Proposed New Format for “Delegate Friendly” E-Meetings

Source: ATIS

1. Introduction
At the MHSG#24 (Nov 9th 2021), ATIS took an action to work on a proposed format for “delegate friendly” E-Meetings. This idea is to propose improvements to the existing E-meeting format so that it is more friendly for delegates without fundamentally changing the approach or over-constraining working group leaders.
2. Discussion
The aspect of the E-Meeting format currently used in 3GPP that seems to be most impacting on delegate’s quality of life is the heavy and prolonged work load in some topics and groups. The experience of some delegates has been described as like a “never ending electronic meeting”. There are also examples where the schedule has been very difficult for delegates, e.g. a conference call ending at 1:30 am and then a deadline for email comments at 6:00 am. Tackling the delegate workload aspect should be the highest priority in making E-meetings more delegate friendly.
To address this it is proposed to study a modification of the existing E-meeting format titled “E-Meetings with Managed Delegate Workload”. This is described in the following P-CR to the outline for the “Study on alternative 3GPP meeting formats”
5	Electronic meeting-based formats
5.1	Format 1 – E-Meetings with Managed Delegate Workload
5.1.1 Introduction
During the period of E-Meetings caused by the Covid-19 pandemic some 3GPP delegates have experienced heavy and prolonged workload. This format is a modification to the existing 3GPP E-Meeting format which aims to improve the quality of life for meeting delegates by managing the time requirements for participation in 3GPP groups that are working using E-Meetings. This proposal also makes the time requirements for participation in 3GPP meetings highly visible so that delegates and their employers are better able to apportion time between 3GPP participation and other activities. 
5.1.2 General Principles
It is proposed to tackle delegate workload according to three general principles:
A) Ensure that delegates have proper breaks of sufficient duration and frequency to recharge, sleep or to do other work. 
B) Reduce the need for delegates to be continuously attentive by ensuring that delegates can know confidently, and well in advance, when and where topics that are of interest to them will be treated.
C) Reduce the requirement for delegates to simultaneously monitor and respond to multiple streams of information.
5.1.3 Meeting Periods, Working Periods and Break Periods
To help address principle A above, it is proposed that the working group leadership defines a plan for the working group that contains meeting periods, working periods and break periods.
1) During a meeting period the working group will work intensively similar to the existing E-meetings. This may include conference calls or similar real-time interaction.
2) During a working period the working group may conduct business by email (or similar non-real-time interaction), but this should be of a more limited nature than during a meeting period. There shall not be conference calls recognized by the working group during working periods. The working group leadership should make sure that the discussions that take place during the working periods have well defined and limited scopes.
3) During a break period there should be no business or discussion in the working group unless initiated by the working group leadership because of an unexpected urgent situation.
The following table gives an example timetable (M = Meeting Period, W = Working Period, B = Break Period). Obviously the precise start and end times of each period will need to be planned considering the multiple time-zones over which 3GPP delegates work.
	
	Mon
	Tue
	Wed
	Thr
	Fri
	Sat
	Sun

	Week 1
	W
	W
	W
	W
	W
	B
	B

	Week 2
	M
	M
	M
	M
	M
	B
	B

	Week 3
	M
	M
	M
	M
	M
	B
	B

	Week 4
	W
	W
	W
	W
	W
	B
	B

	Week 5
	B
	B
	B
	B
	B
	B
	B

	Week 6
	B
	B
	B
	B
	B
	B
	B

	Week 7
	W
	W
	W
	W
	W
	B
	B

	Week 8
	M
	M
	M
	M
	M
	B
	B

	Week 9
	W
	W
	W
	W
	W
	B
	B

	Week 10
	B
	B
	B
	B
	B
	B
	B

	Week 11
	B
	B
	B
	B
	B
	B
	B

	Week 12
	B
	B
	B
	B
	B
	B
	B



5.1.4 Specific Proposals
The following specific proposals could be used to adapt the existing E-meeting practices to reduce the workload for delegates. The principle(s) they most related to are indicated next to each proposal. In some cases these proposals are already practiced in some groups, but a clearer codification and improved consistency would still be useful.
5.1.4.1 Ensuring Sufficient Breaks by Management of Time
1) The maximum duration for one meeting period shall be 10 working days[footnoteRef:1] (A). [1:  A working day is any day that is Monday-Friday UCT excluding weekends] 

2) A period of at least 48 hours over all weekends shall be designated as a break period (A, B, C).
3) The maximum total duration of all meeting periods for a working group per year shall be 40 days. (A)
4) The maximum total duration for all working periods for a working group per year shall be 50 days (A).
5) All time not designated as a meeting period or a working period shall be a break period (A).
6) Break periods shall be defined during meetings to allow rest and sleep (as far as reasonable considering the difficulties caused by multiple time-zones). (A, B, C). 
5.1.4.2 Scheduling of Discussions
7) During working and meeting periods the working group leadership shall publish in advance a plan for when and where topics will be handled (e.g. an email thread title, an NWM document, a meeting date and time). This plan shall be observed (A, C). Each topic shall only be discussed in one place at a time (C). Arrangements shall be made so that delegates can easily find the current plan (B). Ideally, the arrangements for locating the current plan should be aligned across all working groups (B).
8) Conference calls and online discussions shall end at the published time even if there is unfinished business (A, B). The working group leadership is responsible for ensuring this happens.
9) The times of conference calls and deadlines shall be varied so that “pain is shared” between regions. (A) As much as possible this variation shall be meeting-by-meeting rather than during a meeting e.g. to avoid situations where a delegate has conference calls at both extremes of the same day.
10) Schedules shall be planned so that delegates working on a topic can get uninterrupted sleep of a reasonable period during a meeting (A, B)
11) During working periods delegates may raise new or urgent issues by email. If these cannot be quickly resolved they shall be referred to the next meeting period. The working group leadership is responsible for managing any new topics raised during working periods. (A, B)
12) Urgent issues that arise during break periods may be brought to the attention of the working group leadership who may decide, on an exceptional basis, to initiate a discussion during a break period.
13) The working group leadership should define how time panning for 3GPP work items (e.g. “TUs”) map on to allocation for resources such as conference call time or email threads (A).
5.1.4.3 Use of Media
14) During break periods discussion on all media belonging to the working group (e.g. email lists, NWM etc.) shall be stopped. (A, B, C)
15) During conference calls all discussion on topics on the agenda of the conference call shall be stopped on all other media belonging to the working group (e.g. email lists, NWM etc.). (C)
16) During email discussions participants should attempt to avoid creating forks in message threads. If a thread is forked by mistake then the moderator shall stop all but one branch as soon as possible (C).
17) If necessary, technical means may be used to enforce requirements on use of email lists and NWM – e.g. stopping email lists forwarding messages during break periods.
