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1 Scope 
 

The Director’s report provides a short high-level overview of the activities of the Observatory during the 

reporting period. The report is not meant to be comprehensive, but to draw attention to highlights, 

concerns or forward looks. More detailed reports from the Gemini Directorate to the AOC-G and the 

Gemini Board provide further details on the aspects presented in this report. 

 

The report focuses on internal activities (next section), external activities (section 3), and dedicates a 

section (section 4) to the transition plan. 

2 Internal Activities 

2.1 Management and Structure 
 

Several changes in the management personnel occurred in the last six months: 

 

• Maxime Boccas, Associate Director for Development and Transition Plan executive, left Gemini in 

July 

• Scot Kleinman started as new Associate Director for Development on July 1st 

• Inger Jørgensen, deputy Associate Director for Operations, took over the responsibilities of the 

Transition Plan executive starting July 1st  

• René Rutten started as new Head of Science Operations for Gemini South on June 1st 

• Yura Monsanto started as the new HR manager in La Serena on July 1st  

• Joanna Thomas-Osip started as Head of the new Science User Support department on September 

15th  

• John Vierra will start November 15th as new Safety Manager for the observatory 

• Tim Marino will start October 27th as the new HR manager in Hilo, supported by HR generalist Kelli 

Tomota starting October 20th  

 

The Data Process Development (DPD) group was merged into the new Science User Support 

department.  

The updated Organization chart is shown on page four of this document.  

 

No new recruitments on short-term transition plan support positions are foreseen. The only two 

recruitments foreseen in 2015 are the regular three-year fellowships at Gemini North and South. Long-

term positions will be refilled if vacated. The number of staff is expected to decrease from ~185 to ~165 

over the next ~two years; retention measures are applied. 

 

The bi-annual collective bargaining with the local Chilean staff was successfully concluded by AURA-O in 

June. It is noteworthy that these went very smoothly and that we experienced none of the problems 

other organizations in Chile have encountered recently. 

 

The focus of the management continues to be extensive internal communication and transparency in 

order to stabilize the staff during the transition. 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 directorate continues to have weekly meetings. Once per month, the 
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transition team joins the second hour of a meeting. Once per month as well, the heads of departments 

and the chair of the faculty join the second hour of a meeting. All ~30 persons with line management 

responsibilities get together every two months in a “G30” meeting aimed at discussing major 

management and HR topics. All-staff meetings are scheduled to take place about every two months. 

Updates on the transition plan are presented to the entire staff quarterly by the transition plan 

executive. 

 

The Gemini management has spent about three hundred hours of work on the AURA-NSF Cooperative 

Agreement extension for 2016, delaying some other reporting activities. The directorate started 

supporting AURA in completing a re-competition proposal for the management of Gemini (2017-2022); 

the invested hours are tracked and charged to AURA corporate. 

 

 





2.2 Operations 
 

At Gemini North, a second dome-shutter failure occurred at the end of May, identical but symmetric to 

the one experienced earlier in the year. The downtime for the telescope was shorter than in January (28 

instead of 50 days), but significantly impacted the scientific program completion at Gemini North in 

2014A. Work is on-going to bring an external consultant company on site in order to comprehensively 

investigate the cause. The shutter at Gemini South was inspected, and continues to be monitored, and 

shows no sign of a similar problem. 

 

Both Gemini North and South conducted their yearly planned, two-week shutdowns (in September and 

August, respectively) so all foreseen maintenance and obsolescence remedy tasks could be performed. 

 

Large and Long programs (LLP) have started in July with 2014B. The integration of the LLPs into the ITAC 

process required some effort, but is now streamlined for the future. The Priority Visitor mode was 

successfully tested with the first LLP observers, who stayed for 9 nights (5 of which were dedicated to 

their program) conducting observations for them and for their peers. These first observers also made 

use of the “Bring One, Get One” scheme and brought a student along whose travel was subsidized by 

Gemini. 

 

The larger fraction of LLPs at Gemini South drove the use of GMOS-S up to 76%. The final distribution of 

time allocated by instrument (including LLPs and standard programs) in 2014B is shown in the pie charts 

below, Gemini North on the left and Gemini South on the right. Note that each of the (returning) visiting 

instruments offered in 2014B (DSSI and TEXES) got close to as much time allocated by the ITAC as the 

facility instruments NIFS and NIRI.  

 

Note that at both Gemini North and South about 5% of the time is allocated to laser observations. Laser 

runs are scheduled for typically 2-3 times more hours than needed to execute the programs. 

 

 
 

The Users’ Committee, now chaired by Craig Heinke, met in August in La Serena. Their report is publicly 

available on the Gemini website. 

 

The Operations Working Group met remotely in August. The new distribution of phase 2 work was 

reviewed and generally found to have improved the support to the users. In particular, the 

incorporation of the phase 2 work of the US NGO into Gemini did not generate significant additional 

work within the observatory. 
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2.3 Development 
 

Gemini North and Gemini South are currently operating with their complement of 4+AO instruments. 

There have been no changes at Gemini North, operating GMOS-N, GNIRS, NIRI and NIFS, with ALTAIR. At 

Gemini South, the Gemini Planet Imager (GPI) had its last commissioning run in September, regular 

observations and the GPI campaign are now starting. The Hamamatsu CCDs were installed in GMOS-S in 

June and have been used for all science runs since then. Several pending issues are still being addressed. 

FLAMINGOS-2 is being offered in imaging and long-slit mode; the image quality problem was solved in 

imaging mode, and largely reduced in spectroscopic mode. GSAOI is being offered with GeMS, but will 

be offered for a reduced amount of time in 2015A and 2015B to offload the engineering department 

while finishing transition projects and maintaining regular operations. 

 

New/Future instruments 

 

NGS2 project: Gemini signed the memorandum of understanding with the Australian National University 

(ANU) for the collaboration on the development of a new natural guide star wave-front sensor for 

GeMS. The ANU, on behalf of the consortium including also the AAO and Swinburne University, is 

expected to sign the formal contact with Gemini for the delivery and commissioning of the system in 

October. 

 

GHOST (note the “T” added to the acronym) has progressed according to plan and schedule with the 

Australian-Canadian team preparing for a preliminary design review in December. The team’s 

recommendation based on science use of GHOST alone is to install GHOST at Gemini North in the stable 

environment of the peer lab (as opposed to dome floor). The STAC will provide a recommendation on 

site while considering operational issues more broadly. 

 

After the first light of GRACES in May, Gemini and Canada France Hawaii Telescope (CFHT) explored the 

path forward to making the facility available to the Gemini community. Conditional to the support from 

the STAC, the current plan is to offer GRACES in two blocks of nights during 2015B and to run ‘mini-

queues’ of programs during these blocks. In exchange for the use of ESPaDOnS, the spectrograph 

coupled to GRACES, CFHT suggests to provide to its community access to Gemini for a number of 

(classical) nights equivalent to 15% of the nights used by the Gemini community on ESPaDoNS. 

 

The Gen4#3 call for feasibility studies was released on the Gemini website on September 19th with a 

letter of intent due November 17th, a proposal deadline December 15th, and a selection by January 19th. 

The call states “Gemini is looking for science-driven feasibility studies based on a facility instrument 

costing between USD 8,000,000 and USD 12,000,000 to design, build, test and commission.” Currently, 

$9M are foreseen in the IDF budget for the construction of Gen4#3. The funds will be accumulated 

through the IDF contributions of the partners between 2015 and 2020. This assumes IDF contributions in 

the amount stated in the NSF solicitation for the management of Gemini between 2016 and 2022. A 

shortfall of the IDF contributions would have an immediate impact on Gemini’s ability to deliver the 

instrument. 

 

Looking ahead into the era 2020+, it becomes clear that both GMOS instruments are critical to Gemini’s 

scientific productivity and that they will need a major overhaul in the next years in order to extend their 

lifetime into the next decade, since no replacement is foreseen. The new Instrument Program manager 

and Instrument Program scientist will further review the current suite of instruments in light of 

upgrades to keep them up-to-date. 
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The development division was reviewed in light of the new instrument procurement model. A proposal 

is outlined in the Development report to size and compose the group such that it can support two large 

(e.g. GHOST, Gen4#3,) and two small (e.g. NGS2, GMOS CCDs,) projects simultaneously. 

3 External Activities 

3.1 Communications and Outreach 
 

Gemini Focus (quarterly), e-Newscast (monthly) and Press Releases/Web-features are systematically 

broadcasted to the community and all stakeholders electronically. Social media are used regularly to 

inform the public about a range of public events or Gemini science news. 

 

Gemini continues to attend Astronomical Society meetings (or equivalent) from all partners. In the 

reporting period, Gemini Directorate members attended the Canadian CASCA 2014 in Quebec City, the 

Australian ASA 2014 at Macquarie University in July, and the Brazilian SAB 2014 meeting in Buzios in 

September. In addition, the Gemini Director will be present at the Korean KAS meeting in Jeju in 

October. 

 

Gemini continues to support its outstanding outreach programs. Gemini South is organizing the yearly 

flagship “Viaje al Universo” week in October with multiple events in the Coquimbo region. 

3.2 Limited-term partnerships  
 

A Memorandum of Understanding (MoU) between AURA and Korea Astronomy and Space Science 

Institute (KASI) has been finalized and is in the process of being signed. The exact contribution of KASI 

awaits their budget 2015 approval and will be in the range $1.5M ±10% for access to 19 ±10% telescope 

nights over the two semesters 2015A and 2015B. (See the MoU provided as a background document.) 

 

Australia, through Australia Astronomy Limited (AAL), is finalizing a Limited-term Partnership Agreement 

with the NSF for the semesters 2016A and 2016B for 7 nights initially. 

 

Both agreements, with KASI and with the AAL, are expandable. KASI’s goal remains a full partnership 

within Gemini. The KASI and AAL agreements have been signed by AURA and NSF, respectively. The 

choice of signatory was driven by the administrative simplicity; both avenues remain possible in the 

future – the one with AURA will be the easiest one for non-partners. 

4 Transition Plan 
 

The objective of the transition program is to operate a sustainable, scientifically competitive observatory 

on a ~20% reduced operations budget by the end of 2015. The 2012 O&M budget was $30.4M (as 

approved by the Board in May 2012). An unchanged budget adjusted for 3% annual inflation would be 

$34.2M in 2016 dollars, while the 2016 contributions will be $27.35M in 2016 dollars. The 2012 O&M 

budget was slightly underspent, so that a spending reduction of $6.5M by 2016 is sufficient.  
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A full report on the transition plan is presented in a separate document. 

 

In developing the transition program, we revisited the observatory’s core mission, identified the 

principal services that ought to be delivered, and restructured the operations accordingly. The budget 

savings result from three activities: a) a reduced staff in a structure to support the new operations 

model; b) general efficiencies and savings that result from scrutinizing all non-labor expenses; and c) 

about 30 saving initiatives that either support sustainability with reduced staff or provide additional 

yearly savings. The staff reductions provide the majority of the required savings (~$4M, for ~60% of the 

savings). General efficiencies reduce expenses by ~$1.5M, and the initiatives account for ~$1M savings. 

 

In the period May 2014 to October 2014 the following progress has been made: 

 

On a): the staffing plan continues to be implemented and labor costs reduced. The main savings result 

from the reduction in staff, which is on track. The new relocation policy has been implemented, and the 

analysis/re-competition of the health benefits providers was concluded and a new scheme is being 

introduced for 2015. The internal retention plan (a two-year forward look) was revised in August to 

secure the execution of the critical transition plan activities. The internal (long-term) succession plan is 

being revised. 

 

On b): the Deputy Associate Director for Operations, Inger Jørgensen, is working with the budget 

managers to revise the budgets 2015-2016 and identify savings in the non-labor parts of the budget, 

after abandoning non-core activities. First progress already shows in the 2014 spending. Accordingly, the 

directorate is applying a top-down adjustment to 2015 budget requests.  

 

On c): several Transition Plan initiatives have been successfully closed in the last six months and several 

low-priority ones have been cancelled to free resources for the higher-priority ones (see figure below). 

Top priority for 2015 is the completion at Gemini North of the Base Facility Operations (BFO) project. 

Note also that the Energy Savings project, especially the installation of photovoltaic panels on the 

Maunakea summit, was uprated given the increased potential for savings (linked to rapid technology 

development). 
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Overall, the goal to achieve competitive, sustainable operations in 2016 on an O&M budget of $27.4M 

(2016$) is currently being met. 

 

 


