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About XSEDE
www.xsede.org
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Communication
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Risk Management
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• Formal risk management application developed in Jira
• Risk registry
• Quarterly risk reviews by risk owners



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 
aggregation
• 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 overhead and maintain stability 
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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
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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 
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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
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Support for Six Primary Functional Areas 
(WBS Level 2 (L2) areas)

Project Management:

• Each Level 2 area is assigned a minimum of one Project 
Manager

• Project Manager Responsibilities for L2 areas include

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

• Develop and optimize project management workflows.

• Document standard operating procedures (SOPs) for all project 
management procedures of XSEDE. 

• Ensure risks are reviewed at least once per quarter 

• Goal for project manager representation: streamlining 
communications and management

• But there’s more…
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ECSS Staff Project Management
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So What Made a Difference? 

• Decentralized decision making

• Project managers recognized as 
leaders & partners

• Annual staff climate study

• Large, distributed virtual 
organizations require out-of-the-box 
thinking

• With large-scale silos, cohesion is 
essential. 

• Project managers serve as the 
“glue” working to bring cohesion to 
the XSEDE organization
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Thank you! 
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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 


