NA DIVISON HEADS TELECONFERENCE
12th July 2004

Attendees:

J. Bauer
E. Donoso
V. Gasho

B. Glendenning

C. Janes

F. Lo
A. Perfetto
M. Pilleux

B. Porter

M. Rafal
R. Simon

D. Sramek

J. Webber

ALMA Management

(F. Lo)

· Fred will become the Interim Project Manager, reorganizing the Project Office.  Bill Porter with the help of David Hubbard is taking over the Project Controller position.  Richard Simon to work as JAO Controller.  This means that the project controller can now solely focus on the Project Office material.  
· Interviewing a number of candidates for the Project Manager position.  

· NSF is demanding a monthly report of the project status, schedule, cost, earned value etc.  To be sent to them in the beginning of each month.
· Talked to DS, CJ and BG when in Socorro – large number of issues to be resolved.

· Expecting update report from each IPT Leader no later than Friday, 16th July.  Want in a table form, rather than text.  What is plan, what is actual status, what are recovery plans?  Make sure report addresses these three questions.  Everyone wants to know the answers to these questions! These are the main issues to be addressed.  Internally we must figure out why we are late and what we need to do to recover.  Our goal is to make a clear account of ourselves and a clear explanation for what we are doing to recover.  Must be ready for the AMAC meeting in October.

Antenna
(V. Gasho)

Stepped out of office for delivery, did not hear this section.
Front End
(A. Perfetto)
· Charles provided actual budget and status before he left on holiday. Antonio will complete a recovery plan. 

· Have contacted staffing agencies, they are sending resumes for review for the open positions.  Planning on completing the hiring.  Looking for quality candidates. 

· Pursuing contractors for work on the receiver design.  Will try to outsource as much of the work as possible.  Upon Fred’s return to Charlottesville he would like to have a Front End discussion with the Front End management team.  Will have the update report to Fred by end of this week.

· Problem with Band 6 cartridge assembly from RAL.  

· We need to defend ourselves from the delays.  When someone else causes a delay, make sure it is noted.  NRAO cannot be blamed for delays that are not their fault.  

Back End
(C. Janes)

· Our immediate priority is providing equipment for prototype testing.  All low frequency LO equipment has been delivered.  IF processor should be ready by end of week.  There is not yet a functional data digitizer.  Bordeaux will provide two temporary by the end of the month, and perhaps two more by end of September.  

· Recommended that Bordeaux contact a commercial firm so that a limited version of digitizer can be produced.  European firms may not be far enough along. 

· Baudry does not work directly for ESO, he has a contract with them.  Not sure if contract has been signed.  F. Marchet is the ESO staff member who is working directly with Clint on back end issues. 
NA Project Office Note

· Quarterly Report (Credland, Tarenghi, Rafal) have revised format for the quarterly report.  John Credland will be distributing that to all IPT Leads and Deputies today.  Revising schedule for when contributions are due.  Format is more tabular, planned versus actual rather than text.  Using format recommended by AMAC.     For the period ending 30th June 2004.  Contributions are due 26th June, Marc Rafal will send to KYL for review.  Contribution then sent to the JAO ~ end of June, early in August.      Each IPT sends in a separate report each side, NA and European.  Be sure to present the pertinent information that everyone is requesting - present plan/schedule, why plan/schedule is late, recovery plan.    
Management Note
Site IPT – Simon, Radford, Credland have each sent Site reports to KYL –each report shows a different perspective.  We must each be clear so we can make a clear accounting from our point of view.  We must have a position and an accounting of what we do.  We must provide this in all reports.  One position representing NRAO, not several.

Correlator
(J. Webber)

· We are in pretty good shape.  Lots of assembled cards arriving.  Some power cards damaged in shipping, returned for repair.

· Testing of boards has been going quite well.

· Correlator room is complete.

· Most of software effort has been on test fixture.  Now complete.  

Systems Engineering
(D. Sramek)
· Digitizier is a Bordeaux deliverable.  Temporary digitizer will let us go forward.  Should be delivered by end of this month.  Photonic LO system does not have a good date, concerned about this deliverable.  Photonic is in the back end area, front end receives the fiber signal. This part has been delivered.  Dick going to Tucson in early August to talk with Bill Shillue.  Larry could go and talk to him next week, or may have answers already. 
· Systems Integration – LO reference receiver sent to Tucson.  Lo testing to begin as a full system.   

Computing
(B. Glendenning)

· Big activity was the CDR 2 in Boulder, CO.  Thought it went reasonably well.  Points brought out explicitly in charge:  AIPS++.  Debriefing to management – have some new attention areas, hardware and software integration issues; archives and pipeline, make sure getting information in the right place for the pipeline automatically.
· AIPS++ is no longer a key issue.  

· There will be a weekly coordination meeting between key players in systems integration.  Start when Larry returns end of this week.

· Manpower issues are being rearranged.  Interviewing for a replacement for the control software leader.  IN addition, for actual integration, we could use some extra staffing for.  

Management Note

· Marc to send out announcement regarding dissolution of the LO Group and division of LO responsibilities and milestones between Front End and Back End IPTs.
· We must pay attention to staffing.  Outsourcing is a key tool, if we need to use

       them, do.  If we need to pay more to get them to do it early, pay up!

Site Development
(E. Donoso)

· Waiting for NSF approval for building.  Final delivery around ~ May 2005.  Issue of Cost – try to descope as much as possible.  Cost of equipment was very high. Over by $100,000.

· Overbudget for total building is $4 million.  Part of that scope is due to the Japanese and they will pay for their part.  Current estimate if we do everything in current plan, remove Japanese part, it is a little more than $2 million over.  Total building estimate is ~ $6 million, originally was $3.1 million.  Marc to provide KYL with a clear accounting.  When Simon returns, he will have a breakdown of saving available for the major areas where there were large increases of the cost as a result of refined scope in the building, i.e, clean room services and oxygenation equipment.
· As soon as Simon Radford returns, there will be a conference call with Simon, Marc, Richard and KYL to discuss budget overruns.
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