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Getting them to say “Yes”
1
Introduction

Getting them to say "YES" is the subject of this short presentation and in particular the way in which this is achieved in ETSI. There are a number of different reasons for which it is necessary to count the "YES"s ranging from the election of a chairman to the acceptance of a new standard, and different rules apply in each case. These rules are documented in the ETSI Directives, in particular the parts known as the "Rules of Procedure of ETSI" and the "Technical Working Procedures ". This presentation looks at the different methods and explains the application of them in the search for consensus. For ease of understanding it is useful to divide the methods into "informal" and "formal" ones. 

2
Getting them to say "YES" the informal way

2.1
The principles

The informal methods of reaching consensus are preferred within the Technical Bodies. This might include reaching agreement on what tests should be included in a standard for instance, or what limit value should be applied for each test. It is very likely that differences of opinion will exist amongst the different categories of membership that are present in ETSI. For example, the Administrations may want a stringent limit and the Manufacturers may want a more relaxed limit. How can these differences be resolved to the acceptance of all parties? 

The following methods have been practised within ETSI committees and have proven to be successful. They are all dependent on the ability of the chairman to conduct the meeting in an impartial way and have the knowledge to select the most appropriate method in each case. In all of the informal cases timing is of the utmost importance. Sufficient time must be allowed for all views to be aired and discussion to take place before you put into practice the following informal methods. 

Consider carefully the value of a well-timed coffee break or deferring a decision for tomorrow. It is an experienced chairman who knows when to say "Ladies and gentlemen, we must make a decision and close this item before coffee," or "Let’s consider this problem overnight and we will make a decision first thing in the morning."
2.2
The show of hands




The show of hands can be a very simple and effective method of seeking agreement within a committee. A request for a show of hands by the chairman can have an interesting response. In general delegates do not like to be in a minority. Ask for a show of hands and watch the delegates look around the room before making their decision. The skill required of the chairman is to be able to judge the feeling of the meeting and decide whether to ask for a show of hands for those in favour or those against. 

In reality this is a good method for disposing of the stubborn member who is reluctant to concede. However, within ETSI he will always have the right to take his minority view to a superior committee as an appeals procedure. On the negative side, the report of the meeting will only indicate that consensus was reached and not detail who was for or who was against. This will enable any persistent objector to raise the same issue at subsequent meetings and should different delegates be present at that meeting the decision can be overturned and you are back to square one! 

2.3
The silent agreement

This is a good method for a strong chairman who commands respect. As a mode of operation the chairman might say "I see no one objecting?". The silence that follows is indicative that consensus has been reached. This method is particularly useful in large meeting venues with many delegates and a long agenda. Delegates will need a good reason to hold up the meeting to express their objection. 

On the other hand, if the chairman had said "Does any one object to this proposal?" the outcome may have been very different.
2.4
The vocal agreement

This method is useful if the chairman finds difficulty in establishing the feeling of the meeting. "Could I hear from those in support of this proposal?", for example or "Does anyone have anything to say in support of this proposal?". Quite often this sort of request is followed by a deafening silence. Then, a lone voice will speak for or against, and slowly the responses will follow, enthused by the first speaker. This method can be useful if you have a stooge in the meeting who you can rely on to make a pre-arranged response. But, don't get caught!
2.5
The working party
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   Can you recognise your colleagues (and yourself!) in this meeting?
Where you have a number of differing views expressed by a few individuals it is often difficult to know which way to proceed. If you propose one solution it is violently opposed by other delegates and so on. One proven method is to ask the antagonists to form a small working party and return with a solution. In practise this may often take place during the evening or before the start of a session. It will then be the responsibility of the working party to resolve their differences and return with an acceptable solution.
3
Getting them to say "YES" : the formal way

3.1
The principles

There are a number of formal methods that are employed for establishing a position. In general, within Technical Bodies the informal methods previously described are preferred. However, there are cases, such as the approval of standards, when the formal methods must be used. As soon as it is decided that a formal method is to be used the importance of good documentation must be realised. 

3.2
Voting in ETSI Technical Bodies

Voting may be used by Technical Bodies if consensus cannot be reached. It cannot be stressed too highly that this should be used as a last resort after having given the informal methods a good chance. The rules must be rigidly adhered to. The item under consideration should appear on the meeting agenda and the issue must be clearly explained so that every delegate knows what is being voted on. 

The process is then quite simple: each ETSI Full Member organisation and Associate Member organisation participating has the right to cast a vote
. The vote is recorded and a 71% majority is required for a decision to be made. Care must be exercised that a Member does not have more that one delegate at a meeting who votes. Only one vote is permitted for each Member and proxy voting is not permitted. No quorum is stipulated for the vote to be valid. This method can be used in approving drafts at the Technical Body level, either for publication as an ETSI Technical Specification or Technical Report, or for forwarding to further approval processes. For evaluating the results of the vote Weighted Individual Voting is applied, whether the vote is taken in a meeting or by correspondence. The subject of voting in Technical Bodies is discussed in more detail elsewhere in this manual.

3.3
Weighted Individual Voting

The use of Weighted Individual Voting is obligatory in the case of voting by a Technical Body. It is also used in such cases as the approval of ETSI Standards (ES) and ETSI Guides (EG), for the election of officials to the ETSI General Assembly, and also for the selection of the Director-General and his Deputy. 

Each Full Member organisation and Associate Member organisation has a vote which is weighted in accordance with the contribution that member makes to ETSI as a membership fee. This in turn is calculated from the global telecommunications-related turnover of that member (in the case of Administrations, it is based on the nations’ Gross Domestic Product). A weighted vote may not be split between different propositions (the only exception to that rule is for the election of ETSI Board members). 

A proposal is considered approved where 71% of the weighted votes cast are positive. In the case of the General Assembly proxy voting is permitted (within certain limits) and a quorum of 50% of the weighted votes possible is required for a vote to be valid. In other instances, such as voting by correspondence by a Technical Body, there is no minimum number of required votes. 

3.4
Weighted National Voting

This method is used for establishing whether a draft is acceptable to be published as an EN (telecommunications series). It is also used in formal matters relating to ETSI’s Statutes and Rules, as well as the establishment of national weightings.

The Head of each National Delegation is responsible for casting the vote
. In doing so he must take into account the views of all of the members that form the delegation. The National Vote is weighted in accordance with an agreed weighting which is determined at the time a nation applies for membership in ETSI
. A quorum of 50% of the weighted votes is required and voting by proxy is permitted. Once again a proposal is considered approved where 71% of the weighted votes cast are positive. For the approval of an EN, a further procedure is brought into play if the result of the vote is negative. In this case, the votes of European Union (EU) and European Free Trade Association (EFTA) countries are counted and if the result is then positive the standard is adopted for the EU and EFTA and other countries who voted in favour.

3.5
Let your "Yes" be "Yes" ...

For formal voting on drafts involving the "Two-step", "One-step" and "Membership" Approval Procedures, only unconditional "Yes" or "No" votes are permitted. "Yes, if ..." and "No, but ..." votes are not allowed! In the case of a "No" vote, reasons for the objection must be included. If a vote on a draft is successful any comments that were received with votes may be taken into account in the subsequent maintenance of the document.

4
Decision-making in 3GPP

Decision-making in 3GPP follows the same basic principles, in particular a preference for reaching consensus wherever possible. 

4.1 Project Co-ordination Group (PCG)

In meetings of the PCG, the quorum required for decision making is 50% of the total number of Organizational Partners, and proxies are not permitted. 

The PCG is encouraged to reach consensus on all issues, taking into account the views and opinions of the Market Representation Partners and the Chairmen and Vice Chairmen of the TSGs. However, if consensus cannot be achieved, the Chairman may decide to take a vote. Exceptionally, this may be by secret ballot if the PCG so decides. Each Organizational Partner has one vote. As in ETSI, a proposal is considered approved if 71% of the votes cast are in favour. Abstentions and failure to submit a vote are not included in determining the number of votes cast.

4.2 Technical Specification Groups (TSG)

As in the PCG, the TSGs and their Working Groups (WG) are encouraged to achieve consensus where possible. The Chairman may however decide to take a vote if consensus is not reached, and this may be by a secret ballot if the TSG or WG so decides. The vote may be conducted during a meeting fo the TSG or WG, or by correspondence.

The following rules apply to voting in TSGs and their WGs:

· before voting, the Chairman must provide a clear definition of the issues to be voted on;

· Voting Members are only entitled to one vote;
· if a Voting Member has more than one representative present, only one representative may vote;

· each Voting Member may only cast their vote once;
· each Voting Member may carry proxy votes for up to five other Voting Members. All proxy votes must be accompanied by a letter of authority from the authorizing Voting Member. Proxies are not taken into account when determining the quorum;

· the quorum required for voting during a TSG or WG meeting is 30% of the total number of Voting Member companies on the TSG or WG membership list;

· in the case of a vote by correspondence there is no quorum and the voting period is 30 days;

· a proposal is considered approved if 71% of the votes cast are in favour. Abstentions and failure to vote are not counted;

· the result of the vote is recorded in the meeting report.

5
The winners and the losers

The principle of seeking consensus is well practised in ETSI but there will always be winners and losers. Let us take a purely fictitious example. One manufacturer wants a standard to stipulate that all telephones shall be white in colour. Another manufacturer insists that the standard should demand that all telephones should be red in colour. To seek consensus, and in the spirit of compromise, is it best to say that all telephones shall be pink? Within ETSI the significance of such a discussion has to be realised since when the standard is published all national conflicting standards will need to be withdrawn. For this reason the meetings that lead to the publication of a standard can often be hard fought battles through which there will always be winners and losers.

5
Conclusions

The process of seeking consensus and settling disputes has been well practised by the chairmen that reign beneath ETSI's (and 3GPP's) banner. This short discussion has given a little insight to the techniques used by those chairmen. You may in turn be required to exercise some of these methods in which case I wish you good luck. But, please remember that for them to work you will need to obtain the respect of your delegates and above all demonstrate impartiality.

Need help?

If you need help with any of these matters, please contact the Support Officer or Support Assistant assigned to your Technical Body, or contact editHelp! or the ETSI Helpdesk. In the case of 3GPP, the Mobile Competence Centre will be pleased to assist you.

Weighted National Votes
	GERMANY
	29
	
	SWITZERLAND
	10

	UNITED KINGDOM
	29
	
	SLOVAK REPUBLIC
	7

	FRANCE
	29
	
	DENMARK
	7

	ITALY
	29
	
	FINLAND
	7

	SPAIN
	27
	
	NORWAY
	7

	POLAND
	27
	
	IRELAND
	7

	ROMANIA
	14
	
	SERBIA
	7

	NETHERLANDS
	13
	
	CROATIA
	7

	RUSSIA
	12
	
	LITHUANIA
	7

	TURKEY
	12
	
	LATVIA
	4

	GREECE
	12
	
	SLOVENIA
	4

	PORTUGAL
	12
	
	GEORGIA
	4

	BELGIUM
	12
	
	ESTONIA
	4

	CZECH REPUBLIC
	12
	
	CYPRUS
	4

	HUNGARY
	12
	
	LUXEMBOURG
	4

	UKRAINE
	10
	
	MALTA
	3

	SWEDEN
	10
	
	ICELAND (EFTA)
	3

	AUSTRIA
	10
	
	BOSNIA & HERZEGOVINA
	3

	BULGARIA
	10
	
	Former Yugoslav rep of MACEDONIA
	3


� Associate members of ETSI have the right to attend meetings of a Technical Body and to participate in the work with the right to vote on all matters except those related to the elaboration and approval of ENs or on matters concerning documents exclusively intended for regulatory use by the European Union.


� In order to participate in a Weighted National Vote, the country must have an ETSI Member in the Administration, Other Governmental Bodies or National Standards Organization category which contributes to ETSI according to its Gross Domestic Product (GDP).


� The weighting arrangement changed on 1 November 2004 to align with EU weightings defined in the Treaty of Nice


� The principal sources of guidance for 3GPP are the 3GPP Working Procedures and the 3G TSG Working Methods (3G TR 21.900)
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ISO/IEC Guide 2 definition







the concerned interests and by a process that







involves seeking to take into account the







substantial issues by any important part of







Consensus







"General agreement, characterized by the







absence of sustained opposition to







views of all parties concerned and to reconcile







any conflicting arguments.







Note : Consensus need not imply uanimity."
















