
ED PIP: Pilot and Implementation Phase

Guides: Piloting and Solution Implementation 



Piloting and Solution Implementation Guide – Overview 

Outcome  Understanding when to pilot and when to go straight to implementation

 Understanding the steps required to successfully pilot and/or implement a solution

Definition:

„What is it?‟

 A pilot is a trial undertaken to test if an idea or solution will be successful in practice

­ A „go / no-go‟ decision is made based on the pilot results: this is what differentiates a pilot from 

solution implementation

 Solution implementation is a structured and supported launch of a new operating initiative 

successful in practice

­ Typically launched within a fixed scope (e.g., geographic area), and refined based on initial 

results before roll out beyond the launch area

Objectives: 

„What is it used for?‟

 Providing a structured and efficient method for putting new solution ideas into practice

 Supporting and refining new ideas that are being launched based on performance data

 This structured approach to planning, executing, monitoring and refining the launch of a new 

initiative should be followed for each solution that is put into practice

Benefits:  New changes are introduced in a controlled and managed fashion

When to use  Solutions that have been selected to be put into practice should be piloted if they meet the 

following criteria:

­ Big value at stake

­ High level of uncertainty

­ Testable

 Of solutions that are selected to be put into practice, only solutions that satisfy the „pilot 

criteria‟ should be piloted, all others should go directly to implementation

Piloting and Solution Implementation
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6 steps are outlined visually below which provides the 

methodology for successful piloting 

Roll out

initiative

Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

Piloting and Solution Implementation
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STEP 1: Assess need for piloting vs. moving directly to 

implementation

• Worth investing the time, important to the organization

• Significant potential for impact

• Heavy failure cost

Big value 

at stake

High level of 

uncertainty

Testable

• Difficult to predict all variables in advance

• Many fast-moving parts

• Events for testing are discrete, repeatable, and measurable

• Event cycle time is reasonably short

• Cost of the pilot is acceptable, and pilot can be easily implemented

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

Tips & Tricks:

• When planning to put your ideas into action , use these criteria to understand if running a pilot is necessary (Ideally you 

can move straight to implementation without piloting)

• Designing and running a pilot is more work than going straight to implementation

• Ask “what holds us back from moving straight to implementation” and “will running a pilot address these challenges”
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STEP 2: Design pilot features and build Work Plan: 

Overview

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting 2. Design 

pilot features 

and build work 

plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

What?

• Clarify pilot objective

• Develop major hypotheses to test

• Define success criteria  (e.g., reduction in  ED ALOS by x hours) 

How?

• Lay out pilot design features

• Define metrics and tracking processes

• Determine key enablers

Where?
• Determine location

When?
• Define overall timeline for pilot preparation, execution, and result analysis

Who?
• Identify key stakeholders

The “what?” and 

“how?” are the main 

pilot design 

considerations
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STEP 2: Defining the “what?” helps to clarify objectives, 

develop hypotheses and define success criteria

Clarify objective

Develop 

hypotheses

Best practice Common pitfalls

• Specific and measurable

• Ambitious but achievable

• Compatible with organizational 

targets

• Too broad

• Not grounded on a solid fact base 

(e.g., benchmarks)

• Misaligned/conflicting with existing 

plans

• Explicitly laid out

• Specific, actionable, and 

debatable

• Directly link to planned pilot 

actions

• Unclear what is being tested

• Too novel; no organizational buy-in; 

only one hypothesis considered

• Limited to a few

• Aligned with overall 

organizational goals

• Too many, overlapping

Define success 

criteria

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting 2. Design 

pilot features 

and build work 

plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

What?

How?

Where?

When?

Who?
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Different objectives…

…leads to different hypothesis and pilot 

design

• Determining what to launch…

• Determining whether launch…

• Design optimal model/product

• Proof of concept testing

• Determining how to launch… • Testing optimal rollout plan

• Determining all or some of the above… • Combination of above

STEP 2: Defining the “what?” shapes all other 

design elements

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting 2. Design 

pilot features 

and build work 

plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

What?

How?

Where?

When?

Who?
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STEP 2: Designing the “How?” helps lay out the pilot 

design and define a performance management system

Lay out pilot        

design

Define a 

Performance 

Management 

System

Best practice Common pitfalls

• Define specific actions to test hypothesis • Not specific, not testable

• Define control and pilot groups 

based on clear criteria

• No control group set up

• Define a minimum data set • Not based on success criteria; not measuring 

full impact

• Baseline measurement • No baseline measured; hence, unclear pilot 

impact

• Metrics tracking at the  right level • Data insufficient to make decisions

• Automated processes for tracking and daily 

reporting

• Questionable accuracy and delays due to 

manual tracking

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting 2. Design 

pilot features 

and build work 

plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

What?

How?

Where?

When?

Who?

Determine key   

enablers

• Appoint dedicated pilot team with analytical 

abilities

• Insuffice.gnt resources; wrong skill set; 

ambiguous roles and responsibilities

• Engage key stakeholders in pilot design • Lack of commitment from key functions, 

resulting in delays

• Put functional requirements in place prior to 

pilot kickoff (e.g., IT workarounds, channel 

capacity)

• Capacity-constrained channel not funded for 

incremental piloting requirements

• Rely heavily on feedback and incentives to 

encourage desired behaviour

• No coaching capacity
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Pilot Preparedness Summary

Decision/  

launch date

Q 1 Opportunity

Are we confident there 

is an improvement 

opportunity?

Q 2 Solution 

Do we have a clear 

solution developed that 

incorporates feedback 

received?

Q 3 Implement

Are we ready to 

roll out (content, 

tools, new roles, 

communications, etc)?

Q 4 Support

Are managers & 

front line supportive and 

engaged?

Q 5 Impact

Do we have measures 

in place to track 

progress / are we 

achieving results we 

expected?

Y / N
Y / N (go decision)

Insert launch date
Y / N Y / N Y / N Y / N

Name of initiative
1

Name of initiative2
Y / N

Y / N (go decision)

Insert launch date
Y / N Y / N Y / N Y / N

Name of initiative
3

Y / N
Y / N (go decision)

Insert launch date
Y / N Y / N Y / N Y / N

Name of initiative
4

Y / N
Y / N (go decision)

Insert launch date
Y / N Y / N Y / N Y / N

Name of initiative5
Y / N

Y / N (go decision)

Insert launch date
Y / N Y / N Y / N Y / N

Not ready

• Update and review this one page summary of pilot preparedness regularly to ensure that the team 

focuses on what needs to be completed to be successful

• Use the text boxes to capture key information (e.g., launch June 1) and share status visually (e.g., 

format text box colour to indicate status)

Indicate the status of each cell with 

„red‟ (not ready), yellow (partially 

prepared) or green (fully prepared)

Partially ready

Fully ready

TEMPLATEPiloting and Solution Implementation
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Example: Pilot Preparedness Summary: Paeds ED Team

Decision/  

launch date

Q 1 Opportunity

Are we confident there 

is an improvement 

opportunity?

Q 2 Solution 

Do we have a clear 

solution developed that 

incorporates feedback 

received?

Q 3 Implement

Are we ready to 

roll out (content, 

tools, new roles, 

communications, etc)?

Q 4 Support

Are managers & 

front line supportive and 

engaged?

Q 5 Impact

Do we have measures 

in place to track 

progress / are we 

achieving results we 

expected?

Y
Y

(June 28) 
Y

40%

Need escalation policy 
Y 50%

Patient flow to ED 

bed from waiting 

area

Decision making 

for DI

Reduce consult 

delay

Increase clinical

Patient time 

Medical directives              

Fast track1

2

3

4

5

6

Y
Y

(June 28) 
Y Y Y TBC

TBC
Y

(June 28) 
Y TBC Y TBC

Meeting on June 21 

To confirm approach

Y

(TBC) 
Y

Meeting on June 21 

To confirm approach
75% TBC

Meeting with DI group

has not taken place

Y

(June 28) 
Y N Y TBC

TBC
Y

(June 28) 
Y TBC Y TBC

EXAMPLEPiloting and Solution Implementation
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Example: ED implementation plan

Aug Sep

17.20. 27. 03. 10. 24.

Accelerate time from DI requisition 

to action taken on DI results

27th

Process to get Patient from waiting 

room to ED bed can be streamlined 

20th

Expanded use of „fast track‟ 

treatment for CTAS 4 & 5 27th

Opportunity

27th

Standardize and expanded 

use of medical directives 

27th

Reduce time from „consult request‟ 

to „decision to admit‟

Launch

Pilot/initial 

rollout complete

Detail follows

EXAMPLEPiloting and Solution Implementation
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STEP 3: Most successful implementations/initiatives are 

in part due to the relentless preparation that is 

undertaken

1. Define baseline 

…Beware of data integrity 

issues

2. Implement tracking 

process

…Remember tracking can be a 

challenge 

3. Set up process for quick 

iterations

…Be proactive

Weekly iteration
to optimize results

Build concept Plan 

for exe-

cution

Execute

Track impact

Draw 

impli-

cations

Remember: prepare, prepare, prepare

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan
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STEP 3: Prepare to launch: Define baseline (1 of 2)

Sample challenges Potential resolution

• Multiple data sources leading to different results • Understand the limitations of your data sources 

before making a choice

• Large variations over time • Measure over a long period of time

• Eliminate outliers

• Unexpected outcome • Syndicate with key stakeholders to improve 

understanding

• Maintain accuracy at a granular level • Validate data at the unit level

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

There may be several challenges with the data that makes it difficult to define a true baseline
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ALOS baseline for discharged inpatients, hospital wide, excluding ALC patients

STEP 3: Prepare to launch: Define baseline (2 of 2)

ILLUSTRATIVE

1. How do we prepare a proper baseline?

– What data is available? Where?

– What span/duration of data is needed? 

(e.g., cyclical trends, anomalies, etc.)

– Who understands the data and can explain 

how to best work with it?

– What quality of data is required? 

(e.g. will this change the answer? Is 

upgrading the data worth the investment?)

– Does the data need to be conditioned? If 

so, how can we do this efficiently? 

(e.g., scrubbed for repeated entries)

– What is the organizational requirement

(e.g., what will they need to see in order to 

feel confident in the measurement?) 

2. How do we interpret the baseline to ensure 

we can make meaningful insights from the 

pilot/implementation results?

– What are the trends? 

– What is the variability?  Distribution?

– Are there existing and/or historical 

circumstances that explain past results?  

Are these conditions expected to be 

constant during the pilot?

– How do we expect the impact of the 

intervention to be measured?

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan
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STEP 3: Prepare to launch: Implement tracking process

Principles Comments

• Make sure you understand your data 

sources

• Different sources may lead to different 

results

• Clean-up the data beforehand

– Test accuracy of data sources through 

baseline measurement

• Beware of polishing dirt, and fixing holes

• Automate data tracking process; build IT 

workarounds

• Remember that manual tracking is often 

untimely and has questionable accuracy

• Anticipate obstacles • What issues can you expect?  

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

Part of the preparation effort of any implementation is creating a reliable performance 

management system with a clear tracking process that the team follow
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Key questions

• How can we effectively 

track pilot results daily given 

system limitations?

– Manual tracking

– System upgrades

– What data is readily 

available?

• What resources might be 

required for tracking?

• How might daily tracking 

requirements differ after 

pilot rollout?

• What skills and capacity 

from the team will be 

required to track results?

Pilot dashboard

Dashboard Baseline Pilot Day 1 Day 2

ABC - pilot 60 101 – –

ABC - control 51 84 – –

% change 18% 20% – –

% impact % – –

XYZ - pilot 904 1,038 – –

XYZ - control 841 831 – –

% change 7% 25% – –

% impact % – –

Etc.

• All data tracked at individual 

event level 

(e.g., by Patient, physician) 

• Data supplemented by daily 

listening/monitoring by 

coaches and feedback

Create a simple method for capturing pilot performance 

efficiently so teams can refine interventions often
ILLUSTRATIVE

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan
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ED Fast track performance monitoring tool

Performance should be 

tracked at a level of 

granularity that will 

enable root cause 

problem solving 

(e.g., why did pt 

116384xx take so long 

to discharge?)

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan
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Preparing to launch checklist

 Solution design completed

 Implementation Work Plan completed

 Detailed implementation plan completed 

 Stakeholders engaged on changes required and expected impact

 Baseline performance captured and understood

 Simple measurement for key performance metric(s) tested 

(e.g., LOS for patients who used fast track can be calculated real time by…)

 System for capturing and communicating performance in place 

 Resources and physical changes made 

 Process and information flow changes made

 Staff and Patient related changes made (e.g., staff training, new role definition 

descriptions, Patient flow maps)

 System for identifying, prioritizing and remedying implementation issues in place

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan
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Be…

STEP 4: Execute pilot and track results

Early Do not wait for “1 week” of data before you start analysis

Accurate Measure impact relative to baseline and control group

Keep an eye on statistical significance, but validate results through 

back-of-the envelope analysis

Comprehensive Consider system-wide effects of your analysis – e.g. rollout implications

Thorough Disaggregate effect of each variable

Focused Only conduct analyses that will prove or disapprove your hypothesis

Timely Iterate frequently – a day may be too short; a week, too long

Action-oriented Draw out implications of analyses for pilot design, syndicate with team, 

and make adjustments for next day

Tips for tracking results

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan
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Target

Forecast at

current run
rate

FORECASTED GAP*

* In this example, gap results from the forecas t being higher than the plan – e.g.,  expenses, customers los t,  s taff turnover.  The methodology also works where the plan is  higher than the

forecast (e.g.,  sales, profit)

When the forecasted  perfor mance will not  meet the target , a gap  is generated .

Plan

Current run rate . . . . . . generates a gap to target

Gap to planTotal fore-

cast

ILLUSTRATIVE
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Gap

Today‟s discussion

• Explain goal and gap

• Explain overall approach for 

initiatives

• Review progress to date

• Agree on next steps

Forecasted gap

Next steps

C H-352012-020ebNN
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The longer the gap goes unaddressed . .  .

Actual quarterly gap

Q1

Q2

Q3

Q4

. . . the greater the challenge

Cumulative gap

IMPACT OF TIME ON CLOSING GAP

In typ ical gap  situations, i f action  is not  taken  immed iately, s ign ifican t catch -up
is  later requ ir ed .  The gap  shou ld be exp ressed  as  key bus iness  metrics  (e.g.,

number of sales, number of cus tomer-mon ths lost , revenue, margin).

Source: Team analys is

EXAMPLE

Action is

taken

Gap already too

considerable to be

closed

Impact of time on closing the gap

C H-352012-020ebNN
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How can we achieve the
goal of ____?

STEP 4 – BUILD A DETAILED WORKPLAN

Execute no-risk/no-

regret initiat ives

Develop and execute

more involved initiatives

• Positive impact, quickly
• Executable through focused initiat ives

• Low risk

• Based on segments of high-value
customers

• Focus on managing through customer

milestones

Characteristics
“Close gap this year”

“Build capabilities for
this year and beyond”

EXAMPLE

Approach to closing the gap
C H-352012-020ebNN
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POTENTIAL IMPACT DUE TO NO-REGRETS INITIATIVES –
CUSTOMER RETENTION EXAMPLE

Together, these efforts could reduce churn by 20,000 to 48,000 disconnects, depending

on implementation.

Source: Sources

These are

conservat ive
est imates; however,

they may contain

some double-counting.
The team will be

revising these as more
data and analyses

become available

These are

conservat ive
est imates; however,

they may contain

some double-counting.
The team will be

revising these as more
data and analyses

become available

Projected

churn gap

Launch save

desk

Target high-

sales, high-
churn reps

3 medium

oppor-
tunities

5 smaller

oppor-
tunities

Thousand customers

FIRST CUT ESTIMATE

Potential impact due to no-regret 

initiatives
C H-352012-020ebNN
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Why we believe this
could be an opportunity Potential impact

� Save performance (number of saves
per disconnect calls) varies great ly by
rep (f rom 2% for bottom 10 reps to
31% for top 10 reps)

� More than 70% of disconnects are
handled at customer care, supporting
focused improvement

� Bulk of  disconnect calls currently
answered by Tier 1 (inexperienced
specialists) and then t ransferred to
Tier 2 (experienced specialists)

� Reps do not use standardized scripts,
nor “words that work”

� Potential to reduce – 1999
disconnects by 6,700-16,800

Source: Team analys is

Each oppo rtun ity should  be defined  by  key  facts .

CUSTOMER RETENTION

EXAMPLE
SAVE DESK SUMMARY

Rationale for initiative

Key Success Factors Why this is important to you
C H-352012-020-2e b/ sbpNN
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KSF Description of desired state

Appropriate level
of staffing

� Adequate number of  resources and skill level of  resources

Dedicated project
management

� Dedicate project manager
– Enforcing t imelines – Implementing continuous improvement
– Managing resources – Monitoring results

Key stakeholders
engaged

� Buy-in f rom key stakeholders (channels, finance, marketing,  etc.) secured

Impactful triggers
identified

� Triggers rapidly verif iable by fraud/credit  desk agent
� Triggers truly identifying fraud/credit policy nonadherence

Effective process
in place

� Clear process to filter GAs to audit, audit accounts, and identify accounts requiring
action

Corrective actions
identified

� Tree of specific actions to be taken on fraudulent/ incorrect accounts created and
process to take act ion in place

Required systems
in place

� Temporary system in place to accelerate audit of accounts
� Long-term systems change request launched to automate process

Effective metrics
and tracking
mechanism

� Metrics and daily tracking mechanism to monitor impact on churn,  fraud, credit
policy application

Legal approval � Legal approval obtained to take action

Targeted coaching
and training

� Resources frequently coached/trained/updated on bread-pract ices fraud/credit
audit techniques

KEY SUCCESS FACTORS FOR FRAUD/CREDIT DESK

Key success factor s for each initiat ive need  to be exhaustive and  specific.
Experience ind icates  that  in it iat ives  launched w ithou t p rior generat ion  of a

complete l is t of KSFs have a h igher failu re rate.

CUSTOMER RETENTION

EXAMPLE

STEP 5: Develop and share recommendations: Overview 

Example storyline

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build rollout 

plan

19



1. Build rollout plan with clear milestones and targets – stage 

rollout where appropriate to improve plan

2. Identify rollout champion and team – pilot team is 

involved/responsible for rollout success

3. Don‟t wait until the pilot is over to engage other key rollout 

leaders – have them see/be part of the pilot!

4. Ensure metrics, incentives, and tools are in place – can‟t 

change behaviour without them!

5. Quickly move to action – avoid analysis paralysis

Guiding principles of a successful rollout

STEP 6: Build rollout plan

Success!!!

Piloting and Solution Implementation
Define the 

problem
1. Assess need for 

piloting
2. Design 

pilot features 

and build work plan

3. Prepare for 

launch

4. Execute pilot and 

track results

5. Develop 

and share 

recommend-

ations

6. Build 

rollout plan
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