	              (Worksheet
	[image: image1.png]






Pilot Test Strategy

Complete all questions relevant to your change effort.

1. Who has primary responsibility for the pilot process?

     
2. If you engaged an external design firm to help develop the design of your desired state, will you also use them to shape your pilot test strategy? What will you ask of them? How will you ensure objectivity?

     
3. What do you want to learn from your pilot test(s)?

     
4. What do you want to accomplish as a result of the pilot test(s)? Are you validating only one design? Are you experimenting with various solutions? Are you verifying benefits?

     
5. What should the scope of your pilot test(s) be? Will you test only the organizational/ structural/technical aspects, or also test the cultural, mindset, and behavioral requirements of your desired state?

     
6. Will you test your design in more than one segment, level, or location in your organization?

     
7. How will you identify your test site(s)? Will the operational executives or change leaders decide? Will you request volunteer sites? How can you position the selection of test sites as an honor and an advantage?

     
8. What criteria will you use to select your test sites?

     
9. Will you allow the tests to run their natural course, or will you course correct your desired state design during the test? Will you initiate the tests at the front end with attention to setting-up your conditions for success?

     
10. How much time do you expect your pilots to take? Is this timetable acceptable to your sponsor or change leaders? Are they willing to delay the remainder of the change process until the pilots are complete? If not, what will you do to resolve their expectations?

     
11. How can you design your process to help “kick-start” your full implementation phase?

     
12. What process will you use to implement the desired state in the test site(s)? Will you follow or tailor Phases V through IX of the Change Leader’s Roadmap? If so, how will this planning be done? What role will the external design firm play in implementation, if you are using one?

     
13. What resources are required for this task and how will you obtain them?

     
14. How will you communicate your pilot test process to the targets of the change and your organization? How can you use this communication to enroll the workforce in the pilot test’s success?

     
15. Which test site(s) will you use?

     
16. Are there any unique differences between sites to take into account when planning your pilot test implementations, such as cultural or leadership differences? 

     
17. What will your test evaluation process look like?

     
18. What criteria will you use to evaluate your test(s)? Will you use the measurements developed in Task I.F.8? Do you have validation requirements? How will you use your statement of design requirements? What do the executives or your Change Leadership Team need to know from the test results to fully support the desired state’s roll-out?

     
19. In what form do you want the results of your test(s)?

     
20. If the pilot tests reveal the need to refine the design of your desired state, how will you handle this? Will your design team continue to be involved?

     
21. If you have to refine your desired state scenario, how will you gain final approval for it?

     
22. What needs to be communicated about the pilot test results to the test site(s), the targets of the change, and your organization?
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