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Abstract. Pilot implementations are field tests of properly engineered, yet unfinished, systems. By exposing systems to their intended environment, pilot implementations emphasize realism and collect real-use feedback for system finalization. While practitioners recognize pilot implementations as a means of testing
the fit between a system and its use environment, pilot implementations have
received less attention from researchers in human-computer interaction. The
workshop on pilot implementation for testing human-work interaction designs
aimed to instill research interest in pilot implementation and to provide a forum
for discussing and maturing such research. The seven workshop papers included
in this post-proceedings volume span a variety of angles on pilot implementation.
They contribute valuable insights but also leave open questions. Collectively,
they provide illustrative case studies and inspiration for further research.
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Introduction

The workshop on pilot implementation for testing human-work interaction designs was
organized by Working Group 6 – Human Work Interaction Design – under IFIP TC13.
Working Group 6 contends that the integration of work analysis and interaction design is pivotal to the successful development and implementation of workplace systems
[1]. Pilot implementations contribute to this integration by being an in situ method for
working to ensure the usefulness and adoption of systems.
The aim and focus of the workshop were laid out in the workshop description [8]. In
brief, the aim was to help make pilot implementation a more mature method by collecting case studies of pilot implementations and by analyzing the strengths, weaknesses,
opportunities, threats, and open questions related to pilot implementation. This summary of the workshop provides a framing for the case studies presented at the workshop. The workshop papers report from the individual case studies. The analysis of
strengths, weaknesses, opportunities, threats, and open questions will be reported in a
separate paper authored jointly by workshop participants.
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Pilot Implementation

A pilot implementation is “a field test of a properly engineered, yet unfinished system
in its intended environment, using real data, and aiming – through real-use experience
– to explore the value of the system, improve or assess its design, and reduce implementation risk” [7]. Four points may serve to unpack this definition:
 Pilot systems are, by definition, not fully developed. While properly engineered, they
are unfinished. Contrary to mock-ups and prototypes, a pilot system is sufficiently
complete to be tested in the field rather than the lab. Contrary to full-scale implementation, a pilot implementation is conducted to get feedback for the finalization
of the system.
 By being tests, pilot implementations are limited in scope and time. The site of the
pilot implementation will involve only some of the intended users of the system, and
they will stop using the pilot system at a pre-specified date. The pre-specified end
date creates a decision point: What should happen after the pilot implementation?
 Pilot implementations are conducted in the intended use environment. This characteristic of pilot implementations sets them apart from usability tests, which are normally conducted in the lab. Compared to usability tests in the lab, pilot implementations emphasize realism and allow for evaluating organizational usability [3].
 Pilot implementations are conducted to learn about the fit between the system and
its use environment. This characteristic sets pilot implementation apart from fullscale implementation. While full-scale implementations are conducted to realize
benefit from the new system through continued use, pilot implementations are conducted to learn through temporary use.
By recognizing the technical as well as the social, organizational, and contextual
qualities of systems, pilot implementations are a means of bridging the gap between
technical development and organizational implementation. They are conducted in the
final stages of technical development [16] or in the preparations for organizational implementation [6]. While pilot implementations are not restricted to information systems,
a literature on pilot implementation as a method for developing and implementing information systems is emerging [e.g., 7, 9, 10, 12, 13, 16, 19].

3

Contributed Papers

Of the eleven papers presented at the workshop, seven are included in this post-proceedings volume. All papers have been revised and extended after they were presented
and discussed at the workshop.
Two papers analyze pilot implementations that have been completed and now provide the involved organizations with a basis for deciding whether to proceed with fullscale implementation. These pilot implementations have gone through planning, technical configuration, organizational adaptation, pilot use, and learning [7]. The papers
focus on what has been learned and show that important learning may result from the
period of pilot use as well as from the preparations leading up to it. In addition, some
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of the learning may already become apparent during the pilot implementation and influence how it proceeds. The two papers in this group are:
 Pereira et al. [14], who have pilot implemented a social media campaign to enlist
more students in a university master program. The campaign ran for two consecutive
years and involved creating two blogs and regularly posting on these blogs and on
social media. Key learnings from the pilot implementation are that social media posts
have a much larger audience than blog posts and that the campaign probably contributed to a substantial increase in new students.
 Herbæk et al. [5], who analyze how a company pilot implemented a self-service
system directed at the company itself and its customers. The main contribution of
the pilot implementation is to cause organizational alignment and, thereby, smoothen
the transition into using the system. As part of this alignment, the company revised
its incentive structures. A mismatch between the system and the incentive structures
could have been a severe adoption barrier.
A group of four of the papers presented at the workshop studies the pilot implementation of systems developed for a market, rather than a specific customer organization
[4]. These pilot implementations focus on testing a technological system in an operational setting to evaluate whether it delivers accurate and useful outputs. Organizational
issues are not considered. With this focus, these papers investigate pilot implementations that have many similarities with usability tests. A couple of the papers appear to
use the terms pilot implementation and usability test interchangeably, thereby blurring
a distinction that warrants attention. It may be argued that a test of the social, organizational, and contextual issues associated with using the systems will also be needed before a decision about their full-scale implementation can be made. Three papers from
this group are included in this post-proceedings volume:
 Mathesul et al. [11], who investigate a system that generates images from textual
descriptions. Eleven users participated individually in the pilot implementation and
provided their feedback. On the basis of the feedback, the development team plans
to improve the resolution of the images and to provide better options for choosing
among the generated images.
 Pradhan et al. [15], who have tested a web application for detecting hateful content
in social media posts. Twelve users provided real-world input to the application and
rated their user experience and the accuracy of the classifications made by the application. The test shows that the accuracy needs to be improved before the application
is ready for operational use.
 Wawage and Deshpande [18], who have pilot implemented an app for improving
traffic safety. The app classifies driver behavior on the basis of smartphone sensor
data. A single driver used the app for seven days. The app achieved high classification accuracy, but the paper does not explain how the app will contribute to the inherently sociotechnical challenge of improving traffic safety.
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A group of three of the papers presented at the workshop studies pilot implementation in relation to systems that are in the process of being designed in a specific organizational context. These papers focus on understanding the needs of users and organizations and on matching these needs with system functionality. This focus has a lot in
common with the analysis phase in systems development. In contrast, the papers largely
bypass technical issues. The role of the pilot implementation varies in this group of
papers, but all three papers are mainly situated in the preparation phase of a pilot implementation, that is, before the period of pilot use. The preparation phase is far from
trivial and may generate important learning before the pilot system enters the period of
pilot use [12]. This post-proceedings volume includes one paper from this group:
 Saadati et al. [17], who have conducted co-design workshops at an airport as a precursor to future pilot implementations of autonomous technologies. The airport has
experience with pilot implementations (trials, in their terminology) but considers
them a suboptimal method. The co-design workshops serve to elicit workplace needs
and clarify which technologies to select for further consideration and pilot implementation.
Finally, two of the papers presented at the workshop approach pilot implementation
from a conceptual point of view, rather than through a case study. One of these papers
is included in this post-proceedings volume:
 Clemmensen [2], who starts from the premise that pilot implementations entail a
move from the technical toward the social and discusses the components of this
move. Pilot implementations are theorized as adaptive sociotechnical interventions.
These interventions interject change in the relations between work practices and information systems. At the same time, the interventions should themselves be changeable to allow for adapting the use of the pilot system to local circumstances.
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Conclusion

Pilot implementations are recognized among practitioners as a means of testing the fit
between a system and its use environment. However, they have received less interest
from researchers in human-computer interaction than, for example, usability tests. The
papers from the workshop on pilot implementation for testing human-work interaction
designs provide illustrative case studies and inspiration for further research.

Acknowledgments
The organizers of the workshop were Barbara Rita Barricelli, Ganesh Bhutkar, Pedro
F. Campos, Torkil Clemmensen, Frederica Gonçalves, Morten Hertzum, Arminda
Guerra Lopes, and José Abdelnour Nocera.

5

References
1. Clemmensen, T.: Human work interaction design: A platform for theory and action. Springer,
Cham, Switzerland (2021). https://doi.org/10.1007/978-3-030-71796-4
2. Clemmensen, T.: Dropping a bomb or providing a gentle loving touch? Towards a relation
artefact theory of pilot implementation. (this volume).
3. Elliott, M., Kling, R.: Organizational usability of digital libraries: Case study of legal research
in civil and criminal courts. Journal of the American Society for Information Science 48(11),
1023-1035 (1997). https://doi.org/10.1002/(SICI)1097-4571(199711)48:11<1023::AIDASI5>3.0.CO;2-Y
4. Grudin, J.: Interactive systems: Bridging the gaps between developers and users. IEEE
Computer 24(4), 59-69 (1991). https://doi.org/10.1109/2.76263
5. Herbæk, L.K., Hansen, C.E.D., Clemmensen, T.: Pilot implementation: Organizational
alignment when implementing an IT-system. (this volume).
6. Hertzum, M.: Organizational implementation: The design in use of information systems.
Morgan
&
Claypool,
San
Rafael,
CA
(2021).
https://doi.org/10.2200/S01081ED1V01Y202103HCI049
7. Hertzum, M., Bansler, J.P., Havn, E., Simonsen, J.: Pilot implementation: Learning from field
tests in IS development. Communications of the Association for Information Systems 30(1),
313-328 (2012). https://doi.org/10.17705/1CAIS.03020
8. Hertzum, M., Clemmensen, T., Barricelli, B.R., Campos, P.F., Gonçalves, F., Nocera, J.A.,
Bhutkar, G., Lopes, A.G.: Pilot implementation: Testing human-work interaction designs. In:
Proceedings of the INTERACT2021 Conference on Human-Computer Interaction, Vol. LNCS
12936, pp. 570-574. Springer Nature, Switzerland (2021). https://doi.org/10.1007/978-3-03085607-6_79
9. Hertzum, M., Manikas, M.I., Torkilsheyggi, A.: Grappling with the future: The messiness of
pilot implementation in information systems design. Health Informatics Journal 25(2), 372388 (2019). https://doi.org/10.1177/1460458217712058
10.Korn, M., Bødker, S.: Looking ahead - How field trials can work in iterative and exploratory
design of ubicomp systems. In: Proceedings of the UbiComp2012 Conference on Ubiquitous
Computing,
pp.
21-30.
ACM
Press,
New
York
(2012).
https://doi.org/10.1145/2370216.2370221
11.Mathesul, S., Bhutkar, G., Rambhad, A.: AttnGAN: Realistic text-to-image synthesis with
attentional generative adversarial networks. (this volume).
12.Mønsted, T., Hertzum, M., Søndergaard, J.: A socio-temporal perspective on pilot
implementation: Bootstrapping preventive care. Computer Supported Cooperative Work
29(4), 419-449 (2020). https://doi.org/10.1007/s10606-019-09369-6
13.Pal, R., Sengupta, A., Bose, I.: Role of pilot study in assessing viability of new technology
projects: The case of RFID in parking operations. Communications of the Association for
Information Systems 23, 257-276, article 15 (2008). https://doi.org/10.17705/1CAIS.02315
14.Pereira, M.C., Ferreira, J.C., Moro, S., Gonçalves, F.: University digital engagement of
students. (this volume).
15.Pradhan, T., Bhutkar, G., Pangaonkar, A.: Prototype design of a multi-modal AI-based web
application for hateful content detection in social media posts. (this volume).

6
16.Rzevski, G.: Prototypes versus pilot systems: Strategies for evolutionary information system
development. In: Budde, R., Kuhlenkamp, K., Mathiassen, L., Zullighoven, L. (eds.)
Approaches to Prototyping: Proceedings of the Working Conference on Prototyping, pp. 356367. Springer, Heidelberg (1984). https://doi.org/10.1007/978-3-642-69796-8_30
17.Saadati, P., Abdelnour-Nocera, J., Clemmensen, T.: Co-design workshops as a step towards
pilot implementation for complex workplaces: Case study of London-based airport future
workplace. (this volume).
18.Wawage, P., Deshpande, Y.: Pilot implementation for driver behaviour classification using
smartphone sensor data for driver-vehicle interaction analysis. (this volume).
19.Winthereik, B.R.: The project multiple: Enactments of systems development. Scandinavian
Journal of Information Systems 22(2), 49-64 (2010). https://aisel.aisnet.org/sjis/vol22/iss2/3

