GNSO CONSTITUENCY ENHANCEMENT TEAM (GCET)
***

I.   TEAM CHARTER/GOALS:   The goal of the GCET is to improve the inclusiveness, effectiveness and efficiency of the GNSO constituency structure and operations.  

According to the ICANN Board Governance Committee Working Group (BGC-WG) in its 3 February 2008 Report to the ICANN Board of Directors (see, GNSO Improvements Report; < http://www.icann.org/topics/gnso-improvements/gnso-improvements-report-03feb08.pdf>), the constituency structure that has served as the basis for determining membership on the Council and its task forces, as well as for developing and voting on policy advice to the ICANN Board, needs to adapt in light of the move to a working group model, revisions to the PDP, and a restructured Council. According to the BGC-WG, the future criteria for participation in any ICANN constituency should be objective, standardized and clearly stated.  In addition, staff should work with each of the constituencies to develop global, targeted outreach programs aimed at increasing participation and interest in the GNSO policy process, including information on the option to self-form new constituencies.

II,    POTENTIAL TEAM PARTICIPANTS:

The specific mechanisms for participation on the GCET are yet to be determined, but ideally the team will be composed of participants drawn from the GNSO council, the GNSO constituencies and the larger ICANN/Internet community.

III.   POTENTIAL INITIAL ACTION STEPS:

Set forth below are a number of potential action steps necessary to establish and begin the work of the GNSO Constituency Enhancement Team (GCET).

1.  Confirm Charter/Goals of GCET with Planning Committee/GNSO leadership

2.  Formation of GCET:

· Announce commencement of process

· Solicit and provide appropriate opportunities for public comments on the formulation and potential operating procedures of the GCET.

· Invite and recruit GCET members
· Schedule initial team meeting

· Prepare and circulate preparation materials for initial meeting

3.  Initial GCET meeting/correspondence:

· Draft guidelines for operation of the group,

· Develop and agree on a more precise timeline for completion of constituency enhancements.
· Set up email/contact list of all GCET members.  Discuss/confirm ground rules

· Define roles of Council, staff, constituencies, new implementation consulting group (the former BGC-WG) and other outside parties

· Formulate standard check sheet for each decision (e.g., ask what, if any,  by-law changes necessary)

· Identify and define public comment opportunities

· Announce comment opportunities, collect comments and openly discuss various ideas, recommendations and suggestions.

4.   Subsequent GCET meetings:

· Review, discuss and consider recommendations and proposed action items provided by GNSO Improvements Report, community/public comments and staff implementation notes

· Establish consistent reporting mechanisms regarding progress

IV.  CALENDAR/TIMETABLES

The ICANN Board expects to receive public comments on the recommendations set forth in the GNSO Improvements Report to enable it to consider them and direct their implementation as soon as possible. Those comments are currently due on 25 April 2008. These matters will likely be the subject of significant discussion at the Board meeting in Paris in June.

As the ICANN community considers the various recommendations set forth in the GNSO Improvements Report, it is important to keep in mind that this is an evolutionary process intended to reflect the importance of the GNSO to ICANN and to build upon the GNSO’s successes to date. But at the same time, the Board expects to see significant and expeditious efforts being taken to implement the Reform recommendations.  The table set forth below presents the timeline leading up to the ICANN Paris meeting.  Significant dates including GNSO Council meeting dates have been flagged to assist the GCRT in setting out its proposed milestones and work plan timetables which can be further fleshed out during GCET deliberations.

	Week #
	Week Dates
	Activity
	Comments

	1
	March 23-March 29
	GNSO Council Meeting 3/27 –

Discussion of Reform Implementation Options
	

	2
	March 29-April 4
	Announce Formations of IT’s

Recruit Volunteers
	

	3
	April 5-April 11
	First GCET Meeting
	

	4
	April 12-April 18
	GNSO Council Mtg 4/17 – GCET Report
	

	5
	April 19-April 25
	Public Comment Forum Closes
	

	6
	April 26-May 2
	
	

	7
	May 3-May 9
	GNSO Council Mtg 5/8 – GCET Report
	

	8
	May 10-May 16
	
	

	9
	May 17-May 23
	
	

	10
	May 24-May 30
	GNSO Council Mtg 5/29  -- GCET Report
	

	11
	May 31-June 6
	
	

	12
	June 7-June 13
	
	

	13
	June 14-June 21
	
	

	14
	June 21-June 28
	ICANN Board Mtg - Paris
	


APPENDIX
LISTING OF CONSTITUENCY ENHANCEMENT RECOMMENDATIONS AND PROPOSED ACTION ITEMS PROVIDED BY
 GNSO IMPROVEMENTS REPORT, COMMUNITY/PUBLIC COMMENTS AND
 STAFF IMPLEMENTATION NOTES
The BGC-WG has recommended that GNSO constituency procedures and operations should become more transparent, accountable and accessible.  It has recommended that the GNSO constituencies work with ICANN staff to develop standard participation rules and operating procedures for all constituencies that set certain minimum standards regarding the importance of transparency and accountability.  The criteria for participation in any ICANN constituency should be objective, standardized and clearly stated.  In addition, staff should work with each of the constituencies to develop global, targeted outreach programs aimed at increasing participation and interest in the GNSO policy process, including information on the option to self-form new constituencies.

A major portion of the GCET’s efforts will be the comprehensive review and consideration of the specific proposed action items and recommendations set forth in the GNSO Improvements Report as well as other implementation ideas, thoughts, comments and proposals submitted by GNSO members, the greater ICANN/Internet community and ICANN staff.  The GCET should consider establishing an agenda that ensures that all the various recommendations and ideas are collected and discussed and that deliberations on the implementation of the restructured Council concept are comprehensive, fair and transparent.

Set forth below the various proposals, recommendations and contributions to date are arranged in three main categories reflecting the three main areas of potential restructuring work including – (1) improved inclusiveness (creating opportunities for new constituencies; (2) improved effectiveness (efforts for existing constituencies); and (3) improved efficiency (managing and improving constituency resources). Each idea is identified with its source (e.g., a BGC-WG Report recommendation (marked with the letter” R”), a staff implementation note (marked with the letter “S”) or a community comment (marked by “CC”)).
1.  Improved inclusiveness (Creating Opportunities for New Constituencies):

Under the present ICANN Bylaws, the following “constituencies” are recognized as eligible to elect representatives to the GNSO Council:
· gTLD Registries (representing all gTLD registries under contract to ICANN);

· Registrars (representing all registrars accredited by and under contract to ICANN);
· Internet Service and Connectivity Providers (representing all entities providing Internet service and connectivity to Internet users);
· Commercial and Business Users (representing both large and small commercial entity users of the Internet);
· Non-Commercial Users (representing the full range of non-commercial entity users of the Internet); and
· Intellectual Property Interests (representing the full range of trademark and other intellectual property interests relating to the DNS).
Under the present GNSO structure, each of these six groups elects three representatives to the Council.  The present Council structure also includes three people selected by ICANN’s Nominating Committee, for a total of 21 Councilors. (R/6.1) The six constituencies that are currently recognized as representative of a group of GNSO stakeholders in the ICANN Bylaws thus need not be the same constituencies that will be recognized in the future.  Indeed, there is no set number of constituencies that should be represented in the GNSO, and the constituencies created in the late 1990’s do not need to remain static. Any group of individuals or entities may petition the Board for recognition as a new or separate constituency, in accordance with Bylaws Section 5(4) of Article X.  Such a petition must explain (i) why “the addition of such a Constituency will improve the ability of the GNSO to carry out its policy-development responsibilities” and why “the proposed new Constituency would adequately represent, on a global basis, the stakeholders it seeks to represent.”  The Board would consider such proposals in light of ICANN’s mission and core values.  (R/6.1)
1.1.   ICANN should clarify and promote the option to self-form a new constituency.  It should engage in greater outreach to ensure that all parts of the community, particularly in those areas where English is not widely spoken, are aware of the option to form new constituencies.  Together, ICANN Staff and the GNSO constituencies should develop specific recommendations for achieving these goals. (R/6.4) 

1.2.   Proposed Action Item:  The Board tasks Staff to develop and implement a targeted outreach program to explore the formation of new constituency groups.  This outreach program should be designed to reach all current members of the ICANN community and potential members, particularly in areas where English is not widely spoken, and should include the ideas and participation of existing constituencies.  Staff should provide periodic progress reports; (R/6.4)

1.3.   It is important that the Board has flexibility to create new constituencies and let older ones merge or lapse as market dynamics evolve.  In addition, it has been ICANN’s intention, as reflected in the Bylaws, that constituencies be self-forming.  This is consistent with ICANN’s goal to develop policy in a bottom-up process reflective of the diversity of the community and conducted in an inclusive, representative manner.  At the same time, there is clear recognition of the need for the GNSO to operate more effectively and efficiently.  The challenge is to strike the appropriate balance among these principles in order to permit constituency growth and reorganization, but without making the number of constituencies unwieldy.  (R/6.1)
1.4.   We believe ICANN should take steps to clarify and promote the option to self-form a new constituency.  The option of forming a new constituency should not be viewed as an impossible task.  ICANN should engage in greater outreach to ensure that all parts of the community, particularly where English is not widely spoken, are aware of the option to form new constituencies.  The current Bylaws provide that an interested group of stakeholders should provide information on why “the addition of such a Constituency will improve the ability of the GNSO to carry out its policy-development responsibilities” and why “the proposed new Constituency would adequately represent, on a global basis, the stakeholders it seeks to represent.”  In addition, the applicant should clarify its members’ stake in the GNSO and how the new constituency might fit within the overall GNSO structure and serve the public interest. (R/6.1)
1.5.   Some have discussed the idea of forming an Individuals Constituency and a Domainers Constituency.  Some view an Individuals Constituency as important because the interests of individual registrants are not currently represented elsewhere in the GNSO.  The view is that the Non-Commercial Users Constituency is open only to organizations.  The At-Large Advisory Committee (ALAC), an advisory committee to the Board supported by a global network of structures comprising individual Internet users, is mandated to provide advice on all ICANN issues (not just gTLDs) that relate to individual users.  Others believe there is no need for such a constituency because the ALAC represents individuals.  If there were to be support for an Individuals’ Constituency, one solution might be for the ALAC, which is also being reviewed in accordance with the Bylaws, to continue to provide advisory committee input on ICANN-wide matters outside of the GNSO structure.  Another issue to consider further is whether, if anyone can join an Individuals Constituency, those with the most resources could dominate that group in addition to participating in other constituencies.  Under the new stakeholder structure proposed  by the BGC-WG for the Council, individuals may find a home within either the commercial or non-commercial “demand” group, depending on how they view their registration(s). (R/6.1)
1.6.   A possible Domainers Constituency of individuals and companies investing in and developing domain names, might also be established.  A domainers constituency might also include those who hold "portfolios" of domain names, those who focus on the "monetization of numerous domain names," and those who hold a certain number of domain names.   Some view domainers as an increasing force in the ICANN community that should have a defined voice.  At present, some domainers participate as part of the BC, but it is unclear how well their interests converge with those of other participating businesses.  Under the new stakeholder group structure, domainers might be part of the registrars group (if they are also a registrar), or part of the commercial group.  (R/6.1)  

1.7.   Another important aspect to improving inclusiveness and representativeness in the constituency structure is reducing barriers to participation in individual constituencies.  A barrier for some entities – particularly in developing countries – may be the cost of joining a constituency.  We expect all ICANN constituencies to do what they can to keep their costs, and hence their membership fees, to a minimum.  If, for example, ICANN were to provide more administrative support to constituencies, those groups may be able to reduce the fees they charge members even further.  It is worth exploring whether constituencies have, or should have, differentiated fee structures based on ability to pay, in order to encourage increased representation from those living in less developed economies.  As noted, a potential barrier may be the difficulty of obtaining information about the GNSO and its constituencies and activities.  This could be addressed by more Staff support for constituency outreach and recruitment, as discussed below. (R/6.1)

1.8.   By potentially creating four broad stakeholder groups, the number of constituencies is less important and can change with time.  This approach can also encourage the participation of more people in the GNSO.  In implementing a stakeholder structure, careful thoughts needs to be given to how – and when – new constituencies or interest groups are added to a stakeholder group, and how – and when – they might lapse, as technology and markets evolve. (R/6.1) Given the potentially contentious nature of the discussion, that issue should be for future – not present - GCET discussion. (S)
1.9.   The GNSO Improvements Report also tasks staff to (i) develop and implement an outreach program to explore the formation of new constituency groups, particularly in areas where English is not widely spoken; and (ii) to work with constituencies to develop global outreach programs aimed at increasing participation in constituencies and the GNSO policy process. The Report also recommends that ICANN promote the option to self-form new constituencies. It should consider engaging in greater outreach to ensure that all parts of the community, particularly those areas where English is not widely spoken, are aware of the option to form new constituencies. (S/3.2)
1.10.    Bylaws changes will be needed in order to add flexibility to the current process, which requires individuals or entities to petition the Board for recognition as a new or separate constituency.  The GNSO Improvements Report recommends that the Board should have the flexibility to create new constituencies “and let older ones merge or lapse as market dynamics evolve”.  How can the self-forming of new constituencies be promoted within this framework? (S/3.2)
1.11.   Staff recognizes that the process of encouraging broader participation and new constituencies will need to be multi-faceted.  Certain entities are likely to have a more enduring interest in the broad array of issues taken up by the GNSO Council. Other potential constituencies may be interested only in a single issue or problem area. For many potential participants, cost could be an important consideration.  (S/3.2)

1.12.   Proposed Action Item:  The Board tasks Staff to work with constituencies to develop global outreach programs aimed at increasing participation in constituencies and the GNSO policy process.  Staff should provide periodic progress reports. (R/6.4)  This will include developing issue briefs on key topics drafted for a broad audience highlighting the significance of those topics for users or the broader Internet community, and considering additional means to convey the importance of participating in ICANN’s policy development work to broader and more diverse stakeholders. (S/3.2)

1.13.   It is important to develop a practical strategy based on realistic projections of the size of the potential pool of target candidates who are not involved in current policy activities. (S/3.2)
1.14.   How can ICANN better facilitate participation in working groups of stakeholders who may not be comfortable working in English?  How might other global organizations provide guidance about maximum feasible participation of diverse stakeholders in a working group context?  This is an important question because of the dynamic and protracted process that can be expected in a typical working group process.  Community input will be useful to help gauge the best way to employ translation and interpretation functionality to allow diverse participation in the actual development of policy within working groups.  It will also be important to factor in budget requirements associated with any specific implementation proposal.  (S/3.2)

2.   Improved Effectiveness (Efforts for existing constituencies):

The effective functioning of the GNSO Council relies significantly on the existence of vibrant and active stakeholders.  To maintain a healthy policy development process that is respected by all stakeholders, it is critical that ICANN work to increase participation in constituencies and any other entities that want to be part of a stakeholder group, so that policy discussions can take place with all relevant views contributing to the debate.  As ICANN continues to become a representative global organization, it will be crucial to reach out to interested parties across the globe and incorporate them into the GNSO policy process through the constituency structure.  This will require dedicated outreach and recruitment activities, and ICANN should support these initiatives. (R/6.2)

It is also important that ICANN minimize the barriers to entry to constituencies for those interested in policy issues. These barriers to entry fall into three groups: information, processes and cost.  

2.1. Overcoming Information Barriers:

2.1.1.   The information barrier is perhaps the most significant.  Many potential stakeholders in the ICANN policy process simply do not know the role of ICANN and how they can contribute to policy discussions by becoming involved in a constituency.  Well-resourced outreach and recruitment efforts are important to remove this barrier.  (R/6.2)

2.1.2.   Additionally, communication within the GNSO – among individuals participating in its constituencies, working groups and other processes – should be improved.  A “GNSO-discussion list” should be created where participants from constituencies, working groups and other GNSO processes have posting rights, and emails are publicly posted.  This list can serve as a much-needed “cross-functional” discussion area, enabling members of constituencies, in particular those who are grappling with the same policy questions, to discuss their positions and perspectives with each other.  This list also can serve as an informal mechanism for working groups to keep the GNSO community apprised of discussions and developments.   (R/6.2)

2.1.3.   Staff, in consultation with the Council, must develop within six months, and maintain, a database of all members of all constituencies and others involved in GNSO issues but not formally a part of any constituency.  This database will be used for interested parties to communicate on a “GNSO-discussion list” about GNSO issues, and the formation of new working groups in particular.  The database needs to be constructed in a manner consistent with privacy considerations of individuals.  (R/6.4)

2.1.4.   Clearly the technological tools exist to create an interactive GNSO web site that provides capability to maintain a database of participants, to post and share Council documents and activities, to offer constituency resources and information, and to engage in online collaboration by working groups and among broader lists of participants. (S/3.2)  Staff will work with interested GNSO volunteers to develop a proposed implementation of this recommendation.  In developing an operational model and “terms of use” for such a capability, it will be important to consider a number of aspects including what the requirements for access should be, how a database will be maintained and updated, the scope of participants and topics and when and how the list will be used, whether lists will be moderated, and, if so, how that function will be supported.  Additional considerations include whether and how messages and documents should be archived for ease of retrieval, any need for and/or restrictions on public access, any cost considerations and the nature and scope of privacy considerations that must be accommodated.  (S/3.2)

2.2.   Overcoming Process Barriers:

2.2.1.   For many who might be interested in ICANN’s policy discussions, another barrier is the myriad of different ICANN processes which can be hard to understand and follow.  At present, each constituency has a different set of membership and operating processes, and it is difficult for an individual to have a quantifiable impact on the policy process other than through a constituency.  These problems are magnified for those who are not comfortable working in English.  One solution is for each constituency to have a clearly communicated set of participation rules and operating principles that are based on common principles developed by the GNSO.  These rules then should be made available in a variety of languages so they can be understood by ICANN’s global audience. (R/6.2)
2.2.2.   The GNSO Council and the GNSO constituencies, like all of ICANN’s structures, need to ensure that all of their processes adhere to the highest standards.  The reviews of the GNSO suggest that there is a need for greater transparency within constituencies and greater consistency across constituency structures.  The constituencies should take the lead in formulating common operating principles, with participation from the Council and staff. Within certain broad and important guidelines, there can still be room for innovation and differentiation in the detailed procedures developed by each constituency that best meet the needs of that constituency. (R/6.2)
2.2.3.   There are a number of specific areas that must be addressed.  The first is the need for constituency-developed participation rules for all constituencies that encourage openness, transparency and accountability.  The rules must adhere to the following principles:
· The criteria for participation in any ICANN constituency should be objective, standardized and clearly stated. 

· Admissions decisions should be transparent, including how these decisions are communicated, and how many applicants are successful. 

· General information about each participant application and decisions regarding admissions should be publicly available.
· Each constituency must keep records of successful and unsuccessful applicants. 

· Each constituency should maintain up-to-date records of all current members, and this information must be publicly available.

· There must be a clear avenue of appeal for an applicant a rejection to a neutral third party. (R/6.2)

2.2.4.   The GNSO constituencies, along with the Council and staff, should develop operating principles that will form the basis for consistent participation rules and operating procedures for all constituencies, ensuring that ICANN constituencies function in a representative, open, transparent and democratic manner.  The criteria for participation in any ICANN constituency should be objective, standardized and clearly stated:

· General information about each participant application and the decision should be publicly available.  

· Mailing and discussion lists should be open and publicly archived (with posting rights limited to members).  

· There should be term limits for constituency officers, just as for Councilors, so as to help attract new members and provide everyone with the chance to participate in leadership positions.  

· There should be an emphasis on reaching consensus and compromising to achieve objectives and closure on issues. 

· There should be a centralized registry of the participants of all constituencies and others involved in GNSO policy development work, which is up-to-date and publicly accessible.  This can happen by creating a “GNSO-discussion list,” where individuals who participate in constituencies, working groups and other GNSO processes, have posting rights, and their emails are publicly posted. (see section 2.1 above)

· Procedures for developing policy positions should be clear.  There should also be publicly available information about how many participants from each constituency were involved in the development of any policy position.

· Constituency processes should encourage participation from stakeholders across the globe.  Where possible, relevant documents should be made available in multiple languages. 

· There should be an emphasis on reaching consensus to achieve objectives and closure on issues.  (R/6.2&6.4)
2.2.5.   ICANN staff should work with the GNSO constituencies to develop or review operating procedures to be sure that they function in an open, transparent and democratic manner.  The Report recommends that participation rules and constituency procedures be standardized across constituencies.  Staff notes that this could require changes to the current operating procedures of some or all of the existing constituencies and expects this to be an area of concern for many stakeholders. Staff notes the BGC WG recommendation that ICANN establish principles designed to ensure that overriding goals of the organization are adhered to by each constituency.  This allows for variation in the procedures and operation appropriate to each constituency while assuring that key principles such openness, transparency, inclusiveness and participatory principles are reflected in the operation of each constituency (see Sec. 6.1).(S/3.2)
2.2.6.   Proposed BGC-WG Action Item: The Board requests the GNSO constituencies, with assistance from Staff as needed to develop and publicize common principles within six months; and to implement operating rules and procedures consistent with those principles at that time. (R/6.4)

2.2.7.   In addition, enhancement of the GNSO website will facilitate improved communication to all who are interested in the activities of the GNSO Council and GNSO issues, including notification of new policy activities and the formation of new working groups. (R/6.2)

3.   Improved Efficiency (Managing and Improving Resources):

3.1.   Constituency Staff Support -- There are several steps that can help improve the efficiency of GNSO constituency operations.  Recommendations #3 and #4 of the LSE Review suggest that having dedicated Staff support for constituencies could assist with standardization, outreach and the internal work of the constituencies, as well as lower constituency budget needs and reduce membership fees.  As noted in the previous Section, these are sound ideas.  Staff should be used to facilitate the development of (but not advocate) constituency positions. (R/6.3)

3.2.   Participant & Leadership Training -- Recommendation #10 of the LSE Review notes that participation and leadership training and certification are equally important for constituency representatives.  As noted above, providing Council, constituency and working group participants with training and education to better equip and motivate them to do policy work, and to help ensure that they have the knowledge and skills needed to be successful, can help increase the effectiveness and efficiency of the GNSO and its constituent bodies.  (R/6.3)

3.3.    Managing Costs of Participation -- As mentioned above, a third barrier to constituency participation in ICANN is cost.  Particularly in developing countries, the cost of joining a constituency can be prohibitive.  ICANN must find ways to foster free participation in policy processes for all interested parties and to ensure that cost is not a barrier to constituency entry wherever possible.  (R/6.2)
3.4.   A Standard Constituent Toolkit -- As these recommendations will put a significant burden on the GNSO and its constituencies, ICANN should provide dedicated Staff support for constituencies to assist with standardization, outreach and their internal work.  This should help to lower constituency costs and fees, and increase efficiency and effectiveness.  ICANN could offer each constituency a “toolkit” of in-kind assistance (as opposed to financial aid). The toolkit could include, for example, assistance with tracking PDP deadlines and summarizing policy debates, supporting websites and mailing lists, scheduling calls and other administrative duties. (R/6.2& 6.4)

3.5.   Proposed Action Item: The Board tasks Staff with developing, within six months, in consultation with the Council, a “tool kit” of basic services, such as those described above, that would be made available to all constituencies.   (R/6.4)  In so doing, staff should engage with the constituencies in advance to learn more about the kinds of support that would be of greatest value to them. (S/3.2)
3.6.   Budget and resource estimates will need to be developed based on a forecasted number of constituencies, adjusted over time as required. (S/3.2)

3.7.   Some suggested metrics for measuring future success in this area would be:

· The number of new constituencies; and 

· The diversity of new constituencies for example, in terms of large and small businesses, breadth of types of suppliers involved, or other similar metrics (again, based on a realistic assessment of potential opportunity). (S/3.2)

