CIMO/MG-11/Doc. 2.5(1)

	WORLD METEOROLOGICAL ORGANIZATION

__________________

COMMISSION FOR INSTRUMENTS AND

METHODS OF OBSERVATION

CIMO MANAGEMENT GROUP

Eleventh Session

Payerne, Switzerland
10 – 14 March 2014

	
	CIMO/MG-11/Doc. 2.5(1)
(02.III.2014)

   _______

ITEM:  2.5
Original:  ENGLISH


PROJECT PLAN FOR REVISION OF THE INTERNATIONAL CLOUD ATLAS
(Submitted by Stephen Cohn, USA, Chair of the Task Team on Revision of the International Cloud Atlas)
	Summary and purpose of document
This document provides an updated project plan for revision of the International Could Atlas.  



Action proposed

The Meeting is invited to consider the proposal and to provide guidance on whether the activity should proceed as proposed or otherwise.
________________
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Gantt Chart: Project Schedule and Interrelationship between Project Activities.

PROJECT PLAN FOR REVISION OF THE INTERNATIONAL CLOUD ATLAS
1. INTRODUCTION
1.1 The Final Report and Recommendations of the CIMO Task Team on Review of the International Clouds Atlas (TT-ICA) were considered at a teleconference of the CIMO Management Group on 16 January 2014. MG agreed in principle with the recommendation from TT-ICA to carry out an extensive revision and update of the ICA to make it the undisputable web-based global reference standard for the classification and reporting of clouds and meteors. It agreed that satellite observations of clouds could be included in the metadata, but stressed that the identification of clouds by satellite is a separate topic, not to be covered in the ICA. 
1.2 However, the MG noted that no funding was presently available to support this activity. The MG agreed to look for all possible sources of funding to finance this activity (to be possibly carried out in steps when funding becomes available) and requested its members to lobby for contributions to the CIMO Trust Fund, the CIMO President to seek opportunities for financing from the WMO Regular Budget or other Trust Funds and the Secretariat to include a request for support and possible funding in the documentation of EC-66. MG requested TT-ICA to refine its proposal and include intermediate milestones (associated with clear deliverables, and costing) that could be addressed as independent/successive modules.
1.3 TT-ICA has now completed that work by revising the proposed Project Plan to include intermediate milestones that could be addressed as independent/successive modules. The resulting Project Plan is summarized below.
1.4 The revised Project Plan is aimed at implementing a great improvement in the ICA, taking advantage of the characteristics of a web-based rather than paper-based format. Improvements are made in both the content and the usability of the ICA, and these improvements enable its content to be adapted for additional purposes by a much wider audience than is presently possible. This update would meet the challenges of maintaining the ICA as the global authoritative reference standard for cloud observation and classification, and at the same time make it much more accessible for broader professional and public enthusiast use. This update does not fully address all potential improvements to the ICA, but is proposed as a very significant advance at reasonable cost. 
2. OVERVIEW
2.1 This plan divides the total work required into a number of Activities described below which, properly sequenced, are mostly self-contained. As requested by CIMO MG, it has been structured this way to enable work to be carried out in bites, either in parallel or sequentially as resources for successive Activities become available. Work is also divided into two Phases, with Phase 1 tasks to be completed between June 2014 and April 2015, prior to the WMO Congress in May 2015, and work that would take place after Congress as Phase 2. The full project would be completed in time for submission to WMO EC in 2016. The sequence and timing of all tasks is summarized in the gantt chart of Appendix I.
2.2 Broad assumptions have been made that NMHS will contribute in-kind subject-matter-experts (SME) to the effort. This limits the expected direct costs to WMO. Required funding is estimated for each task, with an approximate total for Phase 1 of CHF105K, and for Phase 2 of an additional CHF160K.
2.3 It is recommended that membership of the new Task Team (TT) for this project be composed of as many of the original TT-ICA members as are available, with the addition of expertise as required from Training, Publications, IT, and Public Relations. It should also include one or more representatives from the private sector, such as from the RMS, AMS, or Cloud Appreciation Society. Participation of a technical expert in website design is essential, and CIMO MG might also include a representative from an alternative web-based cloud atlas.
2.4 In addition to the new TT, it is envisioned that the individual Activities will be carried out by smaller groups composed primarily of TT members but with additions as needed, In particular, a Text Team (TxT), an Image Team (ImT), a sub-group responsible for the Cloud Coding Decision Aid (CdT), and a sub-group to lead the design of the web-based image template and website requirements (TmT).
2.5 As requested by CIMO-MG, TT-ICA identified two areas of work that are not included in this Project Plan. Although they are beyond the current scope, they are regarded as important because they would reinforce the ICA status as the global authoritative reference standard for cloud observation and classification. These are Classification of Upper Atmospheric Clouds and Cloud Classification using satellite imagery. 
3. THE PROJECT PLAN: PHASE 1
3.1 Activity 1: Creation of the TT and initial organization. 
Select TT Members. Form smaller teams (TxT, ImT, CdT, TmT, perhaps others, and including outside experts as needed). Initially through on-line meetings, divide responsibilities, arrive at a common vision, and agree upon a work-plan. A large initial effort will be to create a more detailed project plan, including the requirements, steps, timeline, and interdependencies of each Activity. The TT will provide oversight and monitor progress of the smaller teams. Work will take place throughout both Phase 1 and Phase 2.
· Estimated cost: CHF55K. After initial WebEx planning meetings by the TT and smaller teams, an in-person meeting is needed. At this meeting the full TT will address issues as needed (for example ensuring the functional needs of the Project are thoroughly understood), and small teams will meet on their specific topics (for example to review existing imagery and discuss gaps). This meeting would likely take place in September 2014. Funds for consultation with and participation of a web-design expert are also included in this estimated cost.
3.2 Activity 2: Initial work of the TxT. Identify needs for new/replacement imagery and metadata.
(a) Identify needs for new images in Volume 1. This requires a review of the existing text and images. It also requires consideration of needs for the new cloud classifications (this will require a lead TxT member and several SME, likely from outside the TT). It requires consideration of the distinct climate zones, seasons, and high-altitude (mountain peak) views the new ICA will include. It also requires significant progress toward creating the Glossary, with enough detail to understand what images are needed (again entraining SME). 

(b) Generate a list of needed imagery and metadata (feeds to Activity 4). This task must be completed early, at or shortly after the September TT meeting.
· Estimated cost: CHF5K. The TxT will meet as part of the full TT in September. Additional funds for this activity are for a key outside SME – perhaps an expert on clouds associated with severe weather - to also participate in this meeting.
3.3 Activity 3: Further work of the TxT on the Glossary and new Classifications. 
Complete creation of the new Glossary, using outside SME where needed. Complete the draft of new text required by the added Cloud Classifications. (Thorough editing of existing text occurs later, in Activity 9).
· Estimated cost: Nil. This work will be done individually and by WebEx, following the September TT meeting.

3.4 Activity 4: Initial work of the ImT. Generate a list of images and metadata required for Volumes 1 and 2. 
(a) Receive input from Activity 2 of the needs for Volume 1 and the Glossary; 
(b) examine current imagery in Volume 2 to determine what will be retained and what new images are needed (again considering climate zone, seasons, and a high-altitude perspective; 
(c) define a process to source these images (i.e., request help for the full list from NMHS or first approach sources such as the Cloud Appreciation Society for as many as possible); 
(d) as early as possible, request submissions, with all metadata, from NHMS. (ImT work resumes at Activity 10)
· Estimated cost: Nil. ImT will work by WebEx and at the September TT meeting (all members of ImT are expected to be part of TT).

3.5 Activity 5: Full work of the CdT. Create an updated Cloud Coding Decision Aid and develop a simplified Cloud Classification Decision Aid (limited to identifying genera) for Volume I. 
Much of this work is expected to be performed by experts whose time is contributed by their organization as an in-kind contribution. There may be a cost for services of a graphic artist, unless contributed by a member organization.
· Estimated cost: CHF5K. Most work will be conducted online or at the experts’ organization. This cost is for the services of a graphic artist.

3.6 Activity 6: Initial work of the TmT. Design all aspects of the web-based ICA, including the Image Template, all desired functionality, the final formats needed (e.g. various printable subsets), and search requirements. 
This includes a full web version design, and incarnations: printable web versions (all images, or all text, or both interleaved), condensed version, hard copy version, and possibly others. It also includes requirements for an image and text search engine, as well as other basic features. Also define approximately 10 mock-up cloud images with metadata to help visualize the product during web site development. While led by the TmT, this task requires close TT involvement (scientific guidance), the Image and Text teams, and substantial participation by an expert in web-document design (possibly sourced externally). A technical editor must be involved to provide advice on implementation issues. In creating the design, a variety of “use cases” should be considered to ensure needed features are present and the design is useful and user-friendly. Preliminary work will be by WebEx, with most work at the September TT meeting.
· Estimated cost: Nil. Consultant costs for two weeks participation of a web designer are included in the cost of Activity 1.
3.7 Activity 7: Build the website.
This work is done by a consultant web engineer in close collaboration with the TmT. Iteration with other small teams or the full TT is expected. Use the ~10 examples defined in Activity 6 for demonstration. Implementation of some features may be left until the web site is populated with information in Phase 2.
· Estimated cost: CHF30K. Consultant costs for a web engineer.

3.8 Activity 8: Populate website with blocks of text. 
This work, done by a consultant or intern supervised by secretariat staff, is to place short blocks of the existing ICA text into the new website. This existing text will be updated in Activity 9
· Estimated cost: CHF10K. Consultant cost, if a consultant is required to do this work.

3.9 Activity 9: Continuing work by the TxT. Edit and update text.
This small team next edits and updates the text (and uses placeholders for images) for modern language, scientific accuracy, and to fit the new web format. The team, possibly with the help of outside subject matter experts, also creates text needed for the new cloud classifications. The TxT also defines the tags and search terms needed throughout the text. If time allows, this work could be started sooner without the framework of the web site. It is intended that this work is completed during Phase 1, but if need be, it could be finished during Phase 2.

· Estimated cost: Nil. Discussion to be conducted on-line.
3.10 Total estimated cost for Phase 1 Activities is approximately CHF105K. If NMHS contribute in-kind participation of, for example, an appropriately skilled web designer/engineer, or if a suitable unpaid intern is available, the Phase 1 cost could be lower. Phase 1 activities, their proposed timing and duration, and their interrelationship are shown graphically in the gantt chart of Appendix I.
4. THE PROJECT PLAN: PHASE 2
4.1 Activity 10: Further ImT work on new cloud imagery and metadata: 
A consultant, supervised by Secretariat, sorts and organizes submitted imagery (estimated initially as up to several thousands of contributions). ImT selects new imagery (approximately 700 images), and defines the tags and search information for each.

· Estimated cost: CHF40K. Costs are for a paid consultant, and for one in-person meeting of the ImT to debate final selections. NOTE: If an intern is available this work could begin during Phase 1.
4.2 Activity 11: Prepare all text, images and metadata for web format. 
This includes adding tags specified by TxT in Activity 9 and ImT in Activity 10. Image formats will be standardized (e.g. pdf). This work will be done by a consultant to the Secretariat, with participation of the TxT and ImT.
· Estimated cost: CHF35K. This covers the cost of a paid Consultant (if an intern is unavailable) and advisory participation by the web engineer.

4.3 Activity 12: Complete web site functionality. 
This Activity is to add further web site functionality defined in Activity 6 but not yet implemented, and to make final adjustments based on insights gained since the initial build. This could, for example, include additional print options, or a different condensed selection. 
· Estimated cost: CHF20K. This covers the cost of a web engineer.

4.4 Activity 13: Final proof-read, error correction, and approval. 
This Activity is done by the full TT and requires an in-person meeting.
· Estimated cost: CHF55K. This cost is for an in-person meeting of the TT, with possible participation of 1-2 outside experts. Also, a small amount of time for a web engineer and consultant to implement any final changes.

4.5 Activity 14: Publish the web-based International Cloud Atlas. 
This is an activity of the WMO Publications Department, which must estimate the required costs, though these are expected to be small. TT participation may be needed to answer any questions.
· Estimated cost: Unknown. Responsibility of the Publications Department.
4.6 Activity 15: Publish hard copy version of the International Cloud Atlas. 
WMO Publications Department leads this activity and estimates costs. TT participation may be needed to answer questions.
· Estimated cost: Unknown. Responsibility of the Publications Department.
4.7 Total estimated cost for Phase 2 Activities is approximately CHF150K. A large part of this cost is for a web designer/engineer and a consultant to work with the Secretariat. If NMHS contribute in-kind participation of these positions, or an intern is available, the Phase 2 cost could be considerably lower. Note, however, that publications costs will be additional.
4.8 Total estimated Project cost: CHF255K. All estimated costs are necessarily approximate, and it may be helpful to add contingency for unexpected needs. Phase 2 activities, their proposed timing and duration, and their interrelationship are shown graphically in the gantt chart of Appendix I.
5. POTENTIAL ADDITIONAL OPPORTUNITIES
5.1 Beyond Phase 2, there are important opportunities to expand the ICA and cement its role as the global authoritative reference standard for cloud observation and classification. These areas are beyond the scope of the Project Plan, but are listed here in the hope that ultimately they will be pursued. More information is available in the final report of the meeting of the first Task Team (TT-ICA, Geneva, November 2013, see:
http://www.wmo.int/pages/prog/www/IMOP/reports/2013/CIMO-TT-ICA_FinalRep.pdf 
5.2 Addition 1: Classification of Upper Atmospheric Clouds. 
Liaise with relevant parties regarding an update of the Upper Atmospheric Cloud Classification Scheme, and its inclusion as Volume III of the ICA.

· Estimated cost: Nil to begin discussion. Some cost to implement.

5.3 Addition 2: Cloud classification using satellite imagery. 
Create this addition to the ICA for cloud observations from satellite, and include as Volume IV.
· Estimated Cost: Unknown.

6. REQUESTED ACTION

6.1 CIMO MG is invited to consider the Project Plan provided herein and to provide guidance on whether the activity should proceed as proposed or otherwise.
_________________

APPENDIX I: GANTT CHART: PROJECT SCHEDULE AND INTERRELATIONSHIP BETWEEN PROJECT ACTIVITIES
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