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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_6.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 2005. 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 47 metrics. These monitor the “product” that GridPP2 is trying to deliver. Below this, individual areas are arranged in related columns. The milestones and metrics in the Map were not defined in a conservative manner, rather, they were aspirations which may or may not be fully achieved (on time). Thus, at any particular point in time the ProjectMap is expected to show some fraction of missed milestones and failing metrics. This is a much more useful Management tool than a conservative or sanitized view. 
The current status (44% of the way through the project), 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 

	88 

(91%)
	9
	103

 (40%)
	7
	16
	20
	132
	37


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 97 active metrics of which, 88 are currently satisfied and 9 are not. The metrics not satisfied are:

0.105: Number of LCG/EGEE jobs slots used. The current fraction is 37% compared to a target of 70%. This is due to the low use of Tier-2 resources. However, the number of available slots has risen by ~50% since the last report (metric 0.104) and the fractional usage has increased from 19% to 37%, so good progress is being made.
0.106: GridPP KSI2K available: By the end of 2005 the combined Tier-1 and Tier-2 CPU power was expected to be 5747 KSI2K compared to 3550 KSI2K achieved. This number is dominated by the 4960 KSI2K expected from the Tier-2s which has been slow becoming available. There has been a considerable improvement since the last report (3550 KSI2K has increased from 2277 KSI2K) and the situation will continue to improve as Manchester has recently commissioned large amounts of CPU.

0.108: GridPP disk storage available: Similar to 0.106 above. Only 370TB (was 280TB in the last report) available compared to 968TB anticipated. This is related to the under-utilization of Tier-2 disk resources by the experiments, as documented in the Tier-2 Board summary.

. 
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. 

0.140: Training Needs Addressed: The metric requires 2 training course to have taken place. At present there has only been 1 but a second one should happen shortly.
0.141: GridPP helpdesk functioning adequately. GridPP help is now directed through the GGUS system at http://ggus.org/ . However, there are teething problems which have lead to slow response times.
5.2.4. Tier-2 Hardware realization:  This flags the same issue as 0.106 and 0.108 above. Tier-2 hardware has been delayed but the situation is improving. 
5.2.7 Quarterly reports received within 1 month of the end of the quarter: One out of the seventeen 05Q4 reports was received late (by 6 days). 
5.2.13 UB meetings: The metric specifies four UB per year, whereas only three were held. It has proven very difficult to find mutually convenient times for all participants. This is related to the fact that the large experiments at CERN schedule their meetings in different weeks to avoid competing for meeting rooms and accommodation.

Milestones
A total of 258 active milestones are presently defined, of which 103 (40%) have been completed in the first 44% of the project. There are 7 milestones shown as overdue:

0.37: Full Tier-1 Team in place. There are currently two vacant positions for which advertisements have been prepared.

0.49: Tier-2 storage accessible via SRM interface: Almost, but not quite all, sites had an SRM interface by the end of 2005. There is no fundamental problem.

0.54: GridPP accounting data accessible: This is largely available, however, CONDOR has only been supported recently and SGE support is not quite ready.

0.59: GridPP able to monitor networks to all supported sites: The hardware has been purchased and the boxes are presently being rolled out.

1.3.3 and 5.1.10: These two milestones have now converged to be the same – and will be complete when the International MoU with CERN is signed by PPARC. We believe that this is imminent. 

6.2.6: First stage connection of GridPP sites to NGS:  The metric for this is “One site per Tier-2 connected to NGS.”  This is partly complete. The status is as follows: 
· ScotGrid - no NGS partners, Edinburgh are now an NGS Affiliate site. 
Glasgow have expressed their intention to join and are testing compliance 
of the EGEE middleware with the NGS requirements.

· London - no NGS partners. UCL now in discussion to become a partner. 

· Southgrid - Oxford and RAL are NGS partners. 

· NorthGrid - Manchester and Lancaster are NGS partners 
Although the installations are different in many cases, the support teams largely overlap at the sites involved in both activities. The intention to develop the NGS middleware incorporating a baseline set of services that overlaps with GridPP will also aid this convergence. We intend to redefine milestone 6.2.6 (and the two subsequent related milestones) to reflect the present situation.
Change Forms Enacted

Thirty-seven change forms have been enacted since the last Oversight Committee report, showing that this system has been widely adopted within the project. Six of the changes were to add new Production Grid deliverables (0.57 through 0.62 inclusive) and one was a re-definition of Production Grid milestone 0.41.
The Storage group delayed two deliverables (2.2.5 and 2.2.6) to allow inclusion of results from the delayed SC3. These are now both complete.

The WLMS group delayed 2.3.2 and 2.3.3 to reflect delays in the EGEE/LCG releases. In the meantime work has focused on the second GridCC release; the real-time monitor; and SGE work.

Several new post-holders in the Security group at Manchester started around the time of the last Oversight Committee. This has clearly made a big impact and there has been strong engagement with external collaborators within EGEE, resulting in four deliverables being modified to reflect new priorities. There was a delay to milestone 2.4.5 due to delays in agreeing a joint EGEE/OSG/Globus delegation protocol.  Deliverable 2.4.7 was delayed as there has been little interest in extending the support for scripting languages.  Deliverable 2.4.11 and 2.4.13 have been redefined to focus effort onto bulk file transfers.
Two Information & Monitoring Systems deliverables have been redefined (2.5.5 and 2.5.7). These previously referred to the use of R-GMA by experiment collaborations. Although there is still involvement with the Experiments (CMS used R-GMA in the autumn in their ‘dashboard’ – a job monitoring tool which uses R-GMA for obtaining information from Resource Brokers), the place of R-GMA as a core component of LCG is now more established.
The ATLAS group has twice delayed deliverable 3.1.2, initially waiting for the outcome of an ATLAS review on Distributed Analysis and then deciding to de-prioritize the final delivery of this work since they had already delivered much of the functionality by other means. Deliverable 3.1.3 has been delayed due to delays in EGEE/LCG releases and to coordinate with SC4. The details of Deliverable 3.1.5 were refined and this is now complete.
The Ganga deliverable 3.2.3 has been delayed reflecting an uncertainty in how ATLAS and LHCb will treat job-options and deal with metadata.
The LHCb group delayed deliverable 3.3.2 by a couple of months but it is now complete. Deliverables 3.3.3 and 3.3.4, which both relate to the experiment metadata catalogue, are not yet due but have both been delayed pending a strategic review. The post-holder concerned has been made overall coordinator for the LHCb bookkeeping system and will need to reevaluate metadata strategies and priorities in light of the data challenge (DC06) that takes place in the first half of 2006. 
CMS have deleted deliverable 3.4.3 because CMS has decided not to adopt R-GMA as the basis for monitoring jobs running on worker-nodes. The CMS ‘dashboard’ mentioned above uses R-GMA for information from the Resource Broker but has adopted MonaLisa for information from the the Worker-Nodes.
The PhenoGrid deliverable 3.5.2 has twice been delayed due to delays in the external development of the HERWIG++ application. The post holder is currently assisting with this work and the future deliverables are being re-assessed with the intention that the support of other phenomenology applications will be brought forward.
The LCG deployment post holder has taken on the role of the GridPP Documentation officer. A change form was enacted to suspend the remaining milestones in the LCG deployment area.

The CDF collaboration has withdrawn from the SAMGrid area and the relevant post-holders re-focused on the metadata area. D0 continues to develop SAMGrid but there have been a number of changes. Deliverable 4.2.1 was delayed but now completed. Deliverable 4.2.2 was related to CDF and has been deleted. Deliverable 4.2.3 has been redefined, and twice delayed. The current problem relates to a bug in the processing code that has delayed work on this deliverable. Deliverable 4.2.11 has been redefined slightly and an additional deliverable 4.2.15 has been added.
Following discussions with their international collaborators, the UKQCD collaboration decided to change the order of work on the metadata and replica catalogues. Deliverable 4.4.5 was redefined to reflect this and is now complete. Deliverable 4.4.6 was also redefined to reflect a larger than originally anticipated effort being directed towards user-training. This deliverable is also now complete.
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 six High level risks were identified:
R10-Apps: External middleware dependence. Previously, R10_LCG was also high but this has now been reduced (slightly).  The issue here is the lack of some higher-level middleware in the LCG releases (components of the so called gLite middleware) in particular file-transfer services and replica/metadata catalogues.  These are areas are now being addressed by individual experiments in an ad-hoc manner. The experiments therefore experience the highest risk at this point.

R22_LCG; R22_Apps; R22_Prod.Grid: Hardware Resources Inadequate. The LCG version of the risk refers to the concern that global resources may not meet the production needs of the LHC experiments. The Production Grid version of this risk includes not only the amount of hardware, but the risk that it might not perform adequately, though at present there are no particular concerns in this area. The Application risk reflects the fact that at present there is inadequate Tier-1 hardware until at least mid 2006.In addition, there is concern about future years. The resource report (GridPP-PMB-70-Resources_v1.0) details the current strategy for dealing with this issue.

R32-Prod.Grid: Security inadequate to operate Grid. Security continues to be a major concern particularly as publicity and deployment are rapidly increasing. Work on a vulnerability analysis has been on-going. GridPP work is fully integrated into EGEE/LCG via the JSPG (Joint Security Policy Group) and OSCT (Operational Security Coordination Team). GridPP expects to be in a better position to address this risk once a replacement security officer for GridPP/UK e-Science has been recruited.
R40-Apps: Lack of future funding. This risk reflects concern within the application groups about future funding in the UK for both Hardware (discussed above) and application software development and support. In other areas this risk is lowered by the plans for a PPARC call for e-science infrastructure and support.
GridPP Added Value

The Oversight Committee has requested that GridPP identify the top five or six “added value” items that have been delivered. This is interpreted to mean "the value added by having a coordinated Grid Project as opposed to simply providing funding to individual groups". To address this request, a discussion session was held at the GridPP14 collaboration meeting in Birmingham (http://www.gridpp.ac.uk/gridpp14/) and a preliminary list of 22 items was discussed (see Appendix and http://www.gridpp.ac.uk/pmb/ProjectManagement/GridPPAchievements.htm ). The top half dozen items was distilled by the PMB into the following statement:

The high level value added by GridPP stems from the formation of a coherent and coordinated voice for the UK in the form of the GridPP collaboration which picked up on the PPARC e-Science lead and provides a strong national identity for UK activities. Founding contributions to the CERN LCG project established the UK as a major partner with clear UK leadership roles in critical middleware areas, most notably in the fields of Information & Monitoring Systems and Security, where our work has gained international recognition. Within the UK, the strong GridPP identity led to a well organized and coordinated Tier-1 / Tier-2 structure, surmounting technical, managerial, and political issues. The Deployment Team, drawn from technical experts at the Tier1 and Tier-2 centres, facilitates the deployment of the Grid middleware and ensures the necessary coordination and communication between the multiple physical sites. Ultimately, GridPP has provided the largest Grid in the UK, emphasizing the UK’s contribution to LHC computing, and which is open to the involvement of other Virtual Organisations.
The top six items (the order is not significant) are thus:
1) The GridPP Identity 
2) Enabling the LCG Project 
3) Leading contributions to Grid Middleware 
4) The Tier centre structures. 
5) The Deployment team. 
6) The UK Particle Physics Grid. 
It should be noted that absence of Applications from this list follows mainly from the interpretation of the request to state the value added to a baseline that would otherwise have seen the funding go directly to the experiments. GridPP considers the cross-experiment work on GANGA and on SAM, together with many experiment-specific developments, to have been noteworthy achievements.
Summary

The GridPP2 ProjectMap presents 97 metrics that monitor the health of the project. Nine of these are currently not satisfied, four of these relate to Tier-2 hardware which has appeared slower than planned but is currently under-utilised. The remaining five issues are problems that are under control within the project. Good progress continues to be made on milestones, with 40% complete and seven overdue. The Change Form mechanism has been widely embraced with 37 changes reported and accepted, following clarification and discussion. The project is thus dynamic and responsive to a rapidly changing environment whilst still maintaining steady and quantifiable progress. The highest risk elements at present are the lack of Tier-1 hardware, both present and future; missing components in the middleware stack that must now be provided on an ad-hoc basis by the individual groups; and the continuing threat of a serious security incident.
Appendix: GridPP Achievements
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LCG

1

Enabling the start of the LCG Project

Middleware
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Generic Metadata Development.
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To provide common storage solutions for the UK.
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Test and validate the Workload Management system in the UK.
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Security in the Grid environment.
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Information Monitoring System.

7

Network development.

Middleware

Applications
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Integration of the LHC experiment applicationts.

9

Ganga Development.
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Integration with running experiments.
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Connecting with the Theory Community
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Applications

Infrastructure

13

The Deployment Team
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The Tier-2 structures
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The Tier-1 infrastructure
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Grid Support
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Service Challenges
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The GridPP Website
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The GridPP Identity
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Dissemination
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Management
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The largest Grid in the UK - GRIDPP
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