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International DEvelopment
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WP includes 5 tasks related to the access, in different domains but with
the common aim to improve the whole access organisation for the user
at all stages :

Task1: Definition of access policy to researchers, organization of the
logistic support for researchers, management of IPR and ethical issues

Task 2: Assessment of the costs for serving the users

Task 3: Data management

Task 4: How to improve efficiency: studies of Ganil performance
capabilities

Task 5: Organisation of personnel exchange and training
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- Review and update of the access policy of GANIL towards the users in the
frame of the enlargement of the laboratory with SPIRAL2 facility and its
internalisation

- The organisation of the logistical support

A dedicated ethical code of conduct will be elaborated to be signed by concerned

users (M18) June 18 + 5 months

Creation of a new User Office (M24) December 18

Update of the access policy rules for academic and industrial users of GANIL (M36)

December 19
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Code of conduct — Access Policy // methodology
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Code of conduct — Access Policy // PROPOSAL

* Ashort document, 3 pages

*  Ethical contract between Ganil and collaborations

* Important points to note concerning the duties and rights of collaboration

* Divided into 5 Sections : « proposal an experiment, preparation of the arrival, realization of the
experiment, closure of the experiment, and results publication “

* A contact person will be dedicated to the collaboration for all steps

* Assurance that the beamline is properly set up for the experiment

* A contribution is expected from the collaboration in the preparation phase of the experiment
(technical expectations, materials, HR)

* Recall the safety and waste management rules
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Code of conduct -- > Charter of conduct for GANIL's users
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Nexts steps:
A few meetings
1. First version sent in

early November 18

2. Second version
sent at the end of

November 18

3. Management for
validation in

December 18 and

GUEC Consultation
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Access policy rules for academic and industrial users of GANIL

* Task in prolongation of the code of conduct of users

* Update and extend the access poliy to the new experimental halls

* More detailed document than the code of conduct

* List of the duties of the host laboratory (services offered both technical and administrative:
assistance for set-up, network connection, support to users, beam, local information,

computering...)

» List of the duties of collaborations (e.g. statute of the staff, medical follow-up, on-site
safety rules, delivery and disposal of equipment....)

* Property rights aspects

-> Task in progress
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New user office

OBJECTIVE: FACILITATE USERS' STAY

* Translation : rules of procedure, welcome booklet

On-line information for users : plan your stay, move to France, practical life in France, life

on the Ganil campus

e  Useful documents

A sponsor for each new comer, integration meeting, questionnaire for evaluation

Get the feed-back of the users after the end of each experiment through a questionnaire

Committee of representatives of GANIL and a member of the GUEC for analysis and action plan
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New user office // PROPOSAL

Analysis committee
A new Customer ) ) )
working request o * STP ..Group If—:ader of instrumentation for physics

group procedure SDA: Opera!tlons manager
* SG: Reception manager
*  PHYS : GUEC Ganil contact

Customer * DIR: Quality assurance manager
request
questionnaire Function l

* analysis of the relevance of the remarks
* customer feedback
* definition of an action plan

April 2018 Beginning Beginning Run 1 end

2019 2019
Working Customer Customer 15t test
group request request

procedure  guestionnaire
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PROPOSAL // Questionnaire

Welcoming :

Readability of access formalities
Reception formalities: e-learning,
medical visits

Reception formalities carried out by
the spokesperson: PartexP (financial
support)

Experiment:

*Technical support

Preparation phase

Physical target irradiation phase
Post-irradiation phase
Dismantling phase

*Performances oRAFTVE
Beam quality delivered

Quality of the instrumentation made available
Quality of detection provided
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» AIM: Evaluation of the costs generated by providing beam for an
experiment in view of informing the users and the future financial partners

» Difficulty: Complexity in the elaboration of a cost system linked to the
existence of many configuration of beam use depending on accelerators and
experimental halls (a lot of different scenarios possibility )

» DELIVERABLE : “Tool for operation costs modeling according the beam
time and experiments scenario”

» 3 steps:

» Cost study for classification of the different type of costs in an analytical
approach

» Cost construction
» Development of the tool

issi B — IDEAAL
Friday, September 28, 2018 European com.m|55|on, r'ussels IDEAA 10
Mid-term review
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o Different sources of information :

| Accounting database from 2015 to 2017

) Technical data from GANIL experts

. Budget reports to organize the data

European commission, Brussels — IDEAAL

Friday, September 28, 2018 Mid-term review

11
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Classification of all laboratory costs according to their direct or
indirect impact in the implementation of an experiment

4 )

Running costs: Costs which are necessary for the
Cost StUdy running of the facility and directly linked to the
experiments (fluids, curative maintenance...)

MCO costs: Costs necessary for running of the facility
not directly connected to an experiment (preventive

MCO cost maintenance, cooling....)

I Support costs: Infrastructure costs of the site that

hosts the experiments

ISupport cost

N

European commission, Brussels — IDEAAL
Mid-term review

Friday, September 28, 2018 12
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TASK 2 : ASS

FOR SERVING THE USER

ESSMENT OF THE ACCESS COSTS

/

Cost
construction

Estimation of

Spiral 2 cost

\

Creation of a database of actual costs (chronicle of last
3 years) integrating rules of distribution of costs
between the different Instruments with aim at
determining full costs of experiments according

to the used facilities

For SPIRAL2, estimation based on multi-annual
budget (forecasts) and technical data (e.g. electricity)

to be updated with actual date when SPIRAL2 starts

Friday, September 28, 2018

European commission, Brussels — IDEAAL 13
Mid-term review
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0 Information needed to calculate the cost of an experiment :
o Number of UT/y of activities (base = 300)
o Inclusion or not of personnel costs
o The duration of the experiment

o The instruments that used the experiment.

~

<
Experiment [QESSS=—. < Detectors
____room <

J

0 Example :
o Experiment from 2017, 30UT in G1, using AGATA&VAMOS detectors

European commission, Brussels — IDEAAL

i 28, 201
Friday, September 28, 2018 Mid-term review

14
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'IProduce operating procedures for :

e Users (nearly done)
e Administrator

Test the tool with different people

e Taking feedback into account

e Making the necessary adjustement (bug or precision)

lFinaIize the shape of the tool

e Securing the tool
e Finalizing the visual

Difficulties encountered

e Estimation of the cost of Spiral 2 not currently running

European commission, Brussels — IDEAAL

Friday, September 28, 2018 Mid-term review
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nnnnnnnn e Itroduction

> Achlievements

> Work In progress

> Planned

September 28th, 2018 WP3/Task3 — B. Fusberti 16
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e ACHIEVement of the period

» Study
« Surveys sent to GANIL users

* Individual interviews (Scientists, GANIL staff,...)
 Benchmarking (CERN, ILL, ESREF, ...)
* Collaboration with other laboratories

» Main topics covered
« Data volumes (around 800To per year)
« Data to preserve (raw data, experiment configuration, software,...)
« Metadata (Dataset description)
« Dataset identification (Digital Object Identifier - DataCite)
« Data Management (Storage, archive, preservation,...)
« Access to Data (Embargo period and Open-Access)
« Data interoperability
* License to use

« Data ownership and responsibility
September 28th, 2018 WP3/Task3 — B. Fusberti 17
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~emces [N Progress : Documentation 1/3

> GANIL Data Policy

» Describe the ownership, the responsibility, the management and the
access to the data

» For physicists running an experiment at GANIL

« 3-4 pages

—>Acceptance of this policy will be a condition for the award of beam
time

September 28th, 2018 WP3/Task3 — B. Fusberti 18
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> GANIL Data Management Plan

» Describe the lifecycle of the scientific data, and all processes linked to
data management

» Mainly for GANIL IT and funders

« 30-40 pages

September 28th, 2018 WP3/Task3 — B. Fusberti 19
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ez [N Progress : Documentation 3/3

> Experiment Data Management Plan

» Describe the management of the dataset of an experiment
* For physicists, IT, funders,...
« 2-3 pages

» Machine-actionable (if possible) to facilitate the data management
process once stored

September 28th, 2018 WP3/Task3 — B. Fusberti 20
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e Planned: Implementation — FAIR Data

METADATA (Manual feeding)

DOI (Creation, Landing page) v
EXPERIMENT DMP (Automated creation during proposal v
process)

September 28th, 2018 WP3/Task3 — B. Fusberti 21
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2017 2018 2019

Audit and Study .

DIP and Data Policy writing

.

1stdraft  Final version

Implementation and Tests

b
4

September 28th, 2018 WP3/Task3 — B. Fusberti 22
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* Objectives :
o To optimize the use of resources

o To give funders the confidence in the GANIL-SPIRAL2 performance capabilities and
organisation :

(A

MS9 Analysis of the existing technical and administrative organisation

— 1SO 9001 based Quality Management System running at GANIL for 5 years
— 80% evaluated conformity rate => QMS to be improved in order to be certified

e Next step : Improvements

— Originally, improving the QMS in view of being in a position of certification
-> D3.5 : report on the organisation of an ISO 9001 mock-up audit

European commission, Brussels — IDEAAL

Friday, September 28, 2018 . .
riday, septemper 2¢, Mid-term review

23
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WP3.4 How to improve efficiency

* New context :

o Decision of reorganisation of the laboratory in order to better face the short terms
and long terms projects, namely:

= Starting operation with the Spiral 2 accelerator
* |ncrease the attractiveness of GANIL
= Preparing the development of internationalisation of the laboratory

e Evolution of the delivrable :
o Report on the reorganisation of the laboratory
= Aim of the task maintained

= Mock-up audit for an ISO certification impossible if the reference documents
of the laboratory change

* Objectives:
o Improve the general efficiency of GANIL
o Simplify the processes, the governance
o Clarify the missions and responsibilities at all levels (service, group, individual)

European commission, Brussels — IDEAAL

Friday, September 28, 2018 . .
riday, septemper 2¢, Mid-term review

24
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«“"$tages:
o April 2018
= Elaboration of the reference document to drive the project of reorganisation

= Redaction of the terms of reference for a contract with a consultant to help in this

process
o May 2018

= Placement of the contract

o May to November 2018
= Finalisation of the diagnostic of the previous organisation
= Construction of the project or reorganisation
= Exchanges and shared analysis on identified points
= Finalisation of the project
= Plan of HR support to accompany the changes

o November-December 2018-Janvier 2019
* |nformation-consultation, validation with counterparts

= Start of modification of all reference documents
o 2019

* |mplementation and follow up |
E issi B — IDEAAL
Friday, September 28, 2018 uropean commission, Brussels — IDEAA

Mid-term review

25
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 AIM:

o Developping collaborations between GANIL and partners to

= Favor the exchange of personnel and training programmes on fields of common
interest

= Benefit from highly qualified staff for the running of the facilities and assure the
excellence of access to the infrastructure

o Deliverable:

= Elaboration of a mobility agreement between GANIL and its partners ready for
signature (M36)

* Inventory of existing schemes:
o Inside GANIL and its members

= Existence of collaboration agreements establishing close and long term
cooperation between GANIL and partners for the development of parts of the
facility including provisions for the exchange of staff

¢ Good framework to develop the exchange of engineers and technicians
for stays at GANIL in defined area

o Study of schemes used in partner’s laboratory to be implemented

European commission, Brussels — IDEAAL

Friday, September 28, 2018 . .
riday, septemper 2¢, Mid-term review
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* Identification of competences needed for the coming years to adapt
GANIL to its international development with SPIRAL2:

Quantitative and qualitative analyse of profile needed

Discussions started with national partners laboratories for secondment of staff in
critical areas in progress, for implementation in the next months

o Discussion to be extended with international partners in parallel to discussions lead
through WP2 for the extesion of membership

* Identification of training actions in critical areas:

o Study the possibility to prolong the development of training networks beyond
what exists in other contrats (e g ENSAR) and already existing tools proposed by
Europe (e.g. MSCA Resarch and Innovative Staff Exchange action)

o Including training programmes in the perimeter of collaborative activities would
make durable the training networks

Elaboration of a mobility agreement as support for staff exchange and training

European commission, Brussels — IDEAAL

Friday, September 28, 2018 . .
riday, septemper 2¢, Mid-term review
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