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[bookmark: _Toc489965027]Executive Summary
This PID summarises the key information about delivering a pilot of eduTEAMS, a group and attribute management system for federated identity that allows research communities and other 'virtual' organisations (VOs) to manage access to services based on federated identities/eduGAIN, combined with specific information about their role in a collaboration.

During GN4-1 a market analysis took place that indicated a role for GÉANT in delivering this kind of service. During P1 of GN4-2, development and integration work took place to create release 1.0 of eduTEAMS. This release forms the basis for piloting activities.

The goals of the pilot are to trial the solution with a range of NRENS and Research Communities/e-Infrastructures, to work with SA2 to prepare to transition to service, and to finalise costs and benefits prior to a transition to service gate review meeting in March/April 2017.









	




GN4 PID: Project Initiation Document	Page 1 of 10	
[bookmark: _Toc489965028]Project Objectives
[bookmark: _Toc489965029]Objectives
The objective of GÉANT is to be the neutral provider (ie. not providing preferential treatment to particular services or SP proxies) of AAI services for research and education. eduGAIN is the fundamental layer connecting identity providers and service providers. However, in order to make more fine grained authorisation decisions, research communities need more information in more specific scopes than eduGAIN alone provides.
The objective of the eduTEAMS service is therefore to provide a platform on top of eduGAIN that enables NRENS and VOs (including Research Infrastructures, e-Infrastructures and more loosely scoped 'long tail' collaborative groups) to manage access to services based on group membership and relevantly scoped role information.
Two use cases are served, basic (multi-tenant, operated by GÉANT) and advanced (single tenant, operated by VO/NREN, infrastructure provided by GÉANT).
[bookmark: _Toc489965030]Scope
In Scope
Piloting will cover both basic and advanced use cases (see CBA for details) in single tenant or multi-tenant mode as driven by the requirements of the pilot participants.
Components to be piloted are:
· Membership Management Service
· Based on COmanage 2.0 and SAML AA
· Identity Hub
· Discovery
· Advanced integration of additional components, including PERUN (BBMRI), HEXXA, Moonshot (JISC) and others. 
Business model assumptions to be piloted:
· Determining the acceptable window of effort for customisation per community in the advanced use case and how to recover costs for this.
· Takeup targets as per pilot plan/CBA
Operational assumptions to be piloted or refined
· Support assumptions in CBA
· Service provisioning and service management workflows
· Associated operational documentation for PLM gate review
Out-of-scope
· Operating a VO in single-tenant mode, on behalf of a complex VO. Provision of the platform and infrastructure is in scope, but GÉANT cannot currently scale operationally to understand the workflows and policies of another large research community in order to do day to day onboarding. This is only possible in the multi-tenant environment by provision of a limited set of workflows and attributes.
· High availability scenarios for single-tenant mode.
[bookmark: _Toc489965031]Benefits
[bookmark: _Toc489965032]Cost Benefit Analysis
CBA and payback schedule available at https://intranet.geant.org/gn4/2/Activities/JRA3/Shared%20Documents/PLM%20Staging/CBA-eduTEAMSPilot.docx
https://intranet.geant.org/gn4/2/Activities/JRA3/Shared%20Documents/PLM%20Staging/payback-eduteams-pilot.xlsx
[bookmark: _Toc489965033]Deliverables
· EC Deliverable: https://intranet.geant.org/gn4/2/Activities/JRA3/Shared%20Documents/D9.2VirtualOrganisationPlatformPhase%20woServiceSpecification.docx
· Pilot milestones: https://intranet.geant.org/gn4/2/Activities/JRA3/Shared%20Documents/PLM%20Staging/eduTEAMS-pilot-plan.docx
· Software deliverables documented in roadmap

[bookmark: _Toc489965034]Critical Success Factors (CSF)
KPIs and CSFs are defined in section 2.1 of the pilot plan and CBA at https://intranet.geant.org/gn4/2/Activities/JRA3/Shared%20Documents/PLM%20Staging/eduTEAMS-pilot-plan.docx
https://intranet.geant.org/gn4/2/Activities/JRA3/Shared%20Documents/PLM%20Staging/CBA-eduTEAMSPilot.docx
Background calculations are available in the payback schedule.
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The eduTEAMS approach is to combine existing available Open Source products such as COmanage and SaToSa (SAML to other protocols proxy) with custom glue and workflows into a platform to support research communities and NREN group and attribute management needs. Two use cases are served - basic, with a multitenant approach and limitiations on use, and advanced, which is a single tenant approach and customisation is permitted.
[bookmark: _Toc489965037]Project Organisation & Costs
See CBA
Resources
See CBA
Organisation
Within the project, the key organisational relationships are:
· SA2 - to deliver future operations - consulted in pilot, responsible during transitions
· SA3 - to deliver ticketing infrastructure for pilot and future resource for production
· NA3 - for NREN/user engagement
· NA2 - to support on outreach and dissemination post pilot.
For other organisational relationships, see the CBA.
Stakeholders
Collaborative efforts to enable groups to share resources via federated identity management involve many different people and organisations. Therefore, in order for GÉANT to develop and operate an effective service for collaborations, a number of stakeholders have to be considered, including:
· End users
· Virtual Organisations
· Home institutions
· National Research and Education Networks
· Identity federations
· GÉANT
· eduTEAMS Operator, for example GÉANT in multitenant operations, VO in single tenant
· Service Providers
· eInfrastucture Providers
· Funding Agencies

For the purposes of the pilot, the key stakeholders are the piloting VOs, the piloting NRENS and SA2 as detailed in the pilot plan. There is a dual strategy to obtain takeup balanced between NRENs and Virtual Organisations. This will ensure sufficient buy-in for a sustainable funding strategy into future projects. Without NREN engagement, the service will only be weakly anchored in the GÉANT community, whereas without significant VO engagement, it will be seen as less attractive by the EC evaluators.
Project Management Reporting
RAG reports for JRA3
[bookmark: _Ref315428999][bookmark: _Ref315429008][bookmark: _Ref315429016]Quality Plan and Acceptance Criteria
See pilot plan and section 3.1.8 of CBA
Implementation Strategy
The first part of the pilot will be run by JRA3 engaging directly with pilot participants.
From December to March, SA2 will work in parallel with JRA3, with SA2 taking a primary role in provisioning instances towards the end of the pilot.
During the pilot, release 1.0 of eduTEAMS, which is the initial MVP will be enhanced by a series of point releases. At each pilot, the most recent release will be used. This means some pilots will have several iterations as features are added.
Towards the end of pilot, a candidate release for transition to service for the basic use case will be selected and training and documentation for transition to service will be based on this release.
Custom development for advanced solutions will be transitioned on a case-by-case basis in partnership with SA2.
[bookmark: _Toc489965038]Project Plan and Timescales
Note: A link to the intranet project plan can be used for GÉANT Activities, though it would be useful to include high level details in this section.
[bookmark: _Toc489965039]Proposed Timeline
See pilot plan for detail.
Pilot is proposed to run from September 2017 to March 2018, with potential extensions for single tenant migrations.
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	Ref. No.
	Issue Description
	Impact
	Mitigation

	1
	Manpower shared between InAcademia and eduTEAMS impacts priorities for developers
	InAcademia has had priority up until now
	Priority for eduTEAMS release moved to Mandeep Saini
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	Ref. No.
	Risk Description
	Impact
	Mitigation

	R1
	Custom work on advanced use cases could dominate piloting at the expense of easy wins
	High
	Focus on high impact user groups for the most customisation to get value for investment.
Broker out others to partners rather than have the main team deliver.

	R2
	NREN takeup of multi-tenant may be too low
	Medium
	Adjust CBA prior to transition.


[bookmark: _Toc489965043]Business & Strategic Risks
EUDAT, EGI and Indigo Data Cloud all offer what look like similar solutions, and we are nominally last to the market.
However, it is likely there is still space in the market for another player. Due to the tight coupling of service to platform with EGI and EUDAT, although in theory they could onboard other e-Infra or RI services, in practice the overhead of this is significant for them, and the VO operators or users practically need to have access to service on several platforms. By positioning eduTEAMS as a truely service-neutral platform, we have the possiblity to aggregate and interoperate in a way that leaves the Virtual Organisations in full control of their access policies. The agreement of EUDAT to trial eduTEAMS with their solution lends weight to this approach. In addition, although those platforms have been piloting with other RIs e.g. with ELIXIR, it has only been on a subset of services and there is no evidence that any of these pilots have resulted in a concrete agreement for services. That puts eduTEAMS on a more even footing that it at first appears.
An additional risk centres around the preparedness of GÉANT to act as an operator for the service. Although GÉANT is a known network services operator, it has not launched any above the net services other than continuing to operate those inherited from TERENA, which have relatively light infrastructural requirements. The risks can be mitigated as follows:
· Finance/Business processes are based on those of equivalently scaled services offered by GÉANT now and tend to be in sector or close to sector. NRENs will be used as channels as much as possible.
· Operational capability is currently actively being developed by GÉANT in this field. Within the framework of SA2, this can be matured and supported or enhanced by NREN skills until ready to stand alone, while externally still being operated as a GÉANT solution. 
The risk of delivery also has to be balanced against the risk of inaction. Strategically, if GÉANT abdicates any role in the higher layer AAI services, it will be significantly more difficult to claim lead positions in development projects such as AARC2, and to adequately protect the interests of existing services such as eduGAIN or federation interests. The research community use cases would seek to bypass, work around or give only token engagement which would damage future funding prospects within H2020. This is an acceptable risk if alternative funding mechanisms are possible for eduGAIN development and support, but at present none exist nor are likely to materialise before the end of GN4-2 (InAcademia, reform of cost sharing). Furthermore, if GÉANT does not begin to take an operational role in above the net services, the long term issues of manpower oversubscription from NRENs will continue and sustainability of services will be fully dependent on the EC and EC project structures which poses risks for operational sustainability between cycles as manpower churn can occur.
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	Ref. No.
	Dependency
	Impact

	DP1
	Transition to service post pilot needs VM platform available to SA2 for production
	If this platform is not available at end pilot, we will have to do operational tests only on pilot infrastructure and will not be able to transition
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	Ref. No.
	Constraint or Limitation
	Impact
	Mitigation

	CL1
	Development team budget and manpower is set
	Fixed ability to handle pilots within time and effort.
	Additional pilots and use cases not already identified in the plan will have to be re-prioritised to be handled.



[bookmark: _Toc489965046]Applications and Structures
SA2 will appoint a service manager to support transition to production work and to be in place once transitioned.
SA2 will assist in obtaining production infrastructure post pilot.
Pilot infrastructure is provided by Okeanos.
SA3 OTRS will be used, but FLS will stay with JRA3 and SA2 during pilot, and potentially for the first year of production.
NA2 have already supported in the creation of https://www.eduteams.org and will continue to support.
[bookmark: _Toc489965047]Additional Information

eduTEAMS elevator pitch: https://wiki.geant.org/download/attachments/59244625/20170724-eduTEAMS-EOSCPilot.pptx?api=v2
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