"FOOD FOR THOUGHT" PAPER ON GAC WORKING METHODS
The Accountability and Transparency Review Team 2 (ATRT2) intends to focus its work, among other issues, on the GAC´s role, effectiveness and interaction with ICANN’s Board of Directors. In the questions addressed to the community for input, special attention is given to suggestions for improving the role and effectiveness of the GAC and its interaction with the Board. They also enquire about understanding of the GAC´s rationale for taking decisions and giving advice to the Board. 
This collective reflection on the GAC´s role and interaction with the community provides   a timely opportunity for the GAC to review its own working methods with the aim of improving its functioning and enhancing participation by all GAC members. These are detailed operational matters that lie beyond the scope of the ATRT2 and can be pursued in parallel with the ATRT 2 process.
This informal "food for thought" paper is intended to initiate a discussion within the GAC in order to identify areas for improvement in the GAC’s working methods and operational measures that could be undertaken to achieve those goals. None of the suggestions included in this paper is meant to prejudge whether the implementation should be done via amendments to the GAC Operating Principles or otherwise. 
The ultimate goal is strengthening the ability of the GAC to offer its advice 
(a) in a timely fashion;
(b) with the best possible understanding of the technical, legal and/or financial implications;
(c) reflecting governments´ opinions on public policy issues;
(d) remaining at the level of principles;
(e) as easy as possible to understand and implement. 
OBJECTIVES:
· Further increasing participation in the GAC: the GAC has 124 members and 27 observer organisations and its meetings are usually attended by approximately 40-45% of the membership. Several of the representatives coming from the developing world benefit from travel support granted by ICANN. Notwithstanding this support, the overall participation is still below expected levels. This is especially noticeable at inter-sessional teleconferences. The GAC needs to engage more members and observers in its debates and decision-making processes so that its advice is more representative of the global public interest.  This will also serve to reinforce the legitimacy of the GAC’s advice and increase the level of demonstrable commitment by governments and international organisations to the work of the Committee. 
· Ensuring better preparation, information and support ahead of meetings: GAC representatives and observers are not always familiar with all the issues that are dealt within ICANN. They have differing levels and ranges of responsibility in their administrations   and often have conflicting demands on their time as members or observers on the GAC so that their ability to follow the complexities of ICANN processes and debates are often limited by lack of time and resources. Efforts usually have to be made by representatives on an individual basis so that they can grasp the basics of often complex issues on which they are expected to express views, but without having to resort to external sources of information, which are often extensive. The Secretariat is therefore expected to fulfil an important role in preparation of the meetings to ensure that representatives have the key information necessary for formulating their positions on issues and for contributing to GAC decisions and consensus advice. 
Furthermore, there is a need to complement the updates provided by the GAC Chair at meetings with full accounts of the inter-sessional exchanges between the Chair and the ICANN Board, in her capacity as GAC liaison, as soon as possible after such exchanges take place.
· Aiming to have more effective meetings: considering the tightly scheduled agendas of the GAC meetings, GAC members and observers should try to make the best of the time available and make sure they devote it to productive activities. On the one hand, interaction with ACs and SOs is very important in preparing GAC advice since they could benefit from knowing in advance governments´ concerns regarding a given topic and the GAC could benefit from learning about possible concerns related to prospective GAC advice. However, the current format of joint sessions with other SOs and ACs is not always the most productive one and a more inclusive and consistent process of sharing preparatory documents and of agenda setting should be implemented. 
· Improving presentation of GAC´s work to the ICANN community: the communication between GAC and the rest of constituencies within ICANN, as well as the community as a whole, needs to be improved. We should explore ways to improve understanding of the GAC’s role and objectives within the ICANN multi-stakeholder framework   and develop a communication strategy as key to improving its interaction with the ICANN community. Special attention should be paid to the publication of its advice to the ICANN Board so that the rationales for its advice are more clearly understood by the community. 
· Monitoring the implementation of GAC advice: as one of the results of the ATRT 1, a system to track GAC advice and responses from the Board has been set up. It is called the GAC "Register of Advice" and it is available on the GAC website. However, the Register of Advice seems to be out of date, in particular with regard to the implementation of GAC Advice. Following up on GAC advice and its implementation is essential for Governments to evaluate the usefulness of its contribution to ICANN activities, so a feedback mechanism would be advisable. 
· Improving interaction with private sector stakeholders: the GAC needs to take into account in its deliberations the practicalities of managing domain names and Internet addresses, and the views of the Registries and Registrars, who know their business better than anyone else, in order to ensure that e public policy requirements are not constrained or impacted by unavoidable, possibly technical, limitations to implementation. Instead of receiving this input after issuing the GAC Advice, when it creates a dilemma for the Board, the GAC should take account of such concerns and limitations early in the process of formulating its advice to the Board. 
WORKING METHODS:
The following proposals aim to contribute to the achievement of the abovementioned objectives. They are set out objective by objective even though some of them may be used to accomplish more than one. 
- Increasing participation in the GAC.  
Role of Vice Chairs: 
Vice Chairs could take advantage of their geographic connections to their respective regions in order to help facilitate the understanding of new GAC representatives about the GAC mission, working methods and current and emerging issues on its agenda. They could also take their questions, take note of the concerns or issues they would like to be discussed at the next face-to-face meeting and convey them to the whole GAC. The Vice Chairs could have a session with representatives of their regions at the beginning of GAC meetings to go over the agenda with them, clear any doubts they may have and have an exchange of views with them before the plenary takes place. 
Inter-sessional work:
The relaying of correspondence to the GAC, messages putting forward new issues and   questions to the membership should be attentive to the needs of recipients with busy inboxes who need to make quick decisions on handling, many of whom would likely benefit from Chair or the Secretariat guidance on context, prioritizing, tentative next steps and generally how to handle and react to the content. 
Conference calls:
The level of participation by members and observers in GAC conference calls needs to be increased significantly. The availability of interpretation should be better publicised, as it has been the case for the agenda setting calls of 18thand 19thJune. 
Drawing from the Webinars on current issues that ICANN organises from time to time, projecting slides that participants can see on their screens can aid members to follow the conversation.
· Ensuring better preparation, information and support ahead of meetings.
Role of the Secretariat:
The GAC has recommended that ACIG provide additional Secretariat functions. GAC members are generally satisfied with the functions currently performed by ICANN staff, including liaison and logistical functions. ACIG should therefore focus on improving the preparatory work ahead of meetings, in order for GAC members to be well acquainted with the issues they will have to discuss. This would entail drafting papers containing background information and explaining the public policy aspects relating to each agenda issue  along with other interests affected and if known, the positions of other constituencies in ICANN. The Secretariat should liaise at regular intervals with the other SO and AC secretariats in order to provide as full a picture as possible on their respective positions and where appropriate process status.  
The GAC would also benefit from enhanced support in tracking on-going internal discussions, ensuring that deadlines are met and that GAC input is compiled into a draft GAC advice. 
In preparation for meetings all key documents should be available well in advance of the meeting. This ensures that all representatives are well acquainted with the agenda and have time to resolve any points for clarification about the content and requests additional information.
Setting the agenda time ahead of the meeting: 
The whole of the GAC would benefit from establishing an agenda setting routine with steps and deadlines steadily applied ahead of every meeting, including: 
· Distributing an indicative draft of the meeting agenda 2 months in advance, intended for members to obtain approval for attendance and make travel arrangements.
· Distributing a draft of the meeting agenda, objectives and deliverables for the meeting well in advance of it, e.g. 6 weeks.
· Consulting on this draft with the membership (by email and teleconference).
· Distributing a final annotated agenda in advance of the meeting, e.g. 3 weeks.
A detailed scheme of the contents proposed for the agenda is laid down at the end of the document. 
More information for GAC representatives: 
The practice of informing the GAC of inter-sessional meetings or exchanges between the GAC Chair, other members of the Board and/or other constituencies is welcome and should be strengthened, with the support of the GAC Secretariat as appropriate. This includes sharing the main conclusions of such exchanges shortly after they take place. This will ensure that all representatives are able to keep track of the decision-making and administrative process of ICANN on an on-going basis and will have a better foundation for sound discussions during GAC’s physical meetings.
It would also be useful, and possibly educational, for GAC members to be briefed on internal arrangements, such as the budget ICANN allocates to GAC expenses (e.g. travel support, Secretariat support and interpretation). 
Improving the GAC website:
The GAC website is an essential tool for the activities of the GAC. However, it lacks an attractive layout and navigation on the website is not as straightforward as on other comparable websites. Applying best practice in website design, further efforts should be put in place to make sure that finding and retrieving relevant information is easier than it is at the moment. This should be one of the first tasks of the new Secretariat. 
· Aiming to have more effective meetings.
Making better use of time during face-to-face meetings:
GAC meetings are long and demand a lot of attention by members. That is why there are several breaks scheduled. Nonetheless, it would be advisable to start sessions on time and to adhere to defined times for re-starting meetings so that valuable time is not wasted and unproductive.
Meeting handling:
The GAC should be able to keep track of the commitments made in previous meetings. To this end, the GAC should devote enough time at the start of each meeting to confirm the "action items" arising from previous meetings, on the basis of minutes circulated at most 3 weeks after the relevant meeting. Minutes should include session summaries, their conclusions, the identification of action points and, where applicable, the chosen "sherpas" in charge of each action point. 
"On the spot" working groups: 
If members need time to discuss in small groups certain issues on which consensus is hard to achieve, the Chair could set up a working group which would meet in parallel while the GAC progresses through its agenda. They would afterwards report to the plenary on their compromise proposal with the result that there is a better prospect of reaching an early agreement by the whole committee. Thus, the GAC could complete its agenda and devote the amount of time needed for each of the agenda items. 
Role of Vice Chairs:
If working groups are formed to develop a GAC position or sort out differing views on issues, Vice Chairs could be asked by the Chair to lead them. Likewise, they could act as “sherpas” to write the paragraphs spelling out the consensus opinion on those issues in the GAC Communiqué. 
Vice Chairs could help the Chair in whatever other task he/she sees fit (it could be, for instance, to attend conference calls with the Board and ICANN Staff and report back to the GAC).
Meetings with ICANN Staff:
Meetings with ICANN Staff are usually helpful for informing the GAC about the mechanisms chosen to implement GAC Advice and for providing insight on the financial aspects of ICANN, the delegation and redelegation of ccTLDs, ICANN’s enforcement of contracts with the registries and registrars, the operational details of the creation of IDNs and other issues of interest for the GAC. These meetings also play a role in introducing GAC newcomers to the complexities of ICANN’s processes, constituencies and operations. The GAC may therefore wish to consider scheduling one of these sessions at every ICANN meeting. Furthermore, these meetings could be better structured and targeted to meet the GAC’s specific demands. The GAC should be able to request beforehand what information is needed and provide questions. Sessions with ICANN staff should be interactive and open for questions during the presentation.   
Meetings with other constituencies: 
The GAC should arrange meetings with other ICANN constituencies taking into account the following: 
· relevance of the exchanges to  the GAC’s current agenda; 
· requests previously made by members to have those joint sessions; 
· the interest expressed by the other ACs and SOs in  having  a direct dialogue with the  GAC. 
All of these elements should be assessed before confirming a slot in the GAC agenda in order to ensure that the GAC’s time is used most effectively. These meetings should not consist of updating reports by the other ACs and SOs which can be provided in writing through the Secretariat liaisons. 
· Improving presentation of GAC´s work to the ICANN community.
Introducing ourselves to the ICANN community through the GAC website:
Apart from the above-mentioned advantage for GAC members, the GAC website should also contain interesting news about its  work which would increase GAC transparency and enhance understanding of its history, role, mandate, principles and working methods by the larger ICANN community.
In addition to the factual information we suggested to introduce in GAC website before, the GAC website could include profiles of the elected officers, a list of the previous officers, the first version of the GAC Operating Principles and its subsequent amendments (in all six official UN languages) and a summary of the ICANN projects in which the GAC has played a fundamental role.
The meeting reports on the website should include the full list of members and their representatives who attended GAC face-to-face meetings. 
Seizing opportunities to explain our contribution to ICANN policies:
The step taken by the Board to put GAC Advice on new gTLDs to public comment should move us to reflect on ways to improve interaction with the ICANN community through developing a communications strategy comprising several elements.  The interview given by the GAC Chair to ICANN´s Director of Global Media Relations following the Beijing meeting was effective in communicating to a wide audience the main elements of the GAC’s rationale behind the advice on new gTLDs. The GAC may want to use this means of addressing the global community again. 
More immediate improvements in communication might include the provision, in parallel with the GAC communique, of an explanatory narrative statement on how the advice was arrived at, its aims and rationales, and the holding of an open panel presentation and discussion at the ICANN meeting led by the Chair and Vice-Chairs, possibly as part of the public forum agenda The GAC could also take questions afterwards through its website.  
· Monitoring the implementation of GAC advice: 
Description of the gist of each item:
The GAC Register of Advice recently implemented on the GAC website is a useful tool to track GAC requests addressed to the Board and GAC Advice implementation, but it could be improved if it were preceded by an introduction on the substance of GAC recommendations –whenever there have been several communications on the same subject- and the response given by the Board, so that members do not have to read the entirety in order to recall the GAC´s line of thought. 
Obtaining feedback from ICANN:
The GAC Register of Advice should provide information on the implementation of GAC advice in order to enable GAC members to understand more fully how and to what extent it has influenced policies pursued by ICANN. 
Making the Register of Advice easier to understand:
Moreover, the GAC needs to decide a structured way of using the register in preparation of GAC meetings and GAC communication with the Board. Even though the register has been operational for several meetings the GAC has never discussed the progress of issues in the register in a structured way.
· Improving GAC´s interaction with private sector stakeholders. 
Reverse GAC liaisons:
The idea of having appointed GAC liaisons to other ACs and SOs failed because those liaisons could not speak on behalf of the full committee. If the other ACs and SOs do not have that problem, they can be requested to appoint a representative to attend GAC meetings, report back to their constituencies and provide their input to the GAC preliminary thinking. The GAC should consider which ACs and SOs should be invited to appoint a liaison to the GAC but the appointment of GNSO and the ccNSO liaisons would seem to be essential. Reverse liaisons could also explain to the GAC in detail how its advice has been implemented and any difficulties that may have arisen in its enforcement. The reverse liaisons could attend all GAC sessions, including GAC teleconferences and closed sessions except for the ones that are not related to the remit of their groups or deal only with internal GAC matters. 
This reverse liaison mechanism would complement the Early Engagement scheme which is close to being put into operation. The latter procedure looks apt for situations in which the GNSO itself starts a PDP, but may not be so useful when the GAC raises an issue through its normal processes which is then presented to the community through its Communiqué. In these instances, the reverse liaison solution might work out better. 
Fine-tuning GAC Early Engagement: 
In relation to the GAC Early Engagement in GNSO Policy Development Process, GAC members would appreciate if the GAC Secretariat, who is the recipient of notices of new developments in a PDP, prepared each time a brief note to the GAC summarising the main new elements since the previous notice, and advising the GAC of public policy issues that deserve attention. 
 Could GAC meetings be held in public?: 
The GAC has been criticized for carrying out most of its deliberations in private unlike other constituencies within ICANN. Allowing free entrance to GAC sessions may increase transparency and understanding of the rationale of GAC Advice. However, it may deter GAC members and observers from freely expressing their views on sensitive issues. 
We think this issue merits a discussion within the GAC. So we encourage the GAC to have a candid dialogue on the pros and cons of opening up meetings, keeping them closed except for joint sessions as it is the rule nowadays, or allowing restricted access to closed meetings to a limited number of persons from each of the constituencies, for instance the reverse GAC liaisons. 
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