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1 Executive Summary 
 

With the Transition Program we aim to be able to operate the Observatory in a sustainable and 

scientifically competitive manner by the end of 2015. The Transition Program has three components (1) 

staff reduction, (2) reduction in general non-labor budget, and (3) implementation of Transition Program 

projects which either aid the staff reduction or leads to further non-labor savings. This document gives a 

brief summary of plans for all three components as well as the current status in reaching the goals for 

each component.  

 

The staff reduction results in operations changes in all divisions. The staffing will support only four 

facility instruments plus an AO facility at each site, and we will not have the capacity for major 

instrument refurbishments or development in the O&M budget. Queue observing will be carried out 

mostly by non-research staff. Support for development of data reduction software is reduced. 

Administrative support is reduced at the sites, while procurement, accounting and human resources are 

move to AURA Centralized Administrative Services. 

 

Reduction in general non-labor budgets is tied to the staff reduction, and implementation of budget 

principles as well as top-down budget envelopes imposed on the non-labor portions of all budget 

accounts. 

 

In connection with our 2015 planning, we have reviewed the savings and progress on the Transition 

Program projects. We decided to cancel several of the lower priority projects in order to free up 

resources for higher priority work across the Observatory. In addition, the energy savings projects were 

given higher priority as they have the possibility of realizing about $320k in annual savings, while also 

replacing aging cooling equipment.  More detailed information on individual Transition Program projects 

can be found in the regular quarterly reports provided as background material. Here we focus on the 

top-level view of the priorities and savings from these projects.  

 

The AOC-G and Board are: 

Invited to comment on the current status of the Transition Program  

 

2 The three components of the Transition Program  
 

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 2012 O&M budget was $30.4M (as 

approved by the Board 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. As the 2012 O&M 

budget was underspent, we have assumed that a spending reduction of $6.5M is sufficient. This amount 

is used in the following to show the contributions from the different aspects of the Transition Program. 

 

The purpose of the program is to revisit the observatory’s core mission, to identify the principal services 

that ought to be delivered and to restructure the operations accordingly. The budget savings result from 

three activities:  

(a) Create a staffing structure that supports the new operations model (labor costs, representing 

~60% of the O&M budget, are being reduced by ~20%) [Labor budget reduction on Figure 1] 
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(b) Scrutinize all budget accounts and reduce non-labor expenses where possible [General non-

labor reduction on Figure 1] 

(c) Implement about 30 saving projects/initiatives to either support the reduction in staff or to 

achieve additional yearly savings [TP non-labor reduction on Figure 1] 

 

The staffing change, which is certain, represents about 60% of the total savings. General non-labor 

savings accounts for about 25%, and the Transition Projects are planned to deliver about 15% of the 

savings and enable delivery of the services with the reduced staff. This report concentrates on the 

Transition Projects. Figure 1 illustrates the contributions to the $6.5M in savings that is our goal. Further 

budget reductions in non-labor may make it possible to reduce the required reductions in labor 

expenses. 

 

The savings from the Transition Projects illustrated in Figure 1 are “discounted” with confidence factors 

of 60-80%. If the larger of the projects in terms of non-labor savings realize their full savings the 

Transition Projects can result in almost $1.5 million non-labor savings. These projects are the Base 

Facility Operations, Energy Savings, and the Science Archive. The Information Systems (IS) licenses 

project has already realized $144k in savings, exceeding the planned savings. 

 

Maxime Boccas, previously the Transition Program Executive, Associated Director of Development and 

responsible for the Observatory-wide planning, left Gemini mid-July 2014. Inger Jørgensen assumed the 

responsibilities as the TP Executive effective July 1, 2014. Associate Director of Operations Andy 

Adamson and incoming Associate Director of Development Scot Kleinman have assumed responsibility 

for the Observatory-wide planning. 

 

 

 
 

 

Figure 1: Distribution of the O&M budget reduction required to meet the decrease in budget by 2016.  

Amounts are in $1000. Major contributors to the Transition Program non-labor savings are labeled. 
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3 Status of preparations for operations with reduced staff  

3.1 Summary of staff reductions by Division 
The largest part of the O&M budget reduction comes from the staff reduction. Figure 2 shows the 

staffing in 2011 compared with the planned staffing for 2016. The 2016 staffing still contains positions 

associated with the Transition Projects and Instrument development. The final steady-state staffing is 

planned to be about 10 FTE lower, at around 154 FTE. 

 

The following sections describe the main changes in operations within each division that enable 

operations with the reduced staff. 

 

 
Figure 2: Staffing by area in 2011 compared to 2016 

 

3.2 Science Operations and Science Users Support Department 
The science operations staffing plan for the Transition Program was developed in a combined bottom-up 

and top-down process during late 2009. The top-down envelope used a 15-20% reduction as the goal, 

while the bottom-up process focused on defining essential services and cost effective ways of delivering 

these. Later adjustments were also added to the plans. The main changes in Science Operations as a 

result of the Transition Program are summarized below with a brief statement of the current status. 

 

1. Staff queue observing will change from being done by research staff to 75% done by non-research 

staff (the Science Operations Specialist group - SOS). 

The SOS groups include 10 staff at each site. Currently 12 of these are trained as observers and plans are 

in place to have the remainder trained by the end of 2015. In 2014B 65% and 55% of the observing at 

Gemini North and South, respectively was covered by SOSs. We expect to reach 75% at both sites in 

2015B. 

   

2. Reduction in Data Processing Development group to 4 FTE (now part of the Science Users Support 

Department - SUSD). 
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The group is now part of the SUSD. The staffing plan contains only four continuing positions. This is 

sufficient for long-term post-observing support and maintenance of the data processing software. It 

assumes that new instruments are delivered with data processing software that interfaces to the Gemini 

infrastructure for the data reduction software. 

 

3. Research staff size will support 4 facility instruments plus an AO facility at each site. 

Staffing required for heavy, medium and light usage instruments were defined based on timecard 

information and input from instrument scientists. This information forms the basis for the required 

staffing to support four instruments and an AO facility at each site, at a similar service level as in the 

past. The main change is the reduction of supported instruments. 

 

4. Queue operations (planning, accounting etc.) will be streamlined and aided by better software. 

Transition Projects that contribute to reduction of the time needed for queue operations are: (1) ITAC 

phase2 for queue filling, (2) LCH software to handle laser closure windows from the military, and (3) 

Queue visualization for medium term queue planning. We have also simplified the accounting for the 

telescope time used. All these changes have been fully implemented. 

 

5. Data quality assessment will be streamlined and focused on high priority programs. This reduces 

the need for daytime scheduled non-research staff as most of the data assessment is done by the 

nighttime staff. 

The quality assessment pipeline for GMOS imaging (and all acquisitions) combined with better training 

of the observers have enabled the majority of the quality assessment to be done in real time at night. 

The daytime quality assessment has been reduced to focus on the high priority programs. These changes 

were implemented in early 2013. 

 

6. Laser operations will move from dedicated laser operators to the Science Operations Specialist 

group. This reduces the number of staff on duty during laser nights with one. 

Six of the Gemini North SOSs are trained as laser operators. Full training is expected to be in place in late 

2015, turnover allowing. The training of the Gemini South SOSs as laser operators will start in 2015A. 

 

7. Laser operations without spotters 

Spotters are currently required during laser operations in order to watch for aircraft. With the 

implementation of the Transponder Based Aircraft Detection (TBAD) system at both sites in 2015, we 

expect to be able to operate without spotters. The TBAD hardware has been installed at both sites 

during 2014.  

 

The science staffing plan will be reviewed again in early 2015. In particular, the advent of the base 

facility operations may allow or require adjustments within the staffing envelope. 

3.3 Engineering Operations, including Software and Information Systems 
From Figure 2 it may appear that there is no reduction in engineering operations staff. This is deceiving 

as Figure 2 counts engineering staff involved in instrumentation projects (Flamingos-2 and GeMS) in 

2011 as part of development. It is more instructive to directly compare by group the current staffing 

with the 2016 and 2017 expected staffing. The reduction is about 8 FTE distributed on GS engineering 

and site staff (4 FTE), software (3 FTE) and the information systems group being (1 FTE). 
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The reduction of GS engineering and site staff coincides with the completion of instrumentation 

projects, emphasizing that with the reduced engineering staff large in-house instrumentation projects 

will no longer be feasible. Further, the engineering staff at both sites is sized for support of four facility 

instruments and an AO facility. Visitor instrument runs can be supported. We currently estimate that 

three runs per year per site will be feasible. 

 

The software staff reduction relies on implementation of the two Transition Projects “OCS 

infrastructure” and “Real-time Systems upgrade”. Since we have decided to put on-hold the RT systems 

upgrade project for a year starting in November 2014 to enable timely completion of the Gemini North 

part of the Base Facility Operations Project (see section 5), this means that a couple of software staff 

contracts will be extended into 2016. 

 

Information Systems (IS) implemented staff reductions in 2013. However, we have recently added one 

temporary staff to the IS group to make more experience staff effort available for sustainability projects 

over the next year. It is expected this position is again eliminated in 2016.  

 

In addition to the specific staffing changes we have also completed the restructuring of the engineering 

groups to a flatter organizational structure similar to the one used for the science staff groups. The 

restructuring has eliminated some management and supervisory overhead. 

 

As for science operations, the plan for engineering operations will be reviewed again in early 2015 for 

any adjustments needed within the staffing envelope. 

3.4 Development/Instrumentation 
The large reduction of the Development group reflected in Figure 2 is primarily due to the reduction of 

engineering staff involved in instrumentation projects (Flamingos-2 and GeMS). However, the 2015 

staffing is still at about 21.5 FTE and consists the instrumentation group, the systems engineering group 

and the telescopes and adaptive optics group. The main staff reduction comes from the instrumentation 

group and underlines the consequence of the Transition Program that fewer resources will be available 

in-house to handle refurbishments or development of instruments. 

3.5 Administration, Human Resources, PIO, Safety 
The staff reduction in Administration and Human Resources is a result of reduction in support services 

and moving procurement, accounting, contracting and Human Resources to the AURA Centralized 

Administrative Services. The reduction in support services is regarded as sustainable as the total number 

of staff is reduced. The move to AURA CAS moves labor cost to a non-labor contract. Actual savings from 

this change is being monitored, as is the service gained from the move. 

3.6 Risks associated with staff reduction 
The staff reductions are being realized throughout the transition period 2013-2015. All staff members, 

affected or not, were notified in early 2013 about the status of their position. Further, staff members 

hired on temporary contracts were made aware of the time-limited nature of their contract.  

During the transition period, our highest risk is the staff disengagement, which is mitigated through a 

very active communication strategy as well as retention measures. After the transition period the main 

risks associated with the staff reduction will be in our ability to operation sustainably on the reduced 

staffing. Briefly the main risks to operations are: 

 

1. Limited ability to deal with refurbishments or rebuilds of instruments  
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2. Response time for major faults is likely to increase, though it is difficult to quantify 

3. Planned telescope shutdowns may require slightly more time due to limited cross-site support and 

overtime (though fewer shutdowns may be scheduled) 

4. Staff turnover might increase due to fewer interesting development projects in operations available 

to engage the staff 

5. Research staff might depart due to the less lively local research environment  

 

Risks 1-3 we choose to accept at the cost of a slightly lower efficiency. Risks 4 and 5 may be addressed 

through engagement of the staff regarding their goals and tailoring their work to their goals to the 

extent our operations allow. 

4 Status of reductions in non-labor budgets 
 

Reductions in non-labor budgets not related to Transition Program projects are enabled primarily 

through two channels: 

 

1. Reduction in staff will lead to reduction of spending on travel, professional developments, 

computers and supplies and materials directly related to staff numbers 

As an example, the staff reduction of about 28% (from 212 to 165) is expected to result in roughly the 

same level of reduction in the number computers. With about 1.7 computers per staff on average (most 

engineers, software, IS and science staff currently use both a laptop an a desktop) and the agreed upon 

replacement cycle and price level, this leads to annual savings of about $100k. Similarly, proportional 

savings are realized in travel expenses, in training and professional development cost, and to some 

extent in supplies and materials. 

 

2. The non-labor budgets have been reviewed, principles for budgeting put in place, and top-level 

reductions put in place 

Non-labor budget principles were put in place in 2013. The principles are based on a top-down process 

combined with a detailed bottom up process. For the latter all budget requests are required to be 

accompanied by specific plans (travel, computers, spares etc.) or rely on spending estimates based on 

previous years’ usage (electricity, supplies etc.). As an example, implementing these principles reduced 

the supplies and materials budget requests with $100k+ in Operations alone in 2014.  We are also 

reviewing the computer usage by staff to possibly implement a more cost effective way of supplying the 

computing resources needed. In 2015, we are centralizing all computer purchases under the Information 

Systems group in order to realize savings from bulk orders from the main vendors and easier facilitate 

cross-group usage of available equipment. Preliminary estimates indicate that this may save 

approximately $40k annually. 

 

The risks associated with the general reduction of the non-labor budget may be grouped in two areas: 

 

1. Lower funding of professional development and travel may lead to lower staff engagement and 

higher turnover. 

2. Lower funding for supplies and materials, as well as spares may lead to lower inventory, which in 

turn may result in telescope downtime if inventory is not present to address an immediate fault. 
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As for the staffing risks 4 and 5, risk 1 may be addressed through engagement of the staff regarding their 

goals and tailoring their work to their goals to the extent our operations allow. Risk 2 we choose to 

accept. 

5 Status of the Transition Program Projects 
This section focuses on the top-level assessment of the Transition Program projects. The reader is 

referred to the quarterly reports for details in specific projects. These reports were provided as 

background material.  

 

As part of our 2015 planning we reviewed the status and savings from the Transition Program projects. 

We decided to cancel low priority projects in order to free up resources for higher priority work across 

the Observatory as well as within the Transition Program projects. Figure 3 shows the current map of 

the Transition Program projects. The higher priority project “HBF lease” was also cancelled as the 

market for leasing business property in Hilo turned out to be less favorable than previously, and we can 

use some of the vacant Hilo Base Facilities offices for storage of smaller non-hazardous items from Free 

Trade Zone (FTZ) storage, ensuring that we can fully vacate the FTZ by the end of 2015. 

 

We have also decided to put the Real-Time Systems upgrade on hold for about one year. This is done to 

free up resources needed for the implementation of the Base Facilities Operations. We judge that it is 

significantly easier to restart the RT systems project in a year, than to delay BFO further. This choice 

does have consequences in terms of the need for extending some software staff contracts. However, it 

increases our confidence that BFO for Gemini North will be in place by the end of 2015, realizing two 

thirds of the total possible non-labor savings from that project. 

 

 

  
Figure 3: Transition Program strategic map. The color coding of the QA pipeline reflects that only part of the 

project is considered part of the Transition Program. The original project to install solar (PV) panels at HBF/MK 

involved a third-party contract that could not be supported by NSF. The installation of MK PV panels now part of 

the GN energy savings will be a purchase of the equipment and is supported by NSF. 

 

 

 

HIGH

7
HR aspects of 

transition 

Implement 2016 

staffing plan 
and related 
expenses

Sci. ops 
training and 

doc.

6
Base Facility 

Ops 
Reduce data 

archive costs 
Real Time SW 

upgrade

Reduce IS 

licenses and 
contracts

5
Transition to 
AURA/CAS

Increase visitor 
observing

GS transport 
services

ITAC Phase 2 Eliminate FTZ 
GN energy 

saving 
GS energy 

saving

Rationalize 
spares 

management 

Upgrade 
telescope TCC 

SW 

4
Lease part of 

HBF 
Reduce CP 

kitchen fees 
LCH

OCS 
infrastructure 

OCS advanced 
features

Queue 
visualization 

Adaptive queue 
planning 

QA pipeline

3
Renegotiate 

benefits 
Establish the 

PMO

Multi-year 
training 
program 

Reduce base 
facilities 

expenses 

Review relocation 
policy 

Solar panels at 
HBF/MK 

2
Reduce Eng. 
ops overtime

Lean tools 
training 

LOW
1

Automate 
telescope daily 

checks 
Not    started

LABELS 100% DONE >50% DONE ACTIVE CANCELLED
ON HOLD/ to 
be put ON-

HOLD
STOPPED NOT TP/LATER

TRANSITION    PROGRAM    MAP:    October    7,    2014

S
T

R
A

T
E

G
IC

 

R
A

N
K

IN
G



AOC-G/GBOD, Nov 2014 TP: Progress and Management Report  Page 9 

 
We have focused on fast-tracking some of the non-labor savings that were easier to accomplish within 

the Transition Program projects. Figure 4 shows the current status of the savings (at the vertical dashed 

line) of  $273k annually. As of mid-2015 we expect to have reached $566k of savings from the transition 

program projects. The savings expected to take effect in 2015 are due to early savings from reduction in 

spares and overtime budget, savings from renegotiated benefits, and savings from reduced power 

usage.  

 

  
Figure 4: Transition Program non-labor savings. Vertical line indicates current date and savings of $273k annually. 

The blue dashed line at later times shows the savings we expect will take effect in 2015 based on current project 

status. The green line shows the baseline savings, which incorporate confidence factors of 60-80%. If the projects 

resulting in the largest non-labor savings all fully realize those savings, the program can result in approximately 

$1.5 million in non-labor savings. 

 

5.1 Risks to the Transition Program Projects  
We here list the main risks to the Transition Program projects together with current efforts to mitigate 

the risks: 

 

1. Conducting too many projects with inadequate resources 

We have addressed this by cancelling lower priority Transition Program projects such that staff can focus 

on the higher priority projects. The schedule for BFO has been reworked, such that the implementation 

for Gemini North comes first and can be completed in 2015, realizing two thirds of the project’s savings. 

 

2. Main non-labor savings are only realized at the end of the program and may be late 

This has been addressed by fast-tracking some of the easier to achieve savings, see Figure 4. 

Furthermore, with the Board’s authorization to pass over carry-forward into 2016, the program has 

enough contingency to absorb some schedule delay. 
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3. Failure to complete the projects leading to the highest non-labor savings and/or being key to 

significant staff reductions (BFO, archive, energy savings, RT, OCS) 

The minimum non-labor savings target is $1 million. This assumes confidence factors of 60-80% on all 

projects. If the largest projects (BFO, archive, energy savings, IS licenses) realize their full possible 

savings we can reach a total of $1.5 million in non-labor savings. Thus, in order to reduce the risk of not 

realizing the minimum of $1 million in non-labor savings, we have given these projects higher priority, 

lately by elevating the priority of the energy savings projects. The latter projects consist of several sub-

projects, each of which will result in energy savings. If all energy savings sub-projects are implemented 

we could save approximately $320k annually. We compressed the schedule for the archive project, such 

that we are now in a position to proceed to full implementation with a potential of $205k savings (rather 

than the $100k used in the baseline on Figure 4). We have changed the schedule for BFO such that 

implementation for Gemini North comes first and can be completed in 2015, realizing two thirds of the 

project’s savings. RT systems upgrade has been put on hold for about one year to free up resources for 

BFO.  

 

4. Key staff may leave before projects are completed 

We have addressed this risk by extending a few contracts for an additional year. We will also use 

completion bonuses for key staff on critical projects. Furthermore, Gemini holds at all times a succession 

plan for critical positions. The plan was executed at the departure of Maxime Boccas and enabled us to 

continue rather smoothly with the execution of the Transition Program. 

 

6 Actions 
 

The AOC-G and Board are: 

Invited to comment on the current status of the Transition Program  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 


