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1 Reason for Contribution

At present OMA is managing a significant number of work items, and this number is expected to grow further in the future.  The OMA process ensures that work items proceed independently and on the basis of voluntary contributions.   This contribution driven process is one of the cornerstones of OMA as a specfications development organisation.

The Release Planning Committee (REL) is tracking the process of each work item, based on their individual Work Item Status and Planning Reports (WISPR), and using a tracking tool implemented by Forapolis.  This tracking has proven effective and useful, in that it provides OMA with an overall view of progress.   

The work item tracking by REL has so far lead to the following observations:

· Across OMA there is certain discrepancy in the granularity of working groups.  Some working groups contain many work items that specify several related enablers (for example Browsing and Content), while other groups host one or two work items that specify one particular enabler (for example Device Management).  OMA would benefit from guidelines on how to plan strongly related enabler releases, in particular those specified in the same working group.

· OMA has no systematic way of dealing with dependencies between Enablers (for example dependencies between Multimedia Messaging and Digital Rights Management).  It it is not evident how such interoperability between Enabler Releases should be tested in IOP.

· At present REL tracks work items, however it makes more sense to track the progress of Enabler Releases, which constitutes OMA output.  There is no one-to-one mapping between work items and Enabler Releases in OMA.

· There is currently no guideline or procedure defined in case a work item slips a milestone declared in its WISPR.  The current process does not actively identify or handle slippage of milestones.

These issues delay the delivery of specifications, especially as the number of work items and Enabler Releases grows.  We therefore recommend that REL does not only track the work items passively, but that it actively manages the work programme by addressing the above points.  

The purpose of this contribution is to provide detailed proposals for improving the management of the OMA work programme.

2 Summary of Contribution

This document is an input contribution to the Technical Plenary that proposes a series of detailed points to improve work programme management in OMA.  The 7 points of the proposal, which are explained in detail in section 3 of this document, can be discussed, approved and implemented individually:

1. Rationalise the release planning of closely related Enablers

2. Identify and track Enabler Releases as early as possible in addition to WIDs

3. Identify target schedule in Requirements phase

4. Identify and document all enabler dependencies

5. Manage milestone slippage

6. Identify a work plan responsible for each work item

7. Have scheduled meetings on program management with other groups

Some of the proposed actions have already been initiated, and the objective is to keep the impact on the existing process minimal. 

3 Detailed Proposal

This section makes a number of detailed proposals to address the issues mentioned in section 1 of this document.  It is recommended that these proposals can be discussed and approved individually.

Each proposal is made in a fixed format with four fields:

· Proposal: short description of the proposal

· Objective: describes the objectives of the proposal in more detail

· Impact groups: identifies which groups are impacted by the proposal.  The group shown in boldface italics is the one that drives the initiative

· Impact process: identifies the impact on the OMA process, if any

· Method: describes how the proposal would be implemented.

	Proposal 1
	Rationalise the release planning of closely related Enablers


	Objective
	Identify groups that have closely related Work Items planned and have discussions with these groups to determine how and in what timeframe their specifications should be released. This should result in an alignment of release schedules for related Enablers.

	Impact groups 
	REL, REQ, working groups

	Impact process
	None.  The objective is not to cut work items, but to rationalise the planning of enablers that  form part of the same service area or working group.

	Method
	As part of the work programme management, REL will identify work items that may need discussion of how they are to be released as enabler releases. REL will invite the involved working group(s) clarify and discuss this in a meeting or via e-mail using the group's mailing list.

Other groups (e.g. REQ) that come across enabler plans that should be aligned would inform REL of this, or alternatively seek direct clarification from the concerned working group(s).


	Proposal 2
	Identify and track Enabler Releases as early as possible in addition to WIDs

	Objective
	A work item that will contribute to the specification of Enabler Release(s) should define its target Enabler Release(s) as early as possible, and no later than by the completion of the Architecture Review (if applicable).  The target Enabler Release(s) shall be reported in the WISPR document.  

	Impact groups 
	REL, WGs

	Impact process
	OMA Work Programme and Release Handling process needs to be modified to state that enabler release(s) shall be identified at the latest by the completion of the Architecture Review.

	Method
	WP tool reports should be indexed by enabler release.  This requires only minimal changes to the existing work tracking tool, since the current WISPRs contain the information necessary to track Enabler Releases.  However, the generation and presentation of information from the tracking tool should be more oriented towards Enabler Releases rather than work items.


	Proposal 3
	Identify target planning in Requirements phase

	Objective
	Provide top level planning and define expected delivery schedules resulting from the work item.  Identify a target planning for the remaining specification work as early as possible.

	Impact groups 
	REQ, WGs, REL

	Impact process
	There is no requirement to provide an overall planning when a work item is approved.  The OMA Work Programme and Release Handling process needs to be modified to state that a schedule for specification deliveries and Enabler Release should be available by the Requirements Review. 

	Method
	REQ or WGs defining requirement


	Proposal 4
	Identify and document all enabler dependencies

	Objective
	Improve planning and management efficiency for REL and IOP by providing timely, comprehensive and accurate information on all enabler dependencies (internal, external). Whenever contributing to a new enabler, a work item shall identify dependencies on other enabler releases, as well as on external specifications, as early as the start of the requirements phase, and no later than at the time of approval of the last relevant requirements or architecture document. These dependencies should be visible, tracked and maintained in the work programme, so that any resulting delays or deadlocks can be resolved. The dependency information tracked will consist of:

1. dependent work item (or external equivalent)

2. dependent enabler release within the dependent work item (or external equivalent)

3. optional - dependent specification within the dependent enabler release (or external equivalent)

The test strategies for enabler releases which have dependencies should be defined by OMA IOP, in cooperation with the relevant WGs, at the time the Enabler Test Plan document is written. Enabler releases should be made available no sooner than it makes sense, and no later than the time such enabler is immediately usable, within the constraints of the process and resources available:

1. REL and IOP should make available as soon as possible enabler releases with no dependencies or with dependencies solely on already existing external specifications or OMA approved enabler releases, within the normal constraints of process and resources.

2. REL should track and manage enablers with dependencies on external specifications or OMA enablers still being developed and group them in a packaged enabler release in consultation with IOP. Any delays caused by unresolved dependencies will be discussed and agreed between REL, IOP and affected WGs.

3. Finally, REL and IOP, in consultation with REQ shall also be in the position to decide how to use the comprehensive view of all enablers and their dependencies to plan for inter-enabler releases, not only to ensure that IOP testing is possible by resolving all inter-dependencies, but also to allow for pro-active planning for releases that are related to the same service area. This would include, but not be limited to, planning to validate the selected grouping of enablers through the lifecycle of such service areas (planning, development, deployment, maintenance, management, …).

	Impact groups 
	WGs, REL, IOP, REQ

	Impact process
	In this context, dependency is defined as both a need to rely on a different work item, enabler or specification (or their external equivalents) to continue the development of a certain enabler (blocking dependency) as well as a need to rely on a different work item, enabler or specification (or their external equivalents) in order to be able to verify the functionality of a certain enabler.  Dependencies include existing OMA work items, enabler releases (candidate, approved) and specifications and existing external equivalent entities, as well as such OMA work items, enabler releases and specifications and external equivalent entities that are currently in-progress, if applicable to the enabler being documented. Consideration should be given whether there is a need to change process so that planning of interoperability related efforts start earlier. The Enabler Test Plan is currently written after Candidate approval.

	Method
	Working groups will document dependencies with the finest possible granularity and refine dependencies information as more information is becoming available. It is expected that during the requirements phase, the WGs would collaborate to identify all such existing or foreseeable dependencies. Any subsequently identified dependency should be treated rather as an exception, than the rule, and would need to be immediately documented in the work item and reported (e.g. dependencies referring to enablers that did not exist initially, or resulting from changes in the work item).

If the dependent enabler release and specification (optionally) could not be identified at the time of documenting the dependencies, for objective reasons (e.g. dependent work item may exist, but it did not yet result into the identification of an enabler or a particular specification) it will be acceptable to temporarily document the dependency only against another work item (or a non-OMA equivalent external entity). This tracking information would have to be updated by the WG owning the enabler, as soon


	Proposal 5
	Manage milestone slippage

	Objective
	Actively track any significant slippage of milestones in the work plan, and discuss these with the responsible work item and/or working group hosting the work item.  

Whenever deemed necessary, slippages shall be reported to the Technical Plenary.

Special attention should be paid to the timeliness of milestones on which other work items/enabler releases depend.

	Impact groups 
	REL, WGs, Plenary

	Impact process
	Ideally work items should be required to report slippages of milestones to REL as soon as possible.  Note however that it is not the intention to impose any "sanctions" on groups that slip milestones, as this would be contrary to the contribution driven nature of OMA.  The objective of this proposal is merely to identify slippages more actively and to discuss them with the relevant groups.  

	Method
	REL to collect information from WGs and highlight items that have slippage. REL to discuss this with impacted working groups whenever needed. 


	Proposal 6
	Identify a work plan responsible for each work item

	Objective
	Working groups that has ownership of work items should appoint person(s) responsible for maintaining its WISPR document.  This person will act as the contact point for REL and should be prepared to be able to clarify details related to the planning of the activities.

	Impact groups 
	WGs

	Impact process
	None

	Method
	WG to appoint persons responsible for the maintance of the WISPR document when they are assigned the work item.

REL to contact responsible person for matters related to the WISPR document. Responsible person should also be prepared to participate in meeting with REL whenever needed.


	Proposal 7
	Have scheduled meetings on program management with other groups

	Objective
	REL should have scheduled meetings with other groups to manage the work programme:

· REQ: to discuss work schedules for ongoing work items/enabler releases and in particular when problems arise for work which other work is dependent on

· IOP: to ensure that work plans are in line with IOP group resources and planning

· Technical WGs: meetings can be called with any WG to rationalize their work plan, or to discuss specific problems or bottlenecks

	Impact groups 
	REL, REQ, IOP, WGs

	Impact process
	None

	Method
	


4 Intellectual Property Rights Considerations

This contribution does not affect any known IPR.

5 Recommendation

The Technical Plenary is requested to discuss and approve the proposals made in this document.  In case there exists no consensus on the document as a whole, it is recommended that the Technical Plenary approve any of the individual proposals in section 3 for which consensus can be reached.










�PAGE \# "'Page: '#'�'"  �� It is important to not forget that larger enabler releases may result in slowing down the development. If we identify a feature that has little impact on existing enablers and that can be developed on its own without being dependent on other work then we should not try to merge that with other features. The same may also be true for work items that are politically sensitive vs. non-sensitive work items. By grouping these together, we may as a result get little progress on all of these, which may be a worse alternative than at least getting some of these finalised. So bigger is not necessarily better here…
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