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Abst r act

This short neno outlines the author’s thoughts about the chall enges
and opportunities with the IETF s adninistrative support activities,
currently organi sed as part of the | ETF Administrative Support
Activities (1 ASA), | ETF Admi nistrative Oversight Committee (IACC),
and | ETF Trust.

This neno is just input for discussion that the | ETF community shoul d
have. The nmeno is a part of the author’s goal to docunent the status
and various chall enges and opportunities in the context of the so
called "I ASA 2.0" project.

The meno has no particular official standing, nor does it claimto
represent nore than the authors’ thinking at the tine of witing.
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This Internet-Draft is submtted in full conformance with the
provi sions of BCP 78 and BCP 79.

Internet-Drafts are working docunents of the Internet Engineering
Task Force (I ETF). Note that other groups may also distribute
wor ki ng documents as Internet-Drafts. The list of current Internet-
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Internet-Drafts are draft documents valid for a maxi num of six nonths
and nmay be updated, replaced, or obsoleted by other docunents at any
time. It is inappropriate to use Internet-Drafts as reference
material or to cite themother than as "work in progress.”
This Internet-Draft will expire on Septenber 14, 2017
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1. Introduction

The arrangenents relating to adm nistrative support for the |ETF

(1 ASA, RFC 4071 [RFC4071]) were created nore than ten years ago, when
the IETF initially took charge of its own administration. The
arrangenents have served the | ETF well, but there’s been considerabl e
change in the necessary tasks, in the world around us, and our own
expectations since the creation of the ASA. Looking forward, this
is agood tine to ask what adm ni strative arrangenents best support
the 1ETF in the next ten years.

Background for this analysis are the various chal |l enges and
frustrati ons we have experienced al ong the way, for instance around
meeting arrangenents. But we also need to ask the bigger questions
about how the organi sations are structured. What kind of support we
need in the comng years, fromthe point of view of the comunity,

| ESG |AB, | ACC, Trust, and our partners such as |SCC, neeting hosts
or contractors? Areas to |ook at include structure, financing and
sponsor shi p arrangenents, organisation, and ways of working. This is
the context of the so called "I ASA 2. 0" project [|ASA20].

This docunent gives the author’s view on structure and ways of
working in the current | ASA arrangenents. This neno is just input
for discussion that the | ETF community should have. The nmenpo is a
part of the author’s goal to docunment the status and vari ous
chal | enges and opportunities in | ASA

The meno has no particular official standing, nor does it claimto
represent nore than the author’s thinking at the time of witing.
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The authors’s views on financing aspects have been di scussed in

[1-D. arkko-ietf-finance-thoughts]. A collection of early views from
a conmunity process on | ASA i ssues has been published in

[1-D. hall-iasa20-workshops-report].

2. Changes, Challenges, and Qpportunities

It is useful to understand the evolution of the | ASA arrangenents
over time. Leslie Daigle s meno discusses the changes fromthe
initial 1ASA arrangenents to today [|-D. daigle-iasa-retrospective].

But it is also necessary to understand how far al ong we have cone
fromeven the early 2000s. As Leslie’'s draft notes:

Afirst priority was to establish neeting dates, |ocations and
contracts nore than a year in advance, to inprove contract

negoti ating positions, costs, and provide clarity for attendee

pl anning. (Hi storical data point: the early 2004 Seoul |ETF
nmeeting did not have a hotel contract booked in Decenmber of 2003).

So, while there are a nunber of challenges, overall the system has
served the | ETF wel |

Section 5 of Leslie's draft covers sone of issues:

o Do current arrangenents nmatch the tasks and organi sation that have
grown | arger?

0 Today's |ETF is international and diverse, which poses chall enges
to neeting site selection.

o0 Too many sponsorship and ot her aspects of the organisation are
focused around the neetings.

o The line between I ETF and | SOC organi sati on has not been cl ear-
cut, which has lead to issues around transparency, budgeting, and,
perhaps nore inportantly, clarity of control

0o The role of 1SOCC in representing | ETF towards sponsors and donors
i s sometimes unclear

o Staffing that in practice extends beyond one enployee, with
structure and control that was designed for one.

o | ACC nmenmbership is structurally challenged, with a significant

fraction of nmenbers having full-tinme | ETF responsibilities
el sewhere
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The ACC also has a linmited ability to pick chairpersons, given
that some of the menbers are not eligible for being a chair.

Conmunity participation centers on neeting arrangenents, with only
a small nunber of volunteers willing to be a part of the board.

addi tion, there have been issues around transparency, particularly

relating to the nmeeting | ocation selection process. A change in
spring 2016 led to the early release of cities under consideration

to

hel p spot potential issues early. However, other issues remain in

di scussion, for instance relating to publishing future hotel
contracts.

There are also many issues that are not visible externally. For
instance, the ACC is a board for oversight, but the |lines between
oversi ght and execution are blurred. Particularly when staff is
overl oaded. Al nost anything that the board does needs staff

assi stance, so any effort in hel ping nove topics forward adds to the
overload situation. This situation is particlarly exacerbated when
somet hi ng unexpect ed happens, such as was the case with the Z ka-

Vi rus concerns.

But nmany of the specific issues are by-products of the way that we
have structured the activities at | ETF. Specifically, the author

believes that the followi ng issues are root causes of many of the

difficulties:

I nternal organisational structure

There is obviously a need for a central entity to keep the ful

pi cture of budget and activities, but the current organisation was
designed at a time when we expected to have a board and one

adm nistrative director. Wile the organisation has grown, and
for instance | AOC committees taking on nore responsibility, we
still operate largely on this sinple nodel but having to deal with
many nore vendors and topics than before. The author’s opinionis
that the I ETF woul d benefit from | ooking at evolving the structure
and practices, for instance, relating to division and del egati on
of responsibilities, and naking the nodel |ess dependent on

a single director.

Bundling the 1ACC with | ETF Trust

Ar kko

Wil e the | ETF Trust has a budget and regularly deals with | ETF

| awyer and the | egal team the schedule and nature of the work in
the Trust and the rest of the 1ASAis quite different. The
bundl i ng of these organisations with the sane nenbers and sane
meeting slots has hurt our ability to deal with both as
effectively as we should. And it certainly adds to the workl oad
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and vol unteer problenms. The Trust is a stable, long-termentity
that deals nostly with | egal questions, and typically has | ow
wor kl oad. Trust decisions have a very long-lasting effect on

| ETF, however. The I ACC deals with a large financial
responsibility, and is a nore high-activity entity.

Expertise and willigness to work on administration

| ETF participants are naturally nore interested in technol ogy
evol ution than details of adm nistration or neeting arrangenents,
unl ess those arrangenents lead to problens. Wile there are nmany
hi ghly capabl e persons in the |ETF, with a | ot of experience of
managi ng budgets and contracts, it generally has not been easy to
find volunteers for | ASA-rel ated tasks.

This would point to a need to re-evaluate division of work between
vol unt eer boards and contracted, professional services.

Meet i ng pl anni ng processes

Ar kko

Anot her area where sone re-thinking would be useful are the
meeti ng pl anni ng processes. |lnvolving conmunity earlier in the

| ocation choices and witing a community-specified nandatory
requirenents for neeting sites seem|like obviously useful things,
but have started only recently, and have not yet found their
perfect fornmns.

Re-t hi nki ng what we as comunity do and how nuch we contract out
woul d al so be useful here, of course as long as the community has
full visibility and ability to affect the decisions.

On a nore practical level, a big fraction of the effort within the
| ASA is spent on neeting arrangenments. Conmunity input indicates
that while sone new |l ocati ons are necessary, repeat visits are
desirable. 1Indeed, 5 out of 6 future neetings are to | ocations
that the I ETF has been to recently (and that one new | ocati on was
t he subject of mnmuch controversy).

G ven the repetitive schedule, one would assume that this hel ps
meeting planning. Wile sone groundwork (such as site visits) are
not unnecessarily repeated, and while contracts often have to
renegoti ated, much of the rest of the process is run through as if
we were meking conpl etely independent decisions. This seens |ike
a mssed opportunity for rationalisation, or further delegation to
vendors specialising in neeting organisation. Further use of
repeats with nulti-neeting agreenents would al so seemto be
sensi bl e.
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Note: no organisation can rely on a very small nunber of possible
nmeeting sites, due to the danger of becoming unable to attain
competitive pricing. So the pool of possible neeting sites has to
be still large enough, and be occasionally refreshed.

Further clarity of roles between the | ETF and | SCC

The interface between the | ETF and |1 SOC has evol ved in natura
ways over the years. For instance, inprovenents in properly
accounting for in-kind contributions have nade budgeting cl earer.
And |1 SOC' s support activities such as sponsorship acquisition are
obviously very inportant and useful for the IETF. Budgeting
clarity is only one part of an interface, however, and further
work is needed, for instance, in the area of how the different
support activities are managed. It mght even be useful to
refactor the responsibilities between | ETF and |1 SOC. As an
exanple, there's a very clear relationship between the | ACC and
the AD, but it is less clear how | SOC and | ETF co-operate in
managi ng a particular support activity.
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