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Abstract

Canada believes that restructuring of the ITU-T Study Groups is necessary to rationalize work content that has become diffused across multiple Study Groups.  Coincident with work content rationalization, the number of Study Groups should be reduced, primarily to achieve efficiency in all Study Groups, and partly as an economy measure.  Many of the ITU-T working methods are effective and should be retained and protected throughout the restructuring process.

Introduction

This contribution provides rationale for undertaking a restructuring of the Study Groups within ITU‑T.  There are a number of significant developments that argue in favour of consolidation, plus consolidation will provide important benefits related to critical mass.

It is also true that the ITU-T has accomplished many important reforms and structural changes in recent years, and other aspects of the ITU-T work well and are in no need of change.  It is important to explicitly state key characteristics of the ITU-T are effective and should be protected so that the next round of reform and restructuring does not stray beyond the bounds of what is necessary.

Objectives

The ITU's Telecommunication Standardization Sector (ITU-T) should be restructured consistent with the following principles

· Attract participants, including new members

· Avoid duplication

· Cost effective for the membership and for the ITU-T

· Effective development of standards

· Efficient development of standards

· Efficient utilization of participant resources

· Flexibility in groupings (dissimilar topics can run in one group independently)

· Forward looking

· Groups do not get too large and unwieldy

· Groups have critical mass of related work for:
- adequate diversity of interests, including geographical spread  (to attract participants)
- challenging, interesting, cross-fertilized and sizeable work program
- adequate talent pool for leaders
- legitimacy in representing the ITU-T to external organizations

· Make ITU-T attractive place to do standards

· Minimize unnecessary interaction

· Provide a home for new and unanticipated topics

· Put like topics together

· Well-correlated topics grouped together

External Developments

The restructured Study Groups of the ITU-T should respond to the following major developments:

· The move towards packet-based networks;

· The evolution of the physical transport network to an all-optical infrastructure;

· The explosive growth in mobile telecommunication systems;

· The increasing pace of technology and business changes - including convergence of the telecommunication and broadcasting industries.

The Need for Renewed Focus

In order to improve the efficiency and effectiveness of the ITU-T in the above areas and maintain its global role, there is a need to better focus the telecom standardization work - especially in those aspects (such as architecture, telecom management, performance, and physical layer) where the ITU-T is best able to lead the work based on its track record or to achieve global harmonization (as in the case of mobile telecommunications standardization). Over time, the work program of various Study Groups has become diffused, to the point where important topics frequently appear in multiple Study Groups, necessitating time and effort consuming liaison activities. This diffusion weakens the ability of the ITU-T to develop comprehensive Recommendations in a timely manner. Further, it demands that topic specific subject matter experts from members attend multiple Study Groups. Multiple attendance in the current economic climate is increasingly impractical, with the result that work is attempted in some Study Groups with less than full representation of member interests. The quality of the output is put at risk.

Consolidation of work in topic-specific Study Groups greatly reduces the need for subject matter experts to attend multiple Study Groups, reduces the risk of divergent positions being adopted in different Study Groups on the same topic, and facilitates a single point of contact for collaboration with external standards development organizations.

Critical Mass

In any restructuring of ITU-T Study Groups, the size (attendance) of the resulting Study Groups is an important consideration. Canada believes that the minimum size for a Study Group should be approximately 150 and the maximum size should be approximately 400. A minimum size of 150 provides a critical mass of participants and achieves:

· An adequate diversity of interests represented in the standards development process

· A challenging, interesting, cross-fertilized and sizeable work program

· An opportunity for growth

· An adequate talent pool from which to recruit Rapporteurs and Working Party Chairmen

· Legitimacy in representing the ITU-T in dealings with external standards development organizations

· Economies of scale in the use of the physical and human resources of the TSB

The proposed maximum Study Group size of 400 is intended to prevent Study Groups from becoming unwieldy and difficult to manage and host.

Hierarchy

ITU-T has a three-level hierarchy: Study Groups, Working Parties and Rapporteur Groups.  Canada believes that some other SDOs employ a two-level hierarchy that forces the top level to engage in detailed review across a too-large field.  A three-level hierarchy in the ITU-T is considered optimum, and thus ITU-T restructuring should be within the confines of three levels.

Meeting Frequency and Duration

A common goal of ITU members is to maximize the speed at which stable, complete and correct Recommendations can be developed and approved.  Thus Rapporteur Groups, where the drafting of Recommendations takes place, should have flexibility to meet as often as required.  Working Parties and Study Groups, with their different purposes, need not meet as frequently.  Canada believes that the current schedule of meeting frequency and duration are effective and should be retained,

Face-to-face Meetings

A characteristic of the ITU-T is that it employs face-to-face meetings to advance its work.  Canada believes that face-to-face meetings are invaluable in building consensus and should be retained as the principal meeting technique.  Rapporteur Groups may employ electronic working methods between Working Party meetings and Canada supports this approach.

 Current Status

The Telecom Standardization Advisory Group of the ITU-T at its February 2003 meeting commissioned an ad hoc group to develop restructuring proposals for the November 2003 meeting of TSAG.  The ad hoc group will work by correspondence, augmented by a face-to-face meeting in October.  
Proposal

TSACC urges GSC to endorse ITU-T’s current initiative on restructuring, and urges the PSOs of GSC to lend support through their associated Member States and Sector Members.
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