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There is no good time to have a deadline or a TAC.

There are only bad times and worse times.
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Setting the Timeline

e Froma perspective, the timelines start with the editing of the Calls for Proposals and
recruitment for the Executive Committees, which kick off around the same time. They end
with the formal Cycle start date.

e When setting timelines, we actually start from the formal Cycle start date and work
backwards.

S There is not much room to shift around without negatively
impacting other parts of the process.

e Casein point — when NASA directed us to move the JWST Cycle 6 deadline before the
fiscal year boundary, we moved the deadline 2 weeks earlier, which required us to move
the Call for Proposals release 2 weeks earlier. The rest of the timeline is unchanged,
because moving other key parts of the process two weeks earlier is not feasible. (A grading
deadline right before the winter holidays would not work well. Having panel meetings in
the first week of semesters would not work well.)
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It Takes a Village

e |n place months before the deadline — a lot of interplay between these items:
o Call for Proposals — crafting of new major and minor policies, clarification of existing policies, includes proposal projections
o Executive Committee (EC) Recruitment — EC chairs, panel chairs, panel vice chairs and at-large members

e Instrument Teams — JDox documentation updates for new modes, clarification of existing documentation, delivery of requirements and
guidelines, observing strategies, example science programs

o Astronomers Proposal Tool (APT) — updates for policy changes; changes to timing model; adding new templates, readout patterns and

Proposal subarrays; bug fixes; hidden upgrades to avoid technical debt, JDox documentation updates
Planning o Exposure Time Calculator (ETC) — new modes, bug fixes, hidden upgrades to avoid technical debt, JDox documentation updates
System . : : : : : "
(PPS) e Project Reference Database (PRD) — updates to configuration-managed data, including new observing modes, subarrays, timing models

e Observing Plan Generation System (OPGS) — updates to rules and requirements needed for ground-to-flight interface
e In place by the deadline:

e Panelist recruitment — Discussion and External panels

e Review documentation — updates for new policies, clarification of existing policies

e SPIRIT review tool — updates for policy changes, new functionality, bug fixes, hidden upgrades to avoid technical debt

e Instrument scientists review — updates to review procedures for each observing mode, new procedures for new modes
e All these teams need to plan and coordinate work.

e |t was infeasible to move the entire SOC 9.0 build schedule. The least bad option was to rush changes into SOC 8.3 to support an extra release
of APT to support the Cycle 6 CfP.
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JWST & HST Timelines

e For H34, the Call and recruitment kicked off in August 2025, for a Cycle start of November 1, 2026.
e For JW6, the Call and recruitment kicked off in mid-March 2026, for a Cycle start of July 1, 2027.

e For both, the end-to-end time is around 15-16 months. There are differences in how that time
breaks down for the different observatories, so the processes are not exactly identical and can’t be
transposed.

e The HST CfP is released further ahead of the deadline than the JWST CfP.

« The JWST deadline-notifications timeline is longer due to proposal/volume and increased
proposal processing on either end. The actual review process is about the same time for both.

o JWST is single-stream, but HST has separate Phase | and Phase Il submissions.

o Challenging to fit the pieces together because e.g. putting the deadline in the “perfect” place,
might put the TAC meetings in a terrible place.

o« We set the timelines ~¥4 months before we the work starts. (December for JWST, April for HST)
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O The H ST ﬂmelme kin d 2 eu cks From the STUC December Meeting
e

e When we switched to RGM the HST cycle boundary moved from October 1 to November
1. The TAC shifted accordingly.

e Oldtimeline: TAC panels in late May — early June

e New timeline: TAC panels in late June — early July

o Conference season, so we get a higher rate of declines overall.
o Overlaps the EAS meeting — makes ESA recruitment especially challenging.

o Usually overlaps a big conference in one field (changes each time) — for H34 it’s
Exoplanets 6, and Exoplanet recruitment is a BEAST

o JWST deadline hits at the beginning of job application season and near the beginning of
the semester — the JSTUC have asked us to look into possible alternatives
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\\QgTAC Timing

e The JWST and HST deadlines and TACs both have challenges in
their current calendar locations.

e Asthe processes aren’t exactly identical, “switching” is a nebulous
concept — which bits do you anchor? In any case, switching
timelines risks switching problems.

e We're talking to the STUC about these issues as well.

e We propose to look holistically at the timings of the JWST and HST
deadlines and TACs and consult the community.
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@4 Exploring changes to TAC timing

There is no good time to have a deadline or a TAC.
There are only bad times and worse times.

o Step 1: Explore multiple possible options, with pros and cons
« Not making any changes will be an option.
e A “switch” will be a specific option.

o Step 2: Solicit STUC and JSTUC feedback

o Step 3: Poll HST and JWST communities for feedback on impacts of
specific examples

o Step 4: synthesise feedback and decide how to proceed
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