MEMORANDUM

To:
IDWR


ESHMC

Fr:
B. Contor

Date:
1 October 2009

Re:
Calendar for ESPAM3

________________________________________________________________

Background

Task 2 of the contract between IDWR and IWRRI states in part:

"The purpose of this task is to establish a calendar for the development of the ESPAM3 model, to constrain discussion of conceptual model changes and to provide reference for project management..."

The deliverable product is a submission "of agreed upon dates in a format that can be posted on the Department's web page," due on 1 December 2009.  In this memo I assume that the outcome of this process will be a recommendation to IDWR, but that establishment of and adherence to a calendar will be at IDWR's discretion.

The alternative to a calendar is an ad-hoc determination at each juncture of whether to pursue additional changes in conceptual model and methods.  The likely outcome is that the start of calibration will be delayed, as has happened in ESPAM2 development.  I do not categorically oppose an ad-hoc process, but I would prefer it to be a deliberate choice, with a deliberate acknowledgement that it is also a decision to jeopardize delivery.

Discussion 22 September 2009

This memo reports on the discussion in the 22 September 2009 ESHMC meeting, at which a preliminary calendar was constructed for further review and critique.  Files "Caloendar_ConceptualModel_2009022.ppt" and "S5034814.jpg" are the slide presentation and whiteboard photo from the ESHMC discussion.

Comments and discussion included the following points:

1. If we are contemplating interaction with the CAMP committee to determine uses of the model, the calendar should reflect the timing of the interaction.


2. The whiteboard sketch did not make it clear which boxes are "milestones" and which are "processes."


3. A "GGANT-Chart" format may be more useful for review and consideration.


4. ESPAM3 could include some kind of major conceptual model change.  This would require a longer calibration period and necessarily limit the number of changes that could be considered, as well as advancing the cutoff date for consideration of additional conceptual changes.  One potential major change would be linking a surface-water model to the aquifer model.  Another might be to migrate to a multi-layer (3-D) aquifer model, or a fundamental change in modeling software.


5. ESPAM3 might follow the ESPAM2 paradigm of considering only incremental conceptual model changes.  This could be accomplished with a shorter calibration period and therefore affords the opportunity to consider a larger number of changes.

Calendar for Further Discussion

Based on this input, I've constructed a calendar for discussion purposes, presented below as Figure 1, at the end of this memo.  Two timelines are presented, one for "big" changes and one for "incremental."  Boxes with fine-line borders are intended to indicate processes, while boxes with heavy-line borders represent milestones or cutoff dates.  The boxes with red-colored heavy borders and bright-yellow cell shading represent dates that I propose be considered as non-negotiable, once established.  The figure is included in file "ESPAM3_GGANT_20090923.xls," also provided with this memo.

A calendar is useful to provide a reference for project management and to prevent undue time and resources being spent on any one phase of a project.  However, IDWR cautions that in the course of a four or five year project, issues will emerge that may require changes in conceptual model and methods, and therefore in the project schedule.

One item on the calendar references consultation with CAMP.  At this point it appears that Hal Anderson will serve as a liaison between CAMP and the ESHMC, to provide information to the ESHMC regarding capabilities needed in ESPAM3.  A direct linkage between the ESHMC and CAMP implementation committees is not contemplated.

Action Request

Please be prepared to continue discussion of the calendar in the November 2009 ESHMC meeting, so that we may meet the 1 December 2009 delivery date for a deliverable product for this task.  This discussion should include whether we want a calendar or an ad-hoc process (in September, we started discussion with the assumption that we wanted a calendar, which may not have been a unanimous opinion).

Please be prepared to also discuss what should be the fall-back position if decisions are not made, tools are not developed, or agreements are not reached by cutoff dates.  One possibility would be to fall back to ESPAM2 methods.  Another would be to negotiate a fall-back for each component, as part of the process of prioritizing conceptual model changes.  A third would be to fall back to an ad-hoc paradigm.
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paradign” | conceptual
changes
"Incremental | Prioritize Gather data and experiment with tools and methods for proposed conceptual changes
change conceptual
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reviewed,
accepted
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change data, build| for conceptual model. Formatting of data for tools and |data set in| tools uncertainty analysis
paradign” tools, methods. nodel-ready| completed
continued format. reviewed
accepted





Figure 1.  Draft calendar for discussion.  This is an attempt to incorporate the suggestions made into the calendar sketched in the 22 September 2009 meeting.
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