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Abstract of the contribution:
Project management of TSG SA WG2 could be improved by more explicit management of time resources. 
Background
SA2 has more work assigned to it than it can complete in most recent releases. In release 8, 9, 11 and now 12 the working group has required SA to intervene in order to determine which projects to prioritize for completion during the release time frame.

Work proceeds in the following way in SA2, from a project management perspective.

· In SA2 during the course of the first half of the release (and sometimes later), new and updated WIDs are proposed and agreed. These are then (possibly modified then) approved in SA. Aside from the date of the expected output, there is no time management undertaken.
· SA2 proceeds with work early in the release in an ad hoc manner, allocating time for the new release as maintenance of the previous release(s) permits. There is no explicit management of this allocated time – it is assigned by the SA2 chairman on a ‘fair basis’ (sometimes proportional to the number of input contributions, sometimes spreading time amongst all approved items that have a row in the work plan assigned to SA2, sometimes to give more time to topics that need it to make progress…)
· At roughly 2/3 of the way through the release (8, 9, 11 and 12), it becomes clear that SA2 cannot finish the approved work (rows in the work plan assigned to SA2.) A ‘prioritization’ procedure occurs in which the SA2 chairman in consultation with rapporteurs and the working group identifies (a) the available time, (b) the estimate needed time for each item in the work plan. A number of work items, building blocks, study items, etc. are selected to continue, and for the other work is stopped for that release.
· The estimate needed is a promise that at least this amount of time will be allocated, but in practice this is exceeded when needed (using the same criteria above.) Besides ensuring that this promise is kept, there is no time management undertaken for the remainder of the release.
The principle problems caused by this approach are:

1) Time is wasted on work that is stopped.

2) Work is spread between releases due to unforeseen crisis ‘prioritization’ (e.g. Femto features, BBF interworking and convergence, MTC features).

3) Work is agreed (in the form of WIDs) without any assessment of whether there is sufficient time to complete it.

4) Once work is started, there is no clear way in practice to oversee progress and adjust work items except as the result of ‘crisis’ prioritization or when features fail to complete (and possibly request an extension) at the end of the release.
Discussion
An alternative approach would be to increase SA’s oversight and control over the way SA2 uses its time.  The following proposal is a variation on existing management procedures described above.

It is suggested that each item in the work plan assigned to SA2 is associated with a time budget. 
· A budget should be assigned to an item in the work plan (a WID, Building Block, Work Task, Study Item) even before the length of time it is expected to take is known or even easy to estimate.

· The budget is a clear amount of time (to neither exceed nor fail to spend, unless work ends earlier than expected.) 

· The budget can be agreed by SA and managed. If and when the time needed exceeds the budget, SA can undertake a management action:

· Grant it more budget (from available time, e.g. if some projects complete early.)
· Stop work on this item in the work plan

· Allocate more time budget (even though there is no available time) by

· Extend the release.
· Add an ad hoc WG meeting to the calendar.
· Drop / reduce scope of another item in the work plan to free up available time.
The budget allows SA to perform time management to avoid wasted time, uncertainty and the need for “crisis” prioritization. It is suggested that:
· Each agreed WID (new or updated) from SA2 include a budget request even at the beginning of a release. This budget can be compared with the expected available time in the release other approved work.

· The budget can be intentionally set to a lower value than the expected amount of total time to complete work to force an evaluation of whether to continue to invest effort in the activity.

· A budget that is not sufficient (because the work requires more time!) must be reviewed by SA before more time is allocated. If more budget is approved must be rationalized as above so that all work can be expected to conclude in the release.
There should be very clear expectations what the budget is supposed to achieve (namely the objectives and expected outputs in the WID.) 
Further details of progress during the release can be managed in the form of work tasks (or milestones) by SA2 (as an internal matter for work organization.) 
This work progress can be reported to SA if desired. SA2 would provide more detailed reports (especially for large work items), using the Status Report Template (with budget information added. This would allow SA to manage SA2 projects more closely.

Proposal

1) SA and SA2 will use budget to identify time allocated to different Work/Study Items (rows in the work plan) in SA WG2.

2) SA WG2 will propose a budget for each WID (new or updated) that is agreed. SA will consider this budget and adjust it at their discretion before approving the WID. For example SA could set a smaller budget and require an explicit ‘WI review’ before approving the rest of the budget.
3) SA WG2 will report use of budget and all other use of available time.

If an item in the work plan has exhausted its budget and needs more time, SA will determine the next steps, e.g. 

· Grant it more budget (from available time, e.g. if some projects complete early.)

· Stop work on this item in the work plan.
· Grant an exception to this item in the work plan.

· Allocate more time budget (even though there is no available time) by
· extending the release; or
· add an ad hoc meeting; or
· Drop / reduce scope of another item in the work plan to free up available time.
4) SA may request that SA WG2 provide Status Reports to SA on selected individual work items/study items. This will increase awareness and allow potential intervention by SA on prioritized work that is not making progress as expected.


