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Discussion

Although work items are said to be release independent this is not the truth, this paper proposes to enforce this principle and analyses the benefits as well as the consequences of it. 

Work items are used to track the progress of the work in a release, however a release consists of a set of technical specifications rather than a set of completed work items and it is therefore inappropriate to base the assessment of the status of a release on the number of completed work items. 

At the same time, the above mentioned working method creates de facto a strong tie between the work item and the release and ultimately makes the work item release specific. 

As a consequence, when some additional work is carried out in the context of a work item, but it is felt that such activity should be completed in a subsequent release, it is not possible to use the work item code for raising change requests and a new work item (however small in scope) has to be created. In the past T2 created a workaround by activating work items on the same subject (e.g. MMS) for each individual release: this is a testament to the fact that work items are indeed release dependent in the way they are used now.

It should be instead possible to imagine the situation where a single work item spans over multiple releases so that several versions of the same technical specification may be linked to this WID. 

The release in which the proposed feature (or part of) is realised should not force an update of the work item whereas at present, whenever a release is frozen, it is necessary to start a new work item to cover the aspects that have not been completed.

The most important consequence of adopting to the full the concept of release independent work items is that the work plan would need a fundamental restructuring. As stated above, being a release a set of technical specifications the work plan should reflect this fact and should focus more on the deliverables rather than the work items under which they have been created/extended/modified. 

Another consequence on the way the work plan is managed is on where study items should be placed. Considering that some study items result in no specification work or or the subject under study judged not feasible (at least for a certain amount of time), it is not wise to include them in the work plan before the specification work starts. Study items should be considered a sort of “stage 0” and added to the list of deliverables only when the corresponding work item is initiated. In the past there have been instances where the study item and the corresponding work item belonged to different releases causing considerable confusion (e.g. AIPN). 

For the sake of convenience and minimization of the changes, the work plan may still be outlined by work items, but there should be no restriction on the release version of the specifications created under each of the work item. 

So for example WID x could have under it

WID on feature x

- TR nn.nnn feasibility study on feature x

- TS nn.nnn stage 1 for feature x Rel-7
100% complete

- TS nn.nnn stage 2 for feature x Rel-7
 80% complete

- TS nn.nnn stage 3 for feature x Rel-7
40% complete

- TS nn.nnn stage 1 for feature x Rel-8
50% complete

- TS nn.nnn stage 2 for feature x Rel-8
30% complete

…

An additional benefit of adopting this principle is that whenever a change in the implementation of stage N is carried out for a certain release, the stage M (M<N) can be aligned in the same release using the same work item code. At present this is not allowed.

Conclusion

If the proposal to enforce the release independence of the Work Item Descriptions is accepted, then:

· a work item code can be used to raise change requests to several releases as long as the change request subject is covered by the work item description (note that this would also dramatically reduce the use of the TEIn category)

· the decision on the contents of a release should be based on the available deliverables rather than on the number of completed work items (see TISPAN workplan for an example of this)

· The allocation of the study items in the work plan should be revised so that the corresponding technical report is added as a “stage 0” to the work item under which the feature is developed. 
