


The MBTI is “a psychometric questionnaire 
designed to measure psychological preferences in 
how people perceive the world and make decisions”



My MyersMy Myers--Briggs Type Indicator (MBTI)Briggs Type Indicator (MBTI)

“Serious, quiet, success by concentration and 
thoroughness. Practical, orderly, matter-of-fact, 
logical, realistic, and dependable. See to it that 
everything is well organized. Take responsibility. 
Make up their own minds as to what should be 
accomplished and work toward it steadily, 
regardless of protests or distractions.”

…and from the person who gave me this test and 
described the results to me “Doug, you are an 
almost off the chart planner“…



Before I Hit the Shower in the Before I Hit the Shower in the 
MorningMorning……



Some Common Complaints Some Common Complaints 
About PlanningAbout 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 Planning as a ““ThrottleThrottle”” on on 
Your EngineYour Engine

Planning helps define the “burn rate” of our resources to ensure 
optimal performance and sustainability for the “long haul”
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Planning Planning →→ Working CultureWorking 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 TensionsNatural Tensions
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Planning at Gemini in the Planning at Gemini in the 
““Construction DaysConstruction 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…

1996

1997



Planning at Gemini in the Planning at Gemini in the 
““Construction DaysConstruction Days””

Planning systems used at 
Gemini during our 
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So what planning is done now at Gemini?



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.

Planning GuidePlanning Guide



GeminiGemini’’s Planning System in s Planning System in 
a Snapshota Snapshot……
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Planning System OverviewPlanning 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 OverviewPlanning 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 The Fast Evolution of our 
Planning SystemsPlanning Systems……

RISK PROBABILITY 1-10 IMPACT 1-10 RISK LEVEL 1-100 MITIGATION STRATEGY PERIOD

1
M2 position sensors fail at 
either telescope 7 10 70

Spares on hand now - will 
install modern COTS sensors 
ASAP

2006-2007

2 Slip badly with MCAO system 
I&T and commissioning 6 9 54

New MCAO resource 
allocation structure to help 
ensure success

2006-2007

3
Fail to commission GN AO-LGS 
for regular science operation 5 9 45

Maintain high priority and 
increase depth of AO team

2006-2007

4
Fail to balance workload & 
priorities of routine operational 
tasks with project development 

5 9 45
Overhaul how Gemini defines 
observatory-wide priorities

2006-2010

5
Technical & management 
support for new instruments 
overwhelms resources 

6 7 42 Temp hiring of expertise; cross 
training

2006-2010

6
Cannot promote two telescopes-
one observatory concept 6 7 42

Increase N/S staff exchages in 
various ways

2006-2010

7
Data Flow Project overwhelms 
S/W resources and impacts 
operations

5 8 40
Recruitment of AD for Sci Ops 
and Lead Scientist; set resource 
priorities

2006-2007

8
Reliability of worst telescope 
sub-systems & instruments 
overwhelms resources

4 6 24
Replacement, improve 
maintenance program, increase 
spare parts pool

2006-2010

9 Fail to revitalize safety program 3 7 21
Hire Safety manager - make 
safety part of cultural changes

2006-2010

10
Natural disaster badly damages 
telescope  (earthquake or 
hurricane) 

1 10 10
Better planning and 
preparation

2006+

Risk Ledger MS Excel MS Project

Project Insight

Reporting Planning



Project Insight (PI)Project Insight (PI)

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



PI Resource AnalysisPI Resource Analysis



Projects Proposed at Four Projects Proposed at Four 
Gemini Planning RetreatsGemini Planning Retreats……

In practice only ~1/3 of the projects proposed for each year 
are approved at the planning retreat for execution…



FTE Distribution Across 2010  FTE Distribution Across 2010  
Approved ProjectsApproved Projects



Publishing Our ResultsPublishing Our Results
(% Complete for Each Project)(% Complete for Each Project)



Publishing Our ResultsPublishing Our Results
(Next Year(Next Year’’s Projects)s Projects)





Rocks & BucketsRocks & Buckets……



Important Early Lessons Important Early Lessons 
LearnedLearned……

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 
not take on
Planning is only part of the story -
plan execution is the rest
Better planning software helps the 
process enormously…

Miami Planning Retreat
February 2007

Santiago Planning Retreat
October 2007



Important Early Lessons Important Early Lessons 
LearnedLearned……

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 Important Early Lessons 
LearnedLearned……

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 Important Early Lessons 
LearnedLearned……

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 PointsTake 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…



Exploring the Universe, Sharing its Wonders




