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Handling of WIDs across TSG RAN
Introduction
Time budgeting of WID in RAN1/2/3/4 was introduced at RAN#58 [1] for all new Rel-12 work items with the intention to avoid overload in working groups. Though with good intentions, this effort has not quite born the expected fruits. This contribution suggests this be re-discussed and adjusted to the reality of the work 3GPP is facing, especially bearing in mind the aggressive timeline for 5G work.
Original proposal
The original proposal meant “to enforce more discipline in the 3GPP RAN project management” with “WI/SI proposals with clear objectives and timelines, hence a clear view of the amount of work involved in each WI/SI proposal”.
New aspects were proposed
· WI/SIs proposals shall include a time budget request [agreed @RAN#58] in TU of quarter of a day (each TU being ~2 hours)
· WI/SI completion dates will be considered as strict deadlines [discussed @RAN#58]
Discussion
General
While TUs budgeting is obviously a good idea (when not abused), and while it may have facilitated the work of WG chairmen to schedule discussions in their groups, in practice it has not quite solved the problem of overload nor has it really helped getting a clear view of the amount of work needed for each WI/SI. In addition, especially in RAN1, the overload situation has been further exacerbated leading to a needed increase of the number of parallel sessions (approved at plenary), but more worryingly, a regular and sometimes significant excess of 4TUs/day. In our view, a primary cause for this, beyond the workload itself, is the lack of penalty for exceeding a budget; without proper enforcement, a rule is just guidance.
Observation 1: Time budgeting has not eradicated the overload problem.
Observation 2: 4TUs per day is a limit that has been frequently exceeded.
Observation 3: Without proper enforcement, a rule is just guidance.
With 5G normative work and 5G Phase 2 studies about to start, with LTE evolution continuing, we should rethink and adjust the overall process as necessary. 
Some main points should be discussed:
· TU budget: meeting time budget and WID time budget
· Criteria for approval of new WIDs[footnoteRef:1] [1:  WID = Work Item Description (can be a feature or study)] 

· Process for new WID proposals
· WID completion dates
TU budget
Meeting time
The overall available TU budget should provide a realistic (rather than ideal) figure of how many working hours are spent per day on average, and must be complied to by the TSG/WG leadership. It is very important that the sanity of meetings be respected and that breaks and sufficient resting time be made available to delegates and leadership. This has been stressed multiple times, most recently by PCG – and yet, little if anything has improved – in some instance, it has actually become worse.
In the following WTU refers to Work TU (i.e. ‘online’) and BTU refers to Break TU (i.e. ‘offline’).
To this end we propose:
· TU = 2 hours (like today)
· Binding decisions may only be taken ‘online’. No binding decisions may be taken ‘offline’.
· 4WTUs daily shall remain the reference budget for a Work Session. Exceptionally, and subject to TSG approval only, a maximum of 5WTUs daily may be scheduled for a Work Session. 5WTUs shall never be allocated on Fridays. 
· Parallel Work Sessions can increase the number of available WTUs. The TSG/WG leadership should strive to minimize the number of parallel Work Sessions. No parallel Work Session may be scheduled at a WG meeting without the prior approval of the corresponding TSG. 
· For technical discussions, the WG leadership may exceed the TSG-approved WTUs by a maximum of [.5WTU i.e. 1 hour] per Work Session throughout the meeting week. When exceeding this [.5WTU] margin, a penalty shall be imposed on WIDs that made use of this extra time in this Work Session. In this case, any decision taken during that extra time shall be considered non-binding and shall be subject to being reopened and discussed. This shall be notified to plenary as part of the WG Chairman’s report. Further WID penalty is described in §3.2.2.
· For work planning discussions, [0.5~1WTU] is always reserved by the WG Chairman on Thursday during WTU5 (or the earliest free WTU on that day). See §3.3.3.
· Breaks: a break shall always be allocated between two consecutive WTUs
· Two coffee breaks (.25BTU each) shall be scheduled daily
· One lunch break (.5BTU to .75BTU) shall be scheduled daily
· Should 5WTU be allocated in a day, an additional .25BTU (max) convenience break shall be scheduled by the leadership
The above is illustrated on the following figure (8am start time is informative):
[image: ]
Figure 1. Daily Work Session baseline
· During a WG (resp. TSG) meeting, the use of ‘offline’ time (BTU) for any work discussion shall be subject to WG (resp. TSG) leadership supervision and WG (resp. TSG) approval. During a WG meeting, in case this discussion pertains to a specific (ongoing) WID it shall be reported as extra time by the WG Chairman to the corresponding TSG alongside the WID itself even in case the total time used is, from a pure time standpoint (i.e. “hh:mm”), within the TSG-approved time budget. 
· The WG/TSG leadership shall ensure delegates and leadership get sufficient rest.
· The WG/TSG leadership shall ensure ‘offline’ discussions are well coordinated and not conflicting with each other. In particular, ‘offline’ discussions in a WG shall not be more constraining on delegations than parallel Work Sessions in that WG.
In summary:
	
	TSG Responsibility
	WG Responsibility

	TSG meetings
	TSG WTU budget
· Max. 4 WTU per Work Session at TSG level
· Exceptionally, max. 5 WTU per Work Session at TSG level
	N/A

	
	· Coordinated and non-conflicting ‘offline’ discussions
	

	WG meetings
	WG WTU budget
· Max. 4 WTU per Work Session
· Exceptionally max. 5 WTU per Work Session
· Parallel Work Sessions
	· WG Chairman to enforce the TSG-approved WTU budget
· Max [.5WTU] extra margin allowed per Work Session
· Penalty imposed beyond this margin for the entire extra time used in this Work Session: any decision made becomes non-binding
· WG Chairman to report at the next TSG the total time used for each and every WID: both in terms of WTU and BTU
· No parallel Work Session may be scheduled without the prior approval of TSG

	
	
	· Coordinated and non-conflicting ‘offline’ discussions

	NOTES: 1 TU = 2 hours // WTU = Online // BTU = Offline



[bookmark: _Ref475429637]Proposal 1a: 4WTUs daily shall remain the reference budget for a Work Session. Exceptionally, and subject to TSG approval only, a maximum of 5WTUs daily may be scheduled for a Work Session. 5WTUs shall never be allocated on Fridays.
Proposal 1b: For technical discussions, the WG leadership may exceed the TSG-approved WTUs by a maximum of [.5WTU i.e. 1 hour] per Work Session throughout the meeting week. When exceeding this [.5WTU] margin, a penalty shall be imposed on WIDs that made use of this extra time in this Work Session. In this case, any decision taken during that extra time shall be considered non-binding and shall be subject to being reopened and discussed. This shall be notified to plenary as part of the WG Chairman’s report. 
Proposal 1c: For work planning discussions, [0.5~1WTU] is always reserved by the WG Chairman on Thursday during WTU5 (or the earliest free WTU on that day).
Proposal 1d: The WG/TSG leadership shall ensure ‘offline’ discussions are well coordinated and not conflicting with each other. In particular, ‘offline’ discussions in a WG shall not be more constraining on delegations than parallel Work Sessions in that WG.
[bookmark: _Ref475499343]WID time budget
To put a long story short, TU proposals per WID have been abused i.e. often underestimated to ensure WID approval, which has resulted in overload in working groups. A primary reason for such abuse is the lack of penalty for exceeding overly optimistic budget allocations.
Hence we propose introducing a “soft” penalty for any WID that exceeds its planned budget beyond a [.25WTU] margin at a meeting (i.e. Used WTU > Planned WTU + [.25WTU]) as follows:
· Penalty: WID Rapporteur and WG Chairman shall flag the WID to the following TSG meeting for action i.e. potential WTU adjustment and/or WID re-scoping. In particular, the reason for excess shall be reported so appropriate action can be taken at TSG. 
The TSG shall be able to define exceptions to the above, under strict consensus only.
Proposal 2: WID Rapporteur and WG Chairman shall flag at the following TSG any WID that exceeded its planned WTU budget beyond [.25WTU], for action i.e. potential WTU adjustment and/or WID re-scoping. The reason for excess shall be reported so appropriate action can be taken at TSG.
Criteria for approval of new WIDs
Working procedures
Working procedures dictate that a WID can be considered for approval provided there are at least 4 supporting companies (3GPP IM)[footnoteRef:2] and no objection. However, this does not guarantee approval, subject to work planning. [2:  An unwritten rule is one company per corporate group, but this is not always followed] 

It should be noted that there are over 550 3GPP IMs today, considerably more than earlier (e.g. less than 400 a few years ago) hence, gathering at least 4 supporting companies is potentially easier than before, and certainly easier than it was at the inception of 3GPP. On the other hand, intuitively, the likelihood of objection may also increase as the number of 3GPP IMs increase.
Though regularly brought up, it could once again be debated (not @TSG) whether the above conditions should be revisited to warrant a higher threshold as a means to control the workload. Though, in our view, the most important factor to control the workload is in fact the available meeting time, enforcement of clear rules and due diligence by TSG/WG leadership to avoid abuse and unhealthy meetings.
Observation 4: min. 4 supporting companies, no objection need not be changed as a necessary condition for WID approval.
Time budget
Without exception, a WID shall never be approved in advance. In other words, a WID may be subject to approval at a TSG provided time can be allocated for this WID in the relevant WGs prior the next TSG round (and beyond as applicable).
By definition, TEIx can normally accommodate items that can be specified in one meeting cycle and minimum ‘online’ time. Other items are subject to being part of new WIDs. 
Realistically, no new WID can ever be completed from start to finish with a fraction of WTU. We also question whether fruitful initial discussions can be had with a limited ‘online’ time. With this in mind, we propose that any new WID (with the exception of RAN4 WIDs) shall always start with at least [1] WTU in the lead WG within the first possible meeting of this WG prior the next TSG meeting following WID approval. If this cannot be guaranteed, the approval of the WID shall be postponed.
[image: ]
Figure 2. Min WTU allocation for WID approval
Proposal 3: any new WID (with the exception of RAN4 WIDs) shall always start with at least [1] WTU in the lead WG within the first possible meeting of this WG prior the next TSG meeting immediately following WID approval. If this cannot be guaranteed, the approval of the WID shall be postponed at least to the next TSG. 
[bookmark: _Ref475454420]WG Work-planning
Right now most of the WID massaging happens during the plenary, often with ways forward being put forth with competing panels of WIDs and eventually fine TUs adjustment per WG so each way forward provides a near perfect fit with available TUs.
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While certainly an interesting and entertaining process as such, our view is that the TSG should preferably focus on resolving cross-WG conflicts rather than finely adjusting TUs within each particular WG, although TSG should be responsible for approving the overall TU planning at least as long as the overload situation persists.
It should be noted that in other TSGs and associated WGs new WIDs are typically first discussed during the working groups before being submitted to the TSG for approval. This allows timely discussions, timely consideration of the WG workplan ahead of the corresponding TSG and timely elaboration of company views for TSG discussions. 
However the overload situation in RAN WGs has pushed WG work-planning away from the WG themselves into the TSG, which provides some extra time in WG for technical discussions. We argue however that WG work planning is a useful effort in the WG themselves – especially considering the availability of experts in WG meetings. 
Furthermore, “timely submissions of work items in advance of TSG or WG meetings are important to allow for full and fair consideration of such matters” (3GPP working procedures, Art.23). While it has sometimes happened in TSG RAN (e.g. at RAN#74) it has not been systematic. 
Proposal 4: Given the above we would like to propose that across RAN WGs:
· Draft WIDs be always submitted for information to relevant WG, including WTU consideration, before being submitted to TSG for approval
· Draft WIDs be discussed ‘online’ in WG during a work planning session, aiming at preliminary agreement on scope, objectives and required WTU
· WG Chairman to allocate [0.5~1WTU] for a work planning session on Thursday during WTU5 (or the earliest free WTU on that day).
· In addition some email discussion could be organized on the WG reflector
· WG Chairman to provide a work planning summary (‘online’ + email discussion) to the TSG as part of her WG report
WID Completion dates
WID completion dates were intended to be used as strict deadlines in [1].
With the means proposed above we expect a better overall management will ensue, and will result in more realistic WTU allocations and a more appropriate usage thereof.
If a risk exists that the completion date of a WID will not be met, this shall be notified by the Rapporteur and WG Chairman as early as possible, rather than come with a last minute ascertainment that the WID failed to complete on time – clearly, the extension of a WID cannot be a given. Similarly, if during the course of the work, problems arise with respect to unsuitable WTU usage for a WID (e.g. optimistic WTU allocation at TSG level), action is required at TSG level. A number of options shall always be considered (Table 2, Table 3, Table 4) depending on the status of the work (Table 1), be it at the end or during the course of a WID.
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	Work Coherence
WID objectives
	Not coherent
	Coherent

	Partial coverage
	Case A – Incomplete and not usable
	Case B – Incomplete but usable

	Full coverage
	N/A
	Case C – Complete or near complete


[bookmark: _Ref476048744]Table 1. Work status
Case A (incomplete, not usable): 
	WID Impact
Extension
	Re-scoping
	No re-scoping

	Yes
	Preferred (see Note)
	Not preferred

	No
	N/A
	Work stopped

	NOTE: 	postponing the work to a later release can also be a preferred approach in some 	instances.


[bookmark: _Ref476048732]Table 2. WID adjustment, Case A
Case B (incomplete, usable): 
	WID Impact
Extension
	Re-scoping
	No re-scoping

	Yes
	Preferred
	Not necessarily preferred

	No
	Preferred
	N/A


[bookmark: _Ref476048734]Table 3. WID adjustment, Case B
Case C (complete/near complete): 
	WID Impact
Extension
	Re-scoping
	No re-scoping

	Yes
	N/A
	Preferred

	No
	N/A
	(Work complete)


[bookmark: _Ref476048738]Table 4. WID adjustment, Case C

Bearing in mind the above options, the key factor to influence how to proceed with a WID is the actusal status of the work with respect to case A, case B or case C. Right now there is no information provided in a WID status report regarding the coherence of the work done so far. Therefore we propose this be added to the WID status report – this information shall be filled by the Rapporteur and endorsed by the WGs in charge of the WID in order to assist the TSG in making the right decision. An updated WID shall be submitted for approval whenever re-scoping of a WID is proposed. It is a TSG decision (by consensus) as to how to proceed with a late WID, bearing in mind a WID is, by definition, not tied to a specific 3GPP Release.
The WID exception sheet currently used when hitting the Release deadlines (Stage 1/2/3 depending on the WG/TSG) need not be used mid-Release. 
Proposal 5: The WID status report shall be prepared in and endorsed by the WGs in charge of the WID before presentation to TSG. The WID Status Report shall indicate the coherence of the work done so far i.e. whether it is usable or unusable besides its maturity. Not all objectives of a WID need to be fulfilled for the work to be usable.
Furthermore, as seen in the past e.g. Rel-12 D2D, Rel-13 NB-IoT, TSG RAN declared a WID complete although the work was not sufficiently stable. Whilst “exceptional” circumstances surrounded Rel-13 NB-IoT and could justify, for industry PR reason, to declare a work completed that is incomplete, no such circumstances ever existed for Rel-12 D2D for instance. This approach leads to several months of additional work and heavy corrections which can effectively mean delayed TTM[footnoteRef:3]. We would thus propose at least one WG meeting cycle should be allowed to review CRs incorporating a feature in a Release. We would also strongly recommend that any WID status report, as is the intention from a 3GPP project management standpoint, accurately reflect the status and maturity of the work as opposed to being used as an instrument to artificially keep or move a WID in/from a given release. Rapporteurs and WGs shall do this diligently.  [3:  Time-to-market] 

Proposal 6: At least one meeting cycle should be allowed to review CRs incorporating a feature in a Release – last minute review should be discouraged.
Proposal 7: A WID Status Report shall accurately reflect the status and maturity of the work. The Rapporteurs and WGs shall ensure this is always followed.


Conclusions
This paper makes a number of proposals to provide a better control of workload across TSG RAN and its WGs, namely:
· Proposal 1a: 4WTUs daily shall remain the reference budget for a Work Session. Exceptionally, and subject to TSG approval only, a maximum of 5WTUs daily may be scheduled for a Work Session. 5WTUs shall never be allocated on Fridays.
· Proposal 1b: For technical discussions, the WG leadership may exceed the TSG-approved WTUs by a maximum of [.5WTU i.e. 1 hour] per Work Session throughout the meeting week. When exceeding this [.5WTU] margin, a penalty shall be imposed on WIDs that made use of this extra time in this Work Session. In this case, any decision taken during that extra time shall be considered non-binding and shall be subject to being reopened and discussed. This shall be notified to plenary as part of the WG Chairman’s report. 
· Proposal 1c: For work planning discussions, [0.5~1WTU] is always reserved by the WG Chairman on Thursday during WTU5 (or the earliest free WTU on that day).
· Proposal 1d: The WG/TSG leadership shall ensure ‘offline’ discussions are well coordinated and not conflicting with each other. In particular, ‘offline’ discussions in a WG shall not be more constraining on delegations than parallel Work Sessions in that WG.
· Proposal 2: WID Rapporteur and WG Chairman shall flag at the following TSG any WID that exceeded its planned WTU budget beyond [.25WTU], for action i.e. potential WTU adjustment and/or WID re-scoping. The reason for excess shall be reported so appropriate action can be taken at TSG.
· Proposal 3: any new WID (with the exception of RAN4 WIDs) shall always start with at least [1] WTU in the lead WG, within the first possible meeting of this WG prior the next TSG meeting immediately following WID approval. If this cannot be guaranteed, the approval of the WID shall be postponed at least to the next TSG. 
· Proposal 4: Given the above we would like to propose that across RAN WGs:
· Draft WIDs be always submitted for information to relevant WGs, including WTU consideration, before being submitted to TSG for approval
· Draft WIDs be discussed ‘online’ in WGs during a work planning session, aiming at preliminary agreement on scope, objectives and required WTU
· WG Chairman to allocate [0.5~1WTU] for a work planning session on Thursday during WTU5 (or the earliest free WTU on that day).
· In addition some email discussion could be organized on the WG reflector
· WG Chairman to provide a work planning summary (‘online’ + email discussion) to the TSG as part of her WG report
· Proposal 5: The WID status report shall be prepared in and endorsed by the WGs in charge of the WID before presentation to TSG. The WID Status Report shall indicate the coherence of the work done so far i.e. whether what has been achieved so far is usable or unusable. Not all objectives of a WID need to be fulfilled for the work to be usable.
· Proposal 6: At least one meeting cycle should be allowed to review CRs incorporating a feature in a Release – last minute review should be discouraged.
· Proposal 7: A WID Status Report shall accurately reflect the status and maturity of the work. The Rapporteurs and WGs shall ensure this is always followed.
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Appendix – excerpts from RP-121706
Time budget [agreed @RAN#58]
WI/SI proposal shall include a meeting time budget request which should be both validated by the WG Chairmen and WG Vice Chairmen and considered as an additional input in the regular WI/SI approval process.
The time budget request is a rough estimate of the average time that would need to be assigned to the WI/SI in the involved WGs over the duration of the WI/SI.
The request shall be given in TU of quarter of a day with a quarter of a day being ~2 hours i.e. 8 hours per day.
TSG RAN could review (and update if needed) the requested time budgeted resources on a quarterly basis.
Strict completion dates [discussed @RAN#58]
WI/SI completion dates to be considered as strict deadlines, similarly to the release freeze deadlines.
When reaching the agreed completion data of a WI/SI:
· RAN should approve CRs (if any) for any parts of the work that are both completed and self-consistent
· The continuation of the work on the remaining parts of the WI shall undergo the same approval process as any new WI. How to best enforce that needs to be further discussed
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