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In response to request from Tony Doyle for submissions on definition of roles.

Purpose of this document, preamble

The request from the PL was for members of the PTB to prepare suggested descriptions of their roles in advance of the meeting on 4th Sept.

This document presents initial ideas (none cast in stone) on the remit, instruments and procedures for technical management of the project. 

The role of the project technical manager is then to have executive responsibility to ensure that the TAG/TB effectively achieves the requirements of the ToR and detailed responsibilities listed below.

[Note: I believe that it is most likely that my most useful role would be as  this project technical manager (i.e what is currently called CB Chair in the proposal). However In order to take this role I would need to (i) know very quickly and (ii) know that I can have time bought out as per the proposal – as I have teaching duties which I would have to negotiate away well before the beginning of term]

Overall purpose of TB (mission statement)

To set the scene I would (my own words) describe the purpose of the TB as:

“ To be responsible for defining and executing a technical implementation of the project able to satisfy the project goals agreed by the PMB. A major function is to formulate a technical project plan which is to be used to determine resource allocation, and for subsequent monitoring of the project execution”

ToR

The ToR given in the proposal are:

1) Implement the strategy of the Project Management Board on the construction of the Particle Physics Grid.

2) Report to the Project Management Board, through its chair, on progress within each working group and tier centre.

3) Ensure that problems and ideas with implications beyond individual working groups are discussed and solved in the most efficient manner.

4) Provide a forum in which all constituent parts of the project can exchange information on technical issues of mutual interest.

5) Ensure that resources deployed at the various Tier centres are efficiently and effectively used to deliver the Particle Physics Grid with the minimum of unnecessary duplication. 

6) Ensure that technical developments elsewhere, particularly at CERN, are efficiently integrated into the project.

In the light of experience  I would suggest to extend this to include some or all of the following more detailed ToRs  

· To follow international standards as set by the GGF, IETF.

· Take due account of general policy a set by the PMB.

A first attempt to translate these ToR into more detailed responsibilities is:

Note: interaction with Tier-N centres not properly thought out at this stage.

· To formulate a project technical execution plan able to meet the project goals set by the PMB. This plan should use an appropriate management tool which includes schedules and dependencies.

· To adopt existing DataGRID architecture for LHC relate work, and to appropriately adopt/extend architecture for non DataGRID experiments.

· To identify distinct components (or classes of component) which must be provided to  meet the requirements.

· To agree and pass responsibility for component production to appropriate suppliers 

Note: My suggested model is that suppliers means  GridPP work groups or GridPP Tier-N  centres. This does not mean that they must do it themselves, and it may be more appropriate to contract out to a regional centre, CLRC,.............However the WG has responsibility to monitor progress and delivery and report this to the TB.

· To receive and agree, monitor and receive production of components by suppliers. 

· To ensure appropriate liaison and complementarity with other related grid projects. Principally this means DataGRID, but also US grid projects.. I.e to ensure no un-necessary duplication of work occurs. 

· To regularly monitor component production by the suppliers according to the technical plan.

· To identify any problems with the schedule. Where it is within the remit of the TB then take action to rectify. Where it is not within the remit of the TB to inform the PMB appropriately.

· To provide regular reports to the PMB (and EB) of the technical progress of the project.

· Monitor DataGRID committments ???? (Probably Robins job using a different body ??? To be discussed.). For example we could make GridPP RESPONSIBLE for delivery of DataGRID committments, with Robin overseeing monitoring of this through the TB. 

· To set up and execute collaborative arrangements with sister Grid  projects where appropriate.

· To constitute appropriate short term instruments to address any issues as arise from time to time. Eg task forces, inter work group bodies if not already done by the relevant work groups.

· Liase with CLRC e-science centres to determine how (if at all) collaboration of technical work is appropriate, and what resources might be deployed in either direction

· Liase with National/Regional centres .. ditto as above .......

· Determination of appropriate resources for longer term strategy (i.e technical work not explicitly needed for project goals, but needed for experience / relationship building.

Full procedure in an “ideal world” 

This table gives my starting point suggestions for a full procedure for the operation of the TB. In order to get something in time for this PMB it remains rather rough around the edges at present. 

	Step
	Example
	Possible procedure

	Project Formulation phase

	Identify High level project goals
	“The CDF data analysis in 2001 will be demonstrated in the UK using a partially Grid enabled analysis chain”.
	PMB / EB iteratively agree achievable project goals and target dates over life of project.

	“Render” the high level demonstration goals.

i.e define precisely what will be Grid about the goal.
	CDF analyis chain will use:

- suitable metadata catalogue and replication system

- will integrate with the MDS for purposes of choosing  where to run the job

- Will not use a full resource broker

...........
	TB interacts closely with EB and individual experiments, using small ad-hoc meetings as well as more formal presentations at EB and TB meetings.

	Convert into precise formal Requirements and use cases


	Requirements are detailed statements form which design can take place (note: there is a lot of misunderstanding about this, but the meaning is very clear to anyone who has done this for a software project)
	Translated from high level description in close collaboration with EB and experiments.

	From above spec out “components” required and dependencies. This must include both infrastructure and application specific components
	- MDS service running on X,Y,Z sites publishing the following information.....

- Security components..

- Replication manager... 

- Adapted application... 
	

	Identify timing to meet deadlines. Produce X-plan with everything on it. This will include the integration schedule.
	
	This step is obvious – schedule component delivery times and dependencies on an X-project tool. This will be the fundamental project management tool.

	
	
	

	Identify source of infrastructure components.

Make “contract”

Identify GridPP liasion or production person requirements
	DataGRID

US Grid

R&N Centres

CLRC e-science centre

CS groups

Experiments

Displacement

In house GridPP posts
	Purpose here is to start from a clear idea of component needed then (i) see if it exists or will exist as a result of external work (eg DataGRID) (ii) If so then work out what resources needed to contribute and liase so that  it satisfies requirements of this project (iii) if doesnt exist work out which sector should best provide it. May NOT be inside GridPP.

Expect lots of discussion with national/regional/CLRC infrastructure.

	
	
	

	Project Production Phase

	Production and Monitoring of progress according to X-plan at formal TB meeting (@ 2 months for example)
	- Review X-plan

- Receive reports from WGs/Tiers on production progress against X-plan

- Identify problems, critical paths

- Report to PMB identifying successes, failures, problems
	An important purpose of this is to ensure that the resources which were allocated are being used for the agreed purpose.

Another function is to ensre global standards are followed where appropriate (most of this is responsibility of WG, but TB should have some oversight of this )

	“Day-to-Day” management through lightweight, frequent VC or phone meetings
	Similar to DataGRID WPM meetings.

Every 2 weeks ?
	It is here that looming problems become apparent, and responsive action can be taken (task forces, urgent resource re-deployment..)


Notes:

· Project must be viable in own right. Therefore procedure W/O DataGRID given. However axiomatic that fully integrated with EDG where appropriate.  Method of building reliance on EDG components in needs to be fleshed out

· This is major setting up procedure to be done NOW . The crucial target is to get into the production and monitoring phase ASAP.  

Fast track procedure to get posts assigned ASAP

In due course (and sooner rather than later) the TB must be organised to enact all of the ToR. 

However in the first instance the TB must expend all effort to aid the PTB to allocate posts as soon as possible with a view to having people in place before the end of the year !

This is identically in line with the words which Tony Doyle has written down in emails regarding a body called the TAG, and the purpose w.r.t the first posts.

NOTE: There is no suggestion that a “quick and dirty” post allocation procedure takes place. This time it must be done in a defendable and informed way.  The suggestion is to fast track the critical issues to arrive at the point that a sensible post allocation can take place. 

For this purpose a fast track we might agree to concentrate on  the following most critical issues:

Produce the best possible complete X-plan in first draft form as soon as it humanly possible. A short term deadline should be set

In the light of the X-plan, to re-visit the constitution of the WGs to determine if they are appropriate and if possible reduce the number by consolidation. 

NB: it may be that in some cases a WG is covered by DataGRID or otherwise. In such case there should nevertheless be a responsible GridPP person who in effect serves as a “mount point” for the other WG. I expect that in any case a minimum number of people will be required to adequately ensure GridPP goals are met in their own right, and that requirements of non-DataGRID experiment are catered for.

Insofar as possible formulate recommendations (to PTB) of allocation of resources to working groups, and the options for suppliers (both inside and outside GridPP). This should allow the PTB to allocate posts in the best possible way using whatever mechanisms it wishes.

NB:The problem is that it may simple not be obvious at this stage who should do what inside and outside of GridPP. There are many potential suppliers (see table below and it may not be possible to speak with all of these quickly. Nevertheless I cannot think of a better plan to try. I suggest to cross this bridge as we come to it (if we come to it)

This fast track work manifestly needs further thought and agreement from the PMB and CB.  It must embody a procedure which the collaboration will respect (unlike last procedure), but suitably set in the reality of the timescale.

Probably the best way to do this is for me to attempt to clear my desk as far as possible and work only on this for a month.

  Pete

