North American Division Heads Videoconference
3rd September 2004

Attendees:
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B. Porter
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J. Webber
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· KYL showed the presentation from the NSF Meeting that took place on Monday, 30th August.  The NSF saw that NRAO has made great effort to meet the concerns expressed in their July 6th 2004 letter.  However, there are still improvements to be made.
· NSF has requested a monthly face-to-face status meeting.

· Next NSF bimonthly report will be for August-September.

· Site – Antenna – Front End – Back End – Systems Engineering are all behind in milestones.
· Site – Antenna – Systems Engineering all have cost overruns.

· Site Development meeting to take place week of 13th September in Chile, attendees: IPT Lead/Deputy, JAO, Japanese and Chilean staff participating.

· Scope Creep – uncontrolled scope has not gone through the change control process.  When scope within your IPT is changing you must i) contact the Project Manager (KYL) and ii) contact the CCB.

· European and North American IPTs need to stop functioning as two independent units – they must act as one!

· JAO makes many decisions but they have no fiscal responsibility.  Executives must change this as they are responsible fiscally.  Executives to pursue matter with JAO.  

· PMCS

· When working on revised work element sheet send to KYL

· KYL and IPT lead will work on sheet, make changes as needed and then produce a new, revised work element plan.
· Within North American Project there must be stronger control of cost and schedule.
· Responsibility, accountability and authority for IPT leads need clarification
· Will hire two schedulers, 1 in Socorro and 1 in Charlottesville (Janet Lychock)
· Potential Liens Against Contingency:
· Site
       -  $6 to $8M
· Computing -  $3M

· SE/SI          -  $4.5 - $5M

· Staffing (101.2 FTE ($20 M annually in salary) understaffed in many areas

· Date of ALMA Completion of 2011 is attainable. May not be 64 telescopes.

· Richard Simon is no longer part of NA ALMA.  He is the JAO Controller.  He is heavily involved in the PMCS System.  David Hubbard is the North American Interim Project Controller.  Bill Porter is the ALMA Business Manager
· KYL surprised to learn that John Credland, European Project Manager, is only part time.  Discussions are underway to hire a full-time deputy. 

· North American IPTs – all revised work elements go to KYL.  After discussion they go to JAO.

· Discussion(s) of scope increase(s) not to be taken lightly!

· Changes need to be looked at very carefully.  It must be recognized that scope changes affect the budget.  There must be no random increase of scope and budget.  

· Line of communication – ignore what Massimo said at the last IPT teleconference.  IPTs do not report to the JAO, they clearly report to the Project Manager. (SE/SI an exception to this rule)

· David Hubbard to institute face-to-face meetings with IPT leads ~ 10 days regarding assuming budget/fiscal responsibility for their IPTs.
· Front End IPT Areas to be Improved:

· Integration Center needs to be planned.

· Increase staff.

· Reorganization to take place within group.  Clearly define NA IPT Leader.
· Systems Engineering
· Increase staff

· Improve and accelerate the CCR and CCB Process.

· Rick Murowinski to take the lead on Prototype System integration.  Working on increasing the staff and replanning.
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