Strategic Vision for Imagery
February 14, 2019

In attendance: Mark, Danelle, Todd, Duane, Nancy
[bookmark: _GoBack]
Agenda:
· Schedule updates
· Strategic document. Talk about name if there’s time
· ML activity



Notes:

Schedule
· Likely no presentation at DOEST or even external review. Instead our strategic guidelines/outcomes are somehow (exactly is TBD) going to be woven into the “data deluge” section that will prob. Include talks by Kevin, John Ryan, and Kakani.

Strategy document
· MT may want by May (think that matches our draft schedule below)
· Funding for a tech writer to finesse/pull together final document(s) is definitely an option

Machine learning
· Distinguished lecturer will be ML expert – Doug is compiling potential names and now would be the time to offer suggestions. May want to consider having this person stay on a day or two to brainstorm/strategize with us on topics we scope out.
· Separately, there is still potential budget to bring ML learning person onsite. We are encouraged to work on scope of work and specific list of candidates.




Strategic Vision for Imagery
February 6, 2019


In attendance: Mark, Brian, Lonny, Danelle, Todd, Duane, Nancy

Agenda:
· Review schedule (see  & modify in 1/31 notes below)
· Work on overview document
· Brainstorm on what to name this effort (below)
· Previous Action Items



New - Machine learning developments
· Danelle development action items w/ Vid Lab (see below)
· The matrix we’ve been discussing would be really helpful for informing our strategic planning. Perhaps Danelle and Nancy can work on this? 
· (Nancy’s 12/1/18 email) I would also love to have a simple matrix started that begins to show sort of a “best fit” of ML methods (or combinations of methods) for our various applications/scenarios (e.g. outline or quantitative/transect; stills or video; easy or complicated classification; midwater or benthic; etc.). Adding an indications of cost v. benefit and examples of success to date would be helpful too. In addition to being a communication/presentation tool, this might help us better define use cases and determine which we think we have the highest chances of success with.
· coordinate with Kakani and other ML stakeholders
· consider holding separate meetings for ML, distinct from these strategy meetings

Overview document review 
· What to call it? What should it contain? TBD
· Discuss/define partitions 
· Discussed what the goal of this is and what we want people to get out of this document, the workshops. Duane reminded us of MT feedback. Nancy feels we don’t have a clear answer yet given the complexity, diversity, and number of imaging systems and use cases/requirements. Gist of discussions = We can make recommendations but won’t be one-size-fits-all in any area given multiple platforms & multiple annotation modes/goals. Some areas are probably straightforward [a 4k camera system, file storage], but others won’t be [how much/what video to keep, at what resolution, how much to annotate (overall, by dive), how to manage files, how to incorporate machine learning w/ VARS] 
· Discussed how to partition the systems and what should be covered for each See StrategicPlanOutline.doc (Mark to incorporate what we discussed into outline; to be placed on GoogleDocs)
· Discussed how many workshops to hold. Acquisition and Processing should have their own. Unsure if Archiving should have it’s own – it’s seeming like it should.
· Delegate info to be gathered and sections to be written TBD

Name this project (NOT DISCUSSED - TBD future meeting)
· Simple, memorable, new (not associated w/ existing projects), and maybe no acronyms
· Here are a couple ideas, existing & new, that we can add to:
· A new strategic vision and comprehensive plan for the future of imagery at MBARI (what we conveyed to MT in previous proposal cycle; summarizes what they asked us to do)
· The Best Picture – Video Systems at MBARI and the Transition to File-based Video (Mark’s document title)
· 2020 Vision (as in we relaunch our overall imaging strategy in 2020 w/ perfect vision)




Strategic Vision for Imagery
Kick off meeting Notes
January 31, 2019

Project members present: Mark, Brian, Danelle, Lonny, Duane, Nancy JS

Schedule of tasks and milestones (DRAFT njs)

Weekly 	Team meetings, Thursdays at 1PM

January 31	Review objectives, schedule, organize documents, team roles

Feb 6-28	Devise approach w/ VideoTAG team + other contributors as needed

March	1-15	Finalize approach w/ MT (MT announce via email)
March	16-30	Workshop 1 – Acquisition (w/ introduction by MT)

April 1-5	Workshop 2 – Archival 
April 6-11	NAB (Mark, budgeted in 901900 Advanced Imaging)
April 15-20	Workshop 3 – Processing 

May 1-10	Complete/present guidance for staff (e.g. recommendations/options, strategy, framework)
May 16	Abstracts 
May 21	Abstract presentations

June 18-19 	DOEST Presentation

July 17		Phase I

Sep 5		Phase II


Make a new Video Strategies Directory (done njs)

· Moved related documents to date
· smb://atlas.shore.mbari.org/ProjectLibrary/TechnicalAdvisoryGroups/Video/StategicVIsionForImagery 

Gather requirements for ML workflow that off-loads significant effort from video lab staff 
· Danelle to call meeting with video lab to discuss and plan ML workflow, to directly impact video lab workload and outputs
· Applied to outline-level annotation? (or is there a better application of ML for video lab staff??)
· Unsupervised learning applied to outline level annotation?
· Reinforcement learning applied to continuous improvement of ML performance while being used to perform annotations?
· Collect video clips to form a VideoNET underwater video guide (ala DSG)?
· Collect models to form MBARI model zoo?

Funding for external contractors 
· how much? how to spend? (njs to discuss w/ Heidi)

