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Executive Summary

    The way the PRC will be operated is an important issue not only for each partner but also for the entire ALMA.  Following the “single PRC” proposal by the ALMA board in June 2006, the JSAC addressed this issue with the members of the ALMA-J Project Development Committee in a telecon on July 26th and in the f2f meeting on Sept. 14th.   This was additionally discussed with our Taiwanese colleagues during a Japan-Taiwan ALMA Science Meeting (July 27th-28th).  Finally, we have had feedback from the Japanese radioastronomy community on this issue at the Nobeyama Radio Observatory User’s Meeting (Sept. 11th-13th).  The general conclusion of all these meetings/venues is that we still prefer the regional PRC framework rather than the single PRC in order to ensure the diversity of the ALMA science and the success of the regional ALMA.  We think that in case the single PRC structure is adopted by ALMA, the possible impact to these important factors (i.e., diversity and regional ALMA), will have to be analyzed and mitigated as much as possible. 
Historical Background of PRC Discussion at the ASAC
    The last ASAC meeting where the PRC (or TAC) issue was extensively discussed was the Tokyo meeting in March 2002.  Note that Japan was outside the bilateral framework at that time, but the discussion was made under the assumption of the Japanese participation.  We discussed merits and demerits of the single PRC (subject based PRC) and multiple PRC (partner based PRC).  In conclusion, the ASAC report says in p12 as follows:

We explicitly attempted to mitigate the negative features of each of these, leading to the models that would satisfy the largest possible group.  Many ASAC members started out with strong preference for one or the other, but realized that either model could be made to work.  
After this ASAC meeting, the Board decided to adopt the multiple PRC (partner based PRC), and all the discussions have been based on the multiple PRC until recently.  In the Santiago ASAC meeting in October 2005, the ASAC discussed a concrete structure of PRC on the basis of the multiple PRC.  In order to mitigate some of the possible problems by the multiple PRC scenario, the single PRC structure model (subject based PRC structure) was partly introduced in the framework.  Although the proposed structure becomes a bit more complex because of this, we think that this is a practical and reasonable solution which can accommodate merits of both the single and multiple PRCs and also can mitigate their demerits.  However, if the basic structure is changed from the multiple PRC to single PRC as suggested, we think that the ASAC should once again analyze/discuss the pros and cons of the single PRC, and should consider how to mitigate its negative aspects.   

    According to the ASAC report of the Tokyo meeting, the pros and cons of the single PRC are summarized as follows;
#Pros 
1. More expertise on subject-based panels

2. Can favor multi-partner collaborations including large programs or surveys.

3. Competition leads to better proposals. 

#Cons

1. Issues of partner parity and style of science can arise.  The above model tries to 

deal with this problem partly by having a fair representation of the partners on the panels and APC and partly by empowering ALMA management to take partner parity into account in the Dynamic Scheduler. 

2. The APC has to consider balance among subjects when producing its rankings 

and this will always be somewhat arbitrary.  In the above model, the Panel Chairpersons have the responsibility of defending their area.  Over and above this, we recommend periodic redefinition of areas in order to obtain roughly equal proposal pressure in all panels. 
ALMA Partner Fulfillment
It is without saying that success of ALMA is important, but success of each regional ALMA is also important at the same level.  This relates to the issue raised above about partner parity.  In general, PRC scenarios that ultimately result in a negative effects on a partner parity would result in loss of support from the funding agency and tax payers, which would hamper a stable and long term operation of ALMA.  The executives, as well as the community of each region, have to report to its regional funding agency and tax payers, and thus need to strive to guarantee a successful scientific investment return. Hence, their preference and choices should well be reflected on discussions and decisions in PRC.  For example, a support for graduate students, a support for young researchers in other fields, an average size of the programs, and a fraction of large programs to be executed would be important issues for which regional requirements and specialties need to be considered.  
These things can naturally and easily be handled in the multiple PRC system, but it seems difficult to accommodate this function in the framework of the single PRC. 
To Ensure Diversity of Science 

    We think that the style of science of each partner should be respected, particularly in the initial stages of ALMA operations.  Each region has its own science flavor and style on the basis of historical and regional reasons, and its sound development would be essential for success of regional ALMA.  In the single PRC system, the proposal tends to be evaluated based on criteria where science with the support from the current majority is highly ranked.  But ALMA is a very powerful instrument, and has a full range of possibilities in a variety of science fields.  In this sense, various approaches, with different motivations, would be important to draw out the full potential of ALMA.  This is particularly true for small programs.  If ALMA has a multiple PRC system, each regional PRC can have its own scientific flavor, which can enhance the variety of science.  We believe that this ultimately leads to the best use of the entire ALMA,.  If the single PRC system is adopted, a fair representation of the partners on PRC and referee groups would be absolutely necessary.  But even in this case, we would have a risk to damage science diversity. 
Time Sharing in International Programs

   Another important issue is how to share the time of each region for an international program including collaborators in multiple partners.  According to the ASAC report of the Santiago meeting, 2005, such a proposal is reviewed and evaluated by relevant regional PRCs, and the average of these evaluations will be used for the final ranking.  This is based on the multiple PRC system, and each region has the right to evaluate whether such an international proposal deserves the regional observing time.  In the single PRC system, it seems difficult to accommodate such a function.  If the time is shared by PI and cIs with an equal weight, observing time of one region might be used mainly as time for cIs in an extreme case. This is very unfavorable not only in view of regional success of ALMA, but in view of success of the entire ALMA.   Since the scientific flavor of the paper is mainly determined by PI, we propose weight of PI in time sharing to be much higher (ideally 100 %).  We believe that international collaboration in each program should be based on scientific merits. The single PRC with cI number weight model might bring artificial “adjustment” factor apart from science.  It should be noted that the above argument is mainly for small proposals, and that large international proposals can be separately reviewed by IPRC. 
