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6 GNSO Work Prioritization

6.1 Purpose

6.1.1  A fundamental premise underlying the Work Prioritization program is that resources available to the GNSO are not unlimited or unconstrained.  In order to ensure that Volunteer and Staff personnel are utilized in the most efficacious and efficient manner, the GNSO Council, in keeping with its managerial role over the Policy Development process, has determined that project work shall be prioritized periodically according to these procedures.  The goals of Work Prioritization are: 
a. Education & Transparency:  to communicate the Council’s priorities and, in so doing, establish organizational awareness and understanding.  
b. Resource Allocation:  to help the Council redirect limited resources where needed.

c. Strategic Management:  to inform Councilors so that the GNSO’s prioritization is considered when discussing issues and voting on related motions.  
6.1.2  The key elements of the Work Prioritization process include:  
a. The Council prioritizes all projects based primarily on overall Value as defined in the Methodology (see 6.3.2) and related to ICANN/GNSO’s overall mission.  Prioritizations will be recalibrated periodically (see 6.3.4) to reflect an inherently changing environment.  
b. Once all projects are prioritized, the Council manages the workload considering such factors as deadlines, personnel and budget resource availability, urgency, and consequences.  It commissions and de-commissions teams as necessary to effectively utilize the aggregate resource pool to achieve the GNSO’s goals and objectives.  
The remainder of this Section describes the procedures that apply to the prioritization task including methodology, frequency and resulting products/outcomes.  
6.2 Scope

The Work Prioritization program applies to a subset of the GNSO’s work that shall be categorized as its Prioritized Projects.  To determine the work activities that shall be prioritized according to these procedures, the ICANN Policy Staff will recommend that each GNSO project be categorized into one of two major groupings, as follows:  
6.2.1  A Prioritized Project is initiated by a GNSO Council decision to commit community and Staff resources with the expectation that such efforts will impact the GNSO’s overall work capacity sufficient to warrant its relative placement among all other prioritized projects.  A Prioritized Project begins when chartered or otherwise commissioned by the GNSO Council and ends when the Working Group or team’s final output(s)/ recommendation(s) have been approved by the Council.  Examples of Prioritized Projects include, but are not limited to:  policy development initiatives and requests made by the Board (e.g. GNSO Improvements), policy activities initiated by the GNSO Council, and/or those requested by an Advisory Committee.

6.2.2  For the purposes of GNSO Work Prioritization, Non-Prioritized Projects are those whose status has been determined to be in one of the four categories outlined below: 
a. Community Pending (“Pending”):  the work effort has been put on hold and is waiting on or pending another action (e.g. Staff report) or decision (e.g. Council motion) and is not currently consuming community resources.  
b. Monitor Only (“Monitor”):  the work effort is not prioritized by the Council, but the Council maintains an interest from an informational perspective (Note: also includes liaison activities).

c. Not a GNSO Project (“Inactive”):  the work effort is not or not yet a GNSO initiative and cannot be properly evaluated (ranked/rated) and prioritized by the Council.

d. Implementation Phase (“Implem”):  the work effort has completed the recommendation phase, has been approved, and is ready to begin or has already started implementation.  While it may not be directly consuming large amounts of community resources, the Council needs to understand the impact on Staff as it considers the adoption of new project work within the GNSO
. 

6.2.3  After submission of the Staff’s recommendations to the Chair, the GNSO Council will modify any classifications, if necessary, and approve the final Prioritized and Non-Prioritized Project Lists prior to beginning a prioritization effort as described in 6.3.  
6.2.4  The GNSO Secretariat will publish and maintain current Prioritized and Non-Prioritized Project Lists on the GNSO website.  Linked to these listings will be short descriptions of all projects along with designated abbreviations.  
6.3 Methodology
This section describes the approach to develop a list of GNSO Prioritized Projects.  Detailed instructions, including templates and tools, are covered in Annex n.  
6.3.1  Goals

The goals of the methodology are to ensure that the process:  
a. is user-friendly, unambiguous, and straightforward to execute; 
b. produces realistic outputs that will help the Council to make effective management decisions; and

c. is structured as an on-going task that accommodates change including the introduction of new projects as they are proposed in the future.
6.3.2  Primary and Secondary Factors
Projects will be rated primarily on a single factor, Value, as defined below:  
a. Value … this factor relates to perceptions of overall value, benefit, importance, and criticality primarily for the GNSO, but also considering ICANN’s stakeholders and the global Internet community.  Components of this dimension may include, but are not limited to:  new opportunities for Internet growth/expansion, enhanced competitiveness, resolution/improvement of serious performance or infrastructure problems, increased security/stability, and improved user experience. 
b. In the event that two or more projects have the same Value rating, but must be prioritized individually for any reason, the following factor will be separately rated:  Difficulty.  
Difficulty … this factor relates to perceptions of total human capital expenditure anticipated and also includes such elements as complexity (e.g. technical), intricacy (e.g. many moving parts to coordinate), lack of cohesion (e.g. many competing interests), length of time/energy expected; availability/scarcity of resources -- all of which contribute to the total resource consumption and overall cost (economic and otherwise) required to develop a recommendation.  For projects already in progress, estimates include only those resources remaining from the point of assessment through to completion of the final recommendation; prior historical/sunk resources are not included. 
6.3.3  General Procedure
The Work Prioritization process involve four major steps and applies to rating Value and, under special circumstances, Difficulty:

Step 1:  Confirm the Prioritized Project List

Step 2:  Individual Council Member Ratings
Step 3:  Group Discussion and Consensus to Produce Final Ratings
Step 4:  Publication of Ratings and Project Ranking
Annex n contains a detailed set of instructions for completing the above steps.  
6.3.4  Frequency
A formal prioritization rating session of all relevant projects, according to 6.3.3, will be conducted at least once per fiscal year timed to be approved at the ICANN Annual General Meeting (AGM).  A prioritization session may be conducted more frequently if recommended by the Chair and approved by the Council
.    
6.3.5  New Projects
From time to time, the GNSO Council evaluates new initiatives for approval to become committed projects.  The following steps shall determine whether and how a new initiative is assessed and handled with respect to Work Prioritization: 
a. The following questions should be addressed by the Council for each new initiative that is under evaluation for approval as a potential GNSO Project:  

· What resource types, skills, and quantities are needed to adequately staff this project? 

· Are there sufficient resources (Staff and Community) available without causing adverse impacts to other project work in progress?  If not, should any other project work be stopped or postponed?  
· Should this new project have a deadline imposed, thus establishing urgency?  If it is determined to be urgent, can any real consequences be identified that will cause the date to be perceived and treated as critical? 


· Should this new initiative be undertaken, that is, have resources assigned to accomplish a particular objective? 

b. Depending upon the outcome of the above analysis, if a project is approved, the Chair will ask for a recommendation from Staff as to whether the project should be classified as Prioritized or Non-Prioritized and, if the latter, which category (see 6.2.2) it should be assigned.  The Chair will announce Staff’s recommendation and ask for Council approval. 
i. If the project is classified as Non-Prioritized, no further action is required.  

ii. If the project is classified as Prioritized, the Chair will assess whether it can be addressed effectively by the Council without requiring that an official Value rating be determined.  If the Chair determines that a specific rating is deemed necessary to proceed with the Council’s management responsibilities, then the Chair will call for the new project to be formally rated (per 6.3.3

) before further action is taken; otherwise, that project will be officially prioritized at the next scheduled session.
�Are we referring to implementation issues that might be taken up by the GNSO in the future, like the trademark STI project?


�I don’t think so. The intent as I recall is that when the Council conducts a prioritization exercise, it should not only take into consideration the resources required for other prioritized projects but also Staff resources that may be used for implementation of previously approved projects.


�In the interest of conciseness, does the team think that this material can be removed?  These were our goals in developing the process.  If we have achieved them, perhaps they don’t need to be stated explicitly.  Alternatively, we could move them to an introductory cover letter transmitting this document.  


�It should suffice to simply use the default voting threshold (i.e., simple majority of both houses).  If that is not achieved, then prioritization sessions would NOT be conducted more frequently.


�This material seems to me related to the Council’s role as Project Manager of the GNSO.  There is a lot more to be said about “managing” projects once the prioritization is completed.  Perhaps we should consider retitling Section 6 – GNSO Project Management and build a sub-section for Work Prioritization as the first step in that discipline.  Then, we can put in placeholder for additional sections as they are developed.  Food for thought… 


�I don’t understand this question.


�This question derived from some discussion that Jaime and I had regarding what causes “urgency” to be perceived as real.  If there are no consequences associated with missing a deadline, then it is often treated as non-urgent.  Assigning a date/deadline, by itself, is frequently insufficient to propel teams to accomplish their tasks within a specific timeline.  


�Section 6.3.3 covers the full prioritization exercise.  Is that what is intended here?  If so, that would seem to take too much time to deal with a new project.  If a rating is needed soon rather than waiting for the next scheduled session, then shouldn’t we develop procedures for doing that?


�I did intend that the Council would undertake the normal prioritization process, but perhaps it could be streamlined for a new project.  For example, we could ask Staff to recommend a provisional rating and ask the Council to approve it pending the next official prioritization effort.  Other thoughts? 
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