Working Group work team
Project Charter

I.
Problem Statement
Complete a multi-phase effort to develop and implement a new GNSO Working Groups model.  
This could use some fleshing out.  What’s the problem we’re trying to solve?  Why should anybody care?  What will be better when we finish?
II
Goals

· Improve inclusiveness 
· Improve effectiveness
· Improve efficiency
· Reduce costs

· Improve quality

· Reduce time-to-delivery

Same here – this is a place to describe why we’re doing this and (preferably) metrics that we can use to measure the success of our effort when we’re done.
III
Deliverables
Overall project deliverables
· Operating principles, rules and procedures

· Implementation plan
Deliverables from this first-phase project

· Final version of the project charter

· Detailed work plan (tasks, dates, deliverables, responsibilities, etc.)

· Trained working-group team

· Management structures (status reporting, project administration, etc.)

· Work spaces (wiki, mailing lists, shared workspaces, etc.)

IV
Background

To quote from (citation??):

“The ICANN Board has determined that a working group model should become the focal point for future GNSO policy development activities. This new model should be designed to enhance the policy development process by making it more inclusive and representative. 
“The BGC-WG believes this approach can be a more constructive way of establishing areas of agreement than task forces, where membership is limited and discussion can become polarized along constituency lines. The BGC-WG also believes that the working group model enables key parties to become involved from the beginning and to work together to address complex and/or controversial issues. 
“According to the BGC-WG, appointing skilled chairs and drafters, as well as proper scoping of the WG’s objectives, will be integral parts in development of a successful working group model. The BGC-WG recommends that steps be taken immediately to move to a working group model for future policy development work in the GNSO, developing appropriate operating principles, rules and procedures and suggests drawing upon expertise gained from policy development in the IETF, W3C, RIRs and other organizations.”
V
Approach

I’m lobbying for a multi-phase approach at this point.  That way we can start small and deliver initial results quickly, while at the same time building up momentum for larger tasks to follow.  Here’s a really preliminary stab at some phases we could consider;
Phase I 
Planning and Initiation (described by this charter)

Major tasks: determine and address any readiness issues, develop final charter, develop detailed work plans, establish team, initiate management and control processes (status-reporting, project administration, roles, responsibilities, etc.), develop charter for the next phase and obtain approval to proceed.
Phase II 
Needs Assessment
Major tasks: 
conduct survey/assessment of current process, interview key stakeholders, research comparable organizations, review internal and external trends/environment, review previous working-group efforts and lessons-learned documentation, describe goals and objectives for new processes, describe needs, establish priorities, develop charter for the next phase and obtain approval to proceed.
Phase III 
Requirements Definition and Design
Major tasks: 
establish control requirements, define performance requirements, identify constraints, define processes and their boundaries, prototype the processes and methods, develop charter for the next phase and obtain approval to proceed.
Phase IV 
Development
Major tasks: 
develop final processes and deliverable templates, evaluate and acquire tools, identify needed skills, develop training material, develop charter for the next phase and obtain approval to proceed.
Phase V 
Implementation
Major tasks: 
conduct “train the trainer” sessions, conduct training, establish automated tools/environment, start up new processes, review the new processes and correct deficiencies, verify that the new processes meet goals and objectives, develop charter for the next phase and obtain approval to proceed.
Phase VI 
Ongoing Improvement

Major tasks: 
conduct periodic reviews of process, produce “lessons learned document at the end of each Working Group process, build and maintain an inventory of suggested improvements to processes and methods, periodically evaluate opportunities to release a collection of process/methods improvements, authorize improvements.

 VI
Participation
Team participation will be composed of participants drawn from the GNSO Council, GNSO constituencies and the larger ICANN community.

It is recommended that: 

1. There be a minimum of one PPSC member and preferably two PPSC members to serve as liaisons between this team and the PPSC; 

2. The number of GNSO Councilors on the PPSC should be limited to maintain separation between the team’s work and the GNSO Council’s oversight role. 

3. There be at least one representative from each Constituency. 

4. Each Advisory Committee be given the opportunity to have a representative (or representatives) 

5. There be members from the community who are not associated with a Constituency or Advisory Committee (other than NomCom appointed Councilors) 

6. Participation by team members on other work teams (including the GNSO Policy Development Process Team) should be minimized if not totally avoided so as to: 

1. Spread the total GNSO Improvements Project workload across a wider group of people;

2. Minimize scheduling conflicts that are more likely to occur when team members are involved in multiple groups at the same time; and

3. Encourage involvement by new community members. 

7. The chair of the Working Group Team will be someone from the PPSC and shall not be a GNSO Council member.
VII
Organization
· PPSC – Provides sponsorship, sets policy and direction, resolves key issues, provides resources, accepts and acts on findings.  Reports to GNSO Council.
  

· Working Group Chair (aka Project Leader) – Has overall day to day project responsibility; planning, outreach, coordination and control.  Reports to PPSC.


· Constituency and ICANN-Staff Team Members – Are responsible for work products, analyses and deliverables.  Report to Chair.

· Stakeholder representatives – Raise issues overlooked by the team, improve preliminary conclusions and endorse findings.  Report to Chair


· Advisors and Experts – Provide skills and knowledge not available from GNSO volunteer and staff team members.  Report to Chair
· PPSC Liaison? – Somebody else will have to come up with a description of duties for these folks, I don’t know what duties they have that shouldn’t be handled by the Chair interacting directly with the PPSC.

VIII
Scope and Timing
I would lobby for a fairly narrow scope in Phase I – basically limited to the project-planning and initiation activities described in section V above.  All else would be out of scope.  That way we can move quickly through the “getting ready” activity and get on to the analysis work.  By “quickly” I mean a duration measured in weeks rather than months.  Duration – 8 weeks?  Less?
IX
Critical Success Factors (for Phase I)
This is where we describe the things that need to go well for us to succeed, and the things we want to avoid because they’ll likely get in the way
· Access to skills – project management, process analysis and design, technology and tools evaluation/selection, training and outreach, change management


· Access to resources – people-time, technology, shared work environments


· Collaborative spirit – good work-group dynamics


· Agreement that the project needs doing

X 
Resource Requirements (for Phase I)
Here’s where we write down the things that need to be provided by the PPSC in order for us to do our work.  It would be an interesting exercise to talk about “costing” these things in the future, but I am leaving that for another day.  So this is an uncosted list right now.
· People-time

· Chair – 12 hours/week for 8 weeks, 1 person

· Constituency team members – 8 hours/week for 8 weeks each, 10 people

· ICANN-staff team members – 8 hours/week for 8 weeks each, 2 people

· Advisors and experts – TBD

· PPSC – 1 hour/week for 8 weeks, whole committee
· Stakeholder representatives – TBD

· Shared workspaces

· Conference call – 2 hours/week, 15 participants

· Wiki

· Adobe Connect workspace?

· Public email list and archive

· Private email list (no archive)

· Documentation and report-production tools and capability



















































































































































