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Abstract of the contribution:
Work planning procedures and expectations for release 12 are introduced.
Introduction
Please see the discussion of documents presented to SA 58 in the SA WG2 Chairman's report on SA 58 [SP-130042]. Additional topics are considered here. Specific proposals, if approved, will define our working procedure for Release 12.

1 Available Time
2 Time Budget
3 Work Planning
4 New and Updated WID handling in SA2

Work Planning in SA2 answers 3 questions: 

· How much progress has been made / how much remains to be done for each item in the work plan? We answer this question primarily by adjusting the work plan entries (the % complete and possibly the expected date of completion.)

· What resources does SA2 have (in terms of work we can achieve) and how much work will the item in the work plan require (in terms of meeting sessions)? This is discussed in the remainder of this document.

· How to best prepare for the upcoming SA plenary, especially for plenary meetings that request prioritization of SA2 work?

The same process described in this document can either be applied to planning the entire release or to plan up to an interim point within the release. In release 8, 9 and 11, prioritization occurred only at the 'crisis point.' In release 12, we seek to prioritize earlier – however we lack sufficient information to plan the entire release. Therefore, in release 12 the suggested approach is to plan our use of time (using Available Time and Time Budget) until the actual release prioritization which will occur later in the release cycle (SA 61.) The process described below can be applied for planning best use of time until the end of the release (as we will do at SA 61 if this proposal is acceptable,) as well as to plan the use of time between SA 59 and SA 61.
1 Available Time
The available time is a predicted quantity of face to face session time that the SA2 working group can potentially spend on different topics. Much work can be accomplished in parallel during face to face meetings. This is however only possible if it is possible to schedule topics in parallel. 

NOTE: There is no procedural rule that requires complete consensus to approve an agenda. A reasonable attempt is always made to satisfy all parties. In the end the most important consideration is the availability of expert delegates who are actively working on the topic.

Some topics cannot be scheduled in parallel with other topics. These are termed vertical topics.

Please see “Available Time in SA WG2” [S2‑120043] for a detailed assessment of time available until SA 61.

This information is gathered both statistically (based on SA2’s behavior over the past 9 years) as well as the current limitations of delegates in the working group.

The estimate of available time must be adjusted over time depending on dynamic factors:

· High priority and time consuming maintenance issues may arise.

· Some work items/study items/building blocks/etc. may complete earlier than expected.

· Ad hoc meetings may be arranged by SA2 (adding to the available pool of time).

The use of available time will be reported to SA from SA2 at each plenary.
2 Time Budget
2.1 What is Time Budget?
Time Budget discussed on the SA2 reflector early in December and submitted to SA 58 [SP-120893].  

A summary of this presentation:

In the past, SA2 used a notion of ‘time estimate to complete’ a work or study item (or phase or building block). This has been useful (to identify how much time we need to complete approved items in the work plan), but in practice has shown several disadvantages: an estimate can only be performed late so prioritization was put off until the last third of rel-8, -9 and -11. We therefore wasted time on work that had to be stopped. Work was spread between releases. WIDs were agreed irrespective of whether time could be found to complete the work. In effect, the estimate was exceeded when work completion required more time (the time estimate was more like a lower bound on time, it was agreed that no less than the estimate would be made available…)

A time budget is different in that it can be assigned up front to identify how much time will be invested. New and Updated WIDs are approved in SA with confidence that the objectives can be achieved given all other approved work. SA has much more control over the use of resources in SA2 in that it can set bounds on the amount of time that will be invested in any particular topic.

Unlike the time estimate, the budget is meant to be both an upper and lower bound.  
2.2 When is Time Budget assigned?
The budget is agreed by SA2 as part of work planning (for each ‘row’ in the work plan) and WID discussion. The requested budget is approved in SA as a “comment” added to the work plan row. 

SA will manage the work so that the sum of the approved work's time budget does not exceed the available time.

If insufficient available time exists for a new/updated WID, then SA may consider approaches to create it, e.g. by extending the release to add more time for the release. Another possibility would be to ‘free up’ resources by dropping work. SA could also consider reducing the scope of approved work to free up time. This would have to be done in consultation with SA2, to obtain a time budget for the reduced scope (and feedback whether the remaining objectives actually make sense from a system perspective.)
2.3 How is Time Budget  used & enforced?
If Time Budget is exhausted for a particular work item (study item, building block, phase, etc.) this is reported to SA. SA2 may request more Time Budget from SA if a work plan row has not completed and requires more Time Budget to complete. 

The use of Time Budget across SA plenary meetings is at the discretion of SA: the SA2 report to SA will include the number of sessions used. Any work plan row whose total number of sessions used exceeds its Time Budget will be flagged to SA. SA will take an action (possibly as SA2 requests) – either to stop work or to assign more Time Budget. 

The assignment of work items (etc.) to agenda sessions between SA plenary meetings is at the discretion of the SA2 chairman. The Time Budget for a given work item (etc.) could be exceeded in special circumstances. For example, the agenda could provide additional time to a given topic  in order to complete work that is very close to conclusion. ‘Exceeding the budget’ should be rare and shall not lead to other work items (etc.) getting less than their approved time budget.
3 Work Planning
Work planning (at the SA2 working group meeting preceding the SA plenary) will identify for each row in the work plan with a SA2 deliverable, in addition to ‘progress towards completion’ the use of session time (based on the final revision of the agenda) and, if not already defined, the time budget.

The work plan structure has ‘levels’ – it is for the deepest level (highest level number) defined that the time budget is defined. It may be useful to break up clearly distinct phases (especially the study and normative phase) into distinct rows for greater clarity.

It is challenging to plan until the end of the release when work is not yet mature enough to estimate how much time it will take. Two alternative strategies are possible: “wait and see” and “set aside time for normative work.”

· “Wait and see”: For study items that have not completed or for work items that are still in their study phases is to defer the request for time budget until the study phase concludes. At that time, SA will review the total available time and the new budget request to determine if this added work can be achieved by the conclusion of the release.

· “Set aside time for normative work.” For work that has advanced sufficiently to estimate, but for which no normative objectives in a WID (or indeed no WID) has been approved, a time budget estimate can be made and reported to SA. No change to the WID or work plan will be implied by this agreement. The number can be used solely in the context of work prioritization by SA.
4 New and Updated WID handling in SA2
New and updated WIDs will include a Time Budget either for the entire WID, or ideally for each building block and phase. Time Budget values are captured as part of work planning (as there is no place for this in the WID template and there is no proposal to modify the WID template for this purpose.)
Proposal
It is proposed to approve the working procedure described above.
