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General:

This document applies the principles and "best practices" of IT project management to a proof of concept or demonstration pilot for custom built,  alternative business solutions, and new technologies whose purpose is to assess whether the solution or technology should be integrated into our existing business and/or technology operations or deployed agency-wide.   Based on the experiences of business and technical pilot projects at the state and federal level, this document can be used by agencies as a reference when they assemble pilot project teams, develop work plans, evaluate, and solicit participants to conducting a proof of concept pilot project.  

A proof of concept or pilot project can be a strategic beginning step or the last major step before an agency commits to launching an enterprise solution or technology for use agency-wide, allowing you to gauge whether the proposed solution or technology meets the needs of the agency (as defined in the business and technical requirements analysis).  This method can provide a valuable opportunity to test the functional and technical capabilities of the system and experience how it operates with an agency's infrastructure, alongside other programs and systems, providing opportunities for agency staff to gain practical experience with the solution or technology.  The proof of concept is a real life pilot demonstration and also an operational deployment strategy that facilitates critical assessments of your agency's ability to utilize the system and/or technology effectively. 
A proof of concept or pilot project is a way for an agency to test and refine a new system or integrate new technologies in a production environment before committing significant financial and human resources to full-scale implementation. It is an opportunity to address problems that present themselves to a small group of pilot test users, learning from mistakes before they have an impact on the entire agency. As such, its purpose is to reduce risks and save investment dollars, serving to validate initial estimates made to the governance body in terms of human and capital requirements for the IT project.

To be a useful guide for full-scale implementation, a proof of concept or pilot should be carefully designed and evaluated. The goals, objectives, scope, evaluation and success criteria for the proof of concept demonstration pilot must be clearly defined upfront to effectively plan, execute, and level set stakeholder expectations as well as provide actionable results to make sound decisions.   Some considerations as to what a proof of concept or pilot should accomplish is outlined below.
What should a proof of concept or pilot accomplish? 
· Clarify users' understanding of the system or technology

· Verify the adequacy of specifications for the system or technology

· Validate the usefulness, efficiencies, productivity, and effectiveness of the systems or technology 

· Verify system response time using a production data base 

· Obtain end user insights and feedback regarding impacts to day-to-day operations, processes, procedures, and citizen service delivery 

· Validate initial outcomes and cost/benefit projections 

· Recompute resource requirements 

· Test interfaces with related business functions and information systems 

· Determine effectiveness of training programs 

· Verify that system is both operationally and technically viable and stable 

· Verify the functionality, interoperability, and systems design 

· Verify the systems and associated infrastructure performance 
· Identify and address obstacles for the full scale implementation 

· Produce samples of all outputs 
· Provide results to make sound decisions relative to full scale implementation

Guideline:
A well-defined pilot project, with carefully crafted purposes, scope, goals, and objectives will make the evaluation of its success an easier task to accomplish.  This guideline is meant to outline key components and considerations for planning, executing, evaluating, and governing a proof of concept or pilot project initiative.  Activities related to proof of concept or pilot projects can be divided into four distinct phases:

1.  Planning the Successful Proof of Concept or Pilot 

It is imperative that the proof of concept or pilot project be carefully designed, executed, and evaluated. To limit the risks and business exposure, the scope of the pilot should be established to thoroughly test, evaluate, validate, and produce actionable results to form evidence based conclusions as well as determine success.   The size of your pilot project will affect the duration required to assess the efficacy of the system and the procedures you have created.  More problems are likely to be encountered with larger systems and complex technologies than smaller less complex ones.  The more users participating in the proof of concept or  pilot initiative, the more time will be required for training, the more problems encountered that will require time to resolve, and the more user support that will be required.

Preliminary Planning Considerations: 
· Define the purpose, goals, objectives, and scope of the proof of concept or pilot project
· Outline the Evaluation and Testing Approach 
· Define the key decisions to be made at the conclusion of the initiative
· Business process reengineering/change management strategy
· Define proof of concept or pilot stakeholders and participants

· Baseline, interim, and final evaluation studies
· Knowledge transfer  and training requirements for business and technical staff
· Establish the success criteria for the pilot, with input from all stakeholders, technical staff, records management staff, and users

· Outline the benefits of conducting a pilot and risks of not doing so

· Establish an executive sponsorship and associated administrative infrastructure to guide, govern, and support the proof of concept or pilot project initiative 
· Establish a detailed project and quality management framework
A detailed work plan must be established that describes how the proof of concept or pilot project will be conducted and completed.  Create a comprehensive project plan specific to the system, technologies, business cycle, and resource requirements.  Employ the project management methodologies to establish and execute a phased-deliverables based plan and then monitor and report progress throughout the project lifecycle.   Elements of the work plan include description of roles and responsibilities for the team and participants in the proof of concept or pilot project, schedule and milestones, communications plan, quality management plan, and change management.

2.  Conducting the Proof of Concept or Pilot 
Certain critical decisions need to be made and documented as well as initial preparations occur before the proof of concept or pilot begins. This can be accomplished by reviewing the detailed project plan and determining what is required before proceeding, and considering which performance data need to be collected through the pilot to enable meaningful evaluation. Specific elements necessary for the conduct of a pilot project include:

· A pilot monitoring system that consists of service level requirements for the proof of concept or pilot (e.g., data load, update, refresh) and a problem log to note any disruptions in service that occur during the conduct of the pilot that includes what was done to address each situation. A problem log not only documents decisions made but resolution and revalidation results.  
· A determination as to whether significant changes to the agency business operations, procedures, and/or IT infrastructure will be required to execute the pilot, including the acquisition and installation of new hardware or modifications to computing platform and associated infrastructures (i.e., telecommunications, network, etc).

· Availability of knowledge and domain understanding in both business and technical domains relative to: business operations and processes, product or technology specialists, business and system analysts to deal with the proof of concept or pilot project.  It is important to assess the capacity of business and technical support staff required to conduct, evaluate, monitor performance and troubleshoot during the project.  Secondly, assess how much outside assistance that is required to support the proof of concept or pilot initiative. This assistance can be secured from the product/technology vendor, an outside contractor, or by hiring additional staff.

· Often a proof of concept or pilot will require additional support system(s) for geographically dispersed agency offices where on-site management and/or technical support is limited.  This can be accomplished remotely, from headquarters or another office, or with the assistance of a local contractor. Support can include a user manual (made available online) supplemented by a help desk, contact with which can be made via phone or email. 

· Availability of business analysts to identify and test potential business process improvements and measure their impact on the agency as well as budget analysts to accurately assess pilot costs and adjust predicted estimates for full-scale implementation.

· Tools facilitating documentation, communication/knowledge transfer, and metadata processes (and automated categorization) should be established for your pilot. These will help all involved in the pilot monitor what is happening and how it affects their work.  A variety of methods should be employed: Intranet Web page including FAQs; listserve and/or CoP; in-person, telephonic, and/or virtual (online) meetings.

· Training and communications is essential for all involved in the proof of concept or pilot project. You may need to reinforce agency staff's roles and understanding of the following elements:

· Defining why, what, where, when, and how the systems or technologies will be tested
· Defining and communicating pass/fail criteria and how to document and report issues and/or results

· Determining what and how information should be captured

· Solicit and respond to end-user feedback 
· Frequently sharing updates on team contributions and overall project progress

· Providing guidance and support for team members

· Conduct introductory workshops designed to familiarize project participants with the basics of using the software or technology, employing examples most likely to be encountered.
· Explaining how the proof of concept or pilot will affect the work of those involved in the pilot project. 
· Designated a Super User within each office who served as a liaison between the office and the project team
Managing users' expectations throughout the pilot will minimize the risk of pilot failure.  Secondly, enumerate problems that the project team is likely to encounter using problem management, risk/issues assessments, and change management.  Identifying possible ways in which to avoid or promptly address those situations, will minimize disruptions during the pilot, allowing you to maintain the schedule you have developed for your pilot project.  Be aware of business cycles and changes in workload for areas of the agency participating in the pilot or changes in responsibilities for key personnel within the groups. To minimize the risks associated with a pilot launch, the project team should:

· Establish clear performance objectives, measurement mechanisms, and evaluation criteria

· Involve and continually encourage project participants to use the system

· Perform prototype work sessions with the software before customizing it

· Finalize and fine tune system design, workflows, and procedures
· Develop quality acceptance methodology

· Expand the pilot through incremental rollout to other areas internal and external to the agency 

· Assure that pilot's requirements are measurable and clearly understood by participants. 
· Make sure that learning curves are established and sufficient user and system support provided.
· Determine whether preliminary decisions and assumptions made regarding hardware and software performance, as well as service level required by business and  technical staff, were accurate
· Ensure that a system is in place for recording and tracking outcomes and productivity.
Measurements, reporting structures, and accountability for each task in the proof of concept or pilot project should be documented. Feedback can be used to resolve system issues as well as procedures (for support, training, communications, etc.).  Properly structured and employed, feedback from participants will inform the project manager and team members, allowing the team to make incremental changes to the system and adjust the process to better suit the needs of the agency.

These insights will be helpful as enterprise-wide business and technical programs, governance, and operations are developed in coordination with full-scale implementation. Management support for the project influences the degree to which staff will utilize the system.  Hence, there should be continued and visible support from the top for throughout the particular proof of concept or pilot project initiative.  The project results should dictate the outcomes and drive the decisions not speculation and perceptions.
3. Testing, Evaluating, Documenting the Proof of Concept or Pilot
Testing and evaluation is perhaps the most important part of the proof of concept or pilot project.  A carefully constructed test and evaluation plan should be established which will make provision for objective analysis of the results and an assessment as to if and how to proceed with full deployment. The test and evaluation team should be familiarized with a test plan that:

· Defines what, where, when, who, and how the systems or technologies will be tested
· Assesses all applicable hardware, software, and interface components 

· Outlines test and evaluation execution, documenting, reporting, and governance procedures 
· Defines success and pass/failure criteria for individual components and overall
· Considers robustness and versatility by testing systems, product(s) or technologies in dissimilar locations for functionality, usability, and benefits derived (Using same test and evaluation methods and criteria)
· Uses comparative analysis to evaluate proposed products(s), Systems(s), processes, or technology alternatives

· Defines resources required (i.e., facilities, equipment, people, etc)
· Validates business and technical requirements and performance expectations. 
· Identifies erroneous performance, capabilities, and cost/benefit claims and/or assumptions

· Establish Evaluation Matrix and Worksheets

· Defines test cycles and durations parameters and their respective resources and conditions required to be executed
· Test methods that ensure effective test coverage and effectiveness

· Test and evaluation methods that effectively measure outcomes that address the key objectives and facilitates conclusions for management decision points

· Outlines problem and defect management

· Testing, problem, and revalidation status reports
Having a compressive test and evaluation plan with a method for documenting pilot progress and performance of the system and/or technology is critical to determining business, technical, and economic viability.   The test and evaluation plan should be incorporated as a deliverable in the overall proof of concept or pilot project plan.
4.  Results of the Proof of Concept or Pilot
Evidence that the concept was proven can be found in the repository of records created using the systems and/or technology in a controlled environment.  The final evaluation report should detail how well the solution met agency functional, technical, and management expectations. In addition to business and technical recommendations made with regard to the solution or technology, the final evaluation report should contain suggestions for improving the management procedures used or discovered during the proof of concept or pilot project initiative. These changes will help facilitate deployment of the system agency-wide.  A "Lessons Learned" section appended to the evaluation should be made available to those involved in future pilot projects.  
A proof of concept or pilot project provides the agency staff with experience using a system or new technology and, barring a poor evaluation, will result in approval to go ahead with full implementation. Agencies conducting a well planned proof of concept or pilot will reduce their investment risk. The potential outcomes will be:

· Better-trained staff in terms of the system or new technology, processes, procedures, and understanding as to the importance to the agency

· Well-developed business, technical, managerial, and operational processes and procedures

· An improved implementation plan

· Revised key performance metrics, cost estimates, and schedule for agency-wide deployment

· Increased adoption and support of management and users.

· Assessment and awareness or hardware, software, infrastructure, process re-engineering, and governance required for agency-wide deployment. 

· Increased level of knowledge of systems or technology purpose, utilization requirements, and performance expectations. 
· Better understand of systems or technology TCO and life cycle management requirements
All proof of concept or pilot project correspondence and results should be categorized and formally documented in accordance with the communications plan and test and evaluations plan.  The end results should be summarized and documented in the executive summary for key decision makers.  A comprehensive proof of concept or pilot planning document should be created using the outline below based on the four phases of this guideline.  Lastly, the proof of concept and pilot document should be integrated in a detailed deliverables based project plan.  
Note: A quick proof of concept or pilot document outline guide is on the following page.

Pilot, Proof of Concept, or Prototype Evaluation Planning (PEP) Document Outline:

I. Executive Summary  (To be completed at the conclusion of the initiative)


II. Introduction

a) Background (Current state, problem, environment and how we got here)
b) Purpose (Why is this initiative important)

c) Scope of Initiative  (What’s in and out of scope for this initiative) 

III. Goals & Key Objectives for the of Pilot, Proof of Concept, or Prototype

a) Define the goals for this initiative

b) For each of the goals, define the objectives required to achieve them 
IV. Constraints

a) Define the relevant resource, environmental, operational, and/or political constraints in which the initiative must operate under

V. Evaluation Approach Overview

a) Define the proposed options or alternatives to be evaluated and/or;

b) Define the product(s), concept(s), processes, or system(s) to be evaluated 

c) Define the evaluation approach for proposed options or alternatives to be evaluated and/or;
d) Define the evaluation approach for the Product(s), concept(s), processes, or system(s) to be evaluated
e) Define comparative analysis to be conducted for the proposed options or alternatives
f) Define the environment, location(s), and general composition of the evaluation team(s)

g) Define projected duration of initiative ( i.e., components, phases, and overall) 
VI. Key Decisions to be made at the conclusion of the initiative

VII. Evaluation Design

a) What will be evaluated specifically

b) How and where will products/concepts/alternatives/systems/processes and their specific components be configured, tested, monitored, evaluated, and documented

c) Where and when will specific components be tested ( Locations, environments, sequencing and their associated interdependencies)

d) How comparative analysis will be conducted and evaluated for the proposed products(s), concept(s), Systems(s), concept(s), processes, options, or alternatives
e) Identify known and potential impacts to business and/or technical operations and define corresponding criticalities and mitigation strategies
f) Resources Required (i.e., facilities, equipment, people, etc)

g) Team composition (e.g., SMEs, skill sets, etc) for each phase and their respective roles and responsibilities

h) Outline Expected Outcomes and Criteria for success

i) Establish Evaluation Matrix and Worksheets

j) Governance and Decision Authority and Approvals

VIII. Evaluation Logistics

a) Project WBS/Plan, Milestones, Deliverables, Project Execution, Control & Monitoring (including issues/risk management), Close-out, Team member and resource allocations 
b) Preliminary Preparations Required (e.g., Environments, facilities, people, scenarios associated with each component test & evaluation cycle)

c) Alignment of stakeholders, resources, and facilities 
d) Travel and coordination affiliated with geographically disbursed teams and/or test sites involved in the initiative
e) Communications (Reports, PEP Document, and Project Plan to stakeholders)


IX. Lessons Learned (Feedback and perhaps discussion on topics, considerations, and valuable information that are above and beyond the scope of this initiative)

X. Evaluation Findings & Conclusions (Summary)

XI. Recommendations & Final Decisions

XII. Appendix (Supporting Documentation, Evaluation/Test Results, etc)

Refresh Schedule:
All guidelines and referenced documentation identified in this standard will be subject to review and possible revision annually or upon request by the DPW Information Technology Standards Team. 
Guideline Revision Log:

	Change Date
	Version
	Change Description
	Author and Organization

	04/30/2010
	1.0
	Initial creation
	William M. French

	12/28/2010
	1.1
	Reviewed Content – No Changes
	Thomas King

	
	
	
	

	
	
	
	


WHAT & Why





HOW





RESULTS








Pilot_Proof of Concept Guideline.doc

Page 9 of 9

