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Xavier Calvez:
So hello everyone, good morning or good afternoon or good night, depends on where you are.  Thank you for taking the time to join this call on the operating plan and budget process.  There, we have on the phone Tijani Ben Jemaa, Axel Pawlik, Olivier Crepen-Leblond, Steve Metalitz, as well as Rob Hoggarth for the staff and I think we probably have Glen, as well, Glen de Saint Gery for the staff.  Taryn Presley and Maya Reynolds are in the room with me, and this is Xavier Calvez speaking.  Do we have anybody else on the phone?

No?  So, we had a number of other people that had accepted the call and I will just mention them so that you know.  Byron Holland (ph) had planned to be there, Paul Diaz (ph), Rudy Munsick (ph), Chris Chaplow, Mikey O'Connor (ph), Chuck Gones (ph) -- sorry, Chuck had said he would not be here today.  He was available for another call.  Tony Holmes (ph) and Ken Stubbs (ph) had indicated that they would be participating as well.  They may come in a bit later in the call.


I suggest that I go through the presentation relatively quickly.  I intend to take no more than 30 minutes, so until 12 -- oh, sorry, 1:35 p.m. here on the west coast, and Maya will keep me honest.  And that, I suggest that while I go through the slides, if you have questions that come up during the review of those slides, that you can maybe type them into the chat room so that we keep track of them as they come through and that once I'm finished with the presentation in about, a little bit less than a half hour from now, that we start answering those questions so that we dedicate at the minimum 25 minutes for Q&As on this process.


So, does that make sense for everyone?  Do you have a different preference, or is that okay?

Unidentified Participant:
It's okay for me.
Xavier Calvez:
Okay.  Okay.  So, let's start quickly.  We are currently on the first slide.  Can you move us down?  Thank you.  So, we're going to look at a few things that in fact our environment for this budget process coming up, a few guiding principles.  They're not necessarily exhaustive and we should make sure that when we go through that, if there's further principles that we want to less, do we do that.  A target planning on which I believe we spend, we'll spend most of our time, with the FY '15 planning phases and timeline.  Following that, a few thoughts on the interaction with the community, which obviously I would expect you guys to have input in questions on.  A little bit of an overview of the content, from the description of the content, that we should spend a little bit of time on as well.  Some specifics about the additional budget request process from the ESOs (ph) and ECs (ph) to try to improve that part of the process as well, and a couple next steps.

So, let me start immediately on item number one.  So, just as a reminder of the environment in which this budget process is going to be conducted, we have as you know the IT and Strategy panels that have started their work for some of them in July, and the current intended conclusion of the work of the panels is for April 2014.  This is after a consultation with the Board and the community on the output of those panels, so the first output of the panels is from memory intended very end of February or -- sorry, very end of January or early February, and with interaction in Singapore and March for a conclusion in April.

So, this is something that obviously will have some kind of impact on our budget process, because we will be conducting the budget process while the strategy panels are working and while they produce their output.

The ATRT2 (ph) working group will have produced their, officially their recommendation, their recommendations, during the budget process and some of those recommendations are expected to relate to the overall planning process and notably relate to the interaction between the staff, the board and the community during the operating plan and budget process.  So, those recommendations would potentially affect as well our process.


And as -- so that everyone knows on the phone, I have some insight on what the intended recommendations are, since they have been preliminarily shared with the relevant staff members.  There is also a number of events that may provide either directly or indirectly, some impact to our budget process -- the IGF (ph) in Bali (ph) during which a number of you I suppose were present, and the summit, the Internet Governance Summit that was announced to happen in Brazil in March from memory.  No more or no less than just indications of these events affecting our environment in the next few months.


Anything -- if there's anything that I missed, please feel free to put a note in the chat room so that we go back to it later.


A few guiding principles.  Because of this environment, I am expecting that the visibility that we will have as we develop the budget for FY '15 over the next few months, I do expect that our visibility on the fiscal year '15, which as a reminder is going to run from July '14 to June '15, our visibility and understanding of what's going to happen during that 12-month period is probably going to be a relatively low or putting it differently, I do expect that there would be directions, events, or decisions that could affect the course of the activity of ICANN and the community that would not be visible at the time we develop the budget process.

So, notably the ICANN strategy panels -- and there I put even though the output in the overall timeline for the ICANN strategy panels has been advanced versus the original timing, I do expect that the -- this output and the conclusions that this work will lead to could be coming at a time where the budget will have been finalized, either a bit before or potentially a bit after having already been approved, and as a result some of the conclusions of the panels could potentially affect the content of the budget FY '15 versus what would have been submitted for public comment and reviewed and potentially already approved by the board.  So I do expect that the visibility and the predictability of FY '15 while we develop the budget process would be -- sorry, while we develop the budget -- would be lowered, as a result of which I think we need to be able to increase the flexibility that we build in the budget so that we allow ourselves that flexibility in FY '15 should any event affect differently the consumption of resources than what had been budgeted.


As I indicated, we are expecting the ICANN strategy panel to continue with their work up to the month of April.  We will be, by then, close to done with the development of the budget for FY '15 because it will be by then about to be submitted for public comments.  And therefore, as part of the development of the budget, what we want to make sure we focus a lot of efforts on is the developing of an operating plan for the next 18 months.  So, when I say 18 months, I position myself around January basically, and having the ICANN organization formulating, what do we think we want to accomplish over the next 18-months?  Where do we want to be at the end of the next 18 months, which would be June 2015, end of our fiscal year that we would be budgeting for.


This is the formulation of the operating plan for that period that would be the backbone, the framework, to develop the budget for that fiscal year.  And we believe that this is something that we've been struggling to do well in the past and that would help us have a rationalized framework and set of assumptions for the purpose of developing a budget while the strategy is being formulated as part of the ICANN strategy panel process, along with the community interaction.


So, as those two processes happen in parallel, as we will see, formulating what are the objectives that the organization needs to achieve over the next 18 months is the next best approach that we are suggesting to retain in order to provide for the purpose of the budget FY '15, an adequate rationale for what the budget will be.  We'll go further in detail the next slides on this.

Thank you.  So, as the target planning process overall, and not specific to FY '15, is to -- that we have a strategic plan that is relatively high level, defined the objectives and goals by year for the next five years, translates into a plan that's -- we call here an operating plan, that links -- that defines on a more granular level the activities and projects that lead to achieving the goals for each year.  So, the operating plan is also a five-year exercise, and then that the budget becomes -- the budget is an annual budget exercise and basically takes the operating plan of year one as the input, the basic input, to develop the budget of the fiscal year coming.


So, that's just a simple translation of the approach that we're expecting to retain on an ongoing basis.  Clearly for FY '15, we are missing as it is being developed through the ICANN panels, the first step of that three-step process which is why I was insisting earlier on the need to formulate an operating plan that develops and formulates the objectives that need to be achieved by the end of the next 18 months or by the end of June '15, so that we have at least a formulated set of activities and projects with that horizon that support the rationale for the budget of the year FY '15.


Moving on to the next slide, so, it's a little bit of a busy slide but I wanted to try to represent here the main steps that we're suggesting to go through.  I will start from the top and going down.  The first, or resultal (ph) arrow that's called Additional SONAC (ph) Budget Requests, is a process that we are suggesting really runs in parallel of the overall budget development process, which start very soon with the communication of instructions, timeline, requirements, format, criteria.  We will talk more about this when we go into the specific slide on it, and the intent is actually to close this process earlier than we did last year.  Right after the Singapore meeting in March, where we are suggesting that the conclusion of the SONAC budget request process happens.

There is someone who just joined or just unmuted their phone?  Chris Chaplow, are you the one who just joined?  So whoever joined put themselves on mute, thank you, and I think Chris probably joined.  Welcome, Chris.


So, that's the additional SONAC budget request process, at the top.  Next line down is, what we've described here is the development of the operating plan, of the draft operating plan, which is the formulation of the objectives of the organization between early 2014 and June 2015, covering the period of the FY '15 fiscal year, and that formulate what objectives each of the parts of the organization intends to achieve and a high level measurement of the resources required to achieve those objectives.  This is meant to be relatively high level, but nonetheless providing an understanding of the objectives to be achieved, measurement of the resources required to achieve those objectives, so that this overall plan across all the functions of the organization can be shared with the community for community feedback.  Towards the end of January, basically, with intent to interact with the community between the end of January and the Singapore meeting, allowing the community to review this high-level operating plan and comment on it, synthesize the comments received on it during the Singapore meeting so that this input can be taken into account for the purpose of developing the more detailed budget which is the next step down that will follow the development of the operating plan.


Which is, so the budget process would be developed from early March through to approximately the second half of April, where the BFC would review the final draft which would then again be posted for public comment so that the community can weigh in on the detailed budget that would result from the operating plan and the input provided by the community during the February/March time frame.


At each of those two main steps, there would be a -- if submission of a draft prior to publication of the draft documents, whether it's the overall operating plane or the more detailed, the budget draft, submission of those documents to the BFC for preliminary review to the Board Finance Committee for preliminary review.


With an intended Board approval at the very end of June, I would say as usual even though the last year this -- this past fiscal year we approved effectively the budget mid-August.  So, this is the tentative suggested timeline of the process.  I move on to -- and assuming that of course your questions, you will log your questions regarding this slide that we just passed.  Community interaction.

So, on the operating plan, what we are trying to formulate and hopefully with your help, is an interaction with the community on the operating plan once a draft has been formulated by each function of the organization.  So, I listed here a number of functions for illustration that we are expecting basically to build a set of objectives supported by activities and projects, that will cover the period of the basically January 2014 through June 2015, that would be described and shared by each of the function with the community.  How to share that overall operating plan by function is something that we still need to define from a logistical standpoint.  There are different ways to do that.  We are trying to see if there is an opportunity for some face-to-face meetings, even though it's quite challenging to be able to identify a time frame to have a face-to-face meeting where a representative set of participants from the community can effectively attend to, that's not already scheduled, that's not already an established meeting.  So, I think this is a slightly challenging exercise, but we're still looking to see if there's something that can be done.  


We are also just looking at a set of Adobe sessions that would be probably about two-hour sessions, that would be dedicated to each function so that each -- so that people can be not only of this group, can be invited to participate as they desire and be presented the operating plan.  Obviously more suggestion on how to do that are welcome, not only by this group.

We would provide also -- there would be the public comment process that of course would go on from the very end of January through basically mid-March, which is right about where Singapore, the Singapore meeting, happens.  And we would have an interaction with the community in Singapore on the public comments that have been provided, and more as a workshop type of approach than in a presentation type as we have done before.  And we would also -- sorry, then moving into the operating plan and budget, we would have a budget -- an operating plan presentation kickoff as we have done in the past, as soon as the document is published for public comment, have a call like this one to go through it to help understand the content of it, help providing sufficient knowledge of the content of that document, so that the work of the various community organizations can be facilitated over the next days or weeks following that publication during the public comment process.  And basically conclude the public comment process and consolidate the responses -- sorry, the comments of the public comment process, and have first set of responses to the public comment process.  So there's more work that we need to do on the public comment process, and I'll come back to that question a bit later.


Moving on, a very high level of review of the intended content of each of the phase of operating plan and budget.  The operating plan would be detailed by function, would have total resources estimates in terms of FT's (ph) and dollars at a high level, would lay out objectives to be achieved by the end of June 2015, by portfolio and sometimes by project, depends on the granularity that could be achieved by then.


The objectives can honestly be sometimes fairly straight forward for an organization, for example, like finance.  The objectives are a certain level of service, possibly certain improvements relative to the budget process, or to the overall amount of analysis that the organization tries to achieve.  Possibly also certain systems improvement that could be laid out as part of the objectives to be achieved, but otherwise for a department like finance that I take as a selfish example, it would be fairly straight forward level-of-service type of objectives.


For a department or a function like policy, it could be the more specific set of objectives relative to certain resources to be put in place, certain types of services that are not currently rendered that would be expected to be implemented by the end of that period, or certain specific projects being carried out in addition to what I would call are the recurring activities of the organization.


So, recurring activities and projects would be listed there.  I would expect that any given department would have between let's say five and at the most 12, 15 different activities and projects listed at that level of the operating plan.  There could be multi, multiple scenarios as well in terms of level of activity.  We are thinking in having a little bit of a run rate type of approach.  What is the minimum set of resources in place for each function if we don't do anything else and carry on the day-to-day business?  That would be one scenario, the run rate type of scenario.  There would be the medium scenario which would be an equivalent level of resources, updated with the current hirings that would be a more consistent level of resourcing with what we are expecting to come out of FY '14 for, and the third scenario could be a growth scenario under which there is a number of growth or additional projects being conducted and carried out.


The budget is a bit more straight forward as you would expect it to be based on the input, on the format that we've shared in the past couple iterations of the budgets.


Moving on to slide 7, thank you.  We have listed here a number of potential issues or needs that we're expecting the community additional budget requests process could receive.  These are still a little bit in the discussion phase for some of them, but there's some that we feel are a little bit no brainers to try to make the process a bit smoother and a bit more straight forward.  Obviously so the little yellow or orange bubbles at the top of each of the two columns here are meant to ask your input on any issue that did not appear in the list that we've provided here, and on the right any alternative approaches that you think could be raised that would help the process to be better.

Two quick highlights.  We have carried out last year two different steps of the process, a fast track for those early requests on actions carried out during the first four months of the year, the second track for the rest of the requests.  It was helpful on one hand, but also confusing on the other hand, I think, and we are suggesting to merge those two tracks into just one track next year that would finish within the timing of the fast track of last year basically with an approval of requests in the Singapore meeting in March, of all the requests to be carried out into the FY '15 fiscal year.  All the requests would be submitted prior to the meeting in Singapore, voted upon by the Board in Singapore, and communicated right after -- and communicating the results right after.  So, that's what we are having in mind.  I just wanted to call your attention on that specific one, and also that we intend to share the criteria of evaluation in the next weeks so that these criteria can be taken into account at the very beginning of the process for each of the organization to review what actions would be submitted for a budget request.


I'll stop there.  It's a bit past 1:35.

Unidentified Participant:
There is two question in the queue.

Xavier Calvez:
Okay.  So, can we -- can we check who has joined since we started?  I think there's Chris?  There's Chuck?  There's Marilyn, there's Rudy I believe, correct?

Unidentified Participant:
Yes.

Xavier Calvez:
Thank you.  Chuck had provided a comment by e-mail that we'll make sure that we address, but I think Tijani has his hand raised.  So Tijani, I suggest you start with a question?

Unidentified Participant:
Before that, Steve Metalitz had two questions.

Xavier Calvez:
Oh, sorry.  Okay, Steve has two questions as well.  So, Steve, I think -- are those questions listed in the chat room?  I see one there.

Steve Metalitz:
Yeah, both the questions are in there, but I'm happy to let Tijani go first --

Xavier Calvez:
(inaudible)

Unidentified Participant:
I sent an e-mail to you.

Xavier Calvez:
Okay, but not everyone sees them, so it would be helpful if everyone can see them.  Can you scroll up?  Okay.  So, Steve, we are showing your first question on the chat room, and I'm reading it.  If activities for FY '15 are so unpredictable, what is the value of participating in the budget process?  Wouldn't the very limited bandwidth abilities be better devoted to other activities?


Good question.  I think this is honestly a question that needs to be answered by everyone individually, but Steve, what I would expect is we as an organization need to be able to try to plan for our resources and work, even if there isn't predictability.  Even if there are unknowns.  One mitigating factor is that I'm hoping that as the strategy panels work, that the draft in progress output of that work will be shared and will be possible to be shared on the relatively timely basis which would allow us to take into account some of that work.  I think that there is irrespective of the unknowns, I think there will be as part of the recurring activities of the organization, a lot of the activities are possible to at least plan for and not everything is going to be fundamentally impacted by potential output of the transit panels, that will not be known during the development process.

So, though there will be unknown, there's also a core set of activities that I think can be planned for and that should be planned for so that we don't start from scratch blind until we have a full output of the strategy panels.  So, I think that the planning process should carry forward.  I think that the participation of the community can be valuable during that planning process because the unknown or the lack of predictability is focused on a number of strategic decisions that those significant on their own I suspect would be limited in number and as a result the rest of the activities of the organization can receive valuable input from the community.


I recognize that there will be competing requirements or streams of work to the community that will make choices required to be made to each of you as to what you can participate to, and I can only hope that there's the ability within the organizations to split forces and dedicate, or at least allocate the maybe one or two resources from each organization on the budget process while others are focusing on other work streams.  But this is something that I can only just venture a guess on.


Steve, is there -- is there a specific suggestion on adapting the process that you would want to provide as a result of your thoughts or your comment there?

Steve Metalitz:
No, it's just a question because you stress how unpredictable everything is, and there might be a lot of changes made after the budget is approved.  So, I suppose one, if that's really going to dominate then you can delay the whole budget process I guess and just continue with our existing operating plan and move to a different fiscal year or something like that, but I don't have a solution to it.  I was just impressed by the fact that you were saying at the outset that a lot of what comes out of this process may get changed after the operating plan is approved.  So that's the reason for the question.

Xavier Calvez:
Understood, and we've thought through that and these alternatives and we felt that because honestly there could be significant changes, but there could also be changes that are not that significant or that are not that immediate as well.  And if that would be the case, then not having carried on a timely basis our overall planning and operating plan and budget process would be an error, so we've preferred taking the approach of carrying it within the same timing, with a detailed approach, but introducing in it maybe a little bit more flexibility.


So, from a very practical standpoint, one thing that we're looking at is instead of having about a 5% contingency as we have tried to achieve over the past couple years, what we were thinking of is maybe planning for a 10% contingency that would therefore reduce the formulated content of the budget so that we can fit within the same amount of total expenses a larger contingency and that contingency would then be reallocated upon sufficient understanding of output from the strategic panels to be able to implement the outcome and the actions coming out of those panels with (inaudible) that would have been kept in reserve, I would say, for that purpose.

Now, if we would do that, I think we need to plan for a process that allows to allocate those funds and a transferring process to allocate for those funds, so this is a step that we're thinking through to go a little bit further in the thinking of that, if that makes sense.

Steve Metalitz:
Yes, thank you very much.  And I'll yield -- I had another question in the chat but I know you have a long queue, so let me suggest that you take the folks in the queue now.

Xavier Calvez:
Okay, thank you.  So, let's let Tijani go next, then.

Tijani Ben Jemaa:
You mentioned it that the operation planning would be over five years, which I find not adequate.  I remember that last time we decided that the strategic planning would be over five years and the operation planning would be over three years, while the budget would be yearly done.  Now, you plan to make five years operating plan.  I think and find it lost of time and waste of time and of energy because you have to predict for five years while you have to update it yearly, and three years will give us a broader image of the operation work (inaudible), but it -- I think three years is sufficient.  We don't need to put it on five years.  And if you have this idea to make an operation planning over five years, why don't you put a budget for five years too?  It is -- for me, it is not logical.  This is the first question.  Do you want me to continue, or do you want to respond one by one?

Xavier Calvez:
I wouldn't mind responding right away so that I don't forget the element of the question and honestly the response.  So, understood.  I think I understand your point, Tijani.  I think there's a little bit of a vocabulary clarification that we will need to make as to what we understand collectively together in operating plan, under the words, "operating plan," and under the words of "budget," though I think budget is a little bit more clear to everyone, as well as under the words of "strategic plan."  Because, the way I've used "operating plan" here is really no more, no less, than the qualification part of the strategic plan that -- for which the strategy has been formulated or is being formulated for five years.

So, the operating plan is basically translating the strategic objectives over the next five years into an action plan at a relatively high level, that formulates objectives, resources at a high level, metrics at a high level, critical success factors at a high level, and including a certain amount of financials but again at a relatively high level.  You can do that for three years, you can do that for five years.  Honestly, it's -- my experience of doing that in the past is that the last two years to your point are usually an extrapolation of the first three years and unless they're very specific cycles or events that can be formulated for those last two years, it's a bit of a trending exercise.


So, I think that as we clarify further what we encompass into -- under the words of "operating plan" and as the work of the strategy panel for the next five years, which is the horizon that is currently being worked on, gets -- advances and gets formulated, I think we'll be able to determine whether the high level fortification of the operating plan that supports this strategic plan (ph) should be three years or five years.  And the budgeting exercise to be clear, is at the sufficient level of detail that it only makes sense really for the next year.  

Doing it for the subsequent years would come back to formulating an operating plan at a high level, so it's not going to change much.  I think the budget adds a level of detail that we produce it today.  Is there quite itemized, quite detailed, head-by-head, I would nearly say tread-by-tread, type of budget, and doesn't make sense to formulate beyond the next year.
Tijani Ben Jemaa:
I fully agree with you.  I don't see the budget over more than one year, but this is -- I told you that to explain you that if you go on making operation plan for long time, you will perhaps be -- you will finally do also a budget over a long time.  So this was my question, anyway.  So (inaudible).

Xavier Calvez:
Understood.

Tijani Ben Jemaa:
Okay.  The second point I want to raise is the objectives over the 18 months.  From where you will draw them?  You don't have strategic objectives so you don't have somewhere to get them.  So, this means that we will work this year also once again in blind mode.
Xavier Calvez:
So, so yes and no.  I understand why you're saying that, so we do not currently have a more recently-updated plan.  To put it differently we have a very marginally updated strategy plan from the previous year, this year, and the strategic plan is a strategic plan that I think was formulated for the years 2013 to 2015 so that's an input that is available.  So, it's not entirely from scratch.  Too, we also expect to have a very preliminary input from first phase or first step of the work of the strategy panel to take into account.  Having said that -- so this is not fully from scratch but at the same time, I would agree with the statement that it's an input that's not the full-blown strategy or strategic plan that we expect we want to have on a go-forward basis, to plan for the year.


So, there will be definitely from the ICANN staff organizations, from the various functions within the organization, an exercise of formulating the activities to be carried out over the next 18 months using the two elements that I just mentioned along with the activities that are currently being carried out, to be able to create the operating plan over the next 18 months.


So, it is clear that it's a little bit of a pragmatic approach rather than a fundamentally-strategic approach for this year, as we knew already entering into this fiscal year '14 that we would not have the strategy formulated.  This is the only I would say pragmatic approach that we can retain to try to have a rationale, a detailed rationale, for the budget of FY '15.

Tijani Ben Jemaa:
That's exactly what I wanted to say, that we will use pragmatic way as we did last year because even last year, even you had -- if we had strategic plan we didn't follow it because we had the new vision of the management.  And so we worked not according to the strategic objectives but according to pragmatic as you say, things.

So, this is what -- this is the second point.  The third point, it is more or less a disappointment because we are doing a step back regarding the community interaction.  What you presented now is one presentation of the operating plan for the community.  It is not an interaction, it is a presentation.  And what do we need, what we decided last year -- the work we did before, it was for three interactions before we issue the operating plan.  Now, we have one presentation that you will make for the community before the operating plan for the public comment.  So, this is for me, a real disappointment.

Xavier Calvez:
Understood.  So, I'll come back to that for a second, but I want to circle back on what we were just talking about with the point that we discussed a little bit earlier with Steve Metalitz as well, which is that the pragmatic approach or formulating the objectives to be achieved over the next 18 months, and basically the set of recurring activities in the projects, the formulation of that because it is not resulting from a strategic planning process, a standard strategic planning process as we intend to put in place collectively, I think this is where the input in the validation or comments from the community is even more so needed so as to we collectively insure that at least these objectives and activities that are carried out over the next 18 months fit with what collectively we believe should be carried out during that period of time, in that the input of the community on that in my views, is very important.

Regarding the mode of interaction and the frequency of interaction which you just pointed out, Tijani, I think that -- I hear you.  To be very transparent and honest I'm trying to find an adequate way to pragmatically in the time frame required, to enable a more frequent interaction or an additional interaction than what we've suggested there.  I think the challenge is the time.  Part of the reason I'm saying that is because we're about basically two months away from the end of January -- I'm exaggerating, but not that much.  Between Buenos Aires, the year-end holidays and so-on, we are about two months away from the end of January.  And the amount of completed work that can be shared in an intermediate fashion during that time frame I think is very limited.  However, I suggest that Taryn and I go back to thinking through that and see what we think can be shared in an additional or different fashion during that time frame.

Practically speaking, we're just struggling to see how we can have much more interaction than that.  Now, part of trying to address your concern is also to define how the interaction, once we have a draft operating plan to share, is because that interaction -- that communication could be more interactive in the face-to-face workshop mode than if it would be a presentation over the phone, for example.  And so, what we would like to be, it to be is, as interactive as possible.  This is why I mentioned the face-to-face meeting.  We are still trying to see how we could organize this, and again, your ideas are welcome on that front, and we take your input Tijani, to try to have a more frequent and interactive communication mode with the community than what is displayed there.
Tijani Ben Jemaa:
Especially because we are working in blind mode without strategic objectives, so since it will be a pragmatic way to work I think that the interaction with the community is really needed, and really helpful for you.

Xavier Calvez:
And that's exactly what I was going, what I was saying a little bit earlier relating to the conversation that we were having earlier with Steve is, because of that, that input is important too.  I definitely agree and we'll try to think through more ideas of possible interaction modes that can help addressing that interaction.  I want to make sure that we go to the other questions as well.  I think we have Chuck next, and at some point I thought I had seen Chris as well?
Unidentified Participant:
Marilyn.

Xavier Calvez:
Oh, Marilyn first, and then Chuck.

Unidentified Participant:
Then Chuck, yes.

Xavier Calvez:
Sorry Marilyn, go ahead.

Marilyn Cade:
Thank you.  I really appreciate the opportunity to have these calls, but I am going to open my comment with the following I hope call to improvement, and that is -- I've been asking for some time, and I think those of us who are committed to the bottom-up consensus base process support the idea that -- there needs to be a face-to-face meeting, it needs to take place either before an ICANN meeting or after an ICANN meeting at least once a year, and ICANN needs to fund the travel for those of us who are part of a, an actually-committed advisory group. 


Secondly, the advisory group needs to have accountability, so each organization on the call today, we have the RAR representation, we have -- but we don't have the CCGLD (ph).  We have ALAC (ph), we have Steve Metalitz, but we're partial.  But if we're going to be a real advisory committee on this, with accountability, we need to have more structure and we need to have -- and we need to be listened to, and so I'm just going to say right now that my view is, we are not listened to.  And this is very disappointing because I'm not suggesting that it's not your intent to listen, but the outcome to me, it seems to end up with we're very reactionary.  That's not a budget advisory committee, that's something else, and it may be another stance (ph) but it's not a budget advisory committee.  

That's a statement; I'm not expecting you to respond, but I am very clear about where I'm coming from on that.  


So now, let me talk about disappointment and some hopes.  Here's a disappointment.  The strategy panels are not in charge of developing the strategy for ICANN.  The strategic planning process is.  So, I need to understand, perhaps I misunderstood earlier, because I came in late, the reference to the strategy panel.  We have been assured, I went to the microphone and sought confirmation of this.  I was reassured again recently in speeches (inaudible) in Bali that the strategy panels are merely one input.  That's the strategic planning process which is the bottom-up consensus-based input from the community is what will drive both our budget and our strategy.  I just want to clarify that.


Then I will just say that I have some other comments later about my -- the idea that right now the budget does not seem to fully support the kind of decentralized needs of the constituencies, but I'll leave that because Fitch (ph) will probably talk about that.

Xavier Calvez:
Thank you Marilyn.  So, on the budget advisory committee approach, we -- I know you have provided this perspective and input and potential solution, these tool, to the process in the past.  I will continue to review that approach.  I think there's some aspect of that approach that are challenging to enable, and I agree with you that defining the how the committee work, what its role is, is an important element of making it work or letting it fail.


So, this is -- we have not, to your point we have not suggested yet to have a budget advisory committee as part of this process.  And I do intend to further look at this to determine how we can structure more, and better, and more specifically the work of the group that's now on the phone as well as the members of this group that are not on the phone today in order to enable more consistent and permanent input.


I think you're correct on the strategy panel.  I may have not necessarily qualified it, the work, sufficiently clearly in the way I presented it.  I didn't try to create any new notion or any different notion than what's been shared in the past at the strategy panel or working on developing input into the strategic planning process rather than developing the strategy, to your point.

So, if my words have conveyed something different then I apologize, because that's not what I intended to do.  So, I think your description was more accurate.  And I think that since -- I want to make sure that we get everyone in the queue.  It's already four minutes, five past the hour.  We have Chuck?
Chuck Gones:
Thank you Xavier, and I apologize for coming in a half an hour late, but unfortunately this meeting was scheduled to overlap with a regularly-scheduled working group meeting.  So, let me say first of all that I'm in agreement with just about everything everybody else has said.  I'm getting the impression that we're backtracking from some of the things we were expecting to happen this year. 

With regard to a five-year operating plan, that doesn't make any sense to me at all.  So I don't think you really mean an operating plan.  I liked your term a lot better, of action plan, and I think probably that would be a lot better term than operating plan because operating plans are very detailed and you can't be very detailed five years out.


Secondly, I agree with your point Xavier, that community input during the planning can be useful but I put a really big qualification on that.  It's only really useful if we have enough detail to contribute.  And that means enough budget detail.  If we don't get the budget detail until the same time we've been getting it in the past, and then as Steve pointed out there's no meaningful changes that can be made after that, then we're right back to where we were before and what we were promised was not delivered.  

So, my specific question then is, will we in that planning process early enough so that we can comment, get access to at-task detail at a much lower level than we did last year, so that we really can submit a meaningful input during the planning process?

Xavier Calvez:
Okay, thank you.  So yeah, regarding the operating plan, I already said that I think we need to clarify the vocabulary because I think we are actually all in agreement of what can be and cannot be done over a five-year period.  And to me, an operating plan is not as detailed as a budget, far from it.  So again, let's ignore the words for a minute, and just agree on the concept of having the high level five-year, year-by-year firmly to set up actions with qualifications of resources associated to those actions at a high level.  The budget and more detailed operating then are a different set of information.

Regarding the interaction with the community, I guess I've already answered two, the same comment from Tijani.  Regarding the level of detail, what I will, as we are running out of time, what I will probably try to do is try to schedule a specific call with you Chuck, to go over a little bit more this notion.  Because the challenge that I have is, we can't provide a budget in a month-and-a-half from now.  When I say budget, I mean a fully-detailed budget with all the granular information before we carry out the budget process.  So, there's a paradigm that we need to be able to find the right balance for which is providing early data that helps, then developing the next level of details.

So, I don't expect that the operating thing that we would share by the end of January would be a detailed budget, because the detailed budget has not yet been done because that operating then is meant to be a preliminary step before developing the budget.  And this is this paradigm that I want to make sure we find a balance that makes sense to all of us on what can be shared when, and what is useful to be shared when, to your point.


So, as I think it may be a more, a longer conversation than we can afford right now, and as I think that your views are shared by a member of the committee members on that specific subject, I will try to find some time to speak with you on this.  And I know Chris Chaplow and I had had this conversation in the past as well, and I want to make sure we find the right balance between granularity and timing, really, at the end of the day so that we can provide useful information in terms of granularity early enough in the process.  Because we've been receiving exactly the opposite criticism in the past of providing too granular information, too finalized, for anyone to be able to provide input.


In between those two opposite constraints, I think we need to find the right balance and I want to make sure we make progress on that specific point.  So, I will schedule a specific call with you, Chuck, and I will try to reach out to Chris as well, who was not on the call today, who said he was going to try to participate to see if he can help us with that as well.
Chuck Gones:
Thank you, I appreciate that.  Just one last comment.  I've never experienced that latter thing you describe, of getting too much detail, but maybe I'm alone in that.  But anyway, thank you.  I appreciate that.

Xavier Calvez:
Thank you.  Did we miss any comments that Rudi provided a comment in the chat room, and it is -- Rudy, you said we should have the budget information before beginning of February in order to enable each constituency to see how to fill the gaps eventually.  So, when you say the budget information, in the -- if you look at the slide titled For FY '15 Planning Phases and Timeline, are you talking about the draft budget plan which is the phase that start early March and finishes mid-April, or are you talking about the draft operating theme which is the one finishing towards the end of January?
Rudi Vansnick:
Yes, Rudi speaking, here.  Thanks Xavier, to allow me to bring up this question.  I'm pointing to the one that is finishing end of January, as operating plan most often gives you an indication where there will be some gaps in how the process will evolve.  Budget development is the second phase, so if there is any gap in the operating plan I think it's important that each of the constituency have the chance to see how they can eventually fill in the gap that pops up, and especially the gap that they see as important from their point of view and from their (inaudible).

Xavier Calvez:
And so from my perspective this is what the community, the public comment process, that follows the end of January is intended to allow is to -- for the community to provide views on what may be missing so the gap that you're referring to.  Or are you saying that the community would fill in by its own actions those gaps and then that, that information is not coming early enough?

Rudi Vansnick:
Yeah, that's what I am afraid of, that it will happen in the timing that is too late to intervene of as we have the Singapore meeting in March.  I would like to see that we have enough time as we all, most of us volunteering in doing this task and filling in this function.  It's important that we have it well in time, and even I would like to see it just before it goes before public comment, or that we have already an indication of where we are standing.
Xavier Calvez:
Understood, and we'll take this input in consideration to try to see what we can do.  I think this also is relating or pertains to the same comment as Tijani made earlier on, on the more frequent set of interactions.  What can be shared earlier, we should try to share earlier if we can.  Okay.


Any further input than that?  Olivier, we haven't heard you.  Anything that you have in mind that's not been shared yet?
Olivier Crepen-Leblond:
Yes thank you very much Xavier, it's Olivier speaking.  I just, was just wondering about the two rounds of approval for SNOAT (ph) budget requests.  That was the only thing that I had in mind, to find out if there was going to be early approval for SNOAT budget requests that would be for the first half or the first few months of the FY '14, or FY '15 I guess. 
Xavier Calvez:
So, what we are suggesting is, instead of having around that -- for those first few months of the year that is concluded in March, and then a second round for the rest of the requests that's concluded in June, that all the requests whether for the beginning or for the end, or the rest of the year, can be approved in March.  So early, basically.

Olivier Crepen-Leblond:
Yeah, that's something which I think will be quite well-received by our communities, so.

Xavier Calvez:
Okay.  Okay.

Olivier Crepen-Leblond:
And thumbs up for this, thank you.

Xavier Calvez:
Okay, thank you.  As we've exceeded our time by 15 minutes, I want to close the meeting now.  We've made notes of your comments and input.  I thank you very much for the time that you've dedicated in participating to this call and to reviewing the document ahead of time if you have.  And the next step is to circle back during the Buenos Aires meeting with a more detailed and finalized process taking into account that input, so that we can try to have an improved budget process for FY '15.


So, thank you very much for your participation and I hope to either see you or hear from you in Buenos Aires in a few weeks from now.  Thank you.

Unidentified Participant:
Thank you.

Unidentified Participant:
Thank you, bye bye.

Unidentified Participant:
Bye bye.

Unidentified Participant:
Thanks, bye.

