HREiR Report Summary: Diamond Light Source Ltd 2024

Diamond Light Source in context
Diamond Light Source (http://www.diamond.ac.uk/) is a public sector national science facility, established as a not-for-profit company and jointly funded by UK Government and Wellcome. It is the only organisation of its kind in the UK and therefore has specific requirement of its STEM staff, many of whom are recruited from overseas.   This includes highly specialist scientific knowledge of how a synchrotron and its instruments operate across a range of areas such as biological imaging, x-ray crystallography and spectroscopy, along with research focussed on the development of new techniques for studies of advanced materials. The nature of our scientific workforce means that career development and progression is very challenging, covering focussed areas of research.   All of our synchrotron instruments (‘beamlines’) are designed and built in-house, so our scientific, computing, engineering and technician workforce are also specialists in this area: constructing and operating the instruments needed to perform world-leading research.
Diamond provides peer-reviewed access to its world-class facilities, as ‘grants-in-kind’, so some 5000 researcher each six-month period, along with proprietary commercial access.
While Diamond exists to provide and support access to its research facilities, scientific staff are encouraged to engage in original research, in order to pursue scientific career development and enhance Diamond’s scientific reputation, as well as helping to drive forwards facility development. A relatively small number of staff – mainly PDRAs – are employed primarily for their research activities. Diamond also part-funds PhD studentships in collaboration with universities.
The following is a snapshot of the main categories of researcher at Diamond, which as a total of around 860 staff member (excluding students):
· Full-time researchers (mainly PDRAs)        						 41
· Professional Support Scientist roles with explicit research remit (estimate): 		150
· Professional Support Scientist roles with no explicit research remit (estimate): 	43
· Research students (jointly funded PhD): 						109
· Technicians 										122    

We aim to support these groups in the effective delivery of their roles and their personal, professional and career development.

While our target audience encompasses all staff whose roles include an element of research, two groups are highlighted because of their particular needs: 
1. PDRAs, where the fixed-term nature of their contracts could, if not properly managed, represent an impediment to career development and job security, and a general disincentive to chose science as a career.
2. Junior/early career Professional Scientific Support Staff, where there is a specific need to encourage and develop research activities, without compromising facility support, and to provide development opportunities and clarity on the nature and quantity of research undertaken.
 
HREiR Governance Structure
Efforts to support the Researcher Development Concordat, and particularly the HR Excellence in Research (HREiR) programme, permeate Diamond’s organization at all levels. Some of the most relevant structures and their interactions are sketched out below.
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Figure 1: Some key roles and groups of special relevance to the HREiR programme. The orange line does not currently exist but will be addressed.
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The central vehicle for discussion with various researcher groups at Diamond is the Scientific Training Advisory Group (STAG). Each representative undertakes discussions with its group, bringing items to regular STAG meetings. Two of the primary activities (standing agenda items) of the STAG meetings are to develop, review and prioritize the HREiR action plan, and to make recommendations to the Organisation Development Working Group (ODWG), with the STAG chair and at least two other members attending ODWG meetings. The latter are held four times a year, shortly after STAG meetings. The aim of the ODWG is ensure Diamond’s development activities, including personal, professional and organisational development, equips its staff and the organisation to be the best they can be in order to deliver the Company’s vision, current objectives and values, in the most efficient and cost-effective manner. 

The STAG group, representing researchers, is the largest and most active group to feed into the ODWG, and the STAG report is a standing agenda item. The ODWG, chaired by the Head of HR, publishes its minutes on the Diamond Intranet. Both STAG and ODWG maintain dedicated web pages.
Currently there is no direct formal interaction between the ODWG and Diamond Executive, except through line management chains and lines of approval where required. This can be seen as a weakness of the current structure and is therefore the subject of an item in the forward look Action Plan.
In addition to the structure and process highlighted above, the STAG chair holds regular meetings with the Director of Physical Sciences.
We ran the CEDARS survey in 2021 and 2023 with 100 and 77 staff completions, respectively.  Our last Employee Opinion Survey (EOS) was 2022 with another planned later in 2024. 
Internal Evaluation
Vitae Concordat gap analysis and HREiR prioritization are developed via regular HREiR coordination meetings between Diamond’s Organisational Development Manager (HR) and STAG chair (scientist), with Diamond’s EDI manager (HR) contributing directly and via STAG. Activities that are central to Diamond’s general staff development programmes have been driven mainly by the OD Manager. Items with a specific researcher relevance are discussed at STAG meetings and either actioned directly or raised at ODWG meetings. The STAG meet quarterly and comprise representative staff with an interest in scientific training and development within Diamond from across all divisions:
· Science – various areas and levels – currently a Principle Beamline Scientist, Beamline Scientist and a Support Scientist )
· Technical
· Post docs (PDRA) and 
· Equality Diversity and Inclusion (EDI).

Each of the science and technical representatives has a specific remit to reach out to their respective groups, convey information, and request items to be raised at the STAG meetings. This has proved particularly successful with the PDRA group who enjoy a strong organisation, representation, and employee voice.
The ODWG meet quarterly and provide a much broader consultation group which can support or otherwise the ideas and suggestions raised by STAG. 
Items prioritised in the HREiR have typically originated from a ‘bottom-up’ approach, i.e. discussed by STAG representatives and raised and documented at ODWG meetings, with the Action Plan reviewed and updated at HREiR coordination meetings. It is very important to us that any actions are driven from the researchers to ensure we are meeting their need directly. However, a ‘top-down’ approach has also played a role, with Diamond directors requesting the introduction of processes such as research integrity management, which have been included in the forward look action plan. 

Institutional Context
Over the past year or so we have had significant change in our leadership team with two out of five members being replaced.  This includes the CEO and one of the two science Directors, both of whom joined in 2023. These changes inevitably have an impact on the way the organisation is run and its direction and priorities going forward.
Significantly, Diamond is planning a major facility re-build and upgrade - ‘Diamond-II’ – in order preserve our world-leading position over the coming decades. The upgrade programme, which has already begun, entails very significant organization change, including a ‘dark period’ where our instruments are not operational for 18 months. See Diamond website for details.  
A restructing activity is also being considered by the Executuve Team. 

Past Progress and Achievements

Progress towards the previous action plan is attached.
Our priorities were around the Research Environment and Culture and Career development. Some key successes are:
· Participation on the second CEDARS survey. Results analysed and disseminated via web pages and staff presentations. The headline conclusions are that Diamond is substantially in line with the sector as a whole, with a more effective performance and development process but poorer career development. These findings were consistent with 2022 Employee Opinion Survey. Training was seen as positive in both. 
· Improved researcher training resources. Staff can register on Diamond’s learning management system (GEM) as a researcher, and gain access to a very wide range of training material including links to Vitae resources.
· Improved wellbeing and mental health provision, e.g. bullying and harassment training, and provision and uptake of ‘Headspace’ mindfulness resources for all staff.
· Introduction of mandatory on-line training on ‘Code of Best Practice in Research’ for all staff, with additional resources for researchers.
· Improved diversity and inclusion training, including neurodiversity, as we have higher than average employees who are neurodiverse. 
· Improved awareness of Vitae, HREiR and STAG activities via regular staff presentations (e.g. Learning At Work Week) and dedicated web pages.
· Development and publication of a PDRA Support and Development document, to be incorporated into HR processes and their induction.
· Development of a PDRA fixed-term appointment (FTA) justification document to be used within HR processes, ensuring there is consideration prior to an FTA being put in place.
· Diamond-focussed Scientist Development Toolkit developed by STAG group for personal development and future integration into Diamond’s career pathways programme.
· Research output explicitly recognised in annual appraisal (PDR) process, which requests information about publications and presentations.
Work in progress:
· Development of Diamond-wide career pathways programme (see above – no specific timetable).
· Development of a framework for technical reports (technical solutions under review but not likely before 2027).
Challenges and Lessons learned:
· Success in gaining agreement for junior professional support staff (i.e. Beamline Support Scientists) to be eligible for applying for peer-reviewed facility access was never clearly communicated. This needs to be made clear as part of Diamond’s Research Culture Statement (under development).
· Time required to establish a company-wide career pathways programme was significantly under-estimated. No specific timeline is yet available. This is an Executive Team led action which has taken a back seat due to other organisational priorities such as Diamond II. 
· Efforts to formalize Diamond’s research leave and sabbatical programmes (originating from STAG as a high priority) have proved problematic, responsibility moved from team to team and currently lack clarity. 

Strategic Objectives and Implementation Plan
Diamond’s objectives for the next implementation phase include addressing some of the more challenging items from the previous plan, as outlined above. Specifically:
Career Development
Diamond aims to develop a framework for all staff, including researchers, to develop visible career pathways and ensure that they receive appropriate development and experience. Development of PDRAs, building on the PDRA development document, will be a particular priority.
Research Integrity 
Research Integrity is seen by Diamond directors and funders as a very high priority, and provides a valuable framework to support Diamond staff in their research activities. The programme will include a clear and public statement on Diamond’s research culture, endorsed by Diamond directors. Such a statement, which connects the requirements of researchers (especially junior professional support staff) with those of funders and senior management, should play a pivotal role in gaining clarity on Diamond’s attitudes towards research carried out by its staff.
Equality and Wellbeing
Our priorities in this area to ensure the ongoing equality of opportunity for all researchers regardless of contract type and experience levels. Ensuring Researchers wellbeing is maintained, including a good work-life balance is also key.  Managers (and others) will continue to be trained to raise awareness of, and enable them to support, the needs of the large neurodiverse workforce. Indeed, neurodiversity is so central the successes of Diamond that future events (e.g. National Inclusion Week) will aim not only to raise awareness of neurodiversity but also to celebrate it.
Miscellaneous
We will run the CEDARS survey again in 2025 and an Employee Opinion Survey in late 2024 so the results will be known in early 2025. The results from both will be analysed and actions added to the action plan accordingly. 


