression
There is little the CCT can do to impact this problem except, as a part of the GNSO reform effort, encourage the GNSO to carefully order its business so as to not overwhelm the community and unintentionally dissuade participation.  If thoughtful deliberation and attention—and quality interchange of views—are to be part of the GNSO’s process, this is an important issue to tackle.

Terminology / “diplomatic-speak”
The GNSO should be mindful of ICANN’s intent to be an inclusive organization and encourage participation through use of everyday language and minimal use of acronyms or jargon. 

Consistent with the recommendation above, the GNSO also should use its web site as a tool to explain common industry terminology.

Uncluttered communications

The GNSO should again carefully consider web site usage so as to avoid needless repetition and make information cleanly available and easily searchable.  GNSO work groups and other participants should endeavor to make presentations and discussions fully relevant, while not revisiting the entire history of a process when not necessary.

Lack of visibility into board discussions / considerations of GNSO and SG input
The CCT encourages the board to provide additional rationale behind its decisions, including what was considered from GNSO input on any decision.

Lack of known desired outcome or ultimate objective.  

The CCT believes the GNSO’s work and communications would be much more efficient and easy to handle by all participants if proper context is established.  Too often, ideas (and work teams) are formed to deal with an ambiguous or not well-defined issue, causing the group to wander.

Communications within the GNSO, and to its outside universe, would be much more productive and efficient if presented with the context of a hoped-for outcome.

Degradation in civility
The CCT encourages ICANN and the GNSO to remind participants of its code of conduct:

· Communicate online with respect

· Listen carefully to others in order to understand their perspectives

· Take responsibility for their words and actions

· Keep criticism constructive
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