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Damaging publicity could result from a number of problems; late delivery, functionality or 

 

robustness below expectations, etc.
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Introduction

It is proposed that the management of the GridPP2 project develop from the successful structures and procedures employed in GridPP. The central body will be a small executive Project Management Board (PMB) chaired by the Project Leader. The current Experiments and Technical Boards in GridPP will evolve to match the new emphasis on developing a production quality grid in GridPP2. The Technical Board will become a Production Grid Deployment Board (DB) and the Experiments Board will become a more generic Users Board (UB). The former will determine and enact the technical responsibilities for rolling out an integrated grid; the latter will be an advocacy group that tensions the project with the real user requirements. A change process is required in going from a TB focussed on middleware development issues and an experiments board focussed on the development of Grid interfaces. Finally, the existing Collaboration Board (CB) will continue as a means of strategic consultation and communicating at a senior level within the community. These bodies are described in more detail in the sections below.
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Roles and Interactions between the proposed GridPP2 management structures.

The Project Management Board
Membership and Size

Membership will cover the following areas:


CB Chair



Project Leader and Deputy Leader


DB Chair and Deputy Chair


UB Chair and Deputy Chair


Project Manager


LCG representative


Tier-1 representative


Tier-2 representative

Dissemination Officer


EGEE representative

To limit the membership to about nine (GridPP PMB operates successfully with 10 members), some overlap of responsibilities is anticipated. For example the Tier centre representation is likely to be covered by some combination of the Deputy Leader and the chairs and co-chairs of the DB and UB.

Function and mode of operation

The Terms of Reference for the PMB are included in the Appendix to this document. At least initially the PMB will function along the lines employed in the current project, that is, one hour weekly video conferences complemented by one day face-to-face meetings approximately bi-monthly. One of the first tasks of the new PMB will be to refine and approve the detailed roles and responsibility of each PMB member based on the current definitions attached as an appendix to this document. The key elements for each of the positions are:

Project Leader: Effectively the CEO of GridPP2. Responsible to PPARC for the delivering the project as defined in the proposal. Achieves this through chairing the Project Management Board.

Deputy Leader: Main responsibility is to assist and share the duties of the Project Leader. This role is likely to overlap with other responsibilities.

Collaboration Board Chair: The CB is effectively the Governing Body of the project. The chair is responsible for communication between the PMB and CB and the formal point of contact for external enquires about the project.

Deployment Board Chair and Deputy: The chair of the Deployment Board, assisted by the deputy, is responsible for the technical deployment of the grid. The chair/deputy will ensure that developments are linked to those from EGEE and US-based deployment programmes (See EGEE representative below). 

User Board Chair and Deputy: The chair of the User Board, assisted by the deputy, is charged with representing the interests of the grid users to the project in developing and running applications.

Project Manager: The manager develops and maintains appropriate project management tools, gathers and processes information and manages timelines and resources.

Dissemination Officer: Promotes the knowledge of the UK HEP Grid; coordinates demonstrations; and develops industrial links. 

LCG Representative: To ensure close liaison and successful integration of the CERN LCG and UK GRIDPP2 projects.

Tier-1 Representative: To ensure that the UK Tier-1 centre has adequate representation at the management level.

Tier-2 Representative: To ensure that the UK Tier-2 centres have adequate representation at the management level.

EGEE Representative: If the UK has significant involvement in a Framework VI grid project such as EGEE then one member of the PMB should hold special responsibility for this area.

The Deployment Board

The GridPP Technical Board is foreseen to develop into a Production Grid Deployment Board (DB) with responsibilities for both middleware development/support and the integration of Tier-1 and Tier-2 resources into a production quality grid. The Terms of Reference for the DB are included in the Appendix to this  document.

Middleware

Some selected middleware development is anticipated within GridPP2 in areas identified as critical to the success of grid applications in the UK. Over the lifetime of GridPP2 this middleware development effort will eventually evolve into middleware support. These elements of the middleware programme will come under the purview of the DB to ensure that focus is maintained on the deployment of a production grid. 

Resource Integration

The DB mandate covers the deployment and operation of a production grid. This will include the development of the individual resources (Tier centres); the technical and organisational integration of the parts; and the roll-out of an operational grid service to, eventually, a level of stability and an ease of use consistent with a production facility. 

Membership

It is anticipated that the UK HEP Grid will require a dedicated Operations Manager with an overall responsibility for the day-to-day running of the facility. This position is discussed later and will be a key member of the deployment board. However, it is envisaged that the board will be chaired by someone else. This effectively divides the responsibilities into managerial and technical aspects in the hope that this allows the most efficient use of expertise. The DB will also require representation from each of the Tier centres; from critical middleware areas; and will require overlap with grids being developed elsewhere to ensure integration with European and American grid projects.

The Users Board
The GridPP Experiments Board is foreseen to develop into a generic Users Board in GridPP2. The main responsibilities of this body will be to oversee the successful deployment of applications on the grid. 

Application Interface

It is not within the scope of GridPP2 to fully develop the applications themselves. It is however required to ensure consistency in the methods used to develop grid interfaces and provide a working forum. Some of the applications are being developed by large international collaboration, though it is hoped that others will be the product of smaller UK groups. GridPP2 is requesting a continuation of funding for effort to help deploy the applications on the UK grid. Within GridPP, funded effort has help promote common work between both CDF and DO and the SAM system, and between ATLAS and LHCb with the GANGA work. The UB would be responsible for the effective use of such effort, for example, through collaborative projects across experiments.

 Application Use

During the GridPP2 period the UK-based resources will be extensively used by the LHC “data challenges” and by other applications. The evolution to a production quality grid must take place in a manner, and at speed, that matches the needs of the users. The UB would have a responsibility for defining, representing, and probably brokering, the many user needs. It is essential that there is good two-way communication between the users and the providers. 

Membership

The UB is not foreseen to be a voting body. Priorities between different groups will largely be defined by resources they contribute to the grid and by the priorities set by funding within the UK HEP programme. Conflicts would be resolved by the PMB as necessary. These conflicts would be reported to the CB such that the overall reconciliation is transparent. The UB, therefore, should have single representation from all significant user groups.

The Collaboration Board

The GridPP CB has proved to be a useful body with which the PMB can raise strategic policy issues and consult at a senior level with the wider HEP community. It is proposed that the CB continues within GridPP2 with a membership composed of Group Leaders from all the UK institutions.  The function of this body will be to  (a) endorse strategic policy decisions made by the PMB; (b) provide advice to the PMB on specific issues; (c) provide information to the institutions concerning the GridPP2 project; (d) a body to which the PMB can raise specific management problems for action.

Project Management Methods and Tools

GridPP2 will extend the current GridPP management tools to encompass the extended project.

Project Plan
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The full financial plan by quarter will be extended to cover the GridPP2 period. This allows projection and monitoring of resources by quarter, by institute, and by user group.

Example of Financial Breakdown available from current GridPP Project Plan
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ATLAS

4.50

£234,400

5.42

£306,800

9.92

£541,200

LHCb

3.00

£150,700

5.58

£352,275

8.58

£502,975

CMS

4.50

£237,100

4.08

£234,060

8.58

£471,160

LHC Total 

12.00

£622,200

15.08

£893,135

27.08

£1,515,335

BaBar

0.00

£0

7.17

£395,120

7.17

£395,120

CDF

0.00

£0

5.25

£313,200

5.25

£313,200

D0

0.00

£0

6.00

£323,820

6.00

£323,820

UKQCD

0.00

£0

3.00

£156,600

3.00

£156,600

Non-LHC Total 

0.00

£0

21.42

£1,188,740

21.42

£1,188,740

GRAND TOTAL

12.00

£622,200

36.50

£2,081,875

48.50

£2,704,075

Application Posts

DataGrid Posts

TOTAL


Example Overview of Financial Breakdown available from current GridPP Project Plan

Project Map
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The existing project map, which defines the GridPP project in terms of about 200 milestones and their metrics for GridPP, will be extended and adapted to cover the GridPP2 project. The project map is a dynamic tool that allows visual monitoring the project progress and documentation of the project deliverables (see http://www.gridpp.ac.uk/pmb/ ).

Screen Shot of the current GridPP ProjectMap
Risk Register
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The project map also contains a register of risks. All areas of the GridPP2 project will be examined for potential risks and assessments will be performed to identify significant areas of concern. 

Screen Shot of the current GridPP Risk Register.


Example of a current GridPP risk assessment document.

Monitoring

The GridPP2 project will be monitored on a quarterly basis. The exact mechanism will be refined, but based on the current GridPP scheme. Deviations from the Project Plan or delay of the deliverables defined in the Project Map will be raised with the PMB.


Example of a current GridPP quarterly report

Full Time Roles

To ensure the success of the GridPP2 six roles have been identified, covering both management and technical responsibilities, that will require fulltime positions:

1. Project Leader

2. Deputy Project Leader

3. Project Manager

4. The Deployment Board Chair

5. The Operations Manager

6. The Dissemination Officer. 

The individual roles are described in the appendix to this document and little in addition needs to be said here about the rationale for the first three posts. However, a few comments on the last three are appropriate. The roles of the Chair of the Deployment Board and the Operations manager effectively replace the role of the TB chair in GridPP. Rolling out a production quality grid is a top-level objective of GridPP2 and it is felt that sufficient resources should be put in place to ensure success. It is essential that the Operations Manager be able to concentrate on producing and ensuring the implementation of the procedures necessary to succeed with this objective. The Chair of the Deployment board is an independent person who’s responsibility is to convene and run the Deployment Board according to the terms of reference. The chair takes input from the Operations Manager in addition to input from middleware developers, monitoring groups, etc, and ensures that the strategic objectives of the project are being met. It is possible that the Operations Manager is an appropriate deputy of the Deployment Board; clearly the position must be totally integrated into the project but at this stage it is felt unwise to necessarily burden this post with additional non-technical responsibilities.

The Operations Manager will be assisted by a Production Grid Team, composed of one person from each Tier-2 centre and one from the Tier-1 centre. This ‘elite’ team will be the front-line technical expertise that will ensure the current test-bed evolves into a production grid. The GridPP2 funding of posts at Tier-2 centres will specify this role and the implicit line-management.

The creation of the post of Dissemination Officer recognizes that GridPP2 will be a mature project that needs increasingly to look outwards to the larger community as well as inwards to the High Energy Physics users. The full responsibilities of the role are described in the appendix.

Transition Issues

The position of Chair of the Collaboration Board comes up for appointment (or renewal) in September 2003 and is a two year position. Once this appointment has been confirmed, the process of identifying the Project Leader should commence, in consultation with PPARC,  with the goal of confirming the GridPP2 Project Leader by the end of February 2004. Very soon after that date it will be necessary to have appointed the Project Manager so that detailed specification of the GridPP2 project can be started. Once these specific roles have been filled, the remaining full time positions, with the possible exception of the Dissemination Officer, should be filled simultaneously in the period between April and June 2004 with a view of providing the best balance of skills and experience within the PMB. There would then be a three month handover period up to the official start of GridPP2 in September 2004. The position of Dissemination Officer will be advertised in time to commence at the start of the GridPP2 project.

At the end of the GridPP2 project considerable infrastructure will exist that will need continuing support. This includes hardware, middleware, and application support. It is essential that the financial implications of this are built into PPARC’s roadmap and that a suitable structure for managing these resources is installed sufficiently in advance of September 2007. It is possible that something along the lines of the pre-grid CNAP committee might be appropriate.

External Issues

The focus of this proposal is to provide the computing infrastructure for the LHC with a functionality closely tied to that of the CERN LCG Project. The GridPP Project Leader will continue as a member of the LCG Project Execution Board (PEB) and the PPARC e-Science Director as a member of the LCG Project Oversight Board (POB) in order to ensure an effective overview of that project. In addition to this formal representation, two GridPP PMB members currently sit on the LCG Software Computing Committee (SC2). We anticipate that this level of representation would be sufficient to provide an effective management interface. The international scale of LHC experiment collaborations emphasises the importance of worldwide standards. 

In the context of the European Framework VI, it is anticipated that EGEE will be the main mechanism by which middleware is developed in the future. GridPP anticipates close connections with EGEE at the technical and managerial levels, through common middleware projects and the EGEE execution board.

GridPP will maintain active involvement in the InterGrid Collaboration Board that coordinates efforts to design, develop and deploy a consistent open source standards-based global Grid infrastructure for High Energy Nuclear and Particle Physics. InterGrid contains representation from the large US projects GriPhyN and PPDG, along with member from DataGrid and large European national projects and meets in co-location with the international Global Grid Forum conferences. 

Appendix: GridPP2 Terms of Reference and Role Definition.

PMB Terms of Reference

The PMB is the central part of the management structure. The Project Management Board meets approximately weekly to:

1. determine the detailed objectives of the project;

2. approve the allocation of resources to meet these objectives;

3. ensure timely progress is made towards meeting the objectives;

4. report on progress to the Oversight Committee;

5. inform the community of progress, formally via the Collaboration Board;

6. establish an identity for GridPP2 reflecting the set of GridPP deliverables; 

7. ensure that GridPP2 is visible externally and is recognised as a flagship project. 

CB Terms of Reference

The Collaboration Board is the “governing body” of the Project. It consists of the Group Leaders of each of the collaborating Particle Physics institutions. The Collaboration Board meets approximately twice a year when necessary to:

1. endorse strategic decisions made by the PMB when requested;

2. provide advice to the PMB on specific issues when requested;

3. be informed about GridPP2 project and facilities and to inform their own constituents;

4. take action on behalf of the PMB to resolve specific management issues when requested.

DB Terms of Reference

The Deployment Board is the body at which technical developments and problems wider than a single Working Group or Tier Centre are discussed and solved. The Deployment Board meets approximately quarterly to:

1. determine and execute the technical project plan necessary to implement the strategy of the Project Management Board on the deployment of a production quality grid for Particle Physics;

2. report to the Project Management Board, through its chair, on progress towards this goal; 

3. ensure that problems and ideas with implications beyond individual working groups are discussed and solved in the most efficient manner; 

4. provide a forum in which all constituent parts of the project can exchange information on technical issues of mutual interest; 

5. manage the deployment of GridPP2 hardware resources in the UK, ensuring they are efficiently and effectively used to deliver the Particle Physics Grid with the minimum of duplication; 

6. deal with matters of coordination and liaison between UK Tier1 and Tier2 centres;

7. ensure that technical developments elsewhere, particularly at CERN, are efficiently integrated into the project.

UB Terms of Reference

The User Board ensures that the requirements for the major Particle Physics experiments that will use the Grid are properly taken into account in the strategy of the PMB. The User Board meets approximately quarterly to:

1. ensure that the GridPP2 project remains science driven and that the project develops to meet the needs of the UK Particle Physics community; 

2. keep an overview of both technical and experimental software developments, ensuring these developments are compatible; 

3. facilitate close working relationships between the UK experimental collaborations to identify common areas for the development of Grid-enabled experimental software; 

4. overview the major hardware purchases within GridPP2 to ensure compatibility with the needs of the experimental collaborations and between collaborations;

5. promote the use of the developing Grid structures for a wide variety of computing needs in the whole of the UK Particle Physics community.

Role of Project Leader

The Project Leader, assisted by the Deputy:

1. establishes and maintains the Project Management Board;

2. convenes and chairs the Project Management Meetings;

3. organises the Collaboration Meetings;

4. reports back to the Collaboration Board, summarising the status and establishing goals;

5. reports back to PPARC, summarising the status and establishing goals; 

6. liaises with the e-Science Centres and ensures participation in the e-Science programmes;

7. ensures appropriate project management reporting mechanisms are in place;

8. ensures that the project is managed using appropriate management tools;

9. establishes and encourages participation in training/development where required;

10. monitors external developments in order to recognise overlapping solutions and encourage standards;

11. engenders a pioneering spirit; 

12. facilitates recognition of individual contributions to the project;

13. reports to the Project Manager on matters relating to any project deliverables and milestones defined within his or her purview.

Role of Deputy Project Leader

The role of the Deputy Leader is to:

1. assist and share the duties of the Project Leader as required;

2. sit on the Project Management Board;

3. report to the Project Manager on matters relating to any project deliverables and milestones defined within his or her purview.

Role of Collaboration Board Chair

The role of the Collaboration Board Chair is to:

1. convene and chair Collaboration Board meetings; 

2. sit on the Project Management Board;

3. ensure that the Collaboration Board are kept fully aware of the progress of the project and any problems that might be arising;

4. ensure that the Project Management Board is full aware of the concerns and priorities of the members of the Collaboration Board; 

5. liaise between the Collaboration Board members, the Project Management Board and PPARC on matters of resource, staffing and funding; 

6. be the first point of contact for external enquiries; 

7. oversee the dissemination activities enacted by the dissemination officer;

8. liaise where necessary between GridPP and other Grid projects both inside and outside PPARC, and with PPARC and other research councils and agencies and Industry;

9. report to the Project Manager on matters relating to any project deliverables and milestones defined within his or her purview.

Role of Project Manager
The role of Project Manager is to:

1. establish and maintain project management reporting tools;

2. gather and collate information on progress in all areas of the project towards the defined milestones including:

(a)  LCG

(b)  Middleware Developments

(c)  Application Interface

(d)  Infrastructure

(e)  Dissemination

3. identify conflicts to the PMB between project deliverables/timelines;

4. report to the Collaboration Meeting on the attributes of the Project;

5. report to the Oversight Committee, summarising the overall management status using the project management tools;

6. manage the project resources by: 

(a)  Collecting information on the staff and equipment requirements identified by all elements of the GridPP project.

(b)  Organising this information in a form that provides the PMB, and the agencies to which it reports, a clear view of the project requirements.

(c)  Recording and monitoring the receipt and use of resources within the project and presenting this information to the PMB on a regular basis.

(d)  Assisting with planning the optimising deployment of resources within the project.

(e)  Presenting options to the PMB for using resources as and when changes occur within the project or it’s funding.

Role of Deployment Board Chair

The role of the Deployment Board Chair is to:

1. convene and chair Deployment Board meetings;

2. sit on the Project Management Board;

3. ensure that the Deployment Board are kept fully aware of the objectives of the project and the priorities identified by the PMB;

4. ensure that the Project Management Board is full aware of technical progress and any issues that arise within the Deployment Board;

5. ensure that progress toward deliverables is monitored against the project schedule on a quarterly basis;

6. ensure that the use of GridPP resources is monitored and reported;

7. report to the Project Manager on matters relating to any project deliverables and milestones defined within his or her purview.

Role of Deputy Deployment Board Chair

The role of the Deputy Deployment Board Chair is to:

1. assist and share the duties of Deployment Board Chair as required;

2. sit on the Project Management Board;

3. report to the Project Manager on matters relating to any project deliverables and milestones defined within his or her purview;

Role of User Board Chair

The role of the User Board Chair is to:

1. convene and chair User Board meetings;

2. sit on the Project Management Board;

3. inform the User board of issues from the PMB;

4. solicit input from users and potential users;

5. inform the PMB and DB of user requirements and issues;

6. ensure that progress towards deliverables in the application interface area is monitored on a quarterly basis;

7. report to the Project Manager on matters relating to any project deliverables and milestones defined within his or her purview.

Role of Deputy User Board Chair

The role of the Deputy User Board Chair is to:

1. assist and share the duties of User Board Chair as required;

2. sit on the Project Management Board;

3. report to the Project Manager on matters relating to any project deliverables and milestones defined within his or her purview.

Role of Operations Manager

The role of Operations Manager is to:

1. lead the Production Grid Team;

2. sit on the Deployment Board;

3. ensure the formulation and implementation of procedures necessary to ensure the timely deployment a production quality grid;

4. report to the Deployment Board on progress and issues;

5. liaise with all the Tier centres on the technical implementation of the production grid.

Role of Dissemination Officer
The role of Dissemination Officer is to:

1. lead all dissemination and public relations activities within GridPP2;

2. be an ex-officio member of the PMB;

3. promote the UK Particle Physics Grid and its use by other experiments and disciplines;

4. develop Industrial links and contacts;

5. liaise with PPARC PUS;

6. oversee the overall design of the GridPP Website and ensure that content is up to date and relevant;

7. coordinate demonstrations and act as ‘Booth Manager’ at events such as e-Science All Hands meetings and Open Days;

8. represent GridPP and its interests at relevant events;

9. ensure the timely release of news items and press releases;

10. maintain up to date lists of GridPP publications, talks and promotional material;

11. exploit PUS and other PR funding opportunities;

12. ensure that the GridPP PMB and other management boards are fully aware of publicity issues and funding and collaboration opportunities;

13. act upon requests for help with publicity or industrial liaison from all members of GridPP or external bodies;

14. report to the Project Manager on matters relating to any project deliverables and milestones defined within his or her purview. 
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		Risk Name: Bad Publicity



		Description of Risk: 


Damaging publicity could result from a number of problems; late delivery, functionality or 


robustness below expectations, etc.




		Risk Likelihood:  FORMDROPDOWN 




		Risk Impact:  FORMDROPDOWN 




		Overall Risk:  FORMDROPDOWN 




		Current Process for Managing Risk: 


Management of expectations combined with a policy of honesty and openness. Active 


promotion of the project will limit the possibility for rumours and help to build confidence 


in the project.




		Future Options for Managing Risk: 


Organize special events to engage specific audiences so that they have a better understanding 


of the project.




		Crisis Strategy: 


Provide rapid and frank response to bad publicity.



		Actions Required: 


     






