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GridPP2 ProjectMap
The GridPP2 ProjectMap, showing the status of the project in terms of milestones and metrics is available at http://www.gridpp.ac.uk/pmb/GridPP2_ProjectMap.htm. 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 March 31th 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.

The GridPP2 Project Map is different from the GridPP1 map in two significant ways. Firstly, at the top of the Map a holistic view of the Production Grid is given by a set of (currently) 56 milestones and 47 metrics. These monitor the “product” that GridPP2 is trying to deliver. This contrasts with GridPP1 where the Grid was broken down in to distinct areas such as Tier1, Tier2, Testbeds, etc. Secondly, the GridPP2 project map has been designed in a less conservative manner than the GridPP1 map. This means that we expect problems to show up earlier and more frequently, enhancing the usefulness of the tool.
The current status presented 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 

	84 (86%)
	14
	54 (21%)
	4
	12
	8
	192
	5


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, 106 metrics are defined, including 8 that are currently noted as “Inactive” in the table above. These 8 are things that we would like to monitor but at present do not have the means to do so. Of the remaining 98 metrics, 84 are currently satisfied and 14 are not. The metrics not satisfied are:

0.104: Number of LCG/EGEE job slots published by the UK. The current total is 2477 and the target was 3000. This is not a serious discrepancy: the target value was arbitrarily set at 20% of the EGEE total (although the UK is a considerably smaller fraction than this) and needs revision.
0.105: Number of LCG/EGEE jobs slots used. The current fraction is 19% compared to a target of 70%. This demonstrates that 0.104 above is clearly not an issue but that usage is presently low.

0.106: GridPP KSI2K available: By the end of March 2005 the combined Tier-1 and Tier-2 CPU power was expected to be 5184 KSI2K compared to 2277 KSI2K achieved. This number is dominated by the 4397 KSI2K expected from the Tier-2s which has been slow becoming available. There is evidence that this situation is improving (see the GridPP-PMB-58-Tier-2).

0.108: GridPP disk storage available: Similar to 0.106 above. Only 280TB available compared to 968TB anticipated but the situation is improving.

0.111: GridPP tape storage made available to LCG/EGEE. At present the tape storage is being used but not really via the Grid route. Thus, this metric is marked NOT OK.

0.112: Fraction of available KSI2K used in quarter: The method of calculating this will soon refined. However, at present a rough estimate shows about 42% of the available CPU was used compared to a target value of 70%.

0.113: Fraction of available disk used in quarter: This is estimated at 64% compared to the target of 70%.

0.114: Fraction of available Tape used in quarter: This is estimated at 61% compared to the target of 70%.

0.131: Tier-1 service disaster recovery plans up to date: This has not been updated within the last 6 months.

0.143: Accumulated scheduled downtime in the last quarter: The current value of 418 days is almost identical to the current) target of 411 days (rather arbitrary calculated as 25% of 91 days times 18 sites). However, closer examination of the different Tier-2 sites reveals a wide range of values and suggests that some actions may be taken to reduce this number. The metric expects the 25% figure to reduce to 5% by the third year.
3.6.3: LCG Deployment evaluation reports: The first report due in March 05 was delayed to the second quarter.

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: The 05Q1 reports were received late. Some of the delay was due to the unfortunate timing of EGEE meetings.
6.2.11: Non-HEP applications tested on the GridPP Grid (submitted via the NGS submission mechanism). The NGS submission mechanism is not yet adequate.

Milestones
A total of 262 milestones are presently defined, of which 54 (21%) have been completed in the first 20% of the project. There are 4 milestones shown as overdue:

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

0.53: Accounting package deployed and R-GMA configured at GridPP sites. The metric requires this to have happened at 90% of Tier-2 sites by March 15th 2005. At that time, the deployment was only complete at 70% of sites but this is close to complete.
2.4.1 (GridPP GACL parsing and policy) and 2.4.11 (Integration of VOMS interface to GridSite lightweight groups). There have been some delays in the Security group due to the late appointment of posts. However, these have now been filled. The status of these two deliverables has not been established because key personnel are on vacation but they may, in fact, be complete.
Change Forms Enacted
Five change forms have been enacted during this period as follows:

The Ganga deliverable 3.2.1 and 3.2.2 have each been delayed by four months. Ganga was significantly re-engineered at the start of 2005 to give it an improved structure and modularity for future development. This additional work has meant that delays in the early level 1 milestones have occurred. However, the project now appears to be making encouraging progress.

The PhenoGrid deliverable 3.5.7 has been delayed by 6 months. This was primarily due to the delay in appointing the PhenoGrid post holder.

The Interoperability milestone 6.2.1 (Common GridPP/NGS helpdesk and problem tracking infrastructure) has been delayed until October. In fact much work has been done in this area but in recognition of the fact that there is still more to be done, the milestone was delayed.
The interoperability milestone 6.2.2 (Joint GridPP/NGS plan for web services deployment) has been delayed by gLite. In particular, NGS have shelved their glite evaluation at present and realistically do not now expect to start looking at glite before September. A new date of 1/Jan/06 has been set.
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 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.  The 80 risks in RiskRegister were reviewed in February and the following 7 High level risks were identified:

R10-LCG and R10-Apps: External middleware dependence. These risks both identified the risk that the gLite middleware might be late. It was, but the 1.0 release in April, and 1.1 in May are progress.
R22-LCG, R22-Apps, and R22-PRO: 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. In the short term (2005/6) this now looks alright but there are still concerns beyond that. From the Application point of view, the risk more specifically refers to the shortfall of UK hardware. There is now a greater understanding of this (the Tier-1 planning exercise), and additional funds have been requested from PPARC (included in the roadmap). GridPP has also increased the Tier-1 hardware budget by about 25% (see GridPP-PMB-Resources-61). 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.
R32-PRO: Security inadequate to operate Grid. Security continues to be a major concern particularly as publicity and deployment are rapidly increasing. Three GridPP posts related to security have recently started (though a replacement is now needed for the most relevant of these at RAL) and 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).
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.
Summary

A fully functional GridPP2 ProjectMap now exists containing 262 milestones and 98 active metrics monitoring the health of the project. After 20% of the project by time, 21% of the milestones are complete and 87% of the metrics are satisfied. Four milestones are overdue and 14 metrics are unsatisfied. The biggest issues are the slow deployment of Tier-2 hardware as compared to the original plan, and the low usage level of hardware that is deployed. Clearly the latter mitigates the impact of the former. There are seven risks identified as High, three of these are related to concerns that future hardware resources will be inadequate. Other issues identified are the delay in gLite and security concerns.
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