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Abstract
The by-laws of the TOTEM Collaboration concerning the membership and management structure are described.

1. TOTEM COLLABORATION

The name of the Collaboration is the TOTEM Collaboration standing for “Total Cross Section, Elastic Scattering and Diffraction Dissociation at the LHC”.

Requirements for individual and institutional membership in the Collaboration are defined herein. The broad governance structure, including the position of the Spokesperson, and the Collaboration Board is also described. 

This document does not attempt to define the management structure in detail, but rather mandates the preparation and ratification of a management plan to provide those details.

2. Goals Of the collaboration

The TOTEM Collaboration was formed to build and operate the TOTEM Experiment at CERN, and to perform the analysis of the data obtained from the measurements.

3. Membership Criteria

3.1 Members

A Ph.D. physicist, an engineer, a full time Ph. D. or graduate student, a representative of other scientific or technical institution who significantly contributes to the TOTEM experiment for the major part of his research time or technical activity and plans to participate in the physics program, is eligible to become member of the Collaboration. A general guideline is that all collaborators should devote a substantial fraction of their research time to the TOTEM experiment over a period of several years.

Any senior physicist taking on a major new commitment must inform the TOTEM Spokesperson.

Any member may request his or her removal from the TOTEM collaboration at their own discretion.

Note: Authorship
        The Collaboration publishes physics and technical papers, for which there is an "Author List" of Collaboration Members and Visitors who are eligible to have their names appear as Authors of the papers.

Nominally, there is a list of "Default Authors".  The detailed requirements for Authorship are delineated in a separate document entitled "Guidelines for Authorship".  It should be noted that the term "Member" and "Author" are not completely synonymous, although there is a substantial overlap of these two categories.

3.2 Visiting members

  Physicists can become visitors through any collaborating institution.

  For someone visiting a TOTEM group at an institution for one year or less, the person only joins in the group activity but is not added as a regular collaboration member, nor as a default author.  The group visited can request that the person's name be added to one or more papers for which a direct contribution was made by the individual.

 For someone visiting more than one year, with a specific service responsibility, the visitor can be on the default author list.

3.3 Collaborating Institutes

An institution is eligible to be a Collaborating Institution if it has at least 3 members eligible to be member of the TOTEM Collaboration.

Each institution designates a representative who receives and disseminates collaboration information for the institution. 

New institutions, or new groups from within a Collaborating Institution, who wish to join the Collaboration should submit to the Spokesperson an Expression of Interest outlining the activity and the resources they plan to offer to achieve the goals of the TOTEM experiment. The Expression of interest will be presented to the Collaboration Board for consideration. The Board will subsequently vote to accept or reject the submitted proposal.

3.3.1 Admission of an Institution

  An institution may apply to join the TOTEM Collaboration by the following procedure.

a) An Expression of Interest in the form of a proposal to join the TOTEM Collaboration should be submitted to the Spokesperson in writing. This should contain the current and planned size of the group, any other experimental commitments group members have, and the proposed responsibilities. It should also give a detailed list of what they propose to contribute to the collaboration (activity and appropriate funding).

b) The Expression of Interest will then be distributed to the Collaboration Board members for a discussion in a future Collaboration Board meeting.  In that Board meeting, the Spokesperson will collect questions, if any, that need clarification from the group seeking admission.  The group should answer the questions revising and resubmitting their proposal.  Once questions about the proposal are answered, the decision on the request for admission to the TOTEM Collaboration is taken by the Collaboration Board with a vote.

An institution accepted by the Collaboration Board to become a member of the Collaboration (by an affirmative vote of two-thirds of the Collaboration Board members present at a Collaboration Board meeting), is requested to submit a draft MOU to the Collaboration. An agreement must be reached on the content of the MOU by the members of the group, the Collaboration Board and the Spokesperson.

The institution shall keep the agreements listed in the MOU for its contributions and responsibilities as a group. Any institution may request to be removed from the TOTEM collaboration at its own discretion.

 A Senior Physicist or an Institution may be removed from the Collaboration by the following procedure:

    (a) A petition signed by at least 4 members of the Collaboration Board shall be submitted to the Chairperson of the Collaboration Board.

    (b) The petition shall be distributed to the Collaboration Board in advance of a discussion in a Board meeting.

    (c) There must be a discussion at a Collaboration Board meeting, followed by a confidential vote.  The individual or a representative of the Institution in question must be given the opportunity to make a statement on their behalf at this meeting.  A majority vote of the members of the Collaboration Board present will result in the formal vote for involuntary removal - step (d).

    (d) A confidential affirmative vote of two-thirds of the Collaboration Board members, within one week following a discussion at a Collaboration Board meeting, will result in the involuntary removal of an institution or an individual.

3.4 Conflicts of Interest

Concurrent membership in other experiments or upgrades with a focus on Total Cross Section, Elastic Scattering and Diffractive Physics measurements and that will take data on the same time scale as TOTEM is considered a conflict of interest that would prevent an individual from fulfilling the obligations of membership in the Collaboration.

4.  MANAGEMENT STRUCTURE OF THE COLLABORATIon

4.1 Overview

The Collaboration Board, representing the full membership of the Collaboration, is the principal governing body of the Collaboration. It proposes a candidate for the Spokesperson, and it ratifies the nomination. 

The Spokesperson is the scientific leader of the Collaboration, responsible for financial, scientific, technical, and organizational decisions pertaining to the Collaboration. The Spokesperson will be assisted by a Deputy Spokeperson and by a Management Team, including any officer required by the CERN management.

The Collaboration Board is responsible for advising the Spokesperson on all scientific, financial, and organizational matters pertaining to the Collaboration. The details of the management structure, including the roles and responsibilities of individual managers in Technical matters, Publications, and Physics will be established in a Management Plan, proposed by the Spokesperson and ratified by the Collaboration Board.

4.2 The Collaboration Board

4.2.1 Duties

The Collaboration Board will concern itself with issues related to the overall framework of the Collaboration. It will ratify the Collaboration by-laws and the organizational structure, insofar as it is specified in the Collaboration Governance Rules, and vote on proposed amendments, which may be introduced by any Board representative or by the Spokesperson. The vote on such amendments will take place during the meeting following the one during which it was presented. All motions to ratify or modify the organization or governance of the Collaboration must pass by a two-thirds majority vote.

The Collaboration Board will advise the Spokesperson on all scientific, financial, and organizational matters of the Collaboration. If requested by at least three Board members, the Board will advise the Spokesperson by means of a vote. Before taking effect, any management plan or any changes to an existing management plan proposed by the Spokesperson must be ratified by a majority vote of the entire Collaboration Board. 

The Collaboration Board will nominate the members of the Editorial Board (see 4.5) upon the proposal of the Spokesperson. 
The Collaboration Board may request a full review and a written report from the Spokesperson on any decision or action for which it deems an explanation to be necessary.

The Collaboration Board may vote to remove the Spokesperson by a two-thirds majority. It will then designate an interim Spokesperson and begin the nominating process for a new Spokesperson.

4.2.2 Membership

Institutions with three or more eligible Collaboration members are considered as Collaborating Institutions and can be directly represented on the Collaboration Board. Collaborating Institutions are responsible for maintaining a current list of their individual members and designating an Institutional Representative to serve on the Collaboration Board. 

Members of the Collaboration from institutions with fewer that three eligible members may affiliate with another institution already on the Collaboration Board for the purpose of representation on the Collaboration Board. 

4.2.3 Officers of the Collaboration Board

The Collaboration Board will elect its own Chairperson and then the Deputy Chairperson for a renewable term of three years. The Chairperson will guide the affairs of the Collaboration Board and will be responsible for organizing the meetings of the Board. The Deputy Chairperson will  act as secretary and eventually chair the Collaboration Board meetings in cases when the Chairperson is not available. 


4.2.4 Meetings

The Collaboration Board will meet at least four times per year.

4.2.5 Voting

Under normal circumstances, representatives to the Collaboration Board must be present to vote; if unable to attend, a representative may designate another member of the Collaboration as a proxy. Each Collaboration Board member cannot have more than one proxy. All votes will require that at least one-half of all Board members be either physically present or represented by a designated proxy who is physically present. Requirements for a majority vote or a two-thirds majority vote will be taken to mean a majority or two-thirds majority of all votes cast. Voting will normally be by a show of hands, although a secret ballot for any vote may be requested by any member of the Board. In special circumstances, the Chairperson may determine that a poll of the full Board is necessary and may request absentee ballots.

The Collaboration Board member who cannot be present should indicate the proxy vote to the Collaboration Board Chairperson by E-mail 24 hours in advance of the meeting.

4.3 SPOKESPERSON OF THE COLLABORATION

4.3.1 Duties

The Spokesperson is the chief executive officer of the Collaboration. The Spokesperson is assisted by a Deputy Spokesperson.
The Spokesperson is responsible for all scientific, technical, organizational, and financial affairs of the Collaboration. The Spokesperson will consult frequently with the Collaboration Board and will obtain its advice on all major Collaboration issues. On financial matters, the Spokesperson’s authority will be consistent with the requirements of the various funding agencies. On technical and scientific matters, the Spokesperson will consult broadly with other senior managers and the Management Team as defined in the Management Plan. The Spokesperson will be responsible for keeping the CERN management and the Collaboration Board informed about Collaboration affairs. The Spokesperson will be responsible for developing the financial requirements for the Collaboration and for presenting them to the international finance bodies according to the current procedures within CERN and the funding agencies. 

The Spokesperson will organize General Collaboration Meetings at least three times a year.  The date of the meeting in agreement with the Collaboration Board will be known to members of the Collaboration one month in advance. 

4.3.2 Management Plan

In consultation with the Collaboration Board, the Spokesperson will also be responsible for maintaining a current Management Plan, to be ratified by a majority vote once a year. A definition of the individual prerogatives and the common responsibilities of Spokesperson; a definition of roles and responsibilities for the members of the Management Team and a description of the principal processes for designating managers for the various TOTEM functions will be necessary elements of the Management Plan. 

The Management Plan will be revised and approved every year at the first meeting in the calendar year of the Collaboration Board.

A Management Plan should also be generated by the new Spokesperson at the next Collaboration Board meeting after election.

4.3.3 Nomination and Ratification of the Spokesperson

The Collaboration Board proposes in one of its meetings the candidates for Spokesperson whom it feels will provide the best leadership for the Collaboration. In the nominating process, members of the Collaboration Board will consult widely, not only with the Collaboration as a whole, but also with CERN management and the Collaboration funding agencies. The overarching selection criterion will be the proven abilities and dedication of the individuals chosen, so as to provide the most effective leadership for the Collaboration. It is expected that over time the international nature of the Collaboration will be reflected in the position of Spokesperson. 

Each candidate should be proposed and seconded by at least two different institutions of the Collaboration.

The nominated candidate must be elected by a two-thirds majority vote from the Collaboration Board.
4.3.4 Nomination of the Deputy Spokesperson

The elected Spokesperson proposes one of the physicists of the Collaboration as his Deputy Spokesperson. The selection criterion will be the proven abilities and dedication of the individual chosen, so as to provide the most effective help in the leadership for the Collaboration. 

The nominated candidate must be accepted by a two-thirds majority vote from the Collaboration Board.

4.3.5 Term of Appointment

The term of appointment for Spokesperson and Deputy Spokesperson will be three years, renewable for a second term. 

4.4 MANAGEMENT TEAM

The Spokesperson will nominate, as defined in the Management Plan, Technical managers as may be needed in the various phases of the project to follow and supervise all the technical needs of the Collaboration.

The Management Team will be designated by the Spokesperson in agreement with the Collaboration Board, as stipulated in the Management Plan. All appointments to the posts on the Management Team must be ratified by a simple majority of the entire Collaboration Board after the discussion of the Management Plan. 

Members of the Management Team may be removed by the Collaboration Board with a simple majority vote.
4.5 EDITORIAL BOARD

The Editorial Board is responsible for defining and implementing the publication policy for the experiment.

Membership of the Editorial Board is proposed by the Spokesperson and nominated by the Collaboration Board for a three years mandate, unless differently decided by the Collaboration Board.
The publication policy is formalized in a document by the Editorial Board and approved by the Collaboration Board.

The publication policy defines the:

- eligibility for authorship on technical and scientific papers

- TOTEM internal refereeing processes

- selection of the journal chosen for submitting each paper

- selection of corresponding authors

- rights and duties/constraints for publishing results using TOTEM data.

The Editorial Board is also responsible for selecting conferences, submitting an adequate amount of contributions, selecting speakers, and checking authorship on proceedings.

4.6 MODIFICATIONS

Any necessary modification to the present set of rules shall be requested by at least two members of the Collaboration Board and shall be put on the agenda of the next Collaboration Board meeting for discussion.

A two-third majority vote of the Collaboration Board at the first meeting after the discussion will bring into force the modification.
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