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This Report has four sections:
+ : ; .
Section | - Team Balance Table - A visual representation of the distribution of the Inxerpreilve Reporl prepaied for:
factors essential to team success, indicating your team's strengths and

may be lacking DOUg Simons

Section Il - Overall Team Balance Table - Lists of factors that are (1) well represer
and (2) not well represented on your team. Characteristics missing fr
are d d fo increase your of p ble p 3

Section Il - Behavioral Factors - This section describes the characteristics of tean]
members and suggests considerations for leading the team

Section IV - Team Leader Action Summary - This summary provides a convenient]
of reference to remind you which team members have strengths you ¢
lead the team to the successful attainment of its purpose

The MBTI is “
designed to measure psychologic:
how people perceive the world ar




My Myers-Briggs Type Indicator (MBTI)
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“Serious, quiet, success by concentration and
thoroughness. Practical, orderly, matter-of-fact,
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Before I Hit the Shower in the
Morning...




Some Common Complaints
About Planning
“This only makes things more
complicated and slower”

“Can’t we just get on with the job?”

“I don’t have time to plan!”

“I can’t even find the time to plan how
to plan”




Planning as a “Throttle” on
Your Engine

Cash
Labor

Technology

Expertise

R
Planning helps define the “burn rate” of our resources to ensure
optimal performance and sustainability for the “long haul”




_ Planning — Working Culture

Planning is an essential catalyst in the
working culture of any organization

Helps establish -
Accountability
Responsibility
Organizational Integrity

In simple terms, at Gemini this means -

“Say what you’ll do then do what you said”




_ Natural Tensions

Develop
New Capabilities

Our
Science
Product

Maintain < > Preserve
Facilities Operations




Planning at Gemini in the
“Construction Days’”

Planning systems used at
Gemini during our
construction period were
aggressively managed and

executed as we strived to
complete 2 telescopes on
schedule and budgey

As we entered our
operations phase though,
the emphasis on planning
waned...




So what planning is done now at Gemini?




Planning Guide

Early in the process of
developing our planning
system, we crafted the
“Observatory Planning
Guide”

Updated annually as we
refine the process, describes
the nuts-n-bolts of our
planning system

Gets everyone “on the same
page” about the steps
involved, deadlines,
requirements, etc.

“We teach humanity about the Universe”

ANNUAL OBSERVATORY PLANNING GUIDE:
PROCESS & REQUIREMENTS

“We commit to make Gemini a transformational discovery machine...”




Prioritize
Projects

Science

1,2,34

Engineering

1,2,34

Admin.

1,2,34

Develop.

1,2,34

W
RG ST
against near,
mid, long range
strategic goals

Gemini’s Planning System in
a Snapshot...

Resource
Loading

1,2,3,4
| ,2,3,4
1,2,3,4
1,2,3,4
Cost, FTE,
schedule

estimated for
each

Planning
Retreat

14

2,3,4

Repeat

Next Year

Management Team

2,3

Define what we

will/won’t do in
next 12 months

Regular Review by Senior




_ Planning System Overview

Planning system is predicated on broad visibility

Anyone on staff can use central database to assess
plan contents and status of individual projects

Contents of plan are published on our web page
through our Annual Report

Plan execution is tracked regularly and performance is
published annually

Performance evaluations of staff are linked to
how well they execute the plan

Merit increases and bonuses

A key part of the planning process is our annual
planning retreat...




From the 2010 Planning Retreat




_ Planning System Overview

Retreat process is inclusive by involving staff
(internal) and Gemini Science Committee & Board
(external)

Bottom-up and top-down process, to ensure we
capture a range of options that also meets our
strategic goals

Use of fairly sophisticated planning software
(Project Insight) provides the “backbone” to the
system

Plan is predicated upon a thorough analysis of
available resources (FTE’s and cash) to “ground” it
in reality




The Fast Evolution of our
Planning Systems...
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OBSERVATORY PLAN 1000017
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Project Insight (PI)

My Gemini a Reports -~ '.,‘ é > Q ?

DIR10-020: Revised Budget Proposal ' ject Views ¥ Resources B Reports

el Task List % a+
S ) Directorate e Status Comment ‘Work
: . Name (Last) Comment hhmm Hours  Start Date End Date
H 5 2008Band_1
|7 2009Band_1
=l [ 2010 Annual Planning
;—-l DIR10-001: MSF Funding Proposal Review
(=] DIR10-002: Long Range Plan
El DIR10-003: SPIE 2010
i:l DIR10-004: International Agreement Negotiations
El DIR10-4005: MCOWG Staff Training Classes
:a DIR104006: Establish Concerns/Suggestions Blog
E DIR104007: Community Engagement
E DIR10-007b: Data Reduction Workshop
5 DIR104003: Tenth Anniversary Celebration
5 DIR10-002: Internal Web Page Portal Redesign and Planning -
El DIR10-010: External Web Page Update
i‘-'l DIR10-011: Implementation plan of the new GS summit crew v
El DIR10-4012 On call support design and implementation at bot
:a DIR10-4013 Implement better support for Instruments L‘

F=1 MIN4n M4 8 T ek onlae ba ook e T

Team meeting Discuss planning pr... 2h 14.00 Dec3, 2009 8 AM Dec 3, 2009 10 AM
Assess Obs-Wide Cost Redudtion Options 100.00 Dec?, 20098 AM Feb 16, 2010 5 PM
Assess New 5ci-Op's Models Th30m 150.00 Dec?, 20098 AM Feb 16, 2010 5 PM
Assess Engineering Cost Reducdtions Th 30m 150,00 Dec?, 20098 AM Feb 16, 2010 5 PM
Develop IDF/FDF Options 120.00 Dec7, 20098 AM Feb 16, 2010 5 PM
MSF Telecon 3.00 Decl?, 20093 AM Dec17, 2009 5 PM
Team Meeting Polly will update us... 14,00 Dec15, 2009 8 AM Decl5, 2009 5 PM

Team Meeting Discuss in mare det.., 14,00 Dec 22, 20098 AM Dec 22, 2009 5 PM
MNSF Meeting 18.00 Jan7, 2010 8 AM Jan7, 20105 PM
Team Meeting 14,00 Jan11, 2010 8 AM Jan 11, 2010 5 PM
Team Meeting . 14,00 Jan 19, 20108 AM Jan 19, 201012 PM
Team Meeting 14,00 Jan 26, 2010 8 &AM Jan 26, 2010 5 PM
Team Meeting 14,00 Feb1, 20108 AM Feb 1, 2010 5 PM
AURA Board Meeting - Gemini-S 63.00 Feb 2, 20108 AM Feb 3, 2010 5 PM
Team Meeting 4 14,00 Feb9, 2010 & AM Feb 9, 201012 PM

PP PP PPPIPIEIIPPEP

Team Meeting 14,00 Feb 16, 20108 AM Feb 16, 2010 5 PM
Deliver Plan to Board 0.00 Marl 20103 &M Mar 1 2010 8 AM

Web accessible central planning database
Stores a wealth of information about each year’s observatory plan

Gemini customizes this commercial package to meet our specific needs
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EMGDS-02E: Mew M2
Control HIS

ERGDS-01E - S04F R
Coating

EMG03-143 : Implement air-
cooled glycol system for
EMNGOS-170 : Ob=erving
Software Enhancements
ENGOE-057: Eng Safety
Frajects

EMNG04-023 : Engineering
Training Program
EMGDS-167 : OM Project
Tasks [Upgrades or Mew
Developments]
EMGO09-030: Spares
Procurement

EMGDS-MME : GE Mirror
Coating Preparations [4&
Tasks)

EMGDS-017 - GS Mirror
Coating

EMGD9-17E : Advanced
Glueue Planning Tool
EMG03-189 : Chopping
ImprovementsfUpgrades
EMG0S-077 : Image Cluality
Monitoring &
Characterization
EMG03-082 : Planning Tool
Upgrades

ERGDS-175: TAC Software
Requirements

EMNGOE-041: Eng Tools
Corp Approach
ENG0S9-122 : S5 vibration
mitigation

ERG04-023 : Monitoring for
Tel Systems and
Instruments [Phase A)
EMGOS9-173 : GS Lazer
Gutting project

EMGD3-181: GS M1 coating
10-year durabilit

Eand1

Mo
Eand
Mo
Eand
Mo
BEand
Band1

Mo
Band
Mo
Band

Mo
Band
Mo
Band

Mo
Band
Mo
Band
Mo
Eand
Mo
Eand

Mo
Eand
Mo
Eand
Band1

Mo
BEand
Mo
Band

Mo
BEand
Mo
BEand

1E05 23

013 26

0467

3403
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Projects Proposed at Four
Gemini Planning Retreats...

352

2007 2008 2009 2010
In practice only ~1/3 of the projects proposed for each year
are approved at the planning retreat for execution...




FTE Distribution Across 2010
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Publishing Our Results

(% Complete for Each Project)

N Summary of 2009 Band 1 Projects for the Engineering group (ENG) (Part 1)
Summary of 2004
Project Name %o
w?ﬂ% gu;gmemem | Profect Nas Project Name Project Description Compl.
AFGOS-004 The purpose of this project is to finish undone tasks related to LGS systen].
Establish | 1 B ! . B . . - -
F:cililvssec?;‘r?tya;:asﬁgs ENGDB 012: GN LGS e Most of the tasks are geared towards improving night time efficiency, and 93%
| (accessicameras) at both sites| ‘mprov f‘x”-]g faults.
DIR0S-002 AFG0S-007 ENG08-031: 20%
Energy Initiatives AFG \Web Page Development MCAOQ (phase 1 and 2 o
i o FLAMINGOS 2 (AT and on-sky AT support). This project is a candidate tofoll
ah ‘ | Forms ENGO08-033A: over 2009 considering that Aug 2008 AT failed to pass. An AT-2 is
[ Arcos.o0s FLAMINGOS 2 AT angEng considered to be performed on Oct/Nov 2008. F2 AT and Eng commissiorjng | 100%
Planning Process for 2010 Commissioning means to have F2 ready for F/16 (No MCAQ) on-sky commissioning as
’ DIR0S-004 [ Feeyrretrerrert e ST T T O T f
14 j Enargy Planning Qversight AFGDS-010
Cantrol Warehausing Review ENG03-034:
f : Water vapor monitor upgrade 100%
r AFGOS011 (AFGO6-A4 ) Water Vapor Mon upgrade
T DIROS-005 | I-house el ticketing T 1 ADproach project INCIUDES fwo mam sUb-
Hiring and training new Dap Implement online perfon . wment ing Tool and the Engi g
Director AFGOS-012 4 Taal (OMT). The appropriate OMT Is being
- i ®ploy It during 2008. At the end of 2008 the
DIR09-008 Mauna Kea Collective ’ T , o "2 93% level of completion and the DMT will be
- 2009 Joint Subaru/Gemini Transport Study - il " tof the roll over task to 2009 are related to
clence Confarance ! . atian in the DMT.
DIROS-007 3
4 # 2003 Geminl Users’ Meating 4 | Power Upgrade (ENGOS)
DIR0S-008 ! \
Create Call Out Policy
DIR0-10
Create On-Call Pelicy
DIRO2-011
AURA Compensation Study
Follow-up Work
DIR0Z-012
M3F Business Systems
Review Preparation & Site
y Visit
ASS DIR0S-D20 oA SIS y
3 2 MSF Funding Proposal 5 = | o
R.I DIR0S-030 L . e Y
L SPIE 2010 S
DIR-AD23
Cell phone policy




Publishing Our Results

2010 Retreat Approve| 2010 Retreat Approved Band 1 Projects for the Engineering Group (ENG) (Pai

ect Name Project De:
r B T 5 2010 Retreat Approved Ban
Bheday i Project Name Project Description
| first order i Project Name Projec]
DIR10-020: Revised Budget | the actual le: AFGd B .
Proposal | made remal AFG-010: 003 ground ENG10-101: O&M GS Mon[ffs | Detanea pramn 10 execUis e snutown. Deanea pranof prepara
[ Seecine o) HEGCptsationg Jenice May Shutdown (B. Walls) to execute the shutdown.
| are erated | I T Bom H
| ¥ . roject| - n
CIR10-013 hrpernart betier | Daveiop 1ol i proect ENG10-102N: O&M GN in gitu | Detailed in situ wash plan. Detailed in situ was improyements pli
[Pupportioriiements: | supparing Earthquaka Rusk Migaton | ingica Wash (R Wyman) Detailed in situ was preparation plan.
r T pricrity
| DIR10-0070: Data Reduction | E““a “‘."”':‘;'ii [ T Y . . . . . . . . B . )
Workshop | e acian A ENG10-102S: O&M GS in §itu | Detailed in situ wash plan. Detailed in situ was improyements pli
I T AFG-010-004: the K i i in si i
B OO B Ao, | aiectionan APGINIE. s | e Wash (T. Vucina) Detailed in situ was preparation plan.
I | Redesign in Access nulluinb ] i . .
i [ sscurt 103 .
e DIR 10,008 Intermal Wit Paga | 2 il ENG10-103: O&M Eng. Current spares inventory list. Spares inventory list uglate progrz
Portal Redesign and Planning | t : i
for Sita Oveau | Qecetiey prE— — Spares Project (S. Hardash Each group spares procurement plan development pfogram.
groups. Esti Gemini Morth Transportation ESE':I:"
I Efficiency .
Establish a t } ENG10-104: O&M Eng.
DIR10-00: Estabiish | can post conf Using 1 et g .
Concems/Suggestions Biog | chacidng tha) Leadot writting procedures (G. Each group writing procedures plan forthe vear
staff meeting .
| 1 ] i) Arriagada)
C - . benefit
DIR_ICI Cl?. E_sbabln!n Some devel N comold
availability of in-house cases Is not AFG-010-007: gomg
ot etremanna 2% | Engineering| LEED Compliance Feasibiny | oy oy ENG10-105: O&M 2010 GS All the preparatory tasks needed to successfully execute GS M1
materi i e . . .
DIR10:01%: Diractorate T (LEED coating facilities preps (B. coating shutdown. It does not include the coating process prepa
N nis. DI’OJEI:'. existing
Operations W ” K
! existin alls) work.
. 4 This is a pladq
DIR10-004: International
" " 2010 when Toin
Agreement Negatiations point we can AFG-010-008; large 15310015 - T Upar] m
E— Sriine forms. digial signatires | inan u Syslog services | splun) ENG10-109N: D&M GN GN TIO M planning duties Attendance of eng. managers and tachs to
rraining prod = Anrm . Management Tasks (S coordination meetings and safety meetings TThis shifts time
DIR10-005: MCCWG Statf individuals 1 storag ";33;9-0‘? : DGF" Hardash) accounting
Tra:ning Classes Five classes)] Tint Server was! g
and following FG-01 : T T g . -
! 20,;’,',8 v&f?qinwes uploaded ;ﬁ?ﬂ 15G-10-018 ) Cont ENG10-108NA: OSM GN In this project is placed the TTMs calendar. Due to the different work
A multifacetq 10 Docu-Share for simiar on- | that : Gerinl CyberSecurity intred Management Tasks (S schedule this task was treated as separately.
th Gaminl § line decument storage system) ens‘unn Program (Phase 2) Hardash)
ELRm'c,E’;,‘cumﬂu"'w Dam"el.,“mn . 1 | Millic] ENG10-1095; O&M GS This project covers: GS TIO M planning duties Attendance of eng,
ngagems ;:F::e-.wn with | Menagemem Tasks (R. managers and techs 1o coordination ﬂee!ings and 5&(&!}' meet: ngs
spea king\ eﬁ type Rogers) TTMs shifts time accounting
1 156-10-020 - went -
DIR10-011: Implementation Daily Email Digester auter E‘NG]U"OBS" O8M GS In this project is placed the TTMs calendar. Due 1o the different work
[ plan of the new GS summit Elaborate a Itis o Management Tasks (R. schedule (his task was treated separately.
craw work scheduls the s PRogers)
b Dige: This project covers: All routing daily telescope and instrument
15G-10-021 - 1 A Gl ENG10-110N: O&M GN functional checks performed by the day crew All daily, weekly,
Imprc"ed Gén\ini Search Tool [inciy Predictive Maint & Routine monlf::y ete, routine plen: room, fifth floor checks, dome checks,
. : Ops Tasks (M Calderara) instruments checks. All routine cherical work, All routine janitorial work
15G-10-022 : Degl Preparation and operation of laser system,
Summit Web Servers for Iimpe Thi ect Al N ity toh d N t
Telops . . is project covers: All routine daily telescope and instrumen
E::EL?I ‘e“lasalir:?ir.l‘loﬁime functional checks performed by the day crew. All daily. weekly,
Ops Ta;ks IID N;ﬂ"‘ﬂs' monlf::y ete, routine plen: room, fourth fioor checks, dome checks,
P ' instruments checks. All routine clerical work. All routine janitorial work
B5
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Important Early Lessons
Learned...
After the first 2 major planning ‘ |
retreats the dominant

conclusions were -

We barely have enough staff to
operate and maintain 2 telescopes

We have to very carefully decide
what new projects we will and will

Miami Plannihg Retreat

not tal.ce 0.n February 2007
Planning is only part of the story -

plan execution is the rest

Better planning software helps the
process enormously...

Santiago Planning Retreat
October 2007




Important Early Lessons
Learned...
Reporting is integral to the process of

managing activity and everyone needs to take
responsibility

Should give serious consideration to a full

time Observatory plan coordinator

Maintain central plan database, organize monthly
reports, disseminate information to staff, organize
task definition and resource loading going into
annual retreats

Need increased accountability in the execution
of our plan...




Important Early Lessons
Learned...

Projects (committed actions) can only
exist if someone -

Takes ownership
Has responsibility to carry them out by

some fixed date

Is accountable for their completion via
annual performance evaluations




Important Early Lessons
During the first year of plan execution I did not spend
enough time overseeing the plan and interacting with
senior managers to ensure its success
I now hold weekly meetings with each AD to discuss plan
execution issues, challenges and problems
I needed to increase the visibility of our plan

definition and execution

A new Annual Report format was adopted which clearly lists
plan objectives and actual completion statistics

The Directorate, as a group, should identify and build
into the planning process various long-range strategic
tasks

This is now done regularly




_ Take Away Points

Regular planning is essential in any organization,
with benefits that far outweigh the costs

At Gemini, planning is central to our culture
change as we migrate away from a “firefighting
construction project” mindset and into operations

Even the best laid plans are subject to the vagaries
of circumstances beyond our control, nonetheless,
we update our plans to accommodate reality - we
don’t abandon our principles...




[T GEMINI OBSERYATORY,

Exploring the Universe, Sharing its Wonders






