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The Telecommunications Standardization Advisory Group (TSAG) addresses proposals for re-structuring the study groups of the ITU-T in the normal course of its work.  The United States submitted the following contribution to the February TSAG meeting.  Committee T1 believes that it is particularly relevant given the stage of planning for the next World Telecommunications Standardization Assembly and offers it to GTSC for discussion under GTSC agenda item # 11, “ITU-T Considerations.”

1.  Introduction

TSAG will soon be preparing and refining proposals for the organization of work in ITU-T, the structure of the ITU-T Study Groups and their mandates.  As part of this work, TSAG should include discussions relating to new areas in which ITU-T needs to be active in order to maintain its relevance to the industry, as well as discussions on the existing standardization work areas.  

It is proposed that these discussions address, inter alia, work areas to be covered, principles for SG structure, allocation of work amongst the SGs and cost considerations.  Concerns, especially in regards to effectiveness, efficiency and costs are certain to be raised as these discussions progress, and inputs from TSB and members of the Sector will be needed to help reach appropriate conclusions.

2.  Standardization work areas

The ITU-T should focus on its core competencies and, with an eye to future requirements for global standards, must enhance its leading role in such priority areas, which include: Next Generation Network, security, performance and QoS, network architectures, network management, access, multimedia, coding (related to various technologies), optical networking, tariff and accounting principles, numbering, and signalling.

Convergence is one of the drivers for standards that will be needed by the industry.  For example, as a result of “convergence” there will be performance issues, there will be security issues, etc.   Within the context of the ITU-T, convergence does not necessarily have a precise definition but can be considered to include many aspects, including carriage of voice, data and image, introduction of new technologies into the public telecommunication network, such as the Internet Protocol (IP), and multimedia applications.  

In order to assess study areas that are of current interest to the membership of the Sector, TSAG and the Study Groups should examine the level of activity for the various work projects (e.g., Questions) across the ITU-T work programme.  For example, a consistent set of metrics should be developed and data collected and analysed for all Questions in order to understand the current situation.  See a companion contribution (D[.115]) for specific proposals on metrics.

It should also be recalled that the work of the ITU-T is determined by contributions from its membership and that new Questions and new areas of work can be introduced at any time.  The procedures to consider new work projects are quite simple and through application of Resolution 1, Section 7, the work areas of the ITU-T can continuously be kept up to date.

As a consequence of the discussions and studies on the work areas to continue and the new work areas to take onboard in ITU-T, it is clear that first we should identify the work to be done, and then to propose a SG structure that best fits the work.  We should not start with an assumption that we have to reduce or increase the number of study groups from the present number.

3.  Principles for Study Group structure

One of the topics that frequently arises in terms of SG structure is whether ITU-T study groups should be functionally-organized or project-organized.  There are positive and negative aspects of both types of organizational structure, and it is likely that having only one or the other kind of group will not provide the best use of limited resources of the membership.  It is unrealistic to expect that the finite number of experts in a given function, such as network management or network performance, can attend multiple study groups organized strictly along project lines.  Conversely, it is not efficient to manage an overall project when every component discipline is in a different group, requiring many joint meetings and coordination mechanisms.  As we have found, a mix of both types of groups, which can be modified as new projects are defined and mature, provides the best combination.

There have been proposals that ITU-T could organize into a small number of areas and a large number of working groups or projects.  This is similar to an IETF-like structure.  If such a structure were to be used for ITU-T work, then meetings of the parent bodies would allocate short blocks of time to each of its working groups so all could meet during the one or two week study group meeting, but there would be little time for substantive work or decision-making to take place.  That would move detailed work and decision-making into the periods between study group meetings, requiring a substantial change to the working methods of the ITU-T.   Whether or not this type of structure will be adopted must therefore be done in conjunction with an overall change to the working methods of the Sector.   Such an effort does not seem justified at this time.

As TSAG examines proposals on study group structure, the United States proposes that TSAG should first understand what is currently broken with respect to organization of the work in ITU-T and what needs to be fixed.  TSAG should identify where organization of the work is preventing progress or causing conflict between study groups, as well as identifying what is working well and should be kept.

4.  Costs

As discussions on Study Group structure are held, the financial impacts of different options should be understood.  Decisions with substantial cost implications should be examined to assess the trade-off between the work and Recommendations to be produced, and the costs involved.  To be most effective in carrying out its responsibilities to give advice on financial matters, TSAG will need to have sufficient financial information from the ITU to understand which proposals have major financial impacts and which are small or negligible.  TSAG should focus on aspects that have the greatest financial implications, and not be driven by small or inconsequential impacts.

Some of the questions that need to be answered include:

1. What is the relationship between TSB costs and General Secretariat costs?  

2. How are costs related to SG structure?

3. What should be the focus of discussions on SG structure  – to reduce ITU costs or to meet needs of industry for ITU-T Recommendations?

4. How do proposals affect costs for the membership of the Sector?

5. Do we save money by combining two SGs?  (For example: Pro - Combining two groups could reduce fixed costs; combining groups could reduce the number of meeting days.  Con - A larger, combined SG might need more rooms, with spill over to CICG resulting in costs going up; combining work with no commonality will make the SG meetings less efficient).

6. What does it cost ITU to use CICG?

7. If two SGs are combined, there could be fewer documents (e.g., agendas) for one group instead of two – is this a big cost factor?

8. If two SGs are combined in order to create a smaller number of larger SGs, presumably as a cost saving measure, will members find the larger SGs an attractive place in which to do their work?  Will there be management difficulties that we have seen before in large SGs; will members’ resources be used less efficiently as they sit through meetings that address topics in which they have no interest; will the combined SG have a top-heavy management structure?

9. What are the costs associated with maintaining a SG?

10. What other ways are there to reduce costs, such as automatic uploading of documents or collocating meetings to reduce hosting and travel expenses for the members?

This is a small subset of financial issues that may be considered when discussing the structure of ITU-T, but these should also be considered in comparison to other cost issues related to the General Secretariat reallocated costs and costs associated with working methods of the ITU.

5.  Conclusions

To assist TSAG discussions on study group structure and organization of the work for ITU-T, the following should be taken into account: 

· It is most likely that a good study group structure will continue to have a mix of functional and project groups.

· It may be useful to obtain and examine data on the levels of interest across the current ITU-T work programme – e.g., number of contributions, trend in number of participants, liaisons

· Changes should be made that fix existing problems or improve the effectiveness of the work.

· Work should be organized in a way that provides benefit to the membership in terms of output products and costs, while incurring manageable costs for the ITU-T.  Information on costs from the ITU will be essential in order to make organizational and procedural decisions.

· Efficient use of member resources, as well as ITU-T costs, must be considered in proposals for a new SG structures.

· Priority areas for the future relevance of the ITU-T must be accommodated in an evolving study group structure, including: NGN, security, performance and QoS, network architectures, network management, access, multimedia, coding (related to various technologies), optical networking, tariff and accounting, numbering, signalling.

· A SG structure should be based on a rational distribution and grouping of work and should not start with an a priori assumption on a target number of SGs.
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