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Risk Management

* Formal risk management application developed in Jira

* Risk reqistry

* Quarterly risk reviews by risk owners
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During the June 2020 review, one of the panelists noted that the recipients of ECSS support might be less
productive due to additional family duties, for example caring for children who would normally be in school or
family members who had been infected. In those cases, we would offer extensions on the ECSS support so that
the collaborations could be completed. While we expect these numbers to be fairly low, there is the potential
that this could affect our metric for the number of projects completed per year.
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Project reporting & planning

NSF deliverables include four quarterly reports
(includes one Annual Report each year) and a single
program plan annually

« Highly distributed data collection and centralized
aggregatlon
42 Key Performance Indicators (KPIs) plus numerous other
metrics
« Distributed across 22 L3 WBS groups
« Narrative project updates and highlights

« Adoption of Google docs for collaboration
« Consistent template
* Reduce points of failure
« Reduce errors
* Reduce administrative overnead and maintain stability

3. Discussion of Strategic Goals and Key Performance Indicators

The strategic goals of XSEDE (§1.1) cover a considerable scope. Additionally, the specific
activities within XSEDE's scope are often very detailed; therefore, to ensure that this significant
and detailed scope will ultimately deliver and realize the project's mission and vision, the three
strategic goals are decomposed into components or sub-goals to be considered individually.

In determining the best measures of progress toward sach of the sub-goals, KPIs that correlate
to impact on the scientific community are used. These often pair measurements of cutcome with
an assessment of quality or impact to provide both a sense of scope and significance of the
supporting activities.

3.1. Deepen and Extend Use

XSEDE will 1) despen the use—make more gffective use—of the advanced digital services
ecosystem by existing scholars, researchers, and engineers and 2) exrend the use to new
communities, XSEDE will 3] contribute to preparation—worigforce development—of scholars,
researchers, and engineers in the use of advanced digital technologies via training, education,
and outreach; and XSEDE will 4) raise the general awareness of the value of advanced digital
research services.

3.1.1. Deepening Use to Existing Communities

X5EDE engagzes in a range of activities that serve to deepen use including identifying new
technologies and new service providers, evolving the e-infrastructure, and enhancing the
research prowess of current and future researchers. However, the ongoing use of resources and
services available via XSEDE is the key indicator of this deepening use. As a result, the project
has chosen three KPIs (Takle 3-1) that together measure the ongoing engagement with the
community with an emphasis on exposing the diversity of those consuming these services: 1)
number of sustained users of XSEDE resources and services via the portal, 2) number of
sustained underrepresented individuals using XSEDE resources and services via the portal, and
3] percentage of sustained allocation users from non-traditional disciplines of XSEDE resources
and services,

Tahle 3-1: KFIs for the sub-goal of deepen use (existing communities).
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ear
Number of L CEE (58
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RY4 Annual Report & PY10 Program Plan Page 35

& XSEDE




Project Change Management

Managing baseline changes to budgets, schedule, scope, etc. in
highly distributed work environments is non-trivial
« Starts with a project change request (PCR)

 PCR information input must be accessible, usable, shareable,
available to all staff

« Created a fully online process to accommodate all staff submissions,
communication, and approvals to eliminate document dependency
« Adopted Jira and appropriate plug-ins
» Integrated Confiforms for an easy submission process

« Assigned a project manager to oversee the process in Jira and ensure
all required information was submitted



Onboarding & Offboarding Staff

Mostly about resource access

« Keeps track of project staff ingress and egress among 17 ' 
Institutions

« No centralized or formal HR department

« Data capture and notification

 Addresses communication failures from distributed nature of
WBS staffing and supervision



Workflow development and optimization

* Process development and refinement, new process tools (Jira, Confluence)
* New and improved workflows

 Process workflow and Jira workflow correlations
« start with flowcharts
 identify barriers and communication breakdowns

* Flexible workflow creation
« workflow modifications on the fly Ofboarding Fowchar

Owmer




Support for Six Primary Functional Areas
(WBS Level 2 (L2) areas)

Project Management:

e Each Level 2 area is assigned a minimum of one Project
Manager
e Project Manager Responsibilities for L2 areas include

» Develop, coordinate, and manage all components of the project’s reporting
and planning processes.

e Develop and optimize project management workflows.

e Document standard operating procedures (SOPSs) for all project
management procedures of XSEDE.

e Ensure risks are reviewed at least once per quarter

e Goal for project manager representation: streamlining
communications and management

e But there’'s more...



ECSS Staff Project Management
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So What Made a Difference?

» Decentralized decision making

. Consult
with NSF

« Project managers recognized as - o = s
leaders & partners Decision Making in XSEDE

YES
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participation in decision-making process
+ Communicate to rest of project as necessary
* Execute PCR
+ Within scope, schedule, budget of Level 2 WBS
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thinking

» With large-scale silos, cohesion is
essential. WES Lovel 3

Manager
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Director
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YES > + Within scope, schedule, budget of Level 3 WBS
« Communicate to rest of project as necessary

* Project managers serve as the n Conmunicate forestof
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the XSEDE organization

PCR = Project Change Request



Thank you!

Special thanks to my original co-authors on a version of this presentation
that was given at PEARC20:

« Marques Bland, Texas Advanced Computing Center at UT Austin and
Project Manager for ECSS

« Scott Wells, National Institute for Computational Sciences (NICS) at
the University of Tennessee and Project Manager for Operations

And thank you to the rest of the XSEDE Project Management team for

your excellent work!
Lucille Jarzynka, Noni Ledford, Leslie Morsek, Sonia Nayak, Deb Nigra



