PMB-07-Instruments.doc

	[image: image1.png]GRIp

Particle p
Physics




	GridPP Project Management Board


Project Resource Management  

Instruments and Procedures

	
	Document identifier:
	GridPP-PM-07-Instruments

	
	Date:
	08/05/2002

	
	Version:
	3.1

	
	Document status:
	Final

	
	Author
	P Clarke, T Cass, J Gordon


1. Introduction

1.1 Purpose of this document

This document describes the instruments and procedures which have been adopted by the GridPP project to monitor and manage the use of the resources which have been deployed. These resources comprise primarily of posts allocated to different sectors and cash allocated to purchase of computing resources.

1.2 Background

1. The overall goals of the GridPP project are described in the “High Level Deliverables”. A draft of this document was made available and submitted to the OC meeting of 14th December 2001 This draft is available at http://www.gridpp.ac.uk/password/oversight/OC1_HLD3.doc

2. To achieve these goals GridPP is in a process of deploying resources in several sectors. These sectors are summarised in the table below (for definitive resource deployment to date see the project resource management documents in PMB-04-RESOURCE.doc 


	Goal
	Resources allocated
	Status

	1. Honour commitments to EDG

2. Participate in the worldwide Grid development initiative
	Posts assigned to EDG work packages according to EU contract
	Fully deployeed since Sept-01

	1. Support experiments to develop Grid enabled applications.

2. Support EDG WP8.

3. Demonstrate PPARC science performed using Grid technology 
	Posts assigned to experimental applications
	in process of deployment since November 2001

	1. Honour commitments to the BaBar experiment

2. Honour commitments to the EDG testbed 
	Posts and funds for Tier1/A building and central  support
	in process of deployment

	Honour commitments to LCG
	Posts assigned to the CERN computing project
	in process of deployment

	
	
	


3. The GridPP  management have, since the outset of the project, foreseen a set of instruments and procedures for the purpose of monitoring and managing these resources. At the time of the last OS committee only those for sector 1 and 2 were designed in detail. Those for sector 3 and 4 had not been designed.

 At the time of the last OS committee only the first sector of resource deployment (posts assigned to EDG work packages) was significantly complete. Correspondingly the management mechanisms were only enacted in this sector.

4. Since the last OS committee meeting resources in sector 2 (posts assigned to experimental applications)  have been substantially deployed. The corresponding management mechanisms  have therefore been enacted.

5. Resources in sector 3 (Tier1/A centre) have now also been partially deployed. See PMB-06-TierA.doc

6. Resources in sector 4 have now also been partially deployed. 

7. In this document we describe, in each sector,  the instruments and procedures alluded to above for management of GridPP resources.  Those for sectors 1 and 2 have already been presented to the last OS committee meeting, and have not changed substantially since.

2. Instruments and procedures: 
Posts assigned to EDG middleware Work-packages

It is a primary goal of the project to honour the PPARC commitments to the European DataGRID project (EDG)

These commitments comprise of:

(i) Person-Months (SM) funded by the UK which we have promised to deploy toward specific workpackage tasks (so called un-funded posts).

(ii) PM funded by the EU which we have been given to deploy toward individual work package tasks.

(iii) Deliverables. There are those for which we are the lead responsibility, as well as those for which we are not lead responsible, but have “joint and several” responsibility.

(iv) Leadership of work packages which entails responsibility for all deliverables in that WP.

Delivery against these commitments must be reported to the DataGRID management quarterly, and assembled into a report which is subsequently sent to the EU. If the UK is deficient in any of these categories then it will be noted and a range of sanctions can be applied, leading in an extreme to PPARC being removed from the project.

Accordingly GridPP  has deployed staff posts into this sector  and defined the following instruments to be used to ensure that the resources are properly used and the commitments are met.

	Instrument
	Responsible to prepare/submit
	Timing

	[1]
	Pro-forma spreadsheet detailing use of PM against contracted tasks
	UK WP contact person
	Submitted to the TB (DataGRID manager) 2 weeks prior to end of  quarter.

	[2]
	Templated text reporting document to gather information upon status of deliverables, and UK contribution in other sectors,
	UK WP contact
	as above

	[3]
	Formal TB meeting to assess documents [1] & [2]
	N/A
	1 week prior to end of quarter

	[4]
	Schedule chart showing status of UK committed deliverables
	Chair of TB
	Updated as result of 3 (TB meeting). Published on WWW at end of quarter.

	[5]
	Document summarising UK performance against commitments as determined at [3] 
	UK DataGRID manager
	To be submitted to PMB 2 weeks after end of quarter.


2.1 Assessment procedure:

1. Documents [1]&[2] are assessed at the TB meeting [3]. The schedule chart [4] is used to track deliverables. Two main criteria are used for the assessment:

· Are the committed number of PM being delivered

· Are the deliverable for which the UK is responsible on schedule (primarily applies to WP3 and 5 only)

2. These criteria are applied to each WP in turn.

3. If commitments are being met then there is no action. The status of the WP is recorded in the minutes, and later in the summary document [5]

4. Any issues raised (i.e.  potential problems for the future) are discussed and appropriate action considered. 

5. If there are deficiencies w.r.t. commitments then action is taken. The form of the action clearly depends upon the problem:

6. If the problems are purely of a technical nature then the TB attempts to mitigate them within its own remit. Such problems are nevertheless reported to the PMB via [5] for information.

7. If the problems are not technical, then they are considered to be within the remit of the PMB and reported accordingly with a request for action. Action requests may have different levels of seriousness.

8. The summary document [5] is produced and submitted to the PMB

9. The schedule chart [4] is updated and published (and is hence available to the PMB

2.2 Possible actions in case of problems:

· To consider whether the appropriate number of SM have been targeted at the deliverable. If not then:

· If GridPP is failing in SM commitments then attempt to rectify, including  re-targeting of posts are working on less critical items. In principle this cannot be the case.

· If due to another partner failing in commitments then ensure that this is raised at appropriate DataGRID management level.

· To consider whether  the task effort was underestimated. If so attempt to find extra resources from within UK.

· In the case that a deliverable is overdue then consider this to be very serious. See if extra effort can be found urgently, and report to PMB with request to take exceptional action to rectify.

· To ask for a recovery plan from the WP contact and consider whether this is credible

· If problems arise with deliverables which are not UK responsibilities then we take similar actions, but suitably modified by the fact that the problem is not within GridPP control. This is more likely to result in ensuring the issue of fully raised within DataGRID management.

· If problems arise in WPs for which the UK is WP manager then we consider this to be very serious and formulate action appropriately.

This list is not exhaustive. It is intended to give an indication of the possible outcomes of the assessment procedure.

3. Instruments and procedures: 
Posts assigned to Experimental Applications

There are three goals which lead to the need to support experiments directly:

(i) It is a primary goal of GridPP  to support the experiments  to develop Grid enabled applications.

(ii) PPARC is formally committed to experimental support via EDG WP8 

(iii) It is a primary goal of GridPP to demonstrate science being performed using Grid technologies to the wider scientific community, and to the public. 

Accordingly GridPP has assigned staff posts to work within each experiment.

These posts are awarded entirely on the basis of being a contribution to a wider programme being driven and managed by the respective experiment managements, and involving many people worldwide outside of GridPP. In other words the successful development of an experiments grid application is only partially resourced by GridPP, and is not managed by GridPP.

GridPP therefore makes no attempt to micromanage the experiments respective grid development programmes. 

Instead the posts have been awarded against well defined  milestones&deliverables, which the GridPP EB representative believes are achievable by the experiment as a whole, and which  lead to a specified Grid enabled application being available at the end of the project. 

 GridPP has defined the following instruments and procedures instruments to be used to ensure that the resources are properly used and the milestones are being met.

	Instrument
	Responsible to prepare/submit
	Timing

	[1]
	Pro-forma spreadsheet detailing use of PM against milestones&deliverables
	EB representative for each supported experiment
	Submitted to the EB Chair 2 weeks prior to end of  quarter.

	[2]
	Templated text reporting document to gather information upon status of milestones/deliverables.
	EB representative for each supported experiment
	as above

	[3]
	Formal EB meeting to assess documents [1] & [2]
	N/A
	1 week prior to end of quarter

	[4]
	Formal joint EB-TB meeting to assess issues and problems arising as a result of [3]
	N/A
	Immediately after [3] on the same day.

	[5]
	Schedule chart showing schedule and status of milestones/ deliverables, and dependencies on middleware components.
	Chair of TB
	Updated as result of 3 (TB meeting). Published on WWW at end of quarter.

	[6]
	Document summarising UK performance against commitments as determined at [3] 
	EB Chair
	To be submitted to PMB 2 weeks after end of quarter.


3.1 Assessment procedure:

1. Documents [1]&[2] are assessed at the EB meeting [3]. The schedule chart [5] is used to track deliverables. The main criterion used for the assessment are 

· Are the milestones and deliverables on track 

· Are there any problems arising which potentially jeopardise the final deliverables.

2. These criteria are applied to each Experiment in turn.

3. If milestones and deliverables are being met, and there are no problems, then there is no action. The status of the Experiment is recorded in the minutes, and later in the summary document [6]

If there are problems in meeting the schedule, and these are of a technical nature (e.g. middleware components not working, or testbed not usable) then discussion in the EB is limited, and the case is moved to the EB-TB meeting in the afternoon [4]. At this latter meeting similar discussion/action takes place as described earlier with possible outcomes being actions on the EB rep, actions on the WP contacts or a report of serious problems to the PMB. 

4. If there are problems in meeting the schedule, and these are not of a technical nature, then discussion is taken to a point where it can be reported to the PMB for further action. The TB will also be informed.

5. The summary document [6] is produced and submitted to the PMB

6. The schedule chart [4] is updated and published (and is hence available to the PMB)

4. Instruments and procedures: 
Construction of the Tier1/A prototype and central support

4.1 Goals

The central resources placed at RAL by GridPP have to meet a number of commitments.

a) To act as a TierA Centre for the global computing of the BaBar experiment.

b) To act as a prototype Tier1 Centre for the Data Challenges of the LHC experiments

c) To participate in the LCG Project as a Prototype Tier1 Centre during the prototype phase of this project

d) To participate in the testbed of the EU DataGrid project

4.2 Instruments

Only the BaBar TierA Centre is the subject of a formal agreement and that is not completely defined yet. The others are commitments but without any measurable deliverables defined. GridPP still needs to negotiate the terms of participation in these projects. As this happens, the instruments to measure delivery will be developed. Until then the EB will make subjective assessments of GridPP’s delivery in these areas.

The instruments will be 

a) A Quarterly Report from RAL to the combined EB/TB Meeting on the delivery and use of the centres resources

b) Quarterly Reports from the LHC Experiments and BaBar on their views of the service.

4.3 Assessment

From the reports above, the EB will produce a report to the PMB which summarises the experiences of the experiments, highlighting successes and failures.

4.4 Actions

If the PMB feels that further action is required it will commission someone (EB, TB, or TierA/1 Management) to propose a solution.

5. Instruments and procedures: 
Posts assigned to the CERN LCG Project

Staff recruited by GridPP for the LCG project will be assigned to teams at CERN which are collectively responsible for contributing to the LCG workplan. This workplan is defined by the Project’s Software and Computing Committee (SC2) with the Project Execution Board (PEB) responsible for ensuring the delivery of agreed software and hardware. As a member of the PEB, the GridPP Project Leader is thus able to review the contributions of the teams to which GridPP funded posts have been assigned.

On an individual level, GridPP staff will have a CERN supervisor who will be responsible for drawing up annual objectives and assessing progress. The CERN liaison maintains contact with the CERN group leaders of GridPP funded staff and will communicate any problems to the GridPP Project Leader.

The complete chain of GridPP oversight of the LCG is:

· Attendance and representation at LCG meetings, 

· Discussion of the agendas of LCG committee meetings within the GridPP PMB at its weekly meeting

· Further discussion of any relevant items which arise within the EB and TB

· Regular reports by the CERN liaison and the Project Leader to the PMB. This is discussed at the monthly PMB meeitng, and any actions developed as required, including direct feedback to the LCG management, or propagating reports of serious issues up to the PPARC eScience management.

6. Appendix:

This appendix contains examples of the documentary instruments described above. 

The GANTT chart itself is available on the WWW pages.
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Need same here for

· quarterly text template

· EB spreadsheet

· Summary spreadsheets of Robins

Example of spreadsheet used of reporting of PM usage against task for posts assigned to EDG workpackages. The different categories are: somewhat subtle and refer to the different “axes” needed for the EU reporting and the GridPP accounting. A red box indicates that less than 3 PM per quarter was reported, and hence an explanation will be required
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Summary

				UK DataGrid Effort (Person-Months)

														Expended

						Effort

		WP		Title		Expectation		Q1				Q2				Q3				Q4

		1		Workload Management		1.5		0.0		0.0%		0.0		0.0%		0.0		0.0%

		2		Data Management		4.5		0.0		0.0%		0.0		0.0%		0.0		0.0%

		3		Monitoring Services		14.4		0.0		0.0%		0.0		0.0%		0.0		0.0%

		4		Fabric Management		1.5		0.0		0.0%		0.0		0.0%		0.0		0.0%

		5		Mass Storage Management		7.5		0.0		0.0%		0.0		0.0%		0.0		0.0%

		6		Testbed		9.0		0.0		0.0%		0.0		0.0%		0.0		0.0%

		7		Network		6.0		0.0		0.0%		0.0		0.0%		0.0		0.0%

		8		HEP Applications				0.0				0.0				0.0

		9		Earth Observation				0.0				0.0

		10		Bio-Science				0.0				0.0

		11		Dissemination				0.0				0.0

		12		Project Management				0.0				0.0

				TOTAL		44.4		0.0		0.0%		0.0		0.0%		0.0		0.0%

		(in person months)

				= % effort delivered





WP7Q5

		

								Effort this quarter (SM)

				Institute		Name		T7.1		T7.2		T7.3		T7.4		Other		Total		Brief description of work done

				"Un-Funded" - GridPP

				UCL		P.Mealor						1.5				1.5		3		1. Continued work in provision of WP7 monitoring, inc D7.2
2. Deployment of TB release (for WP7 support roles),meetings

				Manchester		Not in post												0

				CLRC
(0.5)		L.Cornwall												0

				CLRC-EPSRC		P.Broadfoot												0

				CLRC
(0.4)		D.Kelsey												0

				"Un-Funded" - NON  GridPP

				UCL		P.Clarke				0.3						0.5		0.8		1 Management , Network monitoring at GGF
2. Meetings (WP7, EU Review,GGF)

				UCL		Y.Li												0

				Manchester		R.Hughes-Jones				0.5						0.5		1		1. Definition of QoS/Throughput collab. w. Dante
2. Meetings(WP7,GGF), Network monitoring ->GGF

				CLRC-DL		R.Tasker		0				1						1		Mainly D7.2

				"Un-Funded" Sub Total				0		0.8		2.5		0		2.5		5.8

				EU Funded posts

				CLRC-RAL		N/A												0

				"EU Funded" Sub total				0		0		0		0		0		0

				Total				0		0.8		2.5		0		2.5		5.8



clarke:
This box is in order that we can see explicitly that the person has been used on work required by the WP manager

clarke:
These boxes are to monitor that all of the paid for posts are used on legitimate tasks




