[image: Fermilab logo LH size]





Computing

Project Charter


“SAM changes for ProtoDUNE (SAMDUNE)”


Version 1.20
7/12/2016

DocDB #


PREPARED BY: 
Igor Mandrichenko

CONCURRENCES:

	
	
	
	
	
	
	

	Name
Project Sponsor
	
	Date
	
	Name
Head, xxxxx
	
	Date


Enter Project Name Here….		Project Charter

<Official copy is maintained electronically – printed copy may be obsolete>
Charter Template v4.6
i

Charter Revision Log
	Revision
	Description
	Effective Date

	0.1
	Initial draft
	6/27/2016

	0.2
	Second pass
	6/28/2016

	0.3
	Minor midifications
	6/29/2016

	0.4
	Added the protoDUNE introduction by Stu Fuess
	7/7/2016

	0.6
	Merged in changes from 0.5 draft
	7/11/2016

	1.0
	Added input from Gabriele Garzoglio
	7/12/2016

	1.2
	Incorporated Oli’s commetns, added a paragraph about the risk of ProtoDUNE requirements being unknown
	[bookmark: _GoBack]7/19/2016

	
	
	

	
	
	

	
	
	





Filename:  SAMDuneProjectCharter_v0_3.docx		Page ii					Printed: 
Table of Contents

1.	Project Purpose/Background	1
2.	Project Scope	1
3.	Project Objectives	1
4.	Project Deliverables	1
5.	Project Customers	1
6.	Project Stakeholders	1
7.	Project Time Frame	2
8.	Project Budget	2
9.	Project Acceptance Criteria	2
10.	Flexibility Matrix	2
11.	Project Organization	3
11.1.	Project Team	3
11.2.	Responsibilities	3
12.	Project Reports	4

[bookmark: _Toc174507486][bookmark: _Toc174507627][bookmark: _Toc175377499][bookmark: _Toc254173617][bookmark: _Toc349755164]Project Purpose/Background
The ProtoDUNE project has the objective to build and test two prototypes for the full-scale DUNE detectors, using “Single Phase” (SP) and ”Dual Phase” (DP) Liquid Argon TPC technologies.  The ProtoDUNE detectors are to be of full size components as would be used in DUNE, but with only a very few elements as opposed to the massive DUNE detectors.  The ProtoDUNE detectors are situated in a charged particle test beam at CERN, and are scheduled to be operational for an approximate 6-month period near the end of starting spring 2018.  The goals of the protoDUNEs are two-fold: to test the detector, read-out, and DAQ components and also to acquire data from known energy and particle content beams to tune simulations.
The objective of the ProtoDUNE data handling prototype is to build a data handling system to demonstrate the functionality and data movement capabilities from the DAQ, located at CERN, to EOS and Castor instances at CERN, to the FNAL dCache and enstore, and also to participating DUNE collaboration sites such as BNL.  This project aims build the core data management around SAM, which will be used as the metadata and replica catalog for this prototype.
SAMDUNE is a subproject of the ProtoDUNE project. SAMDUNE’s objective is to make changes to SAM, needed to make SAM work as a component of the ProtoDUNE data handling system.	Comment by Oliver Gutsche: I think this is not entirely accurate. protoDUNE is the international project of the DUNE collaboration. SAMDUNE is an SCD project.

[bookmark: _Toc254173618][bookmark: _Toc349755165][bookmark: _Toc174507488][bookmark: _Toc174507629][bookmark: _Toc175377501]Project Scope
The scope of the SAMDUNE project includes 
1. Software changes in the SAM components (including FNAL FTS) needed to intergrate SAM in the ProtoDUNE computing infrastructure. This is the main deliverable of the project.
2. Support for the initial commissioning of the changed components, in order to facilitate the set up of a test bed infrastructure.
[bookmark: _Toc254173619][bookmark: _Toc349755166]Project Objectives
The objective of the project is to make necessary changes in SAM (including FNAL FTS) to integrate SAM in the ProtoDUNE computing infrastructure. Our preference will be to offer solutions using existing SAM functionality and implement new features only if necessary.
[bookmark: _Toc174507489][bookmark: _Toc174507630][bookmark: _Toc175377502][bookmark: _Toc254173620][bookmark: _Toc349755167]Project Deliverables
At this point, the following potential improvements of SAM components have been identified:
1. Integration of SAM with EOS and Castor. Evaluate the compatibility of interfaces provided by EOS and Castor with SAM. In particular, explore the available interfaces and mechanisms to determine “on tape” status of a file in Castor.
2. Consider the necessity of implementation of the “chained transfers” concept in FTS. “Chained” transfers is one of the possible ways to implement coordination of data movement between multiple locatinos (CERN, FNAL, BNL) in a sequential fashion by a single FTS.
3. Make sure that multiple FTS instances can work together. This could be an alternative to the implementation of the “chained transfers” concept.
4. Make sure FTS can scale to the number of files being staged at the source or intermediate buffer locations. At this point we do not know how many files to expect, but we need to make sure that FTS can work with sufficiently large number of buffered files due to the multi-point WAN transfers design of the demonstrator.
5. Intergation of FNAL FTS and CERN FTS, as a high efficiency transport mechanism.

Other deliverables will be identified as the ProtoDUNE project matures and requirements for SAMDUNE become more clear
In order to keep the SAMDUNE scope limited, due to the human resources constraints, we will try to offer solutions using existing SAM functionality whenever possible
[bookmark: _Toc254173621][bookmark: _Toc349755168][bookmark: _Toc174507491][bookmark: _Toc174507632][bookmark: _Toc175377503]Project Customers
The main consumer of these deliverable is the ProtoDUNE project and its project manager – currently Stu Fuess. In general, the improvements to SAM will be beneficial to other experiments.
[bookmark: _Toc349755169][bookmark: _Toc254173622]Project Stakeholders
ProtoDUNE project (Stu Fuess), DUNE collaboration (Amir Farbin and Tom Junk), SCD (Oli Gutsche)

[bookmark: _Toc349755170]Project Time Frame
The expected end of active development is January 2017. The time coincides with the expected deployment of the infrastructure for the demonstrator.
Summer 2017 – expected data challenge
Because this is a subproject of ProtoDUNE, the timeline of SAMDUNE will depend on the ProtoDUNE timeline. 
[bookmark: _Toc349755171]Project Budget
	CS Activity Name:
	SCIENTIFIC DATA MANAGEMENT / Project / Data Handling

	FTL Identifier:
	IF-SCI-OPS-WRKFLW-OP

	Task Code:
	51-51.01.06.13.02

	

	
	FY16
	FY17
	Total

	Personnel (FTE-yrs)
	0.50
	-
	0.50

	M&S ($K)
	
	
	



This project is budgeted at 0.5 FTE for Igor Mandrichenko, paid from SCD base funds (project 51). Other people in the data management and Scientific Data Processing Solutions department will have consulting roles at a minimal fraction of their time, including Robert Illingworth and Gabriele Garzoglio.
The project will use the FermiCloud infrastructure for code development and will not required additional hardware purchases.
[bookmark: _Toc349755172]Project Acceptance Criteria
This project will be considered complete when the following conditions have been met:
1. Successful integration of SAM into ProtoDUNE

[bookmark: _Toc349755173]Flexibility Matrix
	Tradeoff Factors
	Most Critical
(Inflexible)
	Moderately Critical
(Adaptable / Negotiable)
	Least Critical
(Accepting / Will Concede)

	SCOPE
	
	X
	

	SCHEDULE
	
	
	X

	RESOURCES
	X
	
	


[bookmark: _Toc349755174]
A risk associated with the project is the current uncertainty on the requirements and design for the protoDune data handling demonstrator. Delays in solidifying those requirements may result in delays in the implementation of SAM features to support the demonstrator.

Project Organization
[bookmark: _Toc349755175]Project Team
Project Sponsor:	Stu Fuess
Project Manager: Igor Mandrichenko
Technical Lead: Igor Mandrichenko
Business Analyst:	 N/A
Service Owner: N/A
Enterprise Architecture: N/A
Project Team:	Igor Mandrichenko, Robert Illingworth (technical consulting), Gabriele Garzoglio (project management consulting)
Steering Committee:	N/A (Chair), 
Management Advisory Team:	N/A (Chair), 

[bookmark: _Toc349755176]Responsibilities
The Project Sponsor is responsible for obtaining organizational support and commitment of resources to the project; setting scope and providing guidance to the Project Manager and Technical Lead; and addressing obstacles, issues and concerns. 
The Project Manager is responsible for the project achieving its objectives.The Project Manager is primarily responsible for:
· Preparing and maintaining project management artifacts such as the charter, budget, schedule, status reports, and lessons learned.
· Coordinating project work activities
· Monitoring and reporting on progress against plans.  This also includes:
· Developing the project management plan and all related component plans;
· Keeping the project on track in terms of schedule and budget
· Managing project scope, including overseeing Project Change Control
· Identifying, monitoring, and responding to risk
· Providing accurate and timely reporting of project metrics.
· Non-technical requirements and specifications, and related non-technical documentation
· Non-technical decisions in the project
· Coordinating the development and execution of the Project Communications Plan, in consultation with the Project Sponsor and others as appropriate.
· In the event of a crisis or other unplanned event (for example, the backing out of a planned change), the Project Manager is responsible for approving all communications messages sent to affected parties, such as stakeholders, customers, users, and project team members.
· Depending on the severity of the situation, the Project Manager will consult with the Project Sponsor and Technical Lead as appropriate.
· In the event that the Project Manager is not available to approve communications, responsibility for approving communications will reside with the Project Sponsor or Technical Lead. Delegation of responsibility will be clearly defined by the Project Manager.
The Technical Lead directs the technical work necessary to design, develop, implement, test, and deliver a product, system or service that achieves the project’s objectives. The Technical Lead is primarily responsible for:
· Technical requirements, specifications, and design documentation
· Insuring that the technical design meets the technical requirements and specifications
· Service Management topics, including ITSM Service Design and Change Management, working with the service owner.
· Technical decisions in the project
· Directing the technical work performed by the project team
Project Team members are responsible for: 
· Reviewing and understanding the tasks assigned to them
· Meeting the due dates of tasks as assigned
· Communicating the status of assigned items
· Communicating any issues that have a potential to impact progress
The Enterprise Architecture Group will review project charters and major scope changes.  Their concern is to ensure that the architectural integrity of our systems is maintained.
The Steering Committee is responsible for monitoring the progress of the project; assisting in the resolution of risks, issues and concerns, and providing guidance and advice to the Project Sponsor and Project Manager.
[bookmark: _Toc349755177]Project Reports
The Project Manager will report status to the ProtoDUNE project as requested by the ProtoDUNE project manager, on approximately a weekly schedule. The SAMDUNE project meetings will be part of ProtoDUNE regular meeting schedule.
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