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2
Definitions and abbreviations

For the purposes of the present document, the following terms and those in 3GPP TR 21.905 apply.

building block: sub-division of a feature, representing a coherent set of technical functionality which would generally be expected to reside in a single system element.

change control:
procedure whereby proposed modifications to a specification are presented for approval to the TSG as formal Change Requests.

closed: specification status in which no changes of any kind to the specification are permitted.

Change Request (CR): formal proposal presented on a standard form to modify a specification which is under change control.

draft: specification status prior to change control, in which changes may be made without formal Change Requests.

early implementation: implementation of a particular feature on a platform of a release earlier than the release that contains the feature.

feature: new or substantially enhanced functionality which represents added value to the existing system.

frozen: specification status in which only essential corrections are permitted.

Group: TSG or TSG Sub-Group.
major version: For version x.y.z of a specification, x is called the major version.

Example:
For version 3.2.0 of a specification, the major version is 3.

specification: generic term standing for Technical Specification and Technical Report.

Study Item: type of Work Item which will conduct feasibility studies and will result in a Technical Report
TSG: Technical Specification Group.

TSG change control: specification status in which the Technical Specification Group is responsible for approval of Change Requests.

TSG Sub-Group: Working Group or subgroup of a Working Group or of a Sub-Group.

Working Group (WG): official subgroup of a TSG reporting to that TSG.

WG Change Control: specification status in which the Working Group is responsible for agreeing Change Requests for submission to the TSG for approval.

version: unique identifier in the form x.y.z for a specification at a given point in time.

Example:
version 3.12.3.

withdrawn: specification status in which the given version of the specification no longer belongs to the appropriate set of valid specifications.

Work Item (WI): description of an enhancement to a technical area, which may be categorized as Study Item, Feature, Building Block or Work Task.
Work Item description (WID): description of a Work Item in a standard Work Item Description sheet.

work task: sub-division of a building block, representing a self-contained, well-scoped and well-scheduled item of work.

6
Work Items

6.0
Introduction

6.0.1
Introduction: why manage a project?

In any complex engineering venture, it is necessary to plan the project, to monitor its progress, and to be able to determine whether it is being completed on schedule and within budget. In many ways, the concepts and constraints which apply to an engineering project can also be applied to system standardization activity.

6.0.2
How to manage a project?

Any project needs to have its goals defined. It is then possible to analyse the steps needed to achieve each goal, starting from the status quo.
It will often be desirable to first produce a feasibility report, which is to be undertaken in the context of a Study Item.
Study Item:

An initial study, resulting in a Technical Report, which typically performs a feasibility study for additional functionality.  If the results of the study are positive, one or more subsequent Feature-type Work Items may follow.

A feasibility study may include commercial as well as technical considerations.  This analysis will naturally lead to defining the new features which it is wished to add to the existing system.

Feature:

New, or substantially enhanced functionality which represents added value to the existing system.

A feature should be more or less self-contained - that is, each feature can be viewed as an optional extra, which can be added or not as a function of market demand. Network operators and equipment manufacturers can decide using commercial considerations whether or not to implement a feature. The description of a feature need not be technically precise, but should represent a concept which can be understood at a "service" level. It should answer the question: what do I get for my money? A feature should normally embody an improved service to the customer and / or increased revenue generation potential to the supplier.

This being the case, most features would be the responsibility of TSG-SA WG1. The ensemble of the features of a particular release of the system represents the difference between that release and the previous release.

A feature can be considered as a high-level goal for project management purposes. But most features will be quite complex, and will need to be broken down into simpler elements or building blocks for the purpose of specifying precise functionality.

Building block:
A sub-division of a feature, representing a coherent set of technical functionality which would generally be expected to reside in a single system element.


A building block shall be defined in technical terms, and its description will require an understanding of the architecture of the overall system. A building block should generally be restricted to a single physical or logical entity or a single protocol such as "terminal" or "call control". Building blocks may be "re-usable" - that is, a single building block may be common to two or more features. This implies a generic or object-oriented approach. A building block should normally be the responsibility of a single TSG.

In the case of very simple features, a single building block may suffice, in which case the feature and its building block are synonymous.

To implement a building block it will generally be necessary further to subdivide the functionality into smaller tasks, each representing a closely specified and easily comprehended activity. Such work tasks may not only be divided by technical content, but potentially by phase. So, for example, it is necessary fully to define service aspects (one or more work tasks) before considering functional information flows (one or more work tasks) which in turn will be followed by detailed protocol specification (one or more work tasks).

Work task:
A sub-division of a building block, representing a self-contained, well-scoped and well-scheduled item of work.

It is at this lowest hierarchical level of breakdown that estimations of work content and thus time scales can be calculated. From the estimated schedules of all work tasks which comprise a building block, and from their inter-dependences, can be derived the overall schedule for the "parent" building block. From the schedules of all component building blocks, the time-to-completion of the parent feature can be estimated. A work task will almost certainly be the responsibility of a single Working Group.
The output of a work task shall be:

-
One or more new Technical Specifications (or Reports); and / or

-
Change Requests to existing TSs / TRs.

Features, building blocks and work tasks are the three specific types of "Work Item".

In the case of very simple building blocks, a single work task may suffice, in which case the building block and its work task are synonymous.

Work Item:
A generic term used to encompass feature, building block and work task.

All Work Items, whatever their class (feature, building block or work task) require:

-
A precise definition of content ("scope");

-
An estimated schedule, with milestones to track progress if possible; (in the case of building blocks and features, the schedule can be derived from those of the component work tasks);

-
A named person to act as rapporteur (in effect, the manager of the Work Item);

-
At least four Member Organizations supporting the Work Item and willing to offer active participation in its realization.

6.0.3
Types of modifications to specifications

The possible modifications of the specifications are basically of different natures:

-
Error corrections: modifications which correct overlooked errors or inconsistencies in the specifications. 

-
Enhancements: modifications that enhance the system, e.g. by new services or features, or by improving performance or decreasing costs. 

Modifications of the correction category are ongoing maintenance tasks and are handled with direct CRs and thus not by means of Work Items. 

Modifications of the enhancement category are handled within the concept of Work Items. Note that prior agreement of the TSG is needed before any substantial work is launched.
6.1
Creation of a Work Item

When an enhancement of the standard is considered desirable a delegate or delegation may make a proposal by submitting a Work Item Description sheet to the relevant TSG or TSG WG:

-
For new services, features or functions, the TSG responsible for Services and System Aspects is the relevant TSG. This TSG shall assign prime and, if necessary, secondary responsible TSGs for the corresponding Work Items.

-
For pure performance enhancements, other TSG WGs may be responsible (the test specifications are normally not seen as independent Work Items).

The relevant TSG WG should study and refine the WI sheet before passing it on to the TSG for adoption.

No substantial work shall commence in a TSG WG prior to a decision of the responsible TSG.

The actual WI description sheets to be used and guidance on how to apply them shall be distributed by the Support Team.

The TSG shall not approve a WI unless the Work Item Description (WID) sheet has been properly filled in to the degree possible.

The Support Team shall maintain a database of Work Items, and make it available on the 3GPP file server.

A Work Item normally implies the creation of new specification and Change Requests to existing specifications.

6.2
Type of Work Items

Modifications of the standard could in principle be of two different types:

-
New services/features/functions that in general affect several specifications and involve several TSG-SGs;

-
Pure (technical) enhancements that affect one or small number of specifications and involve a single or a few Groups only.

Modifications of the latter type may be submitted to the TSG Sub-Group(s) and then the TSG directly as a Change Request without prior presentation/agreement of a WI Description sheet. Such CRs shall instead refer to the pseudo Work Item 'Technical Enhancements'. For the other type of modifications, the provisions of subclause 6.3 apply.

6.3
Start and continuation of the work and responsibilities

6.3.1
General

An early task when elaborating a Work Item is to identify the tasks related to the WI and to allocate them to the TSGs and TSG Sub-Groups.

In most cases the tasks from a WI can be split immediately into the following areas:

-
Service requirements

-
System/Architectural requirements and implications

-
Protocol specifications

Service requirements:

The responsibility of the service requirements can usually be allocated immediately at the creation/adoption of the WI. Occasionally another Group may be given responsibility for the service requirements. In any case, however, it should be a single group and one that reports directly to the TSG.

System/Architectural requirements and implications:

In addition, the responsibility for system/architectural requirements should be allocated immediately, even though the implications and requirements normally will be seen only after the study on service/system requirements have been initiated. The responsibility for the system/architectural requirements shall be given to a single body to guarantee the consistency of the adopted solution. 

The choice of group should not pre-determine the technical choices and in many cases, the responsibility for system and architectural requirement study needs a widening of the competency and a readiness to look at a variety of technical aspects. This can be obtained either by drawing the attraction of the suitable experts (e.g., by setting special meetings or clear meeting dates) or by the organization of joint meetings. 

TSG SA shall maintain the overall consistency of the system architecture despite the numerous modifications due to various Work Items. TSG SA, shall ensure the co-ordination of the development of general architecture concepts and their applications to individual Work Items, and should thus also draw attention and expertise from other Groups.

Protocol specifications:

The responsibility for the elaboration of the protocol specifications cannot, in most cases, be allocated at the early stages since it depends on the technical implementation choices and hence on the results of the study of the service/system requirements as well as on the architectural conclusions.

The identification of new protocols to be specified and/or existing protocols to be enhanced shall be derived from the system/architectural requirements. In general, modifications of existing protocols shall be done by the TSG WG in charge of the protocol in question, whilst the responsibility for development of new protocols shall be allocated by the TSG based on proposals from the TSG WG on system/architecture. Then, whether the actual work is done in the TSG WG itself or in an ad hoc subgroup thereof is at the discretion of that TSG WG.

6.3.2
Role of the rapporteur

Every Work Item shall have a rapporteur. The rapporteur should be selected from regular attendees of the primary responsible Group and shall be selected from supporting companies. The role of the rapporteur is to:

-
Monitor the progress of the work in all WGs for the WI.

-
Report to the responsible WG and produce a report to the WG plenary on progress.

-
Provide feedback to allow the work plan to be updated.

-
Keep the WI sheet up-to-date.

-
Identify the completion of the WI.

NOTE:
Updates of WI sheets require approval by the responsible WG/TSG.

6.4
Realization of Work Items

6.4.1
Planning and categorization of the deliverables (and control thereof)

Planning:

An initial time plan should be set up at an early point. As a basis, the time plan should include at least the following points:

1.
Presentation for principle agreement of the service requirements;

2.
Presentation for principle agreement of the architectural/system implications and requirements;

3.
Presentation for information of the drafts of all needed deliverables,

4.
Presentation for approval of all needed deliverables.

The time plan shall include realistically achievable dates for each step.

The WI Status List shall also contain information about existing and planned permanent and semi-permanent documents related to the WI, e.g. future specifications as well as interim/temporary requirements "specifications", including the responsible Group, the rapporteur, the state of the documents, expected completion dates, etc.

Categorization:

Before the substantial work on a Work Item starts, the WI shall be examined in the light of its technical and commercial dependency with respect to the existing specifications as well as with respect to other Work Items. Aspects that shall be considered and settled at an early stage are:

-
Required versus acceptable time scales;

-
Whether the WI has an impact on User Equipment or not;

-
Whether the WI has an architectural impact or not;

-
To which degree the WI needs to specify (and hence how much can be left "open", to speed up the work);

-
Whether the WI can be technically and/or commercially combined/grouped with other WIs;

Unless the above aspects are sorted out at the beginning of (or prior to) the work, the risk of getting inefficient and non-optimal specifications increases and the control of the work becomes difficult and unmanageable.

6.4.2
Choice of deliverables

The SI will be realized as a new Technical Report ("feasibility study report").

The WI will be realized as new specifications and/or amendments to existing specifications; the exact structure lies with the individual TSG Sub-Groups and the TSG. Typically, a new feature may result in at least three completely new specifications (stages 1, 2 and 3) but may also cause amendments to the major protocol specifications.

6.4.3
Contents of deliverables

6.4.3.1
Service requirements

This task, allocated and controlled according to the provisions above, consists in describing in details the aim of the Work Item, as seen by those for which a service is provided, e.g. end users, operators, service providers, etc.

In many cases it is desirable that, prior to the actual service requirements specification being produced, an initial combined service and system/architectural requirements and considerations document is produced, involving both service oriented and implementation expertise. In particular when an ad hoc task force is charged with performing a study on a certain WI (aspect) such a starting point document should be produced and then used as a basis for the TSG SGs when carrying out the detailed work on service requirements/descriptions and technical realization specifications. Such setting-the-basis documents should generally be kept for some time after the actual work on the detailed specifications has progressed to a mature level (mainly for the purpose of easing the understanding and to shorten the interaction and negotiation period between service requirements and system/architectural and technical restrictions).

Such 'setting-the-basis' document can also be used to describe the project management of a Work Item (to collect all prepared but not yet approved CRs related to the WI in question).
It may be appropriate to perform the above work in the context of a Study Item, prior to embarking on concrete specification work.
6.4.3.2
Technical realization specifications

These cover both the overall architectural and interface specific detailed specifications. The architectural implications and requirements need to be identified at a very early stage, for the purpose of knowing which parts of the standard (and hence of the system) are affected by a WI, and for the purpose of supporting the identification of cross-WI similarities (and hence more overall efficient solutions).

The overall co-ordination of the architectural/system requirements is with a single group as stated above, whilst the ensuing detailed protocol definitions and specifications may be distributed over several groups (according to their scope).

6.4.3.3
Test specifications

Changes to the core specifications may have impact on the test specifications. The corresponding changes to test specifications should be approved before publication the new core specifications.

6.4.4
Early implementation

The responsible TSG may decide that a particular Work Item is a candidate for "early implementation". If a feature is a candidate for early implementation this shall be indicated in the 3GPP work plan.

Where a feature is a candidate for early implementation the deliverables shall include an early implementation Technical Report. The Technical Report shall give guidance on how to perform early implementation of a Work Item. This report shall not define any new technical requirements. It is there to help implementers identify which parts of the specifications are relevant to the Work Item and how they should be handled when early implementation is performed.

The early implementation Technical Report shall be identified in the list of impacted documents in the WID. The early implementation Technical Report is part of the same release as the feature to which is relates.

Where a single early implementation feature consists of several Work Items then the number of different TRs should be minimised. The aim shall be for a single report to be written for the appropriate highest level Work Item (typically the feature level). However, flexibility should be left to take account of different ways Work Items may be structured

Work on the early implementation Technical Report shall begin with the identification of the requirements for early implementation.

The contents of the early implementation Technical Report shall be developed in parallel to the overall progress on standardisation of the Work Item. The responsible Working Groups shall keep the report up to date – particularly the clauses "specification impacts" and "Early Implementation Status" which must be completed before finalisation of the WI and maintained if they are subsequently impacted by any essential corrections.

6.5
Status tracking of Work Items

The status of each Work Item shall be tracked and recorded throughout its life in the 3GPP work plan. The status may take the following values:

Table 6.5a: Status values of Work Item
	Status
	Description
	Indication in work plan

	Not TSG approved
	This is a draft Work Item which has not yet been approved by a TSG
	The Work Item may appear in the work plan. If it is included then the “level of approval” shall be blank (no approval) or set to “WG” for Working Group approval.

	Work in Progress
	This Work Item has been approved by a TSG. Work on the Work Item is in progress in the relevant Working Groups
	The Work Item shall appear in the work plan. The “level of approval” shall be “TSG”. The “%complete” indication shall be less than 100%.

	Frozen
	This Work Item has been approved by a TSG. Work on the Work Item has been completed and the Work Item is frozen. Only essential changes are permitted using this Work Item code.
	The Work Item shall appear in the work plan. The “%complete” indication shall be “100%”.

	Stopped
	Work on this Work Item has been stopped without the Work Item being completed. No further changes are permitted using this Work Item code. Existing changes approved using this Work Item code remain in the specifications unless CRs are provided to remove them.
	The Work Plan shall record the TSG meeting at which a Work Item was stopped.  (Previous practice was to delete the Work Item completely from the Work Plan.)


6.6
Work Item model

The model described below can be thought of as a reference model for structuring the work. It is not the intention to rigorously enforce the usage of the model on all ongoing work, but merely to use it as the common reference model across the TSGs and to structure future work.

The description below uses TSG SA as an illustration; it can easily be extended to apply to any TSG (or combination of TSGs).

TSG SA is, through S1, responsible for defining the features and services required in the 3GPP specifications. S1 is responsible of producing the stage 1 descriptions (requirements) for the relevant features and passing them to S2. S1 may also forward their considerations on possible architecture and implementation to S2, but is not responsible for this part of the work.

S2 should then define the architecture for the features and the system, and then divide the features into building blocks based on the architectural decisions made in S2. S2 shall then forward the building blocks to the relevant TSGs for the detailed work. These proposals shall be reviewed and discussed in an interactive way together with TSGs/WGs, until a common understanding of the required work is reached. During the detailed the work of the TSGs and their Working Groups, S2 shall be kept informed about the progress.

The TSGs and their WGs treat the building block as one or several dedicated work tasks. Typical output of a work task is new specification(s), updated specification(s), technical report(s) or the conclusion that the necessary support is already provided in the existing specifications.

S2’s role is in co-operation with the TSGs and their WGs to identify if synergy can be obtained by using some of the building blocks for more than one feature. Part of S2’s task is to verify that all required work for a full system specification of the features relevant will take place within 3GPP without overlap between groups. In order for S2 to be successful, this has to be done in co-operation with other TSGs/WGs.

The following guidelines are proposed for project scheduling. S1 sets a target, S2 performs a first technical review and comments on the target. S2 indicates target for time schedule together with allocation of the defined building blocks. The TSGs and their WGs comment back on these targets. S2 tries if necessary to align the new target amongst the involved parties. S1 and SA are kept informed of the overall schedule.

It is the task of TSG SA, S1 and S2 to ensure early involvement of S3 to ensure that the potential security requirements, service requirements and the architectural requirements are aligned and communicated to the TSGs and their WGs.

In order for TSG T and its subgroups to plan and perform their horizontal tasks on conformance testing and mobile station capabilities, S2 should invite TSG T to evaluate the potential impact of a new feature. If work on horizontal tasks are required, this should be included in the overall work plan.
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