Dig For Victory

Checklist for Pioneering

The Characteristics of the Pioneer Community
Your Pioneer community will be your first advocates. Therefore, the opposite logic to the pilot applies; you should go for a higher risk community that are more visible across the organisation (perhaps working cross-functionally).  Possible candidates include your Finance, HR, Communications or IS communities.
The Dress Rehearsal

If a pilot is like a private rehearsal for a play – when the actors are still learning their lines and perhaps still struggling to get ‘into character’ – then pioneering is like a full dress rehearsal only days before the live performance.  

There is still much work at this stage to iron out unexpected difficulties and to perfect moments of humour or pathos.  The larger audience (seeing the nearly finished article) respond in unexpected ways, but the team are confident enough by this stage to tweak the formula.

Checklist for the Pioneering Stage

The finished portal is, by this stage, in a pre-live environment.  It has been thoroughly tested for errors with senior users and IT specialists.  However, these tams have been so close to the development, they have lost their objectivity and (by definition) are unable to look upon the portal with a fresh pair of eyes.  Get a reasonably large (30+) team of end-users together (who have never seen the portal) and take them through the following tests, using the pre-live site.

	Checklist Items to work through with users


	Last Minute Tweaks

	Hold a Treasure Hunt with the end-user team, where they search for 4-5 key items on the site.  How quickly did they find them?  Which route did they take through the navigation?  Did anything surprise you or them?
	If a journey through the site does not appear as obvious as you thought, evaluate the route the user expected to use and consider adding that different route through.  Look again at your taxonomy in the light of events.

	Challenge them to find 10 “easy” things (i.e. content only) that would have expected to be there but was not.  You may be surprised at the things they come up with!
	On one of my projects, a PA was surprised that we had not added the company Powerpoint templates to the portal.  This was just one example of the benefits of this.

	Do the training pack and online help make sense?  Can I use them to solve the problems I have on first using the portal?  What last minute changes would I make?
	Make a note of confusing sections and of missing material that users needed.  Add them before the final print run or version of the online FAQ.

	When I call the Helpdesk with my simulated problems, does the script of questions I am taken through make sense?  Is it in simple English and is the experience ok?
	Record the conversation and do a de-brief afterwards.   React to any issues that have arisen or any scenarios that were not fully developed or were missed.  Adjust scripts.

	When a Floor Walker visits my desk to help me with a problem I am having, do they appear to know what they are talking about?  Were they able to fix my problem?
	Record the conversation and do a de-brief afterwards.   React to any issues that have arisen or any scenarios that were not fully developed or were missed.

	What was the reaction of the user to the marketing material, site branding, etc.?  Anything they really didn’t get? Did they think the Roadshow stand was good?  
	It may be too late to fix some of this now, but there may prove to be one or two posters or straplines that you decide to drop at this late stage.

	What did the user think of the speed of the site?  It’s reliability?  Were there any particular parts of the site that they felt weren’t up to scratch in performance terms?
	Poor site performance could be a major barrier to adoption.  You may need to undertake some performance tweaks prior to go-live or even delay launch!

	Get them to list 5 things they really didn’t understand on the site.  Why did these items confuse them?  Are you using the wrong language?
	Ask the users to re-express this content in their own words, once they have understood what you were trying to achieve.  Have you the time to make changes?

	What things did they really like on the site, but did not feel were given enough prominence?  How would they suggest that you promote these items?
	Listen to this sort of feedback.  The benefit of your portal is proportional to the number of portal users;  you need them to want to come back!

	Obtain and review the management information (MIS) generated from the pioneer community.  Where were most of the page impressions?  Exit points?  Downloads?
	Was the MIS as good a quality as you expected?  Are the reports clear?  What did they tell you?  Are there areas of the site that need their profile raised?  Fix it now!


In Summary

You can - no doubt – add many more such items to this checklist (now you have the idea).  This is your chance to fix before lauch many of the problems you would otherwise have had after go-live.  There is still time to act on many of the findings from such an exercise, particularly if you have allowed for a little contingency.

