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1 Reason for Change

The OMA Board of Directors has mandated the Technical Plenary to address a requirement on process improvement for the creation of expert groups to expedite the drafting of Enabler technical material (requirements, architecture and specifications).  Technical Plenary in turn has asked REL to propose an implementation of this concept of “expert drafting groups”.

This change request proposes text for the Chairs Guidance document to inform chairs on how and when to recommend informal expert drafting activities in a WG or SWG.
This R01 takes into account the comments made on the REL conference call of 30Oct 2009.

2 Impact on Backward Compatibility

No impact on backward compatibility has been identified.
3 Impact on Other Specifications

No impact on other specifications has been identified.

4 Intellectual Property Rights

Members and their Affiliates (collectively, "Members") agree to use their reasonable endeavours to inform timely the Open Mobile Alliance of Essential IPR as they become aware that the Essential IPR is related to the prepared or published Specification.  This obligation does not imply an obligation on Members to conduct IPR searches.  This duty is contained in the Open Mobile Alliance application form to which each Member's attention is drawn.  Members shall submit to the General Manager of Operations of OMA the IPR Statement and the IPR Licensing Declaration.  These forms are available from OMA or online at the OMA website at www.openmobilealliance.org.

5 Recommendation

We recommend the REL group to discuss, and if agreed, to make the addition described in detail in section 6 below to the Chairs Guidance document.
6 Detailed Change Proposal

Change 1:  Revise section 5.2.2 as follows
5.2.2 Focus

Remember that the chair is there to give guidance to the group, to steer a middle line between all the participants and thereby achieve consensus.  Progress by consensus is the objective for all meetings.  The definition of “progress” is somewhat tricky, however if all a meeting does is mark 20 contributions “noted”, with revisions expected later then that might not be much progress.  Clear progress is only achieved when issues are resolved, so sometimes marking 3 contributions “agreed” is more progress than marking 20 contributions “noted”.  So the key thing for the chair is to identify “what are the issues I want to reach agreement on for this meeting?” – if this can be done before the meeting then so much the better, but during a long meeting this may not be possible and you may have to rely on your perceptions during the meeting.  Here are some additional tips:

· If people are talking and not paying attention, the chair MUST stop the meeting and make sure that the participants are focused.  You can say something like “could we stick to just one conversation please?”

· Don’t let people just start talking, ensure that they are recognized by the chair to talk – if people are used to this regime then they will respect it because they know they won’t be talked over.  This can be enforced in larger meetings by having the participants come to the microphone to speak.

· Don’t let the discussion become a talk between just 2 people, make sure that everyone can contribute to the discussion.  If a discussion turns into a 2-way debate, ask them to take it offline.

· Don’t let multiple participants give the same argument; they can support what someone else has already said without needing to repeat it.  Also try to avoid a single participant making the same point over and over.

· Don’t let participants repeat (or read verbatim) what is in the contribution; they can introduce and/or support it without repeating it all.

· Some members may need to prepare 2 contributions – their actual contribution and then a separate document which tells them what to say when presenting.

· If the contribution has the same change in many places, discuss it once and not for every version of the same essential change.  Ask if the contributor needs to explain the same thing several times, suggest not but if the contributor insists then try to move them through the document quickly.

· Don’t let the contribution be an education for a participant, they should know about the subject, especially for contributions that were submitted on time.  If someone is asking obvious questions, ask if they have read the whole document – this may help to avoid further disruption.

· Keep the discussion to a minimum for input contributions that are not adding text to your document, you will end up having the same discussion when you get to a CR.

· For the contributions adding text to your document, they may contain input to normative sections as well as informative sections of such document. Prioritize the discussions on normative text over the informative one. If necessary due to time limitations, postpone the informative text to be reviewed “offline” (e.g. via Review and Approval process). 

· To expedite document drafting, the chair may encourage a group of members to engage in combined editing effort.  Such efforts may produce CRs with marked-up document attachments, allowing the members to address the subject of the intended changes in a comprehensive and easily tracked format.  This can be useful, for example, for speeding up the drafting of non-controversial document text, to resolve long standing conflicts over a particular technical issue, or to offload technical discussions involving a very small group of members from the WG or SWG meeting.

· Some participants like to hear themselves talk - don’t let them talk for too long!

· Watch participants, if they are looking confused about the issue/discussion you may have to ask questions to help clarify the issue or you may have to restate or summarize the issue/discussion

· Set expectations for the phases of contribution discussion (introduction, discussion, resolution), and note the time each started, so you can keep track of how you are doing against plan. Remind the group that there is a limited amount of time to each phase, and when the expected duration is nearing. 
· Periodically summarise the current direction the meeting is taking, and especially prior to determining consensus.
· If there are no clear objections to an on-time contribution, seek to get group agreement as soon as possible so that you can move on to other documents.  Sometimes minor improvements are suggested which delay agreement to a contribution – in this case try to agree the contribution without the minor improvements and encourage subsequent written input by the improvement suggesters.
· If there appears to be no consensus on acceptance of a contribution, and at least some clear reservations, note that those interested need to resolve the concerns offline and return with a compromise proposal. If such a compromise is provided during the meeting, as far as possible give it time, to ensure the effort of those interested is rewarded.

· Different groups and enablers work best with different approaches to taking comments and making changes to the contributions during meetings, e.g. some prefer to make online changes, others to note specific comments in the minutes and request updated contributions with the changes included. Be sure that the approach in use is, in the end, effective for the group. If not, tweak the approach until an optimum approach is found.

· Use the minutes and action item tools effectively. While verbose minutes can be helpful in recreating the dialog in detail, of more importance is clear notation of concerns, the essence of deliberations, and resolutions. Action items should be clearly noted.  Action items add value with the objective of resolving open issues quickly and in an organized manner. Add detailed action plans to action items in the minutes where necessary, and include the action plans in meeting agendas to help remind the group and guide the discussions on what has been done.
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