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Abstract

This Informational docunent records the history of discussions in the
Pr obl em WG duri ng 2003 of how to resolve the problens described in
the I ETF Problem Statenent. |t deconposes each of the problens
described into a few areas for inprovenent and categorizes them as
either problens affecting the routine processes used to create
standards or problens affecting the fundamental structure and
practices of the |ETF. Expeditious and non-di sruptive solutions are
proposed for the problens affecting routine processes.

The docunent also lists suggested ways to handl e the devel oprment of
solutions for the structure and practices problens proposed in | ETF
di scussions. Neither the working group nor the w der |ETF has
reached consensus on a recomendation for any of the proposals. This
docunent therefore has no alternative but to suggest that the search
for structure and practices solutions be handed back to the contro
of the | ESG

VWil e there was working group consensus on the processes for short-
termand nediumterminprovenents, there was no working group
consensus on the proposals for longer-terminprovenents. This
docunent therefore includes |onger-terminprovenent proposals only as
a matter of record; they nust not be regarded as recomendati ons from
t he wor ki ng group.
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1. Introduction

Thi s docunent suggests processes to address several problens facing
the Internet Engineering Task Force (I ETF) that have been descri bed
in the | ETF Problem Statenent [1].
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Thi s docunent begins with an outline of what are currently thought to
be the purpose and core values of the IETF, and it offers a reninder
of the good things about the | ETF that we don’t want to lose in the
process of solving our problens.

Each of the problens described in the problemstatenent is anal yzed
and deconposed into a few areas for inprovenent. The areas for
i mprovenent appear to fall into two categories:

0 Areas that are essentially independent of the other problens and,
hence, can be addressed imedi ately, via discrete, mnimlly
di sruptive changes or inprovenents to the 'routine’ processes of
the | ETF.

0 Areas that are interdependent and are likely to affect structura
matters that characterize the way in which the | ETF operates.
Addressing these areas will probably need a nore integrated
approach, as they may require actions such as fundanental changes
to our organi zational structure or standards-track processes.

It is suggested that the I ETF work on these two cl asses of

i nprovenents in parallel, so that we can enjoy sone near-term
benefits while nore structural inprovenents are being carefully
consi dered and execut ed.

Concrete suggestions are included for how we can begin or continue
wor k on the independent routine inprovenents.

Due to lack of consensus, no firm suggestions are included on howto
address the nore structural changes that may be needed. The docunent
lists the various proposals which have been considered by the working
group and the wider |ETF at the | ETF 57 plenary session in Vienna,
July 2003. This docunent can only suggest, as sonme participants have
proposed, that the IESGitself control the devel opnment of any
solutions to the structural problens.

2. | ETF Purpose and Core Val ues

As we consider how to address the problens with the | ETF processes
and organi zational structure, it is inmportant to keep in mind the
t hi ngs about the IETF that we don’'t want to change -- our sense of
pur pose, and the core values that give the ETF its unique identity.

At two | ESG pl enary neetings in 2002, the chair of the | ETF, gave
presentations outlining his view of the purpose and core val ues of
the I ETF which may serve as a useful basis for focusing on our

nm ssion and core val ues.
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At the IESG plenary in London in July 2002, it was stated that the
purpose of the IETF is to "produce high quality, relevant, and tinely
techni cal standards for the Internet". CQur organizational structure
and processes should be judged by how well they help us to achieve

t hat m ssion.

At the following IESG plenary in Atlanta, Georgia in Novenber 2002,
five core values of the | ETF were presented [8]:

"Cares for the Internet”
"Technically Competent”

"Open Process"

"Vol unt eer Core"

"Rough Consensus and Runni ng Code"

2. 1. Non- Cor e Val ues

Under st andi ng our core values will also help us to understand the
| ong-standi ng features of the | ETF that we can change wi t hout
conpromi sing our values or sacrificing our unique identity.

During the November 2002 | ESG Pl enary, the | ETF chair al so presented
the follow ng "non-core val ues" [8]:

- The division into Was and Areas

- The three-step standards process

- The ASCI| format for RFCs and |-Ds
- The format of | ETF neetings

- The structure of Womailing lists
- The powers of the IESG and | AB

These things were designed to help us achieve our goals in a way that
is consistent with our core values. |f they are no |onger effective,
we can and shoul d change them

3. Building on our Success

Wi | e focusing on our operational problenms, we shouldn't forget that
the IETF is a very successful organization. W are responsible for
some of the nobst widely used comunications standards in the world,
and we have contributed to the creation and growh of the Internet,
one of the greatest technical and social achievenents of our tine.

In good tines, it is easy to succeed despite operationa

i nefficiencies, so organizations tend to ignore operational problens
and focus on their success. |n bad tines, organizations can becone
overly critical of their own structure and processes, blam ng the
organi zation for problens that are actually caused by outside forces
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We are currently suffering difficult tines in the | ETF and t hroughout
t he conmuni cations industry. The | ETF should be careful not to

unj ustly bl ame our own organi zational structure or processes for the
effects of industry-w de changes such as:

0 Economic issues in the global comrunications industry, which are
causi ng increased scrutiny regardi ng expenses and return-on-
i nvestnment. These sanme factors are causing job changes and
uncertainty for many | ETF partici pants.

o The conmercialization of the Internet, which has drastically
i ncreased the financial inpacts of standardization

0 The convergence of the datacom and tel ecom sectors of the
communi cations industry, which has led to an influx of experienced
people into the I1ETF with a different culture and industry
per specti ve.

Although it is inportant to recognize and correct the serious

organi zational problens currently facing the | ETF, nany of these
probl ens have existed for years, and the | ETF has been successful in
spite of these issues. W should not overreact to these issues with
sweepi ng revol utionary changes to the I ETF structure and processes.

I nstead, we should focus on devel oping a culture of continuous
operational inprovenent through which we can evol ve our

organi zational structure and processes to nake them nore scal abl e and
effective. W should take this opportunity to devel op the nechani sns
and processes that we can use to continually nmonitor and inprove our
organi zati onal effectiveness, both in good tinmes and bad tines.

The I ETF currently has a | arge anpbunt of val uable work underway, and
care should be taken not to disrupt or delay that work while we
address our organizational problens.

The 1ETF is also fortunate to have a | arge nunber of extrenely

tal ented and dedi cated individuals that serve in formal and infornma
| eadership rol es throughout the organization. W should be carefu
not to alienate or disenfranchise the |ETF s key contributors and
those who provide the driving force for the work while making
organi zati onal or process changes.

4. Probl em Deconposition
The probl em statenent docunent |ists seven root cause probl ens

currently facing the | ETF, wi thout naking any judgenents about the
relative priority of the problens (apart fromthe first one):
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o Participants in the | ETF do not share a comon under st andi ng of
its mssion;

o The I ETF does not consistently use effective engi neering
practi ces;

o The IETF has difficulty handling | arge and/ or conpl ex problens;
0 The three stage standards hierarchy is not properly utilized;

o The IETF s workl oad exceeds the nunmber of fully engaged
partici pants;

0o The | ETF managenent structure is not matched to the current size
and conplexity of the | ETF;

0 Working group practices can make issue closure difficult; and

o |ETF participants and | eaders are inadequately prepared for their
rol es.

Anal ysis of these problens indicates that they can be deconposed into
several areas for inprovenent, some of which can be addressed

i medi ately by independent actions while others require greater
consideration and a nore structured approach to a solution

It is also inportant to note that the problemstatenment lists
probl ens that have been reported by sone nenbers of the | ETF.

Al t hough all of these problens are believed to exist, not all of
these problens are present in all parts of the | ETF, and sone of
these problens nmay in fact be synptons of other problens.

4.1. Deconposition of M ssion Problem

In order to determ ne the best organi zati on and processes for the
IETF to fulfill its mission and achieve its goals, the organization
needs to articulate a common understanding of its current nission and
goals. Although it should be possible to reach an understandi ng of
the mission and goals of the | ETF as an i ndependent action, with no
di sruption to current processes, this effort would be nost val uabl e
as part of an effort to align the organization and priorities of the
| ETF with its mnission.

As part of understanding our mission, the |ETF will need to identify

our stakehol ders and understand how we serve them W will need to
define the scope of the IETF, so that it is possible to determ ne
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what is in-scope and out-of-scope for the organization. W wll also
need to define our goals and priorities, and learn how to recogni ze
and neasure our own progress and success.

A continuing review of the mission and goals of the | ETF needs to be
undertaken to ensure that they remain aligned with technol ogy

devel opnents as well as the needs of the industry in general and our
st akehol ders in particul ar

Once an understanding of the mission and goals of the | ETF has been
articul ated, we should train new participants on those principles, so
that they can becone quickly acclimated to the | ETF cul ture.

4.2. Deconposition of the Engineering Practices Problem
The |1 ETF | acks effective engineering practices in four major areas:

1. Failure to clearly define the scope of the work, engineering
trade-of fs and acceptance criteria for each project.

2. Lack of effective nechanisns for issue tracking and/ or docunent
change control

3. Lack of effective processes to ensure quality throughout the
devel opnent of | ETF work itens, such as internediate acceptance
criteria or formal review processes.

4. Sufficient focus on nilestones, and recognition or rewards for
i ndi vidual s or groups that achieve tinmely, high quality
execution.

Some of these areas (issue tracking and revision control) would
require that tools are nade available to W& chairs and editors, and
that | ETF participants (at various levels) are educated in how to use
t hem

The ot her areas concern the formation and process nanagenent of |ETF
Wss, and woul d require docunentati on and adoption of effective
engi neering processes within | ETF Wss.

4.3. Deconposition of the Conpl ex Problens Problem

The | ETF has effective nmechani snms for dealing with well-defined
problens of limted scope. These problens are well handled in | ETF
WGs, where experts in a given technol ogy can convene and sol ve the
probl enms specific to one technol ogy area. However, we are nuch | ess
effective at resolving conpl ex problens that affect nore than one

| ETF WG or ar ea.
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Today nobst comuni cation between WG chairs, especially across area
boundari es, goes through the IESG Sonme inter-Ws or inter-area
communi cati on problens could be alleviated by greater conmunication
and coordination directly between the chairs of related Wss. There
are sone imedi ate efforts underway that are intended to increase
comuni cation between W5 chairs.

O her conpl ex probl enms involve higher-level issues, such as unified
architecture or highly-coordinated nulti-area efforts. As part of
any | ETF reorgani zati on, we shoul d consi der managenent structures
that will allow us to achieve a better focus on architectural and
Cross-area issues.

4. 4. Deconposition of the Standards Hi erarchy Probl em

There are several problens with the IETF s three-track standards
process. These probl ens can be grouped as foll ows:

0 The three standards-track steps are not used effectively within
the | ETF.

o0 The I ETF standards-track is not well understood by the users of
| ETF st andards.

0 The current standards process does not neke it easy for users to
| ocate a set of related docunents, such as an architectura
framewor k and associ ated protocols.

o The I ETF does not have an effective way to maintain | ETF
st andar ds.

Maj or changes to the standards-track should only be considered as
part of an integrated structural review process that includes an
under st andi ng of our mi ssion and goal s.
However, there may be i mmedi ate changes that we could nmake to better
mai ntain current | ETF standards, or to nake them nore accessible to
users.

4.5. Deconposition of the Engagenment Probl em
The engagenent probl em can be deconposed into three primary issues:
0 Sonme WG do not have sufficient participation, and WG docunents

are often produced by very small groups of people, perhaps wth
limted expertise in sone rel evant areas.
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0 WG docunments are not adequately reviewed by people outside of the
originating W&

0 People lose interest in longer-lived Wss, especially when
protocols take a very long time to devel op

When too few people, or people representing too few areas of
expertise, review WG docunents this can result in poor quality
output. W need to find ways to increase the effectiveness of
docunent review at all |evels.

Qual ity processes based entirely on a gatekeeper at the end, whether
that gatekeeper is the |ESG or a W review board, tend to result in a
| ower focus on quality by other participants. So, it is likely that
instituting better quality processes throughout docunent devel oprent,
i ncludi ng acceptance criteria and review at several stages, would

i ncrease the focus of WG participants on docunment quality

When the interest of document editors or key contributors starts to
lag, this can cause serious problems for a Wa  This nost often
happens when WGs are floundering, or when charters are so | oose that
Wss | ose focus. It al so happens when WG docunents get delayed in AD
review and/or IESG review for long periods with little feedback, or
when the WG | acks consensus to progress its docunments. |nprovenents
to our processes for chartering, tracking or nmanagi ng Wa coul d hel p
to alleviate nmany of these problens.

We al so need to better understand what notivates people to becone
deeply engaged in the IETF and to remain engaged. It is possible
t hat expandi ng the nunber of fornmal |eadership positions and/or
comng up with nore effective ways to acknowl edge our top technica
contributors could encourage nore people to becone, and remain,
deeply engaged in | ETF.

4.6. Deconposition of the Managenment Scaling Probl em

There are several issues grouped into the concept that the nanagenent
structure of the IETF is not well matched to the size and conplexity
of the organization. One or two of these problens night be addressed
by i medi ate solutions, but resolving the primary problemw |
require sone type of |ETF reorganization

There are five major areas for inprovenent that are grouped under
this problem

0 The current organi zation of the | ETF does not scale. |ESG nenbers

are running too many WGs, review ng too many docunents, etc. Most
| ESG nenbers have dozens of direct reports (W5 chairs, directorate
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menbers, etc.). Inits current form there are very few people who
could do a good job as an | ESG nenber, and the huge tine

conmi tnment and responsibilities of this role make it very
difficult to find qualified people who are willing to serve on the
| ESG

0 Current |ESG nenbers and other | ETF | eaders are overl oaded.

0o The I ETF sel ection processes have tended to select |eaders (IESG
| AB and WG chairs) fromthe sanme snmall pool of people. The |IETF
needs to identify and devel op additional |eadership, and to
del egate real authority and influence to a |arger group

o The IETF is not effective at identifying and devel opi ng new
| eaders, and we |l ack sufficient recognition for the contributions
of | ETF participants.

0 One or two | ESG nenbers can bl ock WG docunents indefinitely (in AD
review or | ESG review.

Sone | evel of | ETF reorganization is needed to inprove in the first
two areas. This should be undertaken as part of the structura
i mprovenent effort.

In parallel with any nore structural |ETF reorgani zation, sone relief
coul d be achieved by nodi fying | ESG internal processes to renove the
potential for one or two | ESG nenbers to indefinitely delay a W5
docunent, either on purpose or due to work overload. The |I-D tracker
has already resulted in some inprovenent in this area, as it has
created visibility regardi ng how and why a docunent is being del ayed,
but it may not have resolved all of the issues in this area.

The 1 ESG may al so be able to take near-term steps, with conmunity
visibility and agreenment, to delegate nore work to WG chairs, to
directorates, to the IAB, or to other people in formal or informal

| eadership positions. |If additional |eadership positions are needed
for this purpose, the I ESG shoul d consider creating them

The 1 ESG coul d al so help to expand the | eadership pool of the | ETF by
actively seeking interested and qualified people for |eadership
positions, and by using nore open processes for the selection of W5
chairs and other influential positions.
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4.7. Deconposition of the Wirking Group Practices Problem

Al t hough "rough consensus" is considered a core value of the |ETF,
consensus-based deci si on nmaki ng works best in smaller groups with a
common vi ewpoi nt and common goals. Sonehow we need to resolve the
apparent conflict between our core val ues regarding rough consensus,
and our desire to be an effective organization with several thousand
partici pants.

Al t hough consensus- based deci si on maki ng has some i nherent issues,
there are some problens in the | ETF that exacerbate these issues:

0 WG chairs may lack the skills and training to deal with comon
behavi or probl ens that undermni ne or prevent consensus.

o | ETF participants are often unaware of how the | ETF deci si on-
maki ng processes are intended to work.

0 WG chairs and participants often | ack good conflict resolution
skills.

Each of these issues could be addressed through training or other
educati onal resources.

4.8. Deconposition of the Preparedness Probl em

The |1 ETF coul d benefit fromtraining and educational resources that
i ncrease the preparedness of |ETF participants and | eaders at al
| evel s.

The I ETF currently has formal training prograns for new attendees and
for new working group chairs. However, our current training prograns
coul d use some inprovenent. There are also several other groups who
could benefit fromtraining or other forns of devel opnent (web
tutorials, on-line resources, references, nentoring, etc.), including
continui ng attendees, experienced WG chairs, docunent editors and

| ESG nmenbers.

There is an effort underway to inprove the IETF s internal education
prograns, and we recomrend that it be conti nued.

5. Process Recommendati ons

It is the overall recommendation of this docunent that we pursue
near-terminprovenents to resolve | ETF problens of routine in
parallel with an integrated effort to reorganize the | ETF and i nprove
our standards processes. None of the efforts suggested in this
docunent shoul d be bl ocked pendi ng the conpl etion and publication of
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this docunent. Ongoing efforts should continue, and new efforts
shoul d start as soon as there is | ETF consensus that they are
wor t hwhi | e.

In our inprovenment processes, we should attenpt to focus our near-
terminprovenents on areas of routine that are less likely to be
substantially nodified by any proposed structural changes, thus

m ninzing the likelihood of double changes.

5.1. Inprovenents to Routine Processes

Many of the problens currently facing the | ETF can be resol ved, or
mtigated, through near-terminprovenents to our current |ETF
organi zation and routine processes. Mny of these inprovenents are
conpl etely separable, and there is no reason to aggregate these
efforts into a single IETF Wa It is also unnecessary that all of
t hese changes be directed by the (al ready overworked) |ESG

However, in order to prevent the chaos and confusion that could be
caused by trying to change everything at once, it is recommended that
we choose a few high priority areas for inprovenent and focus on
maki ng i nprovenents in those areas.

In choosing which areas to pursue first, we should consider the
following criteria:

0 W shoul d address our nobst urgent, inportant problens.

0o The areas chosen should be cleanly separable, to allow multiple
i mprovenents to be carried out in parallel with mninal
i nterference.

0 W should meximize the benefit vs. the cost of naking the
i mprovenents (i.e., look for |Iow hanging fruit).

0 As nuch as possible, we should focus on inprovenents that are |ess
likely to be conpletely invalidated by an overhaul of the |IETF
managenent structure. This m ght be acconplished by focusing on
i mprovenents at the Ws and participant |evels, rather than at the
| ESG | AB | evel .

In the sections above, we have identified several areas of routine
that could benefit fromnear-terminprovenents, including:

1. Inprove WG quality processes and the effectiveness of docunent
reviews at all |evels.
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2. Increase the availability and use of issue tracking and docunent
sharing/revision control software in the | ETF.

3. Inprove training and resources for | ETF | eaders and participants
at all Ievels.
4. Inproved comunication between WG chairs to identify and resol ve

inter-WG and inter-area probl ens.

5. Consider |ETF processes or structures to better maintain | ETF
st andar ds.

6. Mdify IESGinternal processes to nake it inpossible for one or
two | ESG nenbers to indefinitely delay a docunent.

7. Mdify | ESG processes to delegate nore responsibility to W5
chairs, to directorates, to the AB or to people in other fornmal
or infornmal | eadership positions.

8. Mdify the WG chair selection processes to widen the group of
peopl e consi dered, and consider ways to develop nore | eaders for
the | ETF.

9. Initiate regular AD review of WG mi |l estones and progress.

Applying the criteria outlined above, it would nmake the nost sense to
address areas 1, 2, 3, 4, and 5 through i medi ate near-termefforts.
These are high-priority issues, they are sufficiently separable to be
pursued in parallel, they place mninmal additional burden on the

| ESG and they are the least likely to be affected by an

| ESG | AB-1 evel reorganization of the IETF, or by changes to the
standards-track document maturity |evel classification and process.
Speci fic recommendati ons for how to proceed in each of these areas
are nmade in the follow ng sections.

The | ESG shoul d consider internal changes to address areas 6, 7, and
8. Area 9 would require a substantial tine comitment from | ESG
menbers, so it is not suggested that near-termi nprovenents be
pursued in this area, unless the | ESG believes that the near-term
benefits would justify the effort.

5.1.1. Suggestions to Inprove WG Quality Processes

A wor ki ng group should be forned in the General Area of the |ETF to
oversee inprovenents to the W5 quality processes, including: The W&
(re-)chartering process, the quality processes used by | ETF WGs, and
the effectiveness of IETF reviews at all levels. It should be the
goal of this Wsto inprove the quality and tineliness of WG work
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output. This W5 would be chartered to resolve the non-tool s-rel ated
portions of the Engineering Practices problem (Section 4.2) the W&
rel ated portions of the Engagenment Problem (Section 4.5), and the
non-training-related portions of the WG Practices problem (Section
4. 7).

A great deal of efficiency and synergy can be achi eved by adopting
conmmon processes throughout an organi zation. However, it is a
strength of the | ETF that WG chairs are given a great deal of

| atitude to choose their own processes and tools, based on the size
and nature of their W&s. So, in general, processes and tools should
be nade available to Was and WG chairs, not forced upon them

5.1.2. Suggestions to Increase the Use of Tools

Ideally, the proliferation of tools within the | ETF woul d be
acconpl i shed via grass-roots efforts, organized by participants
within the IETF. One exanple of this type of effort is the recent
adopti on of Jabber for use during | ETF neeti ngs.

However, it is al so possible that the | ESG coul d designate functiona
| eaders for specific tools-related efforts and support those | eaders
in organi zing those efforts. It also mght be hel pful for the IETF
to set-aside sone technical and systens resources, to nake usefu
tools available to Waes and partici pants throughout the | ETF.

These efforts should resolve the tools-related portions of the
Engi neering Practices problem (Section 4.2).

5.1.3. Suggestions to Inprove Training

The current WG chairs and newconer’s training efforts should be
continued and expanded as appropriate to cover training for other
groups. This effort is expected to address the Preparedness probl em
(Section 4.8), and the training-related portions of the M ssion
Probl em (Section 4.1) and the WG Practices problem (Section 4.7).

5.1.4. Suggestions to Increase WG Chair Conmuni cation

Some efforts are already underway to allow W5 chairs to neet each
other, and to give them opportunities to establish comrunication
channels. These efforts include WG chair socials and training
sessions for experienced Ws chairs. These efforts should be
cont i nued.

The 1 ESG could help to pronote chair-to-chair conmmunication by

encour agi ng direct communi cation between WG chairs when nulti-WG
i ssues ari se.
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However, nost of the responsibility for establishing effective
chair-to-chair conmunications channels lies with the individual W5
chairs. W should stop relying on the ESGto resolve inter-Ws

i ssues, and start conmunicating with each other directly regarding
i nter-W5s i ssues

These efforts nay help to alleviate the Conpl ex Probl ens probl em
(Section 4.3), although a conprehensive solution to that problem
woul d probably require some changes to the | ETF managenent
structures.

5.1.5. Suggestions to |Inprove M ntenance of Standards

The | ETF shoul d consi der proposals to inprove the way that | ETF
standards are maintained. It night be possible for the IESG to
docunent and inplenment a nechanismto maintain | ETF standards w t hout
the need for a W5 to enact this change

This effort should address the mai ntenance-rel ated portions of the
St andar ds Hi erarchy problem (Section 4.4).

5.2. Changing the Structure and Practices of the | ETF

A significant nunber of the issues that were identified in the | ETF
Probl em St at enent appear to require alterations to the structure of
the | ETF and/or the core practices which effectively characterize the
| ETF. Fromthe analysis in Section 4 the problens which m ght
require such alterations include:

o0 The Mssion Problem (Section 4.1, [7]),

o the Conpl ex Problens problem (Section 4.3, [3], [6]),

o the Standards Hierarchy problem (Section 4.4, [4]),

o the Managenent Scaling problem (Section 4.6, [6], [3], [2]), and

o The longer-term portions of the Engagenment Problem (Section 4.5,

[5])

(Additional references on each itemindicate associ ated docunents
that may need to be updated as a result of this process.)

Poorly thought through changes to these areas could result in
irretrievable damage to the nature and effectiveness of the |IETF, but
it seens essential that the necessary changes are identified and
accepted by the | ETF community as quickly as possible. To achieve
acceptance by the | argest possible nunber of | ETF stakehol ders, as
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many of them as possible should be involved in the devel opnent of the
changes; the devel opnent and acceptance processes nmust be as open as
possible in line with normal | ETF principles.

Devel opment of the required changes under the aegis of a General Area
Worki ng Group was extensively debated and a proposal was floated in a
previ ous version of this docunent. The proposal included a draft
charter for the working group. This way forwards has now been
rejected by the Probl em working group because of

t he perceived sl ow progress of such groups,

the difference in the nature of the problemfromthe usua
techni cal problens sol ved by | ETF working groups and

the difficulty in achieving acceptance by all segnents of the
community for work driven by a small group

A proposal for coordination of the devel opnent of the structura
changes by a ’'Strategy and Answers Panel’ conposed of del egates from
| ESG 1AB, and | SCC plus a nunber of nenbers fromthe wider |ETF
community (forming a small majority of the panel) selected using the
nonctom sel ecti on process can be found in [9]. The selection process
was intended to create a panel which would represent the interests of
the whole | ETF community and so build solutions that would be
acceptable to the whole comunity. This proposal has not received
extensi ve support fromthe Probl em working group either

O her proposal s advanced in di scussions are:

o0 Delegation of the devel opnent of solutions to a teamof 'w se nen’
appoi nted by the |IESG

0 Devel opment of solutions by a design teamwi th final approval by
the | ESG

0 Devel opnent and i npl enentation of the solutions by the | ESG

Di scussions of alternative processes on the nailing list, at the
Probl em W5 neeting at | ETF 57 and in the | ETF 57 plenary did not
reach a consensus. Indeed some contributors took the view that the
probl ens coul d be overcone w thout (najor) structural changes.

G ven the lack of consensus and the | ack of additional responses to a
previous appeal for alternative suggestions, this docunment has to
fall back to asking the IESG to take responsibility for controlling

t he devel opnent of solutions to the structural problens identified
where it believes they are necessary.
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6.

Concl usi on

The | ETF has problenms, and we need to work to sol ve those probl ens,
both via focused i nmedi ate i nprovenents and possibly via an
integrated effort to build an | ETF organi zational structure and
devel op processes that can better handle our current size and

conpl exity.

However, the IETF is also an effective organization with a |ong
tradition of excellence, and core values that we don’'t want to
conprom se in the course of inproving our organization and processes.
So, any mmj or changes undertaken in the | ETF should include an
articulation of the |ETF s mission and our core values, so that we
can ensure that we build an organization that can carry out our

nm ssion working in line with our core val ues.

The Probl em WG has not been able to come to a consensus on a process
that could address the structural changes that may or nmay not be
needed. This is perhaps in line with previous experience of the

di scussi on of high level concepts in the IETF - the organization is
in general nuch better at discussion of and achi eving consensus on
detail ed concrete proposals. This docunment has little alternative
but to suggest that the I ESG control the devel opnment of solutions to
any of the structural problens where they feel that changes are
necessary.

In the meantine, this should not be seen as gating discussions on
actual solutions for these problens - for exanple, the active

di scussions that are in progress on alternatives to the current
maturity level systemfor |ETF standards. Authors of solutions
should bear in mnd the points nade in Section 3: Evolutionary
rather than revolutionary proposals are nore likely to be acceptable,
and an orderly transition nust be possible.

Wor ki ng together, we can resolve the problens currently facing the
| ETF and nmake the | ETF an even nore effective, successful, and fun
pl ace to work.

Security Considerations

Thi s docunent contains suggestions for processes that the | ETF could
use to resolve process-related and organi zati onal problens with the

| ETF. Although the structure and quality of the |ETF s processes nay
have an affect on the quality of the IETF s security-rel ated work,
there are no specific security-related issues raised in this
docunent .
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