Instructions to Project Managers and Teams

The proposal process will be conducted in two phases this year. Any team can submit an initial proposal for consideration. That proposal must include all necessary information for the justification of the project, its merit, feasibility, and internal resource requirements. These are required for management to make an informed decision on whether the project should go forward. Even a proposal for which external funds are being sought must go through this process at the same time if it in any way impacts or requires MBARI personnel and/or resources.

These initial proposals will be reviewed by the RSC to determine whether resources requested are reasonable for the problem at hand.  This will be followed by a review by the PCO Committee, a group consisting of the President, the Division Directors, and a select group of Resource Supervisors (excusing those from discussion on proposals in which they have a conflict of interest). A first cut will be determined on merit, feasibility, and relevance of the research alone. A second cut will then be made based on which combination of proposals can reasonably go forward together, based on budget and resource availability. 

For those proposals that survive the initial cuts, the Project Team will be required to submit a final proposal if they want to go forward with the project. The format is identical to the initial proposal, but with information added defining the timing of milestones and resources. Project teams will be given guidance limiting budget and manpower requests that will be considered for that proposal.

For those proposals that are cut from consideration in the current year, the submitting Project Team will be given advice on resubmission. Each proposal will considered either of high enough merit that it should be resubmitted in a future year (e.g., the proposal survived the first cut but not the second), or that the direction of inquiry is discouraged all together. Of course, Project Teams are free to resubmit for consideration any project whether encouraged or not.

The main body of the proposal (part 1) must be no longer than 10 pages, including illustrations, with a font size of 12 or larger. Use of fancy covers, expensive binding, or lavish color illustrations will be interpreted as lack of fiscal responsibility on the part of the proposing team.

Proposals received after the published submittal deadline will be returned for re-submittal the following year. Incomplete proposals will be returned to the teams. A proposal package is considered complete when all of the following are provided. 
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Project Manager:  

Type Project Name Here

Requested Incremental Budget:

Total Project Costs, Including Labor:
Duration of Project:

Date Submitted:

Lead Scientist:
Lead Engineer:
Project Team:

Summary of Resources Requested (Total No. of days per Division for 1999):

R&D Total:


TSD Total:


DMO Total:


ITD Total:



1)   Abstract

2)
Proposal

a)
The problem addressed

· Statement of the problem 

· Why it is important 

· Present state of art/understanding

· How it relates/contributes to MBARI’s mission and strategic plan

b)
Approach to the problem

· Engineering/technology development

· Field programs

· Data reduction and analysis

· Proposed duration of project and approximate plan of action

c)
Specific deliverables

· Products from research and development (tools, documentation, publications, presentations, etc.)

· How success will be measured

d)
Project team

· Who will be working on this project, or if not identified by name, the critical needs or talents required in that team member

· What each team member contributes to the solution of the problem 

3)
Budget 

Prepare a detailed budget for year 1 of the activity and an approximate budget for each subsequent year. Provide a detailed budget justification for all items requested, including reason for travel, “make” versus “buy” decisions, etc. Any line item not accompanied by a budget justification will be automatically red lined. For proposals being submitted for external funding, distinguish what part of the budget is being requested from MBARI as a cost share versus what is being requested from the funding agency. (Less detail and justification is needed by us for the latter.)

4)
Milestone and Resource Usage Forms

The appropriate resource request and milestone forms must be completed and included with the submitted proposal.

a)
Project milestones form

Choose 4 to 8 milestones for each year of the proposed project. A milestone is defined as a significant event that will allow us to track the orderly conduct of the research. For the initial proposal, milestones need not be associated with a time line for that calendar year since resources have not yet been allocated to the project. Examples of possible milestones include creation of requirements document, design review, fabrication, testing, field deployment, presentation of results at meetings, manuscript completion, documentation submission, etc. A three-year program would have 12 to 24 milestones. Describe what tasks must be completed to achieve each milestone. Distinguish tasks that must be done sequentially versus those that can be done in parallel.

b)
Resource request forms

For any of the above tasks that require the use of shared resources (ship time, software development, video lab, machine shop, etc.), the relevant resource supervisor will review the proposal after submission to determine whether the task indeed requires the use of that shared resource and whether the level of support requested is reasonable given the task at hand. All years of multi-year proposals should be taken into account. The resource supervisor will make a final recommendation of how much of a resource to assign to a project. An amount of contingency will also be determined by supervisors to hold in reserve, based on the understanding of the risk of the task should the proposal receive approval. 

Note that this year, project managers are not required to obtain signatures from supervisors prior to the submission deadline.  However, project teams are encouraged to discuss their proposals with resource supervisors if they have any questions on the type and amount of resources that should be requested.  

The current supervisors are as follows:

 (1)
 Information Applications – Mike McCann


(2)
 Machine Shop – Mike Parker 

(3)
 Engineering


(a)
 Mechanical Engineering – Gene Massion

(b)
 Software Engineering – Duane Edgington

(c)
 Electrical Engineering – Ed Mellinger


(4)
 Technical Support – Carolyn Todd 

(5)
 Observatory Support – Tom Tengdin 

(6)
 Ship Support – Steve Etchemendy

(7)
 ROV Input and Support (for upgrades and/or modifications to vehicles such as mounting of new equipment) – Jim Barry 

(8) 
 Mooring Users Committee – Chris Scholin

(9)
 Data Users Committee – Dave Caress

(10) Video Laboratory – Nancy Jacobsen

(11) Computer Information Systems – Bill Brune

5)
Project Plan/Timeline (For Final Proposals ONLY)

Once a proposal has been accepted for final selection, the Project Team may be required to revise their project to fit within certain budget and resource limitations. Parts 1-4 above must then be revised to reflect a new work plan, milestones, and resource requests consistent with those limits. In addition, since the resource supervisors now know the final selection of approved projects, the RSC will schedule the resources for year one of the project. Detailed timelines for the subsequent years of multi-year proposals will only be requested at proposal submission time the relevant years. 

6)
Curriculum Vitae

Please be sure that your Division Administrator has a current 2-page electronic copy of all CV’s for each MBARI and non-MBARI person that is involved in your project, whether participating as a collaborator, contractor, student, volunteer, etc.  This requirement can be relaxed in the case of non-MBARI personnel that will be funded on external proposals.  The Division Administrators will create a file of all applicable CV’s on CD-ROM to accompany project proposals.

Definition of Roles

PCO Committee – A decision making body that selects final proposals and reviews progress.

RSC – A decision making body that resolves conflicts and determines the reasonability of requested resources.

Resource Supervisor – Responsible for scheduling resources for approved projects to the level approved. Resource Supervisors have authority to schedule the allocated contingency assigned to each project if they deem it necessary. Any request for resources beyond the level approved plus contingency will trigger a PCO review of project with possible outcomes of: 1) cancel, 2) descope, or 3) additional resource provided (if available). 

Division Administrators – Responsible for aiding Project Managers/Teams in the development of project documentation and schedules to ensure consistency; having direct access to all up-to-date project documentation for projects in their respective divisions; aiding Project Managers and Resource Supervisors to communicate any requests/changes in writing to all parties (i.e. PCO, RSC, Resource Supervisors, etc.) 
All proposals are strongly encouraged to have the following:

Project Manager – Responsible for developing and adhering to project schedule, budget, and milestones. 

Lead Scientist – Responsible for science requirements, science direction, data collection, processing, interpretation, and publication.

Lead Engineer – Responsible for converting science requirements into engineering solutions, oversees engineering design, development, review, fabrication, testing, documentation and debugging.

Proposers may also include “Lead”s from DMO, ITD, TSD, when appropriate.
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