North American Division Heads Videoconference
20th September 2004

Attendees:
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C. Cunningham

V. Gasho

B. Glendenning

E. Hardy

D. Hubbard

C. Janes

F. Lo

J. Mangum
J. Neighbours

M. Pilleux
B. Porter

S. Radford
M. Rafal

L. Shapiro

R. Sramek

J. Webber

A. Wootten

Project Management

(K.Y. Lo)
· It was agreed that the JAO/IPT BiWeekly Summary contribution needs to be changed.  .  The North American and European contributions should be separate. KYL has sent an email to the JAO regarding this.  J. Credland is supportive of a change.   

· The NA DHs need to send their contribution directly to the Project Manager early in the week, the material will then be reviewed by the Project Office.  After PO review, it will be collated and sent.  In principal the report is useful but in practice discussions can wander off the topic.
· Budget reviews need to be changed.

· The Project Management Office/Project Manager needs to interact with the IPT Leads more directly.  The North American team interaction needs to be closer regarding:

· Personnel issues

· Budget

· Schedule

· Interaction between IPTs

· Call KYL first regarding issues within ALMA! The IPTs need to talk more to the NA PM.  There are no ongoing discussions between PM and IPTs.
· The PM must be cognizant of all proposed changes and decisions within an IPT.  Any proposed changes MUST be discussed within the NA Management IPT (Lo – Rafal – Hubbard).
· As per NSF and AUI you must keep to your budget.  If you make a change, you had better have a good reason.  All proposed changes must be discussed with the PM.  
· It is imperative that there be much more controlled processes on how we do things in ALMA.

· SE & I – all programmatic issues to be reported to JAO/R. Murowinski.

· Personnel and Budget must go the NA Project Office for approval.  Budget issues need to be addressed in future reports.  

· There will be a Project Coordinator/Scheduler in Charlottesville and Socorro.  David Hubbard to handle this.

· Adrian Russell will be the NA Project Manager.  He will start in early January in Charlottesville.  R. D’Angio is working on an announcement to send out soon.

· Front End IPT Management is being reorganized.  An announcement will be sent out soon.

· Tony Beasley to produce ALMA IPT Meeting Agenda this week.  He wants the ALMA IPT Leads to come prepared to defend and sign off on their schedules.
· Note from D. Hubbard – IPTS are not to sign off on any schedules.  Come prepared to the IPT Meeting to discuss only!  

· The process of revised budget and schedule is going forward.  DH has talked to various IPT leads.  With respect to Budget, Cost and Schedules:
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· The schedule is not synchronized with the budget.  The approach is to get the schedule issues worked through.  We need to follow a consistent process.

· There will be a Project Management tutorial for each.  DH will contact each IPT leader to discuss the process involved and start pounding on the issues.  Need to find a workable process to synchronize budget and schedule.  The process will also help to standardize processes.  Will make terms and budgets for each IPT Lead to fully comprehend.  End results will be an all IPT participation meeting where final issues are resolved face-to-face.  

· The PMCS Team has produced an IPT Milestone Plan document that is ~ 145 pages long.  The usual length should be 40-50 pages.  This means that there are roughly 100 pages of issues to resolve.  The PMCS Plan consists of both NA & EU milestones.  Tony Beasley has received a copy.  
· The entire ALMA Project needs to be rebaselined.  Interdependencies between NA & EU need to be clarified.

· At the ALMA IPT Meeting we can have discussions – can we have major decisions reached?  Commitments made?

Site
(S. Radford)
· ~ 20 people attended the site meeting in Chile.  Beasley has circulated minutes.  Simon has half completed a report on the contentious issues:

· Camp funding is at an impasse.  ESO wants NRAO to reimburse 50% of the expenses.  Original scope vs. expanded scope 

· AOS Technical Bldg. ( descoping to meet budget.  Through fairly aggressive descoping, on paper we can meet the budget – JAO not happy.  KYL – you must leave a paper trail.

· OSF Technical Facility ( over budget due to scope increases.  Budget summary sent to KYL by Eschwey.  Scope increases must go through CCR & CCB Processes.

It seems that the JAO selectively applies the CCR process.  It was noted that this process must be more formal.
· Residence ( Budget is not sufficient according to Massimo.  ESO deliverable. Original specification needs to be reviewed.

· Obligations that Executives agreed to through Chilean representatives on Environmental Impact Study with Chilean Government ( there is no central document.  Approved by Sys. Eng.  No discussion of scope and budget.  SR must document this Scope of Work. Where and what are the documents.  There is an English version of a document describing the impact study and the obligations are in there.  Everything in document is open to interpretation.  Massimo doing the interpreting. 
· SR to write the issues down based on original plan and writes those items down to create the document. Do sooner rather than later.

Front End
(C. Cunningham)

· Successful test of Band 7 at IRAM.

· Second prototype to be shipped to the Dutch.  AMC from Band 7 with a times 2 and times 3.

· Integration Center Plan – there is not a very detailed plan in place.  We have no information on what the Europeans are planning.

· Integration Plan to be submitted to KYL by 29th September.

Computing
(B. Glendenning)

· Wondering about post D’Addario world.  Worrying about integration issues.

· Dick Sramek will be responsible for now.  The position will be posted shortly.  KYL to talk to DS regarding this position.

· Darrel Emerson is willing to participate but not an engineer.  Will participate in the prototype systems – as planning and overseeing the testing. Must engage Darrel.

· Marc Rafal has talked to John Payne – he may spend time in the lab. 

Business Management
(B. Porter)

· Please be sure to read the email BP sent regarding the IPT leads responsibility for checking availability of funds before submitting a requisition.  If you don’t understand the email/process, please contact Bill.

Next Meeting

· There will be a videoconference on Friday, 24th September at 11:00 am ET, 15:00 UTC in CV-311.  Presentations to be given at the ALMA IPT Meeting will be reviewed.  Anything that needs resolution or coordination before that meeting to be discussed.
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