
Triage..
 Future	role	of	Triage	commi0ee

What	problem	needs	to	be	addressed?

One	of	the	basic	problems	the	ccNSO	(Council)	is	facing	is	balancing	workload	(por?olio	
of	ac@vi@es)	against	the	available	resourcing	(effort).
Finding	a	sustainable	balance	is	cri@cal	to	the	ccNSO	for	various	reasons:

• Added	value	of	ccNSO	for	ccTLD	community.	If	the	balancing	succeeds,	it	shows	that	
works	gets	done	in	the	ccNSO	and	it	is	able	to	deliver	on	its	promises)

• Credibility	and	reputa@on	of	the	ccTLD	community	in	the	ICANN	environment.	If	the	
ccNSO	is	able	to	deliver	the	ccNSO	will	be	viewed	as	a	reliable	partner,	living	up	to	
its	promises.	

• Predictability	and	stability	of	the	ccNSO.		

Workload	or	ac3vi3es	of	the	ccNSO

The	total	ccNSO	workload	over	a	specified	period	(1	month,	3	moths,	6	months,	1	year,	2	
years,	5	years	to	list	the	most	common	periods	used)	comprises	of	all	ac@vi@es	expected	
to	be	undertaken	during	that	period.	Depending	on	the	@meframe,	this	may	include	the	
work	already	undertaken,	an@cipated,	and	unforeseen.	Example	of	a	major	unforeseen	
work	item	in	2013	from	a	2	year	planning	period	was	the	IANA	Stewardship	Transi@on.	

The	ac@vi@es	the	ccNSO	is	expected	to	undertake	(already	started	or	an@cipated)	are	
included,	documented	and	scheduled	in	the	ccNSO	ac@vi@es	por?olio.	The	ac@vity	is	the	
list	of	ac@vi@es	documented	and	includes	work	programs	(Work	program	=	set	of	related	
projects	and/or	ac@vi@es)	projects	(project=	ac@vity	with	clear	start	and	end-date	and	
defined	result),	and	ac@vi@es	(Ac@vity=	all	other	work	items)
	
The	workload	varies	over	@me	(is	dynamic):

• There	is	a	basic	list	of	ac@vi@es	that	-	no	ma0er	what	-	the	ccNSO	has	to	complete	
in	@mely.	Example	Board	nomina@ons,	Council	elec@ons

• Ac@vi@es	are	added	(at	request	of	ICANN,	ccTLD	community	or	by	decision	of	the	
ccNSO	Council)

• Ac@vi@es	are	deferred	(explicit	or	implicit)
• Ac@vi@es	are	completed
• Ac@vi@es	become	obsolete,	again	explicit	or	implicit	(nobody	does	anything	

anymore).	Example	of	the	first,	ac@ons	which	are	overtaken	by	@me.	Example	of	
the	second:	the	GAC-ccNSO	working	group,	which	was	dormant	for	years.	

Adding	individual	work	items
To	date	the	ccNSO	(Council)	through	the	Triage	Commi0ee,	has	been	able	to	propose	e	
an	ac@on	in	response	to	individual	external	requests..

The	Triage	commi0ee	nor	Council	has	looked	at	individual	work	items	proposed	by	
Council	i.e	analyzed	the	impact	or	efforts	required	and	hence	feasibility.

To	date	the	ccNSO	(Council)	has	used	the	work-plan	to	create	a	base	line	of	ac@vi@es	and	
as	reminder	when	ac@ons	may	be	due.	The	ccNSO	has	not	ac@vely	managed	ac@vi@es	on	
comple@on,	not	at	individual	level	nor	at	program	or	por?olio	level.

Resourcing	of	the	ccNSO

The	main	resources	available	to	the	ccNSO	are:
• Volunteers	i.e.	representa@ves	from	ccTLD	to	par@cipate	in	comple@on	of	work	

item.	Par@cipa@on	is	cri@cal	to	legi@mise	the	end	result,	credibility	of	the	ccNSO
• ICANN	Staff	(secretariat,	including	contractors,	others)
• Tools	(for	collabora@on,	documenta@on	etc)

The	level	of	resources	needed	per	ac@vity	depends	on	the	ac@ons	required	to	complete	
the	ac@vity,	which	range	from	a	mul@-year	PDP	to	sending	an	email.		

Resources	are	limited.
Although	the	ccNSO	is	expected	to	deliver	on	its	work	items,	the	resources	/	capacity	to	
undertake	the	work	are	NOT	under	the	control	of	the	ccNSO.	Resourcing,	in	par@cular	
the	availability	of	"volunteers"	varies,	both	per	ac@vity	and	over	@me.	Cri@cal	factors	are	
-	among	others	-	relevancy	of	the	topic	for	the	volunteers	and/or	their	employer	the	
ccTLD	Manager	and	@me	that	is	available	(rule	of	thumb:	4	hours	per	week)

Expanding	the	role	of	the	Triage	Commi0ee	with	respect	to	resourcing
To	date	the	Triage	commi0ee	has	looked	at	poten@al	capacity	needs	of	an	individual	
capacity	to	decide	whether	or	not	to	propose	an	ac@on.	However,	capacity	needed	is	not	
viewed	in	context	of	overall	por?olio	level	of	ac@vi@es	and	resources.

Proposed	solu3on	and	way	forward	

The	Triage	commi0ee	should	oversee	the	execu@on	of	the	ac@vi@es	included	in	the	
ccNSO	ac@vity	por?olio	and	propose	to	Council	whether	to	add	ore	remove	(individual)	
ac@vi@es	to	the	por?olio	using	a	coherent	and	agreed	upon	decision-method.	

The	Triage	Commi0ee	should	base	their	principal	work	on	regular	review	of	the	ac@vity	
por?olio	and	con@nue	their	advice	to	Council.	

In	addi@on,	the	Council	should	include	in	their	decision-	making	process	to	start	an	
ac@vity	or	create	working	groups,	statements,	etc.	an	assessment	of	the	impact	on	the	
ccNSO	and	ccTLD	community	and	the	effort	it	will	take	to	get	to	the	result.	This	
assessment	could	be	provided	by	or	under	auspices	of	the	Triage	Commi0ee

Note	that	finding	and	solici@ng	new	volunteers	to	par@cipate	and	explaining	the	value	of	
the	ccNSO	in	general	and	ac@vi@es	(at	por?olio,	program	or	individual	level)	to	the	
broader	community	is	the	role	of	the	OISC.
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adding new work item?
Impact	analysis	&	comparison

 Basic	criteria	:	Impact	on	ccTLDs	and	the	ccNSO.	Criteria	to	be	used	to	determine	the	impact	
assessment	include,	among	others:	opera@onal,	technical,	financial,	reputa@onal	impact

Value	assessment	will	show	the	business	value	the	feature	can	add	to	your	product	or	
your	business.

The	scale	of	measurement	can	be	very	elaborate	(using	a	mul@factor	assessment,	which	result	in	
a	value	between	for	the	value/impact	and	effort)	or	simple	High,	Middle,	Low	(or	even	Nega@ve	
for	impact)



Effort analysis & comparison
 Limited to availability or resources.

Start	by	seeng	the	factors	you	could	op@mize	for	(e.g.,	@ming,	budget,	revenue	

complexity,	etc.).	Then	decide	which	are	absolute	must-haves.	Finally,	use	those	as	the	

basis	for	evalua@ng	and	priori@zing	every	project	work.



Define criteria analysis
 h0ps://ccnso.icann.org/sites/default/files/field-a0ached/graphical-representa@on-triage-

process-12mar20-en.pdf

Need	to	think	through	when	a	work	item	wil	eb	added	to	the	list.
1.	Use	the	PACE	or	similar	approach?

Issues	to	consider:	
Align	customer	inputs	when	selec3ng	priori3za3on	criteria

The	business	decisions	you	make	as	a	team	affect	the	customers	in	the	end.	Teams	might	

think	that	since	they	own	the	resources	that	can	make	the	features	come	into	life,	they	

will	decide	what	the	most	important	feature	is	at	the	@me.	However,	the	team	is	not	the	

“customer”.	The	project	/	ac@vity	exists	to	support	the	customers	and	stakeholders,	so	

they	should	be	the	ones	who	select	the	criteria.	This	doesn’t	mean,	the	project	team	

can’t	own	the	“process”	of	selec@ng	criteria,	like	run	a	brainstorming	workshop.	But	the	

stakeholders	should	own	the	selec@on	of	criteria.	Discover	what	your	customers	and	

users	need	and	deliver	them	on	the	top	of	the	priority	list.
Ques@on:	who	is	customer	of	Traiage>	Council?	ccNSO	memebrship	,	borader	ccTLD	
community,	ICANN	community?

Priori3ze	work	depending	on	what	you	know

Group-think	can	be	misleading.	When	there	is	a	brainstorming	session,	ideas	might	come	

up	that	would	push	the	project	forward.	Too	many	ideas,	in	the	end,	prove	to	be	fu@le	

because	you	only	have	so	many	resources	and	deadlines.	To	keep	exci@ng	but	ul@mately	

useless	ideas	from	sidetracking	you,	use	a	consistent	set	of	criteria	to	weigh	all	ideas	and	

tasks	that	come	up.	

Start	by	seeng	the	factors	you	could	op@mize	for	(e.g.,	@ming,	budget,	revenue	

complexity,	etc.).	Then	decide	which	are	absolute	must-haves.	Finally,	use	those	as	the	

basis	for	evalua@ng	and	priori@zing	every	project	work.

Priori3ze	with	a	specific	3me	frame	in	mind

Saying	no	can	be	hard,when	there’s	so	many	good	ideas.	But	crea@ng	a	never-ending	

backlog	can	lead	to	confusion	and	demoraliza@on	in	the	project	team.	

The	solu@on:	do	priori@za@on	for	a	specific	@meframe.	This	way	you	say	you	can’t	do	the	

feature	this	quarter,	not	saying	en@rely	no.

Focus	on	the	big	picture

When	there	are	priori@za@on	mee@ngs	and	too	many	people	are	coming	up	with	too	many	ideas,	
it	might	seem	impossible	to	agree	on	a	few	common	things.	However,	the	focus	should	be	on	a	
certain	goal	which	needs	to	be	accomplished	to	be	able	to	keep	working	on	the	big	picture.	Agree	
on	top-level	goals	as	the	first	thing,	and	s@ck	to	them.	Not	easy	to	do,	but	simple.	If	a	project	
doesn’t	align	with	at	least	one	of	the	goals,	it	goes	in	the	“won’t	do”	sec@on.	
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 be	cau3ous	with	this	method

The	tendency	to	underes.mate	effort.	
There	are	several	reason	for	this,	most	having	to	do	with	cogni@ve	biases:

• Op@mism	and	wishful	thinking
• Inaccurate	recollec@on	of	the	@me	past	similar	tasks	took.
• Over-focus	on	execu@on	and	comple@on
• Underes@ma@on	of	the	occurrence	of	random	events
• Scaling	issues — as	the	size	of	the	project	increases	our	ability	to	accurately	

project	its	dura@on	further	decreases.
•

The	tendency	to	overes.mate	impact.	
The	two	main	contribu@ng	factors	are:

• No	clear	metrics — ooen	whether	a	project	or	task	were	successful	or	not	is	
a	ma0er	of	interpreta@on	because	no	success	criteria	was	specified	in	
advance.

• We	tend	to	remember	our	good	predic@ons	and	forget	the	bad	ones	(or	
a0ribute	them	to	others).

 oversight Work plan
Projects
Ongoing activities
resourcing of projects and activities
monitor progress 

 Progress monitoring requires:
- what to monitor and metrics

Monitor: progress agains planeend date 
Metrics: deliverable still 

Also: upcoming activity( for example Council election; included in activity list upcoming 
period/ started and foreseen at anticipated time?
work item added?

https://www.google.com/url?q=https://en.wikipedia.org/wiki/Cognitive_bias&sa=D&ust=1500304959391000&usg=AFQjCNEBJNKsRsmDWymwEwIQEtpQEXfSPw%22%20%5Ct%20%22_blank
https://www.google.com/url?q=https://en.wikipedia.org/wiki/Optimism_bias&sa=D&ust=1500304959391000&usg=AFQjCNHcMbp7hnfO3Wpvgzth_PadAJ4c2Q%22%20%5Ct%20%22_blank


 meet criteria? 
 Criteria for adding work items to the portfolio need to defined. Also note that not 

activities are included in portfolio.

PACE Analysis?
Purpose:	A	PACE	(Priority,	Ac3on,	Consider,	Eliminate)	matrix	helps	you	priori3ze	the	

tasks	and	prepara3ons	you	will	need	to	complete	to	be	prepared	

1.	Create	a	Task	List.	Determine	some	common	tasks	that	need	to	be	completed	to	fully	
prepare	

2.	Determine	what	your	defini@ons	are	for	Difficult	and	Easy	Implementa)on	Effort	and	
High	and	Low	An)cipated	Benefit.	

3.	Use	the	PACE	Priori@za@on	Matrix	and	the	Task	List	to	add	tasks	to	your	matrix.	Draw	
in	the	numbered	circles	into	the	Matrix	where	you	think	they	should	go	on	the	Matrix	
according	to	Effort	and	Benefit.	

4.	Use	the	Matrix	to	guide	your	preparedness.	

Priority	–	These	tasks	have	the	highest	an@cipated	benefit	and	are	the	easiest	to	
implement.	These	should	be	implemented	first.	

Ac3on	–	These	tasks	have	slightly	lower	benefit	but	are	s@ll	rela@vely	easy	to	implement.	
These	should	occur	as	a	follow-up	aoer	the	P	tasks	have	been	implemented.	

Consider	–	Aoer	P	and	A	tasks	have	been	implemented	review	the	tasks	that	were	in	the	
Considera@on	area.	You	can	decide	whether	the	difficulty	encountered	with	
implementa@on	is	worth	the	benefit.	

Eliminate	–	These	tasks	should	be	eliminated	because	their	(low)	benefit	is	not	worth	the	
high	cost	in	effort.	



Update workplan
 How	to	build	an	impact	effort	matrix

The	@me	required	to	construct	an	impact	effort	matrix	depends	on	the	organiza@on,	the	
size	of	the	group,	and	the	objec@ves	of	the	session.	However,	there	is	no	reason	why	you	
can’t	brainstorm,	priori@ze,	and	develop	a	consolidated	ac@on	plan	in	less	than	an	hour.	

Objec)ve
Define	a	clear	objec@ve	for	the	impact	effort	analysis.

Brainstorm
Think	of	all	the	current	ac@vi@es	required	to	achieve	your	objec@ves.

Group
Collate	and	consolidate	the	list.

Posi)on
Assess	the	impact	and	effort	of	each	ac@vity	and	posi@on	on	the	matrix.

Ac)on	Plan
Iden@fy	ac@ons,	and	assign	responsibili@es	and	@meframes.	Start	with	Quick	Wins	and	

Major	Projects.

Share
Share	the	outcomes	of	the	session,	including	the	ac@on	plan,	to	relevant	stakeholders.

Process management
Reporting
Meetings
Documentation
Next Steps Actions

Adjust Charter 
 Currently	the	Triage	Commi0ee	is	dedicated	to	quickly	reviewing	incoming	requests	for	

input	and	making	a	sugges@on	to	the	ccNSO	Council	on	how	to	react	on	the	requests

If	Triage	commi0ee	is	to	tak	eon	new	role	chartr	should	be	e
Agree on methodology

 Strengths, Opportunities aspirations and Results analysis for coherency of 
approach 

Define impact- effort analysis and its use
relate to ICANN Framework?
update ccNSO activity portfolio

 Refine projects/pdp
resource guesstimate
define milestones/results


