GridPP Project Leader Role

The Project Leader’s goals should include:

1. Establishing the final PMB structure, reflecting the set of GridPP deliverables. The choice of Deputy and Chair of the Technical Board is particularly important. Job specifications and durations for each PMB role should be developed in consultation with the appointees, CB Chair and Project Leader.  

2. Meeting and developing the GridPP deliverables. Of particular importance is the establishment of the DataGrid Testbed software in September and its implementation by the experiments in the prototypes by March of each year. 

3. Establishing/maintaining a leading middleware development role in:

· Architecture development: in the short term we need to ensure that a common description of the various interfaces is established using e.g. Unified Modelling Language, implemented using TogetherSoft;

· Information Services: in the short term via directories, but in the longer term via an SQL service index, according to the GGF Producer/Consumer model (we need to compare these developments in the start-up R&D phase of the project); 

· Globus packaging (RPMs) for linux (already adopted as the basis of the e-Science software distribution) and automated Experiment authentication to provide authorisation on each of the Tier centres according to their (published) policy; 

· Monitoring (of CPU, disk and network bandwidth). We need to develop our current prototypes rapidly in this area and extend the monitoring task beyond the UK, in order to be at the forefront of these developments in the EU. This will be especially important in terms of visibility at higher levels. Monitoring will be essential in developing a user-transparent Grid and we need to build this in from the earliest stages;

· Mass storage (based on SRB) and fabric management (based on LCFG), in anticipation of the increasingly large data challenges ahead.

In the medium term we need to develop the methods for scheduling (Condor) and grid data management (GDMP) such that the set of physicist requests for data analysis can be optimised. This requires an investment in the development of the MONARC simulation tool, such that more detailed questions can be asked about the "cost" of a given transaction. This also requires that the functions attached to workload and grid data management are represented in equivalent terms (currently there are even differences in the emerging replication file standards: lfn:// (DataGrid) and kangaroo:// (Condor-G)).

4. Liaising with the UK e-Science Centres and participating in their development programmes.

5. Ensuring that GridPP leads the Grid effort in the UK and is held up as a flagship project in middleware integration. 

6. Ensuring that GridPP is visible externally via web pages, with web-accessible monitoring and presentation packages.

7. Monitoring external developments in order to recognise overlapping solutions, initiating additional comparison reports, where required, and adopting/establishing standard APIs and protocols.

8. Influencing middleware development elsewhere in the UK such that it is focussed on meeting increasingly large-scale data challenges, with increasing persistance. This will be possible via early establishment of the Tier centres with a common monitoring procedure (establishing up-time, job turnaround etc) over the coming months and years, such that GridPP is recognised as delivering to the specified scientific requirements. 

9. Establishing project management reporting mechanisms to monitor UK-specific project development, as well as determining dependencies from CERN and elsewhere, as discussed below. 

10. Reporting back to the Collaboration Board, via three-monthly reports, summarising the current status and establishing goals for the following three months.

11. Reporting back to PPARC annually in May of each year, following on from the March prototype deliverables. 

12. Identifying additional funding possibilities and initiating funding proposals, such as EU participation in National programmes (Article 69, requiring matched funding).

13. Encouraging participation in training/development where required (including the Project Leader).

14. Managing the project using appropriate management tools.

15. Organising the Collaboration Meetings.

16. Engendering a pioneering spirit and responding to the requirements of all those who contribute to GridPP R&D. 

The next stage in the project development is the establishment of experimentally-led pilots: each experiment will need to demonstrate that it has either a working development system or a system design which incorporates (elements of) Globus, Condor, SRB and GDMP. 

The tendering process should be directly coupled with staff displacement (and formally included as input to the peer review process). Displaced and recruited staff should then report back quarterly to the Project Leader such that their efforts are identified within a single project, reporting back to the Collaboration Board and annually to PPARC. 

We should recognise that we do not need to lead in all areas: we should benefit from CERN and US experience wherever it is required. However, we do need to track and implement changes in all areas such that we are responsive to emerging developments. The important links for the GridPP Project Leader in this respect are those to CERN, DataGrid, PPDG, GriPhyN and the UK e-Science Centres. In particular, given the direct nature of the link to CERN we should ensure that a reasonable breakdown of UK and CERN responsibilities (determined by support of leading individuals) is established early on. It is important that the PPARC Fellowships scheme is established as soon as possible in order to build up an explicit linkage of the CERN- and UK-based parts of the project. This will help ensure a timely, functional and coherent Grid structure as defined in the proposal.

The proposal has now been approved by PPARC, with a 3-year £17M budget. This headline figure is significantly more than e.g. individual Research Councils and, as such, we should recognise that we are expected to deliver a working Grid prototype and report our successes (and recognise failures) at regular intervals. In addition, these developments should be reported to the wider UK community - a natural mechanism is through the National e-Science Centre: the Project Leader should ensure that the Core e-Science developments match the data-driven requirements of GridPP (and hence other scientific areas) wherever possible. In addition, we need to be more visible at the GGF and should aim to present GridPP progress at the GGF meeting in October (Frascati).

It is difficult to define the full details of the project according to given timescales, given all the dependencies and complexity of emerging Grid structures. A basic project yearly plan has been endorsed at the first Collaboration meeting and a proposal for staff and hardware allocation for the first year has been adopted: however this does not ensure delivery according to defined timescales. Now that the financial scope of the project has been defined, work should commence immediately using project management tools. An initial investigation of Xproject has started with input from DataGrid three-monthly reports and GridPP project deliverables defined in the proposal, as well as input from PPDG and the UK e-Science Centres to assess dependencies. This will require iterations in the development of a common project management approach (both within and outside GridPP), but this will reap rewards later in the project. Ultimately this will enable GridPP to successfully deliver a series of increasingly functional prototypes, meeting the requirements of experiments. It will also ensure that key areas where defined timescales are not being met are identified early on. The interim nature of the present project has not enabled this formal process to take place so far, but the final Project Leader must use such an approach to rectify identifiable shortcomings. 

Beyond this, I believe that it is particularly important for the Project Leader to build up a personal knowledge in all aspects of the project, in order to guide the project and encourage all those involved in GridPP R&D. 

