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GridPP1 ProjectMap
The GridPP1 ProjectMap, showing the status of the project in terms of milestones and metrics is available at http://www.hep.ph.ic.ac.uk/CMS/IC_GridPP/WebVersion/ProjectMap26.htm. This is a dynamic representation of the project, which 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 September 30th 2004 when the last quarterly reports were received, and thus represents the “final” status of the GridPP1 project. 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 of 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. If the Change Form is acceptable, 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.

The overview presented on the “AttributeMap” worksheet in the ProjectMap shows the final project status as follows:

	Metric OK
	Metric not OK
	Tasks Complete
	Tasks Overdue
	Tasks due in next 90 days
	Tasks deactivated
	Change Forms Enacted

	44
	0
	168
	0
	3
	20
	7


Metrics Satisfied

All 44 of the monitoring metrics defined in the GridPP1 project map were satisfied at the end date of the project.
Tasks Completed

A total of 168 tasks had been completed by September 30th 2004 and there were no overdue tasks. In the last report to the Oversight Committee, two tasks were overdue:

 1.4.6 “Draft definition of the LCG-3 service middleware”. This task was subsequently deactivated when it became apparent that the LCG-3 service was to be superseded by the gLite/EGEE-II releases. Five related deliverables (1.4.7, 1.4.8, 1.5.8, 1.5.9 and 1.5.10) were also deactivated.
4.4.4 “Heterogeneous Testbed demonstration” (Demonstration that the UK testbed has grown to include a mixture of resources.) This milestone was originally due in April 2003 and although there were a number of things that could have been used to show that it had technically been achieved, it was acknowledged that the heterogeneity issue was perhaps the Achilles-heel of the EDG/LCG based Grid. Thus, the milestone was previously left incomplete to flag this issue. More recently, the inclusion of non particle physics resources at UCL (computing service) and QMUL (e-science centre) who both are running LCG work and use different operating systems (though both Linux-based), makes a convincing case that this deliverable should now be marked “complete”. Nevertheless, this issue has been carefully addressed in the GridPP2 planning by including a section in the planning on “Interoperability” (ProjectMap area 6.2) where a number of milestones are defined to ensure a convergence with the UK National Grid Services (NGS).
Tasks Deactivated
In addition to the six tasks related to the LCG-3 release that were deactivated (discussed above), a total of 14 tasks that were due after September 30th 2004 have been de-activated in the GridPP1 project map. These tasks have either been included directly in the GridPP2 project map, or they have been superseded by the work programme defined in the GridPP2 project map. The latter arises because many areas of the GridPP1 project had some kind of “final release” due in December 2004, which is now replaced by a more specific programme of work in GridPP2. Appendix-1 provides full details of the tasks deactivated. 
Tasks Due in next 90 days

Three tasks that are not (yet) explicitly included or replaced by the GridPP2 programme have not (yet) been deactivated and remain flagged as “due in the next 90 days”. Explicitly these are:

3.4.9 – CMS Monitoring Analysis Tools, due 31/Dec/04. The latest information is that this deliverable is running approximately 45 days late due to diversions associated with getting RGMA deployed properly on the LCG test-bed.
3.5.4. – BaBar production Grid, due 31/Oct/04. An early version of this was completed but not deployed as envisaged due to instabilities in the underlying EDG release. Although the intention was to redo this using more stable releases this has not been done for two reasons: (1) in order to gain experience and satisfy an immediate need for a production system, a complimentary system based on VDT middleware was successfully deployed and used; (2) BaBar effort was delayed due to two post-holders moving to other areas. The GridPP2 BaBar programme of work effectively replaces this deliverable and it is anticipated that this deliverable will be “deactivated” but we have not yet confirmed this with the PI. The experience gained has now put UK BaBar personnel in a position to direct future work on developing an LCG based grid for BaBar in the international context.
3.5.5 – BaBar production Grid Assessment, due 31/Dec/04. This is related to the above.
Change Forms Enacted
Only seven change forms were enacted (though this mechanism was effectively suspended by the summer once it became clear that a number of things would be re-cast in the GridPP2 project map as described above). Of these seven, four were minor delays and the tasks are now complete. One was a refinement of the definition of a task that is now complete. One was the refinement of a task definition, due in Dec 2004, which now appears in the GridPP2 project map. The remaining change was a delay to LCG milestones on fabric planning for LCG Phase-II to reflect a re-scheduling of the related LCG milestones and which may (see comments below) be included in the GridPP2 map. The full list of changes is provided in Appendix-2.
Summary
All 168 of the GridPP1 tasks due before the formal end-date of September 30th 2004 have been successfully completed. In addition, all 44 of the monitoring metrics were satisfied at this date. A total of 14 tasks due after this date have been include in, or replaced by, the GridPP2 programme of work. Three tasks due after the formal end-date, remain to be completed and six task have been deactivated since the last review (a total of 9 tasks were deactivated during the entire project).
GridPP2 ProjectMap

The GridPP2 ProjectMap has been constructed but cannot yet be regarded as fully operational. Whilst milestones and monitoring metrics have been preliminarily defined for all areas of the project and included in the map, not all the details have yet been specified and some refinement is still in progress. The current version is based on the quarterly report covering the first month of the project; though in some areas more current information has been included. In other areas, even preliminary information has not yet been included. For example, the definitions of the 55 Production Grid metrics were only recently finalized (there were many stakeholders to involve in these discussions) and the current status of these has not yet been quantified.

It is anticipated that the map will continue to evolve to the end of the first quarter 2005. At that point, it will be fully updated from the 2005 Q1 reports and thereafter the Change Form mechanism used in GridPP1 will be implemented to formally document subsequent modifications.

The current draft of the GridPP2 ProjectMap (views better with Explorer rather than Netscape) is available at: http://www.hep.ph.ic.ac.uk/CMS/IC_GridPP/WebVersion/GridPP2_ProjectMap_1.htm. There are 253 milestones defined and 112 monitoring metrics. The topology of the map has changed from GridPP1 to reflect our primary goal of deploying a seamless production Grid in the UK. This is represented by the large box across the top that contains the 57 Production Grid milestones (on the left) and the 56 Production Grid metrics (on the right). Although individual items may refer to specifically to Tier-1 or Tier-2 etc, it was felt that this more holistic view of the intended Grid was a better representation. Beneath this section, there are other areas defined along the lines of the GridPP1 map: Technical developments in the middleware/security/networking area; Applications, both LHC and non-LHC; plus areas covering Management issues and External relations.  In addition, there is a greyed out area on the left referring to the LCG which will be developed when the issue of funding for LCG Phase-II is resolved: If there is significant UK funding for Phase-II then this part of the ProjectMap will monitor things funded explicitly by the UK. If there is no funding, then a number of high-level milestones will be identified from the LCG planning and included here.

In summary, the GridPP2 ProjectMap exists in draft form and will be refined over the next 3 months.  After the 2005 Q1 reports are processed, the map will be regarded as fully operational and will represent the status of the Project. 
GridPP RiskRegister

The GridPP1 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. Each individual risk is attributed two numbers, 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.  A new RiskRegister has not yet been developed for GridPP2 but the PMB recently reviewed the risks defined in the GridPP1 risk register as applicable to GridPP2 and made the following adjustments and additions:

1. R10_GridPP was reduced from 3x3=9 to 2x3=6 as the emergence of Scientific Linux is felt to reduce the likelihood of this risk.

2. R10_Apps was changed from 2x3=6 to 3x2=6. This refers to OS dependencies in the applications. The risk of changes to the OS is increased due to the RedHat situation but it is felt that the potential for problems is reduced due to better code and the similarity between the various OS envisaged.

3. A new risk, R5_Apps, was added at 2x4=8. This addresses a particular current concern that the prototype gLite release will not respect the criteria in the design document.
4. R6_Apps was increased from 1x4 =4 to 2x3=6. This increase in the risk refers to concerns about BaBar and CDF. However, the impact if these experiments do not adopt Grid developments is not high.

5. R32_INF increased from 1x3=3 to 3x3=9. Ever increasing successful publicity of Grid technology and large-scale deployment makes likelihood of attack much higher than before. Experience of grid middleware over recent years has shown that much more development effort has been spent on functionality than security. The risk is that security improvements are only likely to appear *after* attacks start.

6.  R11_App was increased from 1x3=3 to 2x3=6. This reflects the difficulties in getting timely information from two of the PI’s.

7. R15_LCG was reduced from 3x2=6 to 2x2=4. CERN has support agreements in place for much of the software used.

8. A new risk, R16_Apps, was added at 2x3=6. This acknowledges that the move to web-services has impacted the GANGA project. Also, internal technology changes like the move by ATLAS to use PYTHON for jobOptions instead of flat files have had significant impact.

9. R35_LCG was increased from 1x4=4 to 3x2=6. It is clear that there will be multiple grids (LCG, Grid3, NorduGrid) in a way that was not apparent when original risk was defined. Although this is now accepted and is being planned for, there is still some risk in how this impacts the final operation of the particle physics grid. 

10. R14_LCG was reduced from 3x3=9 to 1x3=3. For the next 6-9 months there are no particularly significant scalability issues with the LCG-2 software.

11. R38_GridPP was reduced from 3x3=9 to 1x3=3. For the next 6-9 months the LCG-2 release has demonstrated adequate stability.

12. R1_LCG was increased from 1x2=2 to 3x2=6. There is serious concern now about the uncertainty in funding from LCG phase-2 leading to the loss of key staff.

13. R9_GridPP from 2x1=2 to 1x1=1.The work of the dissemination office has ensured regular publicity.
The GridPP1 RiskRegister will be fully adapted to GridPP2 and included in the GridPP2 ProjectMap for the next Oversight Committee meeting. We are aware that the present Register does not completely cover GridPP2. One such area of concern is related to site stability: R38_GridPP currently refers to middleware and we have currently lowered this risk as described above. However, we believe an R38_INF is required that reflects the current lack of certified sites according to the EGEE-agreed certification process.
Appendix-1:  GridPP1 Tasks Deactivated.

1. Deliverable 1.2.9 (LCG - Production Release of Simulation Framework). To be included in GridPP2 ProjectMap as appropriate (see section on GridPP2). Partially satisfied by Dec 04 release.
2. Deliverable 1.2.10 (LCG - Final Physics Validation). To be included in GridPP2 ProjectMap as appropriate (see section on GridPP2). Delayed to June 05.
3. Deliverable 1.3.10 (LCG Phase-2 definition of CPU and Storage Architectures). To be included in the GridPP2 ProjectMap as appropriate (see section on GridPP2).

4. Deliverable 1.4.6 (LCG - Draft definition of Middleware to be used for LCG-3 service). Deactivated in Summer 2004 when it became apparent that gLite developments would replace LCG-3 planning.

5. Deliverable 1.4.7 (LCG - Final definition of Middleware to be used for LCG-3 service). Deactivated in Summer 2004 when it became apparent that gLite developments would replace LCG-3 planning.

6. Deliverable 1.4.8 (LCG - Agreed LCG-3 middleware delivered for deployment). Deactivated in Summer 2004 when it became apparent that gLite developments would replace LCG-3 planning.

7. Deliverable 1.4.9 (LCG - Updated PASTA Technology Review Complete). To be included in the GridPP2 ProjectMap as appropriate (see section on GridPP2).
8. Deliverable 1.5.8 (LCG - LCG-3 Service Defined). Deactivated in Summer 2004 when it became apparent that gLite developments would replace LCG-3 planning.

9. Deliverable 1.5.9 (LCG - LCG-3 Pilot Available). Deactivated in Summer 2004 when it became apparent that gLite developments would replace LCG-3 planning.

10. Deliverable 1.5.10 (LCG - LCG-3 Fulfills Performance Goals). Deactivated in Summer 2004 when it became apparent that gLite developments would replace LCG-3 planning.

11. Deliverable 3.1.10 (ATLAS - Final Monte Carlo Production System Version). Included in GridPP2 ProjectMap as 3.1.1.

12. Deliverable 3.2.9 (GANGA - Final GANGA Version). Replaced by the GANGA programme of work defined in the GridPP2 ProjectMap.
13. Deliverable 3.3.6 (LHCb - Full integration with DIRAC). Included in the GridPP2 ProjectMap as 3.3.9.

14. Deliverable 3.4.10 (CMS – CMS Grid). Replaced by the GridPP2 CMS programme of work.
15. Deliverable 3.6.12 (CDF – Final Report on SAM/CDF integration). Replaced by the GridPP2 SAM programme of work.

16. Deliverable 4.1.9 (Tier-A – Integration of final Hardware). Replaced by the Production Grid Milestones and Metrics in the GridPP2 ProjectMap.

17. Deliverable 4.2.6 (Tier-1 – Tier-1 Centre Used). Replaced by the Production Grid Milestones and Metrics in the GridPP2 ProjectMap.

18. Deliverable 4.2.7 (Tier-1 – Tier-1 Centre meets target size). Replaced by the Production Grid Milestones and Metrics in the GridPP2 ProjectMap.

19. Deliverable 4.3.5 (Tier-2 – Tier-2 Centres developed according to plan). Replaced by the Production Grid Milestones and Metrics in the GridPP2 ProjectMap.

20. Deliverable 4.3.5 (Rollout - Grid rolled out to category-3 (turn-key) users). Replaced by the Production Grid Milestones and Metrics in the GridPP2 ProjectMap.

Appendix-2:  Change Forms Enacted.
1. Deliverable 3.2.7 – GANGA delayed this deliverable by 2 months. Now complete.

2. Deliverable 1.3.7 – LCG delayed this deliverable by 8 months. Now complete.

3. Deliverable 3.3.5 – LHCb modified definition of deliverable. Now complete.

4. Deliverable 3.3.6 – LHCb modified definition. Date remained Dec 04 but has now been superseded by GriddPP2 ProjectMap deliverable 3.3.9.

5. Deliverable 1.3.10 – LCG delayed this deliverable by 6 months. Now complete.
6. Deliverable 1.3.11 – LCG delayed this deliverable by 5 months.

7. Deliverable 3.1.8 – ATLAS modified definition and delayed by 3 months. Now complete.
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