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The Chair, Richard Green, called the meeting to order at 9:06 am on May 12, 2014.  A quorum was 
present.  The meeting recessed at 5:00 p.m.    
 

ATTENDANCE 
AOC-G Members:     
Present: 

Beatriz Barbuy 
Erica Ellingson  
James Fanson 
Doug Geisler 
Richard Green 
Mario Mateo 
William Smith, ex officio via teleconference 

Mark Voit 
 
Absent: 

Mark McAuley 
Brian Schmidt 
 

Corporate and Center Staff: 
Andy Adamson via video conference 
Neil Barker 
Maxime Boccas 
Diego Correa 
Heidi Hammel 
Markus Kissler-Patig 
Scot Kleinman via video conference 
Nancy Levenson 
Deborah Narcisso 
Nanci Reich 
 
Guests: 

Michael Balough 
Warrick Couch 
Gary Schmidt 
 

 
 
APPROVAL OF THE MINUTES OF THE NOVEMBER 4-5, 2013, AOC-G MEETINGS 

 
ACTION: M. Mateo moved, D. Geisler seconded the motion to approve the Regular minutes of 
the November 4-5, 2013 AOC-G meeting as submitted.  Motion passed unanimously. 
 
 
REPORT FROM AURA 

 
H. Hammel presented on behalf of W. Smith who could not attend.  The Bipartisan Budget Act 
canceled sequestration for FY14 and FY15, which also raised the caps.  The ensuing FY14 
Omnibus Appropriations Bill provided favorable treatment for NSF.  Moving forward, actions of 
the Appropriations Committees will dictate the outcome, i.e., “shutdowns” are unlikely.  The 
FY15 request was relatively flat for NSF.  End-of-the-year across-the-board reductions are 
always possible.  In general, NSF has been requesting budgets consistent with the Portfolio 
Review’s “Scenario A” but receiving budgets consistent with “Scenario B”.  The FY15 request 
seems to align with a “Scenario B” Portfolio Review.  G. Schmidt suggests keeping cash 
reserves for 6-8 weeks available in case there is another government shutdown.  The NSF “Dear 
Colleague” Letter regarding the recompetition for Gemini management went out in January 
2013.  The recompetition will be delayed until mid-2014.  AURA is submitting a one-year 
extension to the Gemini Cooperative Agreement on September 31, 2014. 
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NSF DISCUSSION ON GEMINI 

 
G. Schmidt presented an update for NSF.  NOAO, NRAO and Gemini are all in the process of 
recompeting, so they have postponed Gemini’s by one year and will accept a proposal from 
AURA for a one-year extension of the Gemini Cooperative Agreement.  The extension needs the 
approval of the National Science Board (NSB).  The extension is non-competed.  The proposal is 
due by the end of September.  The award will be made effective January 1, 2016.  Schmidt will 
go to the NSB in May 2015 with the recommendation to raise the cap and set the stage for the 
award to take place in 2016.  D. Geisler asked what the AOC-G’s role is in the proposal.  R. 
Green stated that the AOC-G will approve the proposal and create a red team to give constructive 
feedback.  
 
ACTION:  In July or August, AURA will want the AOC-G to review the document. 
 
Schmidt said the full recompetition proposal solicitation will appear this summer and proposals 
would be due by January 1, 2015.  R. Green asked about the budget.  Schmidt said that NSF is 
looking for notional numbers from all the partners of what the budget will look like in 2017-2022 
at this week’s Gemini Board meeting.  J. Fanson mentioned the 6% gap with the Australians 
leaving.  Green stated that the Koreans have an interest as a short-term possibility to help fill in 
the gap. 
 
 

GEMINI REFLECTIONS WITH MICHAEL BALOGH 

 

M. Balogh reviewed the composition of the Gemini Board.  The partner shares are as follows. 

• US 65.5% 

• Canada 18.65% 

• Brazil 6.53% 

• Australia 6.21% 

• Argentina 3.11% 
 
The main activities since the last meeting have been oriented toward achieving a stable 
operations and instrumentation budget.  The Board prepared an internal document describing a 
framework for establishing the value of telescope time, and guidelines for how this can be used 
for limited-term partnerships and reimbursement for instrumentation.  They had discussions with 
potential limited-term and full partners.  They convened a working group to consider alternative 
instrument procurement possibilities.  The Board approved the GHOS contract.   
 
Members of the Korean (KASI) community reached out to the Observatory in May 2013.  They 
have a desire to use a $1.5M contribution to participate as limited-term partners as early as 
2015A. KASI will have another $1M to buy into the full partnership in 2016 or shortly 
thereafter.  These contributions may go to IDF and/or offsetting O&M.  Narae Hwang and 
Jaeomann Kyeong are participating as observers this week at the Gemini Board meeting.  Other 
expressions of interest have been received and will be pursued more aggressively.  There is a 
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growing recognition that Gemini has “turned things around”.  Even if KASI joins the partnership 
at the 6% level (Australia’s share) the post-2016 O&M budget level remains uncertain.   
 
The Gemini Board was frustrated that the GHOS procurement was delayed at the contract 
negotiation stage.  There was a 17-month delay between downselect and final approval of the 
contract.  This was due in part to an observatory decision to “relax” the schedule-driven 
constraint early in the negotiations, and significantly due to the closure of a subcontractor in 
Australia (Kiwistar).  There was a 3-month delay between submission to the NSF/Board on 
January 7th and final approval on March 28th.  Contracts over $1M require Board approval, and 
over $250K NSF approval is needed.  The GHOS contract was submitted to NSF and the Board 
for approval simultaneously.  Otherwise submission should go to NSF first, then NSF request 
Board approval once they are satisfied.   
 
The STAC has reiterated that upgrades to the Hamamatsu CCDs are a high priority.  Gemini is 
again faced with more contract negotiations due to changes at Hamamatsu. Hamamatsu is 
unwilling to warrant CCDs to previous specifications.  They have offered one free return, so the 
proposal is to order one, test it, and then order the rest if everything is ok.  This will incur 
another 4-month delay.  The Gemini Board will look into the risk of ordering all of them at once.   
 
IDF funds are intended to provide new capabilities.  Gemini development labor costs were 
originally intended to be part of the O&M budget.  15% of IDF funds may be spent for Gemini 
staff for non-contractual expenses directly related to the procurement of instruments. That 15% 
cap could be applied to the expected IDF contributions (including carry-forward) over a ~5 year 
period. Either the labor required to support the activities of the Gemini instrument development 
group needs to be reduced or the planned O&M budget of the Observatory must be adjusted to 
accommodate the labor requirements beyond the 15% cap. Now there is a request for the Gemini 
Board to authorize using a fixed dollar (or FTE) amount from the IDF.  The Board wants a stable 
and robust IDF. However, this fund will likely remain most at risk when there is pressure on the 
budget. 
 
 
DIRECTOR’S REPORT 

 
M. Kissler-Patig presented an update for Gemini.  Michiel van der Hoeven started January 1st as 
Head of Engineering Operations for Gemini South.  The restructuring of the Engineering 
Operations Departments proceeded in preparation for the reduced staff.  The Software and 
Information Systems groups are reporting again directly to the Associate Director for Operations.  
The Adaptive Optics Department was enlarged to become the Adaptive Optics and Telescope 
Science Department, and will focus on developing and retaining a full end-to-end understanding 
of the telescope and its systems.  In particular, the department will focus on improving image 
quality and addressing remaining vibration issues at both telescopes.   
 
The focus of the management in the last six months has been on continuing to improve internal 
communication and transparency.  Weekly communication to all staff is achieved through an 
internal blog and one or two key points are communicated weekly to the line managers following 
each Directorate meeting.  The observatory is aiming at cleaning up a complex legacy of 
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policies; it is progressing on collecting all existing policies, examining them for obsolescence 
and relevance, and making the selected active ones available to the staff through a single 
interface. 
 
There was a dome-shutter failure at Gemini North that occurred between Christmas and New 
Years and cost 50 days of regular operations towards the end of 2013B.  The telescope returned 
to operation in the middle of February.  A full report of the incident was included in the AOC-
G’s materials.   
 
Large and Long programs were successfully introduced after the go-ahead of the Gemini Board 
in November.  Gemini received 44 letters of intent and eventually 31 proposals by the end of 
March.  This represents an oversubscription of >3, 50% higher than for the regular programs.  
Clearly Large and Long programs are very popular and a discussion is due about the fraction of 
telescope time assigned to them in the future.   
 
The exchange program with Subaru telescope is also slowly intensifying.  Gemini has made an 
extra effort to reach out to Subaru this year and offered a special session at the Subaru user’s 
meeting in January to explain queue observing in more detail. 
 
In the North, there have been no changes to the complement of instruments offered for 2014A 
and 2014B.  GMOS-N, NIRI, GNIRS, NIFS and ALTAIR form now the “4+1” suite of 
instruments + adaptive optics.  The plans for an ALTAIR upgrade in collaboration with NRC-
HIA are progressing.  At Gemini South the new “4+1” complement changed considerably and 
now consists of GMOS-S, FLAMINGOS-2, GSAOI, and GeMS.  NICI has been 
decommissioned.  The Hamamatsu CCDs for GMOS-S were successfully tested in Hilo and 
arrived in Chile for further tests before their installation in May.  The GHOS contract was 
approved by the NSF at the end of March.  Two kick-off meetings (managerial and technical) 
have been scheduled in May.  The call for feasibility studies for Gemini’s next facility class 
instrument, Gen4#3, is being prepared with the goal of releasing the call by mid-year.  Gemini 
continues to be concerned about the funding for future instrumentation due to budget constraints.  
Without steady IDF contributions from the partners in the future, Gemini will not remain 
competitive beyond 2020. 
 
The Observatory’s new communication plan is in place.  Gemini Focus (quarterly), e-Newscast 
(monthly) and Press Releases/Web-features (bi-monthly) are electronically distributed to the 
community and all stakeholders.  Social media are used regularly to inform the public about a 
range of public events and Gemini science news. 
 
The Korean Astronomy and Space Science Institute (KASI) contacted Gemini in May 2013 to 
express an interest in a Korean involvement in Gemini.  A working group was created to lead, 
monitor, and oversee efforts to identify possible new partners for Gemini, and to begin 
negotiations with those partners at the earliest opportunity.  KASI has secured funds in 2014 
($.5M) and 2015 ($2.0M) to partner with Gemini.  The announced goal is to become a full 
partner at the 5-6% level as early as 2016.  The currently secured funding is earmarked to be 
used for a limited-term partnership in 2015 and cover the buy-in fee for the full partnership. 
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The objective of the Transition Program is, by the end of 2015, to operate a sustainable, 
scientifically competitive observatory on a 20% reduced operations budget.  The purpose of the 
Transition Program is to revisit the Observatory’s core mission, to identify the principal service 
that ought to be delivered and to restructure the operations accordingly.  The staffing plan 
continues to be implemented and labor costs reduced.  The Associate Director for Development, 
Inger Jorgensen, has been working with the budget managers to revise the budgets 2014-2016, 
and is actively managing the Director’s Reserve account. 
 
 
DEVELOPMENT DIVISION REPORT 

 
M. Boccas presented an update.  Gemini’s scientific competitiveness for the 2020s has to be 
prepared now.  We need to define the IDF funding level (the request is $4M/year) and approve 
ways to stabilize it for future instruments (usage of observing time as “currency”).  Gemini needs 
to endorse the recommendations from the procurement working group.  Flexibility needs to be 
added to the IDF internal labor caps to keep the skilled group that has just been formed.    
 
The contributions to the IDF have been reduced by $3.5M with respect to the intended ones over 
the period 2011-2015.  This jeopardizes Gemini’s ability to develop and maintain a competitive 
instrumentation program. The Development Division recommends assigning the full 2015 KASI 
contributions to the IDF.  This will replenish the fund and enable procurement of the Gen4#3 
instrument and other planned instrumentation projects. 
 
The upcoming International Agreement should reconsider the redistribution of IDF to partners by 
share given: the presence of term-limited partners; the difficulty of generating a proper 
distribution over a short cycle 5-6 years; and the problem of trading between scientific benefits 
and instrument builder ability.  Given the likely mixed contributions in the future (cash and in-
kind), Gemini is requesting adding flexibility in dealing with any cost cap for the labor in the 
IDF and requesting a clear mechanism to convert in-kind contributions.  In short, the 
Development Division wants to define a process to integrate the mix of contributions in the 
partner share distribution.   
 
The stability of the IDF is affected by economic uncertainties.  The fraction of the IDF allowed 
to be spent on Gemini labor is set as a percentage of the IDF, and hence subject to large 
variances.  This affects Gemini’s ability to develop a staffing model in the short term and hence 
the support for a long-term development plan. 
 
Boccas stated that following a lengthy contract approval process, preliminary design work on 
GHOS began in April.  The expected duration of the remainder of the project work is 39 months, 
which -- when combined with a schedule contingency of 25% -- results in GHOS completing its 
commissioning in May 2018.  There are two kick-off meetings for the management and technical 
teams.  Gemini has already started working with the AAO project management team and during 
the May kickoff we will strengthen those relationships, broadening them to include the NRC-
HIA team, setting ground rules, and setting expectations for the remainder of the project.  Prior 
to the kickoff the Development Division has been strengthening our Gemini team by bringing in 
three new hires for the GHOS internal team.  On the advice of the AOC-G, the GHOS Project 
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Board is initiating the creation of a GHOS Standing Review Committee and is looking for 
members.  Gemini is also working with the external GHOS team to develop a single science 
team to persist for the life of the project.   
 
ACTION: The Development Division requests the Gemini Board and AOC-G to nominate 
members for the Gemini GHOS Standing Review Committee by the end of May 2014. 
 
The Development Division team will propose releasing a Request for Proposals (RfP) for bidders 
for the Gen4#3 instrument. The RfP will invite proposals to conduct instrument Feasibility 
Studies based on a science case of the proposer’s choice conforming to the STAC-defined 
principals.  What GHOS taught us, however, is that there can be a long period of time between 
the contract negotiations before the start of the CoD and the downselect following it. This delay 
results in a significant risk that intervening circumstances beyond Gemini’s control will arise that 
may make the agreed contract difficult to finalize.   
 
GPI has made solid progress over the last 6 months.  As expected, the instrument saw first light 
in November 2013 with the first verification and commissioning run in December.  Between 
December 2013 and February 2014, the team executed a remediation plan to resolve some 
known problems identified prior to delivery and to improve performance.  GPI has been offered 
for general use in 2014B.  Following the final commissioning run, the GPI Exoplanet Survey 
(GPIES) campaign will also start.   
 
The new Hamamatsu CCDs for GMOS-S are now in the final testing phase at Gemini South for 
installation in May.  The software acceptance testing was completed in early November 2013; it 
served to capture a baseline of system performance at a known release version, and also 
permitted identification and prioritization of the remaining issues with the code.  Three issues 
were classified as needing to be corrected before shipping and they were subsequently fixed and 
tested.   
 
The Gemini Multiconjugate Adaptive Optics Systems (GeMS) development project was formally 
closed in 2014A and GeMS is now in operations at Gemini South.  The Natural Guide Star Next 
Generation System (NGS) is the highest priority AO upgrade.  By late 2015, the NGS system 
will be delivered to Gemini.  Integration and on-sky commissioning will take place thereafter. 
GeMS was originally designed with 3 deformable mirrors (DMs) to compensate for turbulence at 
multiple altitudes.  One of the 3 DMs never worked reliably enough to be used on sky.  The 
project seeks to procure a replacement for this mirror which would restore GeMS.  The Altair 
Real Time Controller (RTC) has been identified as the highest risk single-point failure for Altair.  
It is a computer over a decade old with difficult to find and expensive spare components.  The 
project will upgrade the computer to a modern model. 
 
 
 
CHIEF FINANCIAL OFFICER REPORT 

 
D. Correa presented a financial update for Gemini. 
 



AOC-G Report – May 12-13, 2014 - Page 7 

 
The unliquidated balance as of Q4-2013 

 (in $000) 

Unliquidated balance all funding as of 12/31/13 13,744 

Partners 2013 Contributions pending to obligate 9,873 

Partners 2013 Contributions pending to be paid 307 

Total Unliquidated Balance and Pending Obligations as of 12/31/13 23,924 

 
The 2013 Financial Results 

   (in $000) 

Fund 2013 Budget  

(May 2013) 

2013 Actual  

as of 12/31/13 

2013 Budget 

vs. Actual 

O&M 30,179 29,821 358 

IDF 7,111 5,262 1,849 

FDF 1,152 507 645 

Spec 17 168 -151 

Totals 38,459 35,758 2,701 

 
The biggest variance in the budget vs. actual was in the IDF, and was due to the 17-month delay 
with GHOS. 
 
The 2015 carry-forward analysis of $3,750,000 is equivalent to 48 days of cash. 
 
The Gemini F&A rate is 23.3%. 
 
 
OPERATIONS REPORT 

 
A. Adamson teleconferenced into the meeting to provide an update from the Operations team.  
He reviewed the instruments offered in the call for proposals for Semester 2013B.  Gemini North 
hosted two visiting instruments: Differential Speckle Survey Instrument (DSSI) in July and 
Texas Echelon Cross Echelle Spectrograph (TEXES) in November.  Two shutdowns were 
undertaken, one planned and one unplanned.  The unplanned seven-week shutdown was a result 
of an unexpected dome shutter drive failure.  At Gemini South the first light and commissioning 
of GPI took place in 2013B.  The commissioning was very successful with smooth nights.  
GMOS and FLAMINGOS-2 both performed well.  GeMS/GSAOI had a rough return to the 
telescope after adjustments during the southern winter shutdown. 
 
Operations Statistics in the North equated to 71%, 15% below the Board’s goal of 86% 
(minimum was 81%) reflecting the combined effect of the rescheduled coating and the loss of 
January to the dome shutter failure.  In the South, the statistic equated to 81%, 2% below the 
Board minimum of 83%.  This was largely due to the unanticipated additional on-sky 
engineering activity incurred due to the failure of the Canopus LGS/WFS relocation.  The 
Visiting Instrument Policy posted on the Gemini website appears to provide a sound basis for 
future visiting teams.   
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Progress has been made on the arrangements that will shape the new NGO Agreements, rather 
than the Agreements themselves.  All NGOs are aware of the proposals that will be put in place 
for 2014B.  The results of 2014B will be used to assess the efficiency of the new arrangements: 
they are designed to provide consistent support for PIs while at the same time reducing the load 
at the NGOs, so that the NGOs can take on other work.   
 
To induce more interest in visiting observers, Gemini will implement “Priority Visitor” (PV) 
mode, first in a pilot mode for Large and Long Programs (LPs) in 2014B and then more 
generally.  In PV mode, a visiting observer will be placed at the summit for a block exceeding 
their program’s time allocation and elect when to carry out their program within that block.  The 
observatory may set an upper limit on the amount of additional summit time a Priority Visiting 
program will be allocated.  PV observers will be required to meet their contact scientist at the 
base facility, and obtain necessary familiarization on Gemini and instrument-specific procedures 
ahead of the run. 
 
 
TRANSITION PROGRAM REPORT 

 
M. Boccas presented an update.  The Transition Program is a way to obtain to create a reduced 
2016 budget with a sustainable operation model.  The O&M budget savings come from three 
sources: 

• Create a staffing structure that supports the new operations model (labor costs, 
representing ~60% of the O&M budget, are being reduced by ~20%); 

• Scrutinize all budget accounts and reduce non-labor expenses where possible; and  

• Implement about 30 saving initiatives to either support the reduction in staff or to achieve 
additional yearly savings. 
 

Boccas reviewed the Program Strategic Map.  Two risks have increased for which Gemini is 
requesting guidance from the AOC-G. 

1. Our portfolio of activities is still larger than the resources we have and requires regular 
prioritizing, active leveling of resources between projects and operations, and does not 
allow us to build enough contingency in the resource allocation. 

2. Two external drivers (healthcare insurance, NOAO-S shared services) are increasing our 
costs and require pro-active mitigations. 

 
Overall the Transition is under control although we do not have enough contingency in our 
resource allocations and the program has no well-defined reserve for labor expenses to account 
for any schedule delays.  We are nearing the mid-point of the three years of Transition (2013-
2015) and need to make some tougher decisions to increase our confidence for the remaining 
period.  We are proposing to put on hold some projects that are multi-years, and for which we do 
not have enough resources.  We have started monitoring actively the labor underspend and 
transfer it to the Director’s reserve account.  We are proposing that some of these funds be used 
as a Transition reserve in 2016 to retain some staff involved in the Transition until completion of 
the projects. 
 
At the November meeting the AOC-G proposed several questions and comments (in italics). 
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What sustainable operations savings will be achieved if not all of the Transition Plan activities 

are accomplished?  Gemini has determined the program benefits to look at long-term 
sustainability, i.e. are the benefits sustained over time once the program is completed.  Because 
of the savings in a few initiatives, Gemini can also “nominally” put some projects on a descope 
path.  Gemini is aiming at completing the top four non-labor savers and a few projects, 
supporting mostly the science operations and software group staffing models RT systems 
upgrades, OCS advanced features and queue visualization in order to combine both the highest 
financial sustainability and a robust operational sustainability.  In this descoped scenario, the 
remaining required savings (about $300K) could come from the energy saving projects. 
 
The cost benefits occur at the end of 2015.  The activities should be structured to produce 

intermediate deliveries and associated cost savings.  Part of the energy savings are being 
executed in 2014 with the potential of $40K annual savings.  Furthermore, Gemini expects the 
energy savings projects to be at a stage by the end of the year where we can more accurately 
predict the possible additional savings that can be realized in 2015.  The nature of many other 
projects and the restricted pool of resources makes it difficult to accelerate the completion and 
realize savings earlier than the baseline. 
 
The schedule delays, lack of contingency and fully scheduled nature of the workforce cause 

significant risks.  What is the likely end state of the Transition and what are the descopes to 

achieve a sustainable observatory in 2016?  The schedule delays for the top four savers can be 
controlled by closer oversight of the project management, and proper leveling of resources.  If 
we want to build a 20% contingency, we ought to have 20% less projects. 
 
Boccas stated that Gemini monitors quarterly the size of its portfolio of projects during the 
regular planning process.  Gemini has always had the tendency to keep some projects active 
although they are not fully resourced and are making slow progress.  Most of these projects are 
important because their business case indicate they either contribute to the future sustainability 
or improve the scientific performance of the observatory. 
 
 
INSTRUMENT, PROCUREMENT, PRESENT AND FUTURE 

 
S. Kleinman via teleconference presented an update from the Procurement Working Group.  This 
group was formed as a result of the AOC-G’s recommendations from November 2013.  Their 
goal is to explore and develop new models of instrument procurement.  This Working Group 
sought to explore what options exist within the constraints of OMB’s Circular A-110 and the 
Gemini Partnership Agreement to be more flexible, support more in-kind contributions, and take 
better advantage of unique opportunities when they arise. 
 
The Working Group’s recommendations are as follows. 

• Gemini should work with the Gemini Board and STAC to develop and maintain and 
promote an evolving top-level list of desired instrument capabilities that can be used to 
evaluate the attractiveness of any received proposals for new instruments at Gemini.  In 
general, whenever a new instrument is delivered, an old one has to be moved or 



AOC-G Report – May 12-13, 2014 - Page 10 

 
decommissioned. 

• The Gemini Board wants to expand the use of telescope time as compensation for 
development work beyond providing a guaranteed time incentive by assigning a cash 
value of a night of telescope time when exchanged for instrumentation development. In 
theory, up to 100% of an instrumentation compensation could come from a partner 
country in addition to, or in lieu of, some of their cash contribution to the IDF. 

• The partner share distribution requirements of the Instrumentation Development Fund 
(IDF) should be made as flexible as possible.  Having to meet partner share distribution 
requirements potentially places a large constraint on the team selection process that is 
independent of the teams’ abilities to deliver high-performing instrumentation to the 
community. 

• The Gemini Board should consider what limits are appropriate to place on non-partner 
participation in instrument procurements. 

 
 
GHOS PROGRESS AND GEMINI MANAGEMENT 

 
S. Kleinman stated that Gemini had a kickoff telecon regarding GHOS.  Warrick Couch also 
participated via teleconference.  They mentioned a Standing Review Board.  R. Green asked how 
the milestones will be tracked.  Kleinman stated they are using a program tracking tool.  They 
also have a spending profile to manage the project and determine whether they are on track or 
not. 
 
ACTION:  The AOC-G needs to nominate an AOC-G member for the Standing Review Board.  
M. Mateo was named. 
 
 
CONTRACT EXTENSIONS AND RECOMPETITION PROPOSALS 

 
N. Levenson presented an update for the extension to the Cooperative Agreement for 2016 and 
the competitive proposal for operations of Gemini 2017-2021.  The NSF has requested that 
AURA submit a proposal for a one-year extension to the current Cooperative Agreement for the 
operation of Gemini observatory.  This will be a non-competitive proposal, but may require the 
NSB approval to increase the spending cap of the current agreement.  G. Schmidt has informed 
Gemini that a detailed program plan for the 2016 calendar year will be the most important 
element of the proposal. 
 
Levenson said the full recompetition proposal will cover five years from 2017 through 2021.  
Gemini expects to see a solicitation for the recompetition this summer with a final deadline soon 
after the first of the year.  If a different structure is not imposed, we suggest using the same basic 
structure as for the CA extension: organize proposal aligned to our organizational structure; 
explain each component of the organization (goals, duties).  One major addition will be to set the 
context of the astronomical landscape over the proposal period and to demonstrate how Gemini 
fits into this context.  For the recompetition proposal, we will list only major highlights, not 
detailed plans by year.   Additional text is to show growth, and explain changes for the future.  
Gemini will highlight the following: 
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• Three proposal modes (regular, large, and fast turnaround); 

• Remote observing; 

• Post observing support revision; 

• Relationship with NGOs; 

• New instrument procurement processes; 

• Facility and instrument plans over the period; and 

• Start planning for instrument decommissioning, including processes. 
 
The recent NOAO solicitation had required a proposal structure.  Topics that would be included 
are: 

• Management, overall management and financial plans; 

• Operations, maintenance, environmental, safety, health, and security; 

• Budgeting, staffing, and workforce management; 

• Science and facility planning; and 

• Education and Public Outreach and open access. 
 
ACTION: N. Levenson will have the CA extension proposal to the AOC-G by August 8th and it 
will be returned to Gemini by August 15th.  Plans are for the AURA Board to review it by 
August 25th and back to Levenson by September 2nd.  The Gemini Board will need to review it 
simultaneously when the AURA Board receives it. 
 
 
QUESTION AND ANSWER PERIOD WITH GEMINI STAFF 

 
R. Green described the AOC-G’s functions and M. Balogh gave highlights of the Gemini Board.  
Questions were opened from the staff connecting in Hilo, HI and La Serena, Chile. 
 
What is the best way to maintain a competitive instrumentation program? 

The Gemini Board will discuss a report this week from the Working Group created for 
instrumentation.  They are assessing whether there is a better way for the funds to flow from the 
partners to the observatory.  The observatory is building a recent wave of successes with GeMS, 
GPI, and the new CCDs. 
 
Is Gemini looking for new partners? 

Gemini is attractive on the international stage.  KASI, from South Korea, is observing at the 
Gemini Board meeting this week and is in advanced stages of negotiations to bring them on 
board by 2016.  The Board has been putting together a document about negotiations with new 
partners.  The Board doesn’t want to stop at South Korea and would like to find other new 
partners. 
 
What it the limit of telescope time that would be given to new partners or new instrumentation? 

The Board is discussing a “number” but it hasn’t been confirmed yet.  There will be a cap on this 
to attract new partners but not be detrimental to existing partners. 
 
Could Gemini staff attend future meetings? 
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The STAC is doing well, with positive recommendations.  Balogh is reluctant to add other voices 
and perspectives to those meetings.  The STAC’s reports are public and capture very well what 
happens at those meetings. 
 
What is Gemini’s long-term vision? 

This will be discussed with the Board this week.  It is difficult however, to frame a long-term 
vision because of the change in partnership in 2016. 
 
How is the recompetition of management for Gemini proceeding? 

It is competition sensitive so currently there is no new information. The Board would not have 
much information to pass forward in any case, because it is not under the Board’s control. The 
AOC-G has discussed with N. Levenson the strengths of what the current management group has 
done thus far. 
 
What does the AOC-G do? 

R. Green responded that AOC-G helps enable the goals of the Board, and holds AURA 
accountable for properly spending money that NSF awards.  The AOC-G stays out of the science 
policies, as well as queue vs. classical modes decisions.  The AOC-G does, however, review how 
the dollars are managed, and ensures that the structures are in place to be aware how the money 
is being spent and what Gemini’s priorities are.  The AOC-G also: reviews the program to make 
sure it is meeting the objectives for scientific and technical efficiencies of operations; assesses 
how the staff is coming up with new ideas and approaches; oversees instrument and facility 
development; ensures funds being used to the best advantage; selects the Gemini Director; 
approves the Deputy Director appointment; and oversees internal processes for promotion and 
tenure (from a process view only).  The AOC-G approves every proposal submitted.  The Chair 
of the AOC-G also presents updates to all AURA Board meetings and Gemini Board meetings. 
 
 
AOC-G RECOMMENDATIONS 

 
1.  Commendation 
 
The AURA Oversight Council for Gemini (AOC-G, hereafter Council) congratulates the 
Directorate and entire Gemini staff for their excellent work during a challenging year. The 
observatory demonstrated effective leadership and great skill in responding to the Gemini shutter 
failure and challenges in instrument commissioning and development during 2013 and the first 
months of 2014. It is notable that the Observatory addressed these challenges during the 
continuing implementation of the Transition Plan, and in an environment of uncertainty in 
partnerships, funding and staffing. Meanwhile, the Observatory also successfully launched new 
instruments and initiatives and continued to plan for the future. 
 
We are once again pleased with the tremendous progress on instrumentation development. The 
deployment of GeMS / GSAOI and the spectacular first scientific results from GPI showcase the 
efforts of the observatory to bring forefront capabilities online and address the most exciting 
scientific questions. We applaud the development team in their successful management of these 
programs and look forward to celebrating the GPI handover later this year. Ongoing work with 
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FLAMINGOS2, GRACES and the GMOS CCD upgrades promise continued and vital 
improvements of the Observatory's capabilities. 
 
The Council was pleased to hear about the progress on GHOS in the time since the November 
AOC-G meeting.  The GHOS project is now underway with all key agreements/contracts in 
place.  The Council also broadly endorses the management approach that Gemini has adopted for 
GHOS in which Gemini and AAO/HIA are working as partners in the enterprise rather than 
within a more formal client/vendor relationship.  This model should serve Gemini well in the 
future as additional new instrument development projects come on line in the coming years.   
The AOC-G looks forward to periodic reviews of progress of this exciting project and to the 
successful delivery of this highly capable instrument to Gemini. The Council was also pleased to 
hear that its recommendation for a standing review panel is being adopted and we remain 
confident that this body will help identify any science, design or management issues that arise in 
the GHOS project and allow the project to steer through this in a timely, effective manner.  
 
Also impressive are the many ways in which the Observatory is broadening its engagement with 
the astronomical community. New facility instruments play an important role, of course, but we 
are also enthusiastic about the Observatory's ability to host innovative visitor instruments. We 
encourage the observatory to support flexible procedures for interacting with groups, which can 
provide unique observing capabilities.  
 
The strong community response to the large/long program demonstrates how offering a new 
observing strategy can energize the community and inspire ambitious new science goals. 
Promoting new observing modes, particularly eavesdropping and an increase in classical 
observing, will significantly strengthen ties between the Observatory and users, and we advise 
the observatory to encourage these modes whenever they are appropriate. The "bring one, get 
one" student travel program makes clear that encouraging visitors and direct interaction with the 
observatory are a priority, and also ensures that these relationships continue to the next 
generation.  
 
Finally, the Council would like to acknowledge the ongoing work in tracking and managing 
observatory resources. Only a few years ago, we were quite alarmed about this issue. Now a 
large number of the Observatory’s activities and projects have been resource-loaded, and 
quarterly adjustments are made with understanding of the impacts.  We compliment the 
observatory for their extensive improvements and for providing a comprehensive report on the 
financial state of the observatory and its ability to carry out its primary mission. 
 
2.  Transition Plan & Resource Management 
 
The Council appreciates the Observatory’s improved metrics for tracking the execution of the 
transition plan projects.  Stoplight charts provide general status assessment of the largest projects 
as determined by size and by non-labor savings. We also now have a chart depicting overall 
transition plan completion, comparing actual performance to plan.  From this chart we note that 
the completion of transition plan projects is planned to occur in 2016, and that schedule erosion 
would push this date further into 2016, which raises issues of resource planning and phasing 
which are discussed below. 
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Ideally we would like to see metrics that indicate the extent to which capabilities are being 
achieved that in turn enable the reduction in workforce associated with the post-transition 
operations model.  We recognize that capability is a difficult quantity to measure.  Without such 
metrics we are left with a degree of anxiety that failure to complete certain transition projects 
might result in an inability to operate the observatory effectively with the smaller workforce that 
can be afforded downstream. Much of the savings occur when certain large activities are wholly 
completed.  For example, there is no reduction in operating staff at the summit if the Base 
Facility Operations project is not wholly completed; the benefit occurs all at once at the end. The 
roll-up metric of cumulative savings starts with a modest amount for items like GS 
transportation, followed by progressively larger amounts, with the largest ones adding in steeply 
at the end of the plan in 2016Q1 to 2016Q4.  Looking at 2016Q1, savings of the order of US$ 
700K correspond to reduction in costs of science archive, spares management, base facilities 
expenses, lean tools, telescope daily checks, and summit power consumption. 
 
It is therefore important to understand what cost reductions are achievable if some transition 
projects cannot be carried to fruition. A better understanding by the Council of the operational 
consequences of not completing all planned transition projects would help to allay our concern. 
The Council would also like to understand in more detail what the plan is for 2016 should the 
projected savings not be immediately achieved. There seems to be little contingency in the 
projections for 2016, which is a reasonable management strategy provided there is a robust plan 
with sufficient reserves to define what happens should 2016 expenses exceed 2016 revenue. 
Associating any decrease in safety staff as part of such a contingency plan is not appropriate, and 
a decision to continue to draw-down cash reserves to cover any shortfall only delays the need to 
balance the yearly budget.  
 
With regard to the schedule, execution of transition projects currently appears to be at about 80% 
of plan.  It would be helpful to the Council to have a better understanding of how ‘percent 
complete’ estimates are calculated for the transition projects. We note that the trend line from the 
last AOC-G meeting indicates that the recent rate of accomplishment is about twice the planned 
rate.  If this trend continues we would expect transition plan execution to catch up with the plan 
sometime this summer or fall.   
 
Given that the Observatory has not achieved its planned staffing levels we would anticipate that 
some transition plan projects might slip in schedule.  As we approach the completion of the 
transition plan it becomes increasingly important to focus on the ‘end game’ to assure that 
resources are both matched and phased to the work remaining. If the schedule slips there is a real 
risk that people will be lost before their work is done, particularly because some staff are 
retained on fixed term contracts. We encourage the Observatory to explore creative measures to 
retain key staff for as long as is necessary to complete the transition plan. It is also important to 
plan and track the necessary re-phasing of funds needed to pay for an extended period of 
performance. 
The Council requests that during the next AOC-G meeting a more in depth review of a large 
project, such as the move to Base Facility (remote) Observing. In 2016Q2 to Q4 the projections 
show savings of $336K on the Base Facility Operations (BFO).  These savings are realized all at 
the end, with all aspects of the project completed.  This large project must consist of smaller 
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work units that are being tracked, and we seek more insight into that process on the basis of the 
approach and reporting already underway.  The Council would like to see the project 
management approach at the level of software module sub-projects, the intermediate milestones, 
how effort per unit was estimated for planning, how staff effort is being retained for full 
completion, and how accumulated progress in analogy to earned value is being tracked.  The 
purpose is to assure that one of the most prominent cost-saving projects is being managed in a 
way that will bring it to successful completion on the desired timescale. 
 
3.  O&M Budget 
 
The Observatory Directorate has now produced a well-scrubbed and managed budget. The 
planning process has required a significant investment of high-level management time. The 
Council sees no remaining appreciable slack. Further O&M budget reductions, due to loss of 
purchasing power or other calls on core resources, would not simply lead to a somewhat leaner 
Observatory, it would mean a fundamental change of scope with potentially serious detrimental 
consequences, and put at risk the ability of the Observatory to meet Board-specified priorities. 
Areas likely to be impacted include data quality assurance and post-processing, as well as queue 
observing. 
 
4. Instrument Procurement 
 
The Council notes that the Observatory faces significant challenges in maintaining a robust 
instrument development process while facing highly uncertain IDF funding.  Since the Gemini 
Board has stated that instrument development is a top Gemini priority, an adequate rate of 
development of new instruments is not a luxury but a necessity. Even if it is only a statement of 
intention, a best efforts commitment for a well-defined ongoing effort is necessary if existing 
development programs are to proceed in a timely fashion and if realistic planning for new 
instrumentation is to be initiated without affecting Observatory operations. The Council was 
impressed by the work of the Procurement Working Group to address these issues, and endorses 
the more flexible approach to instrument procurement outlined in their recommendations.  
 
Now the challenge will be to anticipate the demands that this multidimensional approach will 
place on observatory resources, as it will not be business as usual.  The Council therefore advises 
Gemini management to prepare use cases for the various instrument procurement approaches 
outlined in the working group's report. Evaluating the costs to the observatory of commissioning 
instruments delivered as in-kind contributions will be particularly important in an environment in 
which the support for procurement management from the IDF will be changing.  Opening the 
Observatory's doors to a wider variety of instruments will certainly make it more attractive, but 
all parties involved in the working group must be made aware of the impact on Gemini staff and 
the internal investments that will be necessary to deliver scientific returns from contributed 
instruments. 
 
The Council endorses the Observatory’s position that a core instrumentation expertise--
consisting of a group of individuals with the necessary range of skills to support instrument 
procurement--absolutely must be maintained at Gemini if the Observatory is to be expected to 
meet the Board’s high priority to deliver front-line instruments. Although the fraction of effort 
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required from each critical skill necessary to support a given project is subject to discussion, the 
full suite of skilled individuals must be supported in some fashion. By definition, if new 
procurements can be executed by in-kind contributions and/or exchange of nights, the level of 
cash funding of the IDF will not reflect the level of instrument development in progress.  
Therefore, the fixed percentage of the IDF allocated for technical management is unlikely to be 
adequate and will in any case fluctuate substantially. 
 
In the absence of stable IDF funding, maintaining the expertise to implement an effective 
instrumentation program will require the Observatory and the Board to explore other ways to 
retain the Board’s high priority for an active instrumentation program.  For example, O&M funds 
may need to be allocated to instrumentation, and the use of such funds would have significant 
operational implications, requiring explicit priority choices.   
 
5.  Financial Reporting and Resource Management 
 
The Council is very pleased with the detail and organization of the financial reporting, 
particularly with the analysis of variances for each of the major budgetary lines: O&M, IDF, and 
FDF.  We also note the close match of the expenditure level of the O&M budget, over which the 
Observatory has most control, compared to the planned level.  We recognize that there was some 
considerable variation among sub-categories as accounts were being restructured during the 
Transition.   
 
At the same time, we had some difficulty in the report for this meeting at the highest level rollup 
in differentiating cash flow from budgetary reporting, actuals vs. original budgeting, and the 
financial years in which obligations were being allocated as expenditures.  The evolution of 
carry-forward is central to our understanding of the control of current-year expenditures, the 
level of future commitment of carry-forward funds, and the rate at which past under-spending is 
being utilized for transition and other projects.  For its management role, this Council is 
interested primarily in the budgetary approach; to the extent that we help AURA in its fiduciary 
responsibilities, it would be very valuable to have a deeper understanding of the variances 
between (instantaneously sampled) cash balances and those budgetary values.  We recognize the 
value of a coordinated reporting format for the Council, the Gemini Finance Committee, and the 
Gemini Board.  We recommend having a designated Council member work with a designated FC 
member and the Observatory to define a mutually satisfactory format that will clarify these 
issues. 
 
6.  Ability to Manage through US Government Closures 
 
Although we are currently in a period of relative political stability in the US budgeting process, 
the Council remains concerned about the ability of the Observatory and AURA to manage their 
activities in the event of another shutdown of the US government or other inability to access 
funds.  We are vulnerable to inadequate drawdown of funds should the extent of a planned 
shutdown be underestimated or in the case of an unanticipated shutdown.  We urge the NSF with 
AURA’s encouragement to continue to explore ways to ensure continuity of access to funding, 
especially that provided by the international partners, so as not to jeopardize the employment of 
visa holders or Chilean union members, nor encourage unplanned departure of key staff 
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members. 
 
Meeting adjourned 6:10 pm.  It was resumed on Tuesday May 13th at 9:00 am ending at 11:35 
am and back in session at 2:00 pm with adjournment at 2:45 pm. 
 
 
Submitted by:      Approved by: 
 
 
__________________________   ______________________________ 
Nanci Reich, Corporate Secretary   William S. Smith, President 
 


