Date:  8 March 2011
To:  GNSO Council Members

Subject:  GNSO Policy Staff Utilization 
Based on the workload to support current GNSO Working Groups and Projects, recent staff surveys have shown that each staff member is working at or above 100% utilization.
  Attached is a breakdown of staff time spent on each project we are working on.  
We think the Council should focus more attention on the management of current WGs and projects, as workload affects the ability of the GNSO community and the staff to address properly GNSO-related priorities and issues.   We draw this data to the Council’s attention because staff continues to be working at levels well-beyond capacity, and we have not officially assigned staff resources to:  the new Standing Committee; the new Board request to develop competition; consumer trust and consumer choice measures related to the introduction of gTLDs; the UDRP Issues Report; or the new discussion paper on best practices to help address abusive domain registrations. 
There are two ways for the Council to consider using this report:

1) If the GNSO Council thinks the new work can wait, then we can continue as is, working hard to reduce the current load to free up staff resources to start new work; 

2) If the Council thinks that some or all of the new projects are more important than current work projects, then this data can be used as a guide to identify existing projects that could be paused or concluded, thus freeing up resources to support other projects. 
There may be other options too, such as moving projects to a slower track, contracting external resources, or operating without a Staff person assigned (temporarily or permanently), but the reality is that we have more projects than resources, and budgets are constrained, so some prioritization is needed to enable staff to continue supporting activities effectively.
Following are some suggested steps for how the Council might use this data in project management/ decision-making. I look forward to discussing further how we might best address this pressing concern, and I’m happy to answer questions about methodology or content of this report.
Liz Gasster
Senior Policy Counselor
How the Council might use this report:

1.
Review the projects and the staff time spent on each.  You may have questions about time spent on a specific project.  Staff would be glad to review each with you and share our view of specific situations.  

2.
Note that 75% of staff time is spent on Council and working group activities including CWGs.  These are the projects initiated by the Council (and the Board).  You may also want to better understand the ICANN infrastructure category, or why hours associated with the “GNSO Council” (for example) are so high.  Staff can also explain that and consider changes to those functions too – they are not “off the table”, but they will likely take more discussion and collaboration.

3.
Note that the current staff hours spent on Council and WG work, 260 hours/week, is not sustainable, and we hope to reduce that over time to roughly 210 hours/week (to reduce staff work to closer to 100% from the current 126% level).  With that in mind, each Council member could review with your Stakeholder Group or Constituency all the current GNSO and CWG projects, determine which must be done, which must be done now, which could be delayed, which be left “as is” based on some criteria (maybe they are too far along, or are Board-mandated, or they are not using many resources…whatever you think makes sense), and rank them in that order.

4.
The Council would then meet to create a combined Council view of what must be done now, which projects could be put on a slower track, which should continue as is, and in what order of priority to start new projects?  Last year’s prioritization process was supposed to make this easy for the Council to do.  

5.
With a prioritized list of current and proposed projects, then you could ask us to estimate weekly staff hours for each new project, you could suggest projects to be placed on a slower track (or suggest other options to complete work quickly or otherwise close out projects) and ask that we switch staff time associated with lower-priority projects to higher-priority projects, with a goal of reducing load over time to the 100% work level, while also doing the work you most want us to do.   

6.
Monitor work levels on an ongoing basis: 1) on the remaining 25% of staff work time if needed; 2) on new work that may require further adjustments; and 3) to make sure steps aren’t needed to prod or manage good outcomes for current projects.

Attachment -- GNSO Policy Staff Utilization Report (week of 7 February 2011)
In this study, we included all GNSO and Joint SO/AC Projects, and added a new “ICANN Infrastructure” category of tasks assigned to Staff by the Board and Executive Team. Additions are highlighted in red.

This table shows the average number of Staff hours/week expended for all GNSO and Joint SO/AC projects, sorted in descending order by Hrs/Wk expended.  The projects in red text were recently added.  
	GNSO Working Groups & Projects (see Note 1)
	Acronym
	Hrs/Wk

	General Council Staff Support/Secretariat
	GCS
	46

	New Constituencies Support/Process
	NCS
	26

	Toolkit of GNSO Services
	TK
	18

	Policy Development Process Work Team 
	PDP-WT
	16

	Operations Steering Committee 
	OSC
	14

	Work Prioritization 
	WP
	14

	Post-Expiration Domain Name Recovery WG
	PEDNR
	12

	GNSO SG/C Charter Reviews/Reconfirmations
	GCR
	12

	WHOIS Studies
	WHO1
	10

	Standing Committee Drafting Team
	SC-DT
	10

	Inter-Registrar Transfer Policy–Part B PDP
	IRTPB
	8

	Registration Abuse Policy WG
	RAP
	6

	Policy Process Steering Committee
	PPSC
	6

	UDRP Issues Report
	UDRP
	6

	Working Group Work Team
	WG-WT
	2

	GNSO Council Operations Team
	GCOT
	2

	Constituency & Stakeholder Operations Team
	CSG
	2

	Competition, Consumer Trust/Choice Metrics
	CCTC
	2

	Synthesis of WHOIS Service Requirements
	WHO2
	0

	RAP Best Practices Discussion Paper
	BP-RAP
	0

	Sub-Total: GNSO WGs & Projects……….
	61%
	212

	
	
	

	Joint SO/AC Working Groups
	
	

	SSAC-GNSO Internationalized Registration Data WG
	IRD
	14

	Geo Regions Review Communitywide WG
	GEO
	10

	Registrar Accreditation Agreement
	RAA
	6

	Joint Security & Stability Analysis Drafting Group
	DSSA
	6

	Joint SO/AC WG-New gTLD Applicant Support
	JAS-WG
	6

	New gTLD Rec-6 Cross Community WG
	REC6
	4

	Joint ccNSO-GNSO IDN WG
	JIG
	2

	Sub-Total: Joint SO/AC WGs……….
	14%
	48


This table shows Policy Staff tasks assigned by the Board or ICANN’s Executive Team, sorted by hours expended/week, and the average hours/week associated with Administrative (see Note 1).  
	ICANN Infrastructure
	Acronym
	Hrs/Wk

	Affirmation Review Team Recommendations
	ART
	16

	WHOIS Technical Support
	WHOT
	12

	Confluence WIKI Conversion & Transition
	WIKI
	12

	New gTLD Implementation Support
	NGTLD
	6

	General Board Support
	GBS
	4

	Sub-Total: ICANN Infrastructure………
	15%
	50

	
	
	

	Administrative (Non-Project – see Note 1)
	10%
	38

	
	
	

	TOTAL Hours………….
	100%
	348

	
	
	

	FTE
	
	6.90

	Actual Utilization (Total Hours / (FTE * 40))
	
	126%


Note 1:  Administrative (Non-Project)

This category contains the portion of each Staff member’s week not devoted to projects, including: 

· Trimester budgeting, objectives, appraisals, etc.

· Non-project meetings, teleconferences, emails, reports, travel, expense reports, etc. 

· Peer assistance/collaboration/advice 

· General corporate training, planning, etc. 

� Last September we conducted a study which found that policy staff was working at 131% using a standard 40 hour work week.  We refreshed the study during the week of 7 February 2011 and found that GNSO Staff are working at a 126% utilization rate overall.
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