OP Ad-Hoc
Version 2
.0
Organisational Matters
.1
Background

The Organisational Partners and TSG Leader group independently considered the 3GPP organisational matters which they felt could be investigated further to identify if they could lead to efficiency improvements and/or a structure to meet the changing technical landscape as required in the mandate establishing the ad-hoc group (OP19 10r2). These considerations are described in documents OPi2_E3i080012 (TSG Leaders), OPi2_E3i080014 (ARIB/TTC), OPi2_E3i080015 (TTA), OPi2_E3i080016 (CCSA), OPi2_E3i080018 (ETSI) on the 3GPP website. Following discussion at the second meeting of the OP Ad-Hoc group (26 & 27 June 2008) they were consolidated into a single document (OPi2_080024). 
It was agreed that the consolidated issues would be divided into two categories. The first group would contain items which were felt to have the highest impact and the second group would be treated with lower priority and dealt with if time permitted. 
Group 1 of the organisational matters contains:

(1) IMS Relevant Organisation

(2) SA2 Organisation

(3) Radio Relevant Organisation

Group 2 contains:

(1) Workload deviation among working groups

(2) Parallel organisation between SA and CT/RAN
(3) External relationship
(4) Budget payment of Market Representative Partners

In addition, it was agreed that the items would be categorised as follows:

[Category A] Normative provision contained in the Working Procedure

[Category B] Soft guidance contained in the 3GPP wiki
[Category C] Principle only. Detailed solution tasked to TSG
[Category D] Principle. Detailed solution to be further studied 
[Category E] No change

[Category F] Unsolved

These areas were explored to identify if improvements could be made without harming the current programmes. It is recognised that nothing is perfect and a balance has to be made between making improvements and harming progress. 
.2 IMS Relevant Organisation
This area of study was triggered by the thought that the 3GPP organization is no longer reflecting the philosophy of the work being done in the core network, which is now largely split into Mobility Core and Application and Service Core. SA1 and SA2 cover both Common and non-common IMS activities. SA2 has created a sub-working group which is almost independent of the rest of the working group. To improve efficiency, working groups should aim to be independent to reduce dependencies on other groups.
To meet these requirements the idea of merging stage 2 and stage 3 work together from TSG SA and TSG CT to create two new TSGs dealing with the Mobility Core and the Application and Service core was explored. TSGs SA and CT would then be shut down. 

During discussion it became apparent that the current organisation is working well and any major re-alignment would lead to delays in delivery of LTE and IMT-Advanced. Since there was no great pressure to re-organise it was felt that nothing should change before at least 2010. It was agreed that the issue would not be progressed and it would be left to an OP to raise the subject in the future.
It was concluded therefore that it was too early to create a structure to reflect the emerging Mobility Core and Application and Service Core activity 
This is a: [Category E] No change

.3 SA2 Organisation

The background to this topic is as follows. SA2 is overloaded. The architecture work in SA2 is recognised as essential to the success of the 3GPP core network. As the foundation of the core network it can become a bottle neck which can cause delay in other groups. 

Stage 2 and stage 3 of core network issues are in different TSG’s, with SA2, CT1, CT3 and CT4. This work is strongly interconnected. In addition clear horizontalization has happened in the core network and is now governing the work program.

· IP mobility access core (PS core, SAE)
· Converged Service Core (IMS) 
This organisational consequences of this horizontalization have not been considered. Current and future work with little relationship are is in close organizational proximity (e.g. EPC NASS signalling with SIP layer 3 are done in same working group CT1), whereas work with very tight work relation is organisationally far away (e.g. EPC stage 2 in SA2 and EPC NASS signalling in CT 1).

To improve efficiency, working groups should aim to be independent to reduce dependencies on other groups.

A number of solutions were considered:
(1) Move SA2 into CT and then re-organise the terms of reference between SA2 and the relevant CT working groups

(2) A full merger of SA and CT

.3.1 Move SA2 into CT
SA2 work is cyclical and it was understood that the work will begin to decline from its very high peak. When considering SA2 Architecture, in order to assure SA2 develops a sound architecture, they perform some stage 3 activity.  Other approaches than the existing model would either overload SA2 further with more work or would fragment stage 2 and stage 3 work into multiple groups.  Neither of the two approaches is more attractive. Nothing is perfect and any change in current working procedure would result in significant disruption of ongoing work.

The relationship between SA2 and other TSGs and their working groups was considered. To try and quantify these linkages, we examined the pattern of LS exchanges between 2007-07-01 and 2008-06-30 (based upon the data in the tdoc logs). The matrix below shows the number of liaison statements exchanged between different groups over the span of a year. 

We recognise that LS exchanges are not the only way of coordinating work but it does give a measure of the interaction of SA2 with TSG RAN and TSG CT working groups. Workshops, joint meetings, and co-location are other ways 
The following table indicates the number of LS’s exchanged between 3GPP groups between 2007-07-01 – 2008-06-30 (derived from Tdoc lists).
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Table x : Exchange of Liaison Statements between groups

From Table x it can be seen that there is considerable interaction with SA3, CT1, CT4, RAN2 and RAN 3.
As a result of all of the analysis it was concluded that SA2 should not be moved into TSG CT.
This is a: [Category E] No change

.3.2 Merger of TSG SA and TSG CT
A merger of TSG SA and TSG CT was explored. The background to this is as follows
While the LS exchange analysis in Table x above shows that SA1, SA2, and SA3 correspond will all the other TSGs, CT is in a special situation. Unlike GERAN or RAN, there is very little stage 3 work the CT groups (at least CT1, CT3, and CT4) can do until a fairly detailed architecture is established by SA. The LS exchange analysis also shows that the CT groups interact more strongly with the SA groups then they do among themselves. This suggests that the boundary between SA and CT is somewhat artificial.
It may be also possible to consolidate some closely related groups to reduce the total number of groups [CT3+CT4], [SA3+CT6].

This will create larger working groups and the potential problems of hosting and other logistical problems need to be considered.
With TSG Leader elections planned for March 2009 it is desirable that any merger should be done before then.

It was concluded that this would seriously impact on the progress of work in 3GPP and should not be further considered.
As a result of the analysis it was concluded that TSG SA and TSG CT should not merge.

This is a: [Category E] No change

.3.3 Improving SA to CT Handover.

A proposal has been circulated on the SA, TSG_Leaders, and OP_Improvements list to improve handover between SA2 and the CT WGs.  The proposal (see http://list.etsi.org/scripts/wa.exe?A2=ind0808&L=3gpp_tsg_sa&T=0&P=19737) had 3 key proposals:

1. Workload balancing between SA2 and CT
SA would draft flows in TRs which are shifted to CT

2. Extending capacity of CT WGs to handle more work
IMS SWGs created in CT1 and CT4

3. Coordination by improving the meeting calendar
Allow more co-location of SA2 and CT WGs

The proposal were not well received by the members. The workload balancing proposal ran into objections that this would reduce the central control of SA2 and would not necessarily improve handover. There was a concern that mandating IMS SWGs would be micromanaging the WGs.  Adjusting the schedule was covered in [TSGS] and not agreed.  In the end the only consensus was that methods of improving SA2 and CT WG coordination should be further discussed mainly by the SA2 and CTx experts.
As a result of the analysis it was concluded that improving TSG SA and TSG CT handover needs further consideration by the SA2 and CTx experts.

This is a: [Category C] Principle only. Detailed solution tasked to TSG

.3.4 TSG Plenary and working group scheduling
As a means of improving efficiency the meeting schedule was investigated to see if it is possible to increase the number of working group meetings between TSG meeting cycles. To allow CRs and approved documents to be prepared it is not practical with the current working methods to have working groups within two weeks either side of a plenary. This, in addition with the current one week offset scheduling of TSG SA and TSG CT means that co-located SA2 and CTx working groups is difficult to arrange.
For example if we look at the meeting schedule of TSG SA, SA2, CT and their working groups for 2009 we observe the following:
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Because of the need for clear meeting space either side of the plenaries it is only possible for SA2 and CTx groups to co-locate once in the year.

A number of options were investigated.

A proposal was developed for a one week plenary as illustrated below:
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There were extensive objections to the concept of a 1 week plenary and other alternatives were considered:

· 3 plenaries/year

· Plenaries forced to be 12 weeks apart

· 2 week plenaries, but CT moves to week 2

· Keep the status quo

· Subdivide WGs

An indicative poll was taken of these alternatives.  While the one week TSG was slightly preferred to the other alternatives, it was nowhere close to consensus.

Other, more radical options are still being considered including changing the traditional roles of the WGs, TSGs, and MCC in approving CRs and creating new spec versions.  These can address some of the root process problems, but carry a risk of severely disrupting the workflow. 
As a result of the analysis it was concluded that we should recommend no change to the TSG SA and TSG CT scheduling and allow further discussion to take place with a possible future recommendation to the OP.

This is a: [Category E] No change

.4 Radio Relevant Organisation

The background to this area of investigation, which has two principle subjects is as follows. 
(1) RAN2-RAN3 work split
Some duplication is observed in architecture design work for a flat network (without RNC) such as E-UTRAN and UTRAN for evolved HSPA. For example, data forwarding during handover between eNBs, Transferring of UE information during handover between eNBs, eMBMS etc. have been somehow duplicated in both RAN2 and RAN3.
(2) The need for GERAN and RAN is not questioned which works well. However as part of a review of the longer term 3GPP organisation we should investigate how the UMTS technology will be handled in the future. For example should it stay in RAN, be moved to a legacy group such as GERAN or create a new UMTS radio group?

It was concluded that any duplication of work in working groups should be handled normally by the TSG leadership team.
It was noted that the peak activity for the E-UTRAN work has passed and even with UMTS still developing TSG RAN was able to handle the work. If UMTS moves into a maintenance state in the future the TSG RAN Chairman or OPs can propose a change to the structure.
The split between TSG RAN and TSG GERAN was found to be working well and a merger would cause serious overload so that it was concluded that there was no case to merge them
No changes to the TSG RAN and TSG GERAN organisation are recommended.

This is a: [Category E] No change

.5 Group 2 Items
The following were identified as lower priority study items:


(1) Workload deviation among working groups

(2) Parallel organisation between SA and CT/RAN
(3) External relationship
(4) Budget payment of Market Representative Partners

.5.1 Workload deviation among working groups

The workload in working groups is not evenly spread. This means the overloaded groups delay a feature and may prevent progress in other groups waiting for deliverables and answers to liaisons. In addition working groups vary significantly in terms of meeting size and number of contributions handled and meeting frequency.

Consideration of this topic has been mainly handled in the analysis in “Merger of TSG SA and TSG CT” on the core network side and no changes were identified for RAN as described in the “Radio Relevant Organisation” section.

.5.2 Parallel organisation between SA and CT/RAN
This activity aimed to improve the time taken for TSG Plenaries and proposed to handle reports from TSG SA Working Groups in parallel with CT/RAN meetings to limit the plenary discussion to one week with the benefit that reducing the plenary meeting time from two weeks to one week will leave more room for WG meetings.
Stage 2 and stage 3 of core network issues are in different TSG’s, with SA2, CT1, CT3 and CT4. This work is strongly interconnected.

In addition clear horizontalization has happened in core network and is now governing the work program.

· IP mobility access core (PS core, SAE)
· Converged Service Core (IMS) 
This clear horizontalization has not been on the agenda yet at 3GPP set up in 1998.

As a consequent currently and in future work with little relation is in close organizational proximity (e.g. EPC NASS signaling with SIP layer 3 are done in same working group CT1), whereas work with very tight work relation is far away wrt to organization (e.g. EPC stage 2 in SA2 and EPC NASS signaling in CT 1).

Finding solutions to these points has largely been handled by the activity in the section on “Merger of TSG SA and TSG CT”.

.5.3 External relationship
The background to this work is as follows. With the integration of IMS work into 3GPP additional activities need to be considered such as interoperability testing, certification and interconnection to ensure there is a good end-end solution which was previously well handled in the mobile world. This can be done by increasing the work within 3GPP or developing relationships with external bodies to ensure they are providing the solutions.

This item was not progressed.
This is a [Category F] Unsolved

.5.4 Budget payment of Market Representative Partners

The background to this item is as follows. An invitation for Market Representation Partnership (MRP) is open to any organization and free of charge. MRP only derives benefit in 3GPP without an admission fee.
This tem has not been progressed.

This is a [Category F] Unsolved

.6 Conclusions
Overall it was felt that the working methods and culture of 3GPP is working well and adapting to changing requirements. This is demonstrated by the examples of the merger of TSG and T and the inclusion of the IMS core activity.

.7 Recommendations for the OP Ad Hoc organisational investigation
The OP Ad-Hoc recommends the following for organisational issues:

1 It is too early to create a structure to reflect the emerging Mobility Core and Application and Service Core activity.
2 No changes to the TSG RAN and TSG GERAN organisation are recommended.

3 It is recommended that no change to the TSG SA and TSG CT organisation should take place. It is proposed that the TSG Leaders continue to investigate the problem of SA2 overload and come back to the OP with recommendations.
4 We propose that those items not progressed should be left to the OPs or TSG Leaders to raise as individual projects.
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