

Community Onboarding Pilot Program through Mentorship

Pilot Program Background:
We all recognize that the ICANN community requires a continuous supply of talent.  Identifying, attracting, developing and deploying volunteer talent should be a priority, and represents an opportunity for the community and staff to work together to make this an explicit objective.  This Onboarding Pilot Program was derived from a project called Stakeholder Journey that Chris Mondini, VP, Stakeholder Engagement NA & GBE, undertook in 2015 after several sessions between community members, Fadi and the executive team regarding volunteer challenges.  The Journey project has been looking at how newcomers arrive at ICANN, why do they stay or go, what are the paths that volunteers take once in ICANN and other related topics around our evolving community and its needs.  This Pilot Program was started to specifically target the challenge of Onboarding and Retaining quality volunteers in the future.
What Challenges are we trying to address:

· overall challenge of bringing a higher level of diverse participants into ICANN, faster entrance with solid learning and retention of these new volunteers

· with many points of entry to ICANN: mailing lists, regional due to ICANN Meeting being in their reach, Fellow or NextGen programs, connections from other conferences – each person comes in with different knowledge and experience for starting point so no single starting point for all
· developing an onboarding method consistent for all but with flexibility for each different community
· find “softer” approach to engaging newcomers; capacity building through education and building skill sets
· find a tool to make resources available, easy to access, update, utilize for both current community members and newcomers to the community (type of repository) 

· how to build a pool of volunteers to implement /execute program when many experienced volunteers are already over-taxed
· community interest then trust in this process needs to be built
2017 Pilot Program Goal: 
Create Methodology and Structure for Community Onboarding Programs that would continue as “normal operating procedure” for any ICANN community year round (not attached to ICANN Meeting Travel) with purpose of successfully retaining new community members for participation in Policy Making through working groups, public comment, outreach and various forms of leadership in regional and global Internet work related to ICANN.
How to Accomplish this Goal: 
Through model of Mentorship* utilizing both experienced and “up and coming” community members from each participating ICANN SO, AC, SG or Constituency to develop Zero Draft documents that will be validated periodically by each community, and ultimately will evolve into Community Onboarding Toolkits

*A Mentor will: guide a community newcomer through their community’s internal processes, provide historical reference to why things are as they are, share access points to resources (both documentation and individuals), instill a sense of confidence to use their voice, and help create a network through virtual and “in person” introductions to other community members.
Pilot Program Participant responsibilities overall: 

· Staff facilitates and supports community volunteer work throughout Pilot Process

· Community and Staff commit to communicating with the various community leaders on progress, including sharing ongoing “zero drafts” for validation and input after this initial Zero draft is shared by ICANN Staff
· Regular and timely communication between the Mentor and Mentee regarding community processes, history of community, current ongoing policy work; this happens throughout the Pilot Program, not just at Meetings or preparing for Meetings..it is about preparing to further engage in that ICANN community
· Guidance from Mentors on mailing list information, community and working group calls in order for the Mentees to be more effectively integrated and engaged
· Mentors to provide introductions for Mentees to community members to build their own network of resources

· Mentors (with support from Mentees and Staff) to inventory existing information in order to gather community specific documentation that will assist in building an onboarding toolkit/guidebook (by-laws, processes, archived materials) *
· Include history of each community: Example: https://youtu.be/DcOz4g_kvkY At Large *  Work with ICANN Comms team to do these types of videos in the future

· Mentees especially should identify gaps in information from when they first entered a community, what should be provided/covered, timeframe and methods that could work for introductory process*
· Both Mentors and Mentees should document those things that could be part of a Mentor and/or Mentee guidebook
**Collection/Edit/Review/Creation of Materials (as/if needed) related to each Community’s work is essential to creating an Onboarding Program
During the Pilot Program, some Pilot Program participants may be supported to attend one or more ICANN Meetings if not already travel funded.  This travel support comes with certain expectations and requirements.
Pilot Program Participant responsibilities at ICANN Meeting: 
· Participate in a Pilot Program Work session set up by ICANN Staff to share current drafts of work and exchange ideas towards evolving the Onboarding program further; 

· Pilot Program Mentors meet daily with their Mentees to answer questions, facilitate introductions as needed and continue the learning process (breakfast or coffee breaks or cocktails or dinner); 

· Pilot Program Mentees to engage daily with Mentors and participate fully in selected community as well as challenge themselves to join a WG during or after the experience if not already doing so; 

· Both Pilot Program Mentors and Mentees journal their experiences for use in continuing work on their community specific Zero Draft Onboarding documents.
Please take into account as this Pilot moves forward:

· The Onboarding program is not meant to be Meeting-centric; only the Pilot Program is utilizing travel support for ease of working together every 3-4 months as a team to continue sharing work, and the opportunity for Mentors and Mentees to meet F2F together as well as with other community members

· All participants from ICANN55 didn’t move to ICANN56; all from ICANN56 did not move towards ICANN57 – it all depends on our progress, the willingness and ability of individuals and their communities to continue working on this Pilot program which is focused on creating structure for each community to review, edit, evolve and begin to implement in FY18

· Ultimately the decision to use an Onboarding program after this Pilot will be up to the communities; can use standing Outreach committees or create one if not already in place to keep operation working.  ICANN Staff is committed to continue supporting this work after the Pilot year through facilitating course creation, repositories for materials etc. as the communities need.

(Current) Proposed Structure for Community Onboarding Programs: 3 Stages
From our Pilot Program work thus far, have come up with initial proposal that there are two required stages for all new community members regardless of the community that they are joining; a 3rd stage can be an “elective: either through request of individual or nomination from community member

1) Welcome Stage: automatic system for timely welcome and acknowledgement of new community member.  Create a template letter that can be automatically generated and includes a message from community chair/secretariat/member of outreach committee.  One suggestion is that letter includes request for new individuals to create bios so that the leader(s), secretariat or outreach committee members know their experience regarding ICANN and expertise that they bring to the community from sector regional and/or global experience
2) Onboarding Stage: use a step by step “course” methodology for individual to gain access and knowledge through each community’s documents which should be in some type of convenient, easily accessible repository (community web page, wiki or a tool such as ICANN Learn
· Assess each individual experience level upon entry into the community– use ICANN Learn type courses as tool: /take assessment before moving onto more community specific knowledge 
· Continue using ICANN Learn for Community specific information (this information may already be available within each community and ready to use; there may be missing gaps in the information that will be identified in this Pilot Program process to be added/integrated with existing content OR content may need to be documented starting from scratch…each community will be slightly different)

· Provide an email address or method for new member to ask questions along the way; suggest a pool of volunteers “behind” a specific email address who can pick up the questions/respond OR a community wiki type chat room or comment area in order to support each individual’s journey of discovery and determine best start point into community work
· Provide positive reinforcement through various methods along the way; keep follow up going from initial “welcome”

3) Mentoring Stage: this would be the optional or “by selection” stage where an individual shows themselves to be ready for next steps of growth, perhaps participation in working groups, reviews, penning public comment or leadership opportunities and would benefit from more individualized support
· Mentoring is a Challenge for time strapped community members and needs to be well thought out as to how it can work for each community

· Part of this Onboarding Pilot is to create a Mentor and Mentee Guidebooks to include purpose of program, timelines associated with this Onboarding and Mentoring process, expectations and specifics of each role, where to find materials and communication set up for the program duration
· Suggested that there be a Selection Process for both Mentor and Mentee roles – the how and who process should be community specific choices but suggestion is to use Outreach/Engagement committee as a funnel

· Each community may need to set a threshold of Mentees that can be accommodated during a certain time period

Potential Courses and Progression (ICANN Learn type platform) to Support the Onboarding:
1. Entry Level: 

a. ICANN and Internet Ecosystem

b. ICANN Mission, ByLaws

c. Multistakeholder Model Process

d. Communities of ICANN

SELF ASSESSMENT HAPPENS HERE / logged into their ICANN Learn account / repository
2. Intermediate Level: 
a. Policy Making
b. Technical Components
c. Security Components
d. Communities of ICANN

SELF ASSESSMENT HAPPENS HERE / logged into their ICANN Learn account / repository

3. Advanced Level:
a. Review Process

b. Working Group Participation

c. Leadership Development
d. Communities of ICANN

SELF ASSESSMENT HAPPENS HERE / logged into their ICANN Learn account / repository

Mentoring/Guidance throughout process would keep positively reinforcing the newcomer’s interest; Mentoring at end of 3rd phase only will still help pinpoint next steps depending on needs of that community and the expertise, level of engagement of the individual newcomer
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