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GridPP2 ProjectMap
The GridPP2 ProjectMap, showing the status of the project in terms of milestones and metrics is available at https://www.gridpp.ac.uk/pmb/ProjectManagement/GridPP2_ProjectMap_9.xls. This dynamic representation of the project is updated on a regular basis, both in terms of recording progress and in refining the project details. The current version of the ProjectMap represents the project status on December 31st 2006. The procedure is as follows: when the Quarterly reports are received, the ProjectMap is updated to reflect the work reported - a milestone will show up as Green if it is completed and Red if it is overdue. Milestones may be modified (either the definition or the completion date) by means of a Change Form that asks for the reason for the delay and an assessment of the impact on the project. When the Change Form is accepted, the ProjectMap is updated accordingly and the Change Form is linked to the deliverable at the bottom level of the ProjectMap. This procedure has proved essential to allow the coherent but flexible management of a project that is highly dependent on external developments.

At the top of the Map, an overall view of the Production Grid is given by a set of 56 milestones and 41 metrics. These monitor the “product” that GridPP2 is trying to deliver. Below this, individual areas are arranged in related columns. 
The current status as shown in the “Milestones” worksheet, is as follows:

	Metric
OK
	Metric not OK
	Tasks Complete
	Tasks Overdue
	Tasks due in next 60 days
	Items Inactive
	Tasks not Due
	Change Forms 

	90 

(92%)
	8
	175
 (69%)
	5
	14
	34
	58
	20


Metrics

Metrics are tests that monitor the health of the project on an ongoing basis. For example, metric 5.2.2 monitors the number of vacant posts. Currently, there are 98 active metrics of which, 90 are currently satisfied and 8 are not. The metrics not satisfied are:

0.105: Number of LCG/EGEE jobs slots used. The current fraction is estimated to be 60%. This is a big improvement from 37% reported last time, but falls short of the target of 70%. It should be noted that the number of available slots has doubled during this period.
0.108: This situation has vastly improved in the last year and the metric is now close to being satisfied with over 800TB of GridPP disk storage available compared to a plan of around 900TB. 

0.111: GridPP Tape storage available to EGEE/LCG is currently low (by about 130TB) because of the large allocation of tape (275TB) resource to BaBar. This problem has been addressed by the Tier-1 Board and more tape has now been purchased.
0.131: Tier-1 service disaster recovery plans up to date: This has not been updated within the last 6 months due to other priorities, but the existing version is considered satisfactory. 

5.2.2: Number of vacant posts is currently 6; however, at least 5 of these have started or are soon to start. Full details are given in the Resource Report 
5.2.11: Only three Face-to-Face PMB meeting took place in 2005. This was compensated by extra weekly PMB video conferences which have worked more successfully since we moved to VRVS.
5.2.13: UB meetings: The metric specifies four UB per year, whereas only three were held. However, a UB meeting was held in the first few days of January so this does not signal a particular problem.

5.2.14 DB meetings: The Deployment Board only formally met once in 2006, compared to the metric of three times per year. This is discussed in the Deployment Report and reflects the active role of the Deployment Team which has largely the same membership.

Milestones
A total of 252 active milestones are presently defined, of which 175 (69%) have been completed. There are 5 milestones shown as overdue:
0.16: Tier-2s meet bandwidth requirements: We are meeting the current usage requirements in that no site is seeing bandwidth bottlenecks in day-to-day use. However, discussions are still underway to define the requirements, particularly in respect to whether each Tier-2 or each individual Tier-2 site needs to meet the target. We are currently looking at networking requirements for the coming 1-2 years and the possibility for sites to request dedicated connections. 
0.37 Full Tier-1 Team in place: As detailed in the Resource Report, two replacements started in January and one at the start of February. The remaining vacant post is under discussion and may be filled by effort from two in-house people.
0.56: GridPP able to monitor networks to all supported sites: Three of 19 nodes still need to be commissioned 
4.1.4: Babar Analysis. This work has not progressed as planned and we are currently in discussion with BaBar-UK about this and the two subsequent deliverables. In contrast, BaBar has made good progress in developing Grid-based skimming with a view to utilizing Tier-2 resources in the UK and it would seem appropriate to replace these milestones to reflect this work. 
6.2.5: Integrated plan for Grid Support in the UK beyond 2007: This ambition was constrained by the funding mechanisms available - NGS responded to call from JCSR and GridPP to PPARC for funding beyond 2007. GridPP and the NGS continue to work towards a common future but recognize that the timing of this milestone could not be satisfied.

Change Forms Enacted

Twenty-one change forms have been enacted over the last year. Six of the changes were to re-align the Production Grid milestones with the evolving wLCG plans. Eight deliverables were deleted as no longer relevant (note that 6 additional deliverables were added in the previous report) and four deliverables were delayed to match the new LCG timeframe. 

The Storage group delayed two deliverables (2.2.11 and 2.2.12) related to future plans, by three months. Drafts of these documents exist but a full risk-analysis and milestone definition remains to be done.
The Workload Management area has been re-examined in the light of problems with the EGEE WLMS release schedule. Much of the planned GridPP work depended on testing releases according to a planned schedule which was not adhered to. Thus, in consultation with EU partners, and in order that the project map better reflect the contributions being made, we have redefined four milestones in the WLMS area and deleted a further two (2.3.2 to 2.3.7).

The ATLAS distributed analysis milestone (3.1.9) has been delayed by four months and a Ganga deliverable (3.2.5) relating to supporting multiple Grids has been delayed by three months to allow development of a NorduGrid plug-in.
LHCb have delayed two deliverables (3.1.4 and 3.1.12) by 3 and 4 months respectively. This reflects changes of priority during DC06 (the LHCb Data Challenge) and the desire to incorporate lessons learnt from the Data Challenge. CMS have delayed deliverable 3.4.6 in response to the loss of key personnel mid-year (the replacement is now in place) and changing requirements from the CMS Experiment that, again, arise from experience with the Data Challenges in 2006.

SamGrid merged deliverables 4.2.4 and 4.2.5 into a new milestone due by Jul-07 and as part of this process of re-alignment with D0 goals, milestones 4.2.6 and 4.2.7 have been redefined. The portal delayed deliverable 4.3.8 (a user portal example) to await input from the MICE collaboration.

Finally, in the Interoperability area, deliverable 6.2.2 has been deleted as both the NGS and GridPP feel that Web-Services will not now become mature enough by the end of GridPP. The links between NGS and GridPP sites are starting to happen (though later than originally hoped) and deliverable 6.2.7 and 6.2.8 have now been rationalized into a single deliverable with a goal of having 50% of the GridPP sites as NGS affiliates by April 2008.
Risk Register

The GridPP2 ProjectMap contains a “RiskRegister” worksheet that provides an overview of the project risks in the form of a sparse matrix across the various areas of the project: LCG, MSN, Applications, Production Grid, and GridPP. The latter category is used for risks that apply in a more general sense to GridPP rather than more specifically to one of the other categories. Each individual risk is attributed two values between 0 and 4, a likelihood and an impact, and the product of these numbers defines the risk level. Risks between 0 and 4 are regarded as low; between 5 and 8 as medium; and between 9 and 16 as high. These are colour coded green, orange, and red respectively. The individual risk assessment forms are accessible as a link by clicking on the coloured risk cell.

The RiskRegister is intended to be a dynamic representation of the current risk within the project that highlights current (i.e. a 6-9 months forward look) areas of concern.  The ~80 risks in RiskRegister were recently reviewed and the following changes or comments were made:
R22-LCG: LCG Hardware resources inadequate. The likelihood of this was reduced from 3 to 2 because the revised LHC schedule means identified funding is a much better match to requirements. The overall risk level is now 6, down from 9.

R10-LCG: SRM2.2 remains an area of concern. This risk was left at 4x2 = 8.

R38-LCG: gLite remains an area of concern. This risk was left at 4x2 = 8.

R25-LCG: No particular hardware procurement problems are currently anticipated. This risk was reduced from 3x2 to 2x2 = 4.

R40-MSN: Given the GridPP2+ outcome, the likelihood of insufficient future funding for middleware support is raised to 3 taking the overall risk from 6 to 9.
R40-Apps: The likelihood of insufficient future funding for application development and support is now a certainty given the outcome of the Rolling Grant round. The likelihood is set at 4, giving an overall risk of 12.

R15-Apps: The outcome of the Rolling Grant round also suggests that software maintainability in the Applications area will be severely compromised. The likelihood is raised from 2 to 3, and, given the proximity to LHC turn-on, the impact is raised from 2 to 3, giving an overall risk level of 9.

R22-Apps: No shortfall of hardware is now anticipated in the next 6-9 months so the likelihood of this risk has been lowered from 4 to 2 giving an overall risk level of 6.

R10-Apps: gLite remains an area of concern. This risk is left at 3x3 = 9.

R32-Pro: The security risk is reduced from 3x3 to 2x3 = 6 in cautious recognition of much security work that has taken place in many contexts in the last year and the small number of security incidents.
Summary

The GridPP2 ProjectMap presents 98 metrics that monitor the health of the project. Eight of these are currently not satisfied, but none of them show a particularly large deviation from expectations. Good progress continues to be made on milestones, with 69% complete and five overdue. The Change Form mechanism continues to assist an orderly evolution of the project against the changing International context with 21 Change Forms submitted in the last period and accepted, following clarification and discussion.  The highest risks currently identified in the project relate to future funding, particularly in view of the cuts made in the Rolling Grants for application support, and to the dependence on the gLite middleware.
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