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1 Preamble

This Report was developed in cooperation between PEPPOL and CEN ISSS WS/BII WG 4, and is aligned with the PEPPOL report “20090430 - PEPPOL WP 5 Deliverable 1b”.
This report is divided into two reports:

a) The Evaluation Guidelines (this Report)

b) The Test Guidelines
PEPPOL (Pan-European Public eProcurement Online) is a three-year (May 2008 – May 2011) large scale pilot under the CIP
 (Competitiveness and Innovation Programme) initiative of the European Commission. The vision of the PEPPOL project is that any company, especially SME’s, in the EU can communicate with any European governmental institution for the entire procurement process in an electronic way. To attain this goal, PEPPOL will provide an interoperable environment based on national systems and infrastructures supporting the cycle of eProcurement activities.
The CEN/ISSS Workshop on business interoperability interfaces for public procurement in Europe (CEN/ISSS WS/BII) is established in order to 

· Identify and document the required business interoperability interfaces related to pan-European electronic transactions in public procurement expressed as a set of technical specifications, developed by taking due account of current and emerging UN/CEFACT standards in order to ensure global interoperability;

· Co-ordinate and provide support to pilot projects implementing the technical specifications in order to remove technical barriers preventing interoperability.

1.1 Document purpose

The Evaluation Guidelines can be used to support evaluation activities in the PEPPOL work packages. The document introduces a structured method towards evaluation of pilots based on CEN ISSS WS/BII profiles. 

1.2 Deliverables overview

1. Test and Evaluation Guidelines

Methodologies for testing conformance to CEN ISSS WS/BII profiles and evaluation of Pilots based on CEN ISSS WS/BII profiles. This deliverable is developed in cooperation with CEN ISSS WS/BII WG 4.

Related deliverables that are PEPPOL deliverables (outside the WG4 set of deliverables):

2. Deliverable 5.2: eInvoicing pilot specification

Specifications for creating Process-, semantic- and technical interoperability for eInvoicing. Based on analysis (Design phase in the Pilot stage) and the PoC stage and used as input for the Construction phase in the Pilot stage. This report should be seen as an interim report in relation to deliverable 5.4.
3. Deliverable 5.3: eInvoicing pilot software components

Software components developed based on deliverable 5.2

4. Deliverable 5.4: eInvoicing framework specification

Specifications for creating legal, organizational, semantic and technical interoperability for eInvoicing. Based on analysis (Design phase in the Framework stage), European e-Invoicing Framework and the Pilot stage and used as input for the Construction phase in the Framework stage.

5. Deliverable 5.5: e-Invoicing framework software components

Software components developed on the basis of deliverable 5.4

6. Deliverable 5.6: eInvoicing framework pilot and evaluation report

Report on successes, barriers, best practices and failures in the WP 5 eInvoicing pilot. Based on the deliverable 5.1 methodology.

1.3 Document version, contributors and log
Document Summary

	Document Item
	Current Value

	Status
	Version 1.0

	Document Description
	Evaluation Guidelinesb


Contributors

	Name
	Organization

	Klaus Vilstrup Pedersen (KVP)
	National IT- and Telecom Agency, DK (PEPPOL WP 5 Coordinator and Editor)

	Anders Kingstedt (AK)
	ECRU, SWE (CEN ISSS WS/BII WG 4 Editor)

	Mogens Christensen
	Logica, DK (CEN ISSS WS/BII WG 4 Chair) 

	
	


Log of Changes

	Issue No.
	Date of Change
	Changed By
	Summary of Change

	1.0
	2009-04-30
	Klaus Vilstrup Pedersen
	Version 1.0

	
	
	
	


2 Introduction

2.1 Motivation

“Life can only be understood backwards, but it must be lived forwards.” (Kierkegaard)
A pilot is a way of minimizing risks by taking a first small step towards interoperability related goals. Setting the Pilot objectives and in this context understanding the pilot is essential for risk mitigation. A method gives the best chances for a structured and in-depth understanding of the pilot and the foundation for acting on the objective related evaluation.

A retrospective evaluation is a semiformal method for evaluating pilot performance, extracting lessons learned, and making recommendations for the future. A comprehensive evaluation of a pilot considers the traditional project-based indicator types of success, whether it came in on schedule (time), whether it came in on budget (cost), and whether the requirements in the interoperability model were met (product). It also considers three outcome-based indicator types of success: whether the resulting product i.e. interoperability implementation and interoperability model and services was usable (use), whether the project helped prepare the stakeholders for the future (learning), and whether the pilot improved efficiency or effectiveness of the organizations (value).
There’s a tight coupling between pilots and evaluation. Pilots are small scale implementations with specific objectives as a step towards full scale production systems. The overall rationale for a pilot is risk mitigation through an understanding of the pilot. This is essential for meeting the goals of the interoperability program and optimizing the objectives of the pilot. The road to understanding an interoperability  system, its environment and context is a semiformal evaluation methodology. In the following an interoperability system is the use of CEN ISSS WS/BII profiles for creating  eProcurement interoperability between public entities (awarding entities) and its suppliers (economic operators). In a pan European pilot on the use of CEN ISSS WS/BII profiles, the understanding of the interoperability system can lead to:

· performance improvement 

· outcome assessment 

· program justification 

· accountability

· program clarification

· cost-effectiveness
2.2 Pilot Evaluation Guidelines - overview

This document presents a high level Evaluation Guideline for evaluation of pilots using implementations of CEN ISSS WS/BII profiles. The purpose is to outline, define and further elaborate an evaluation process in the form of Pilot Evaluation Guidelines to be used by an interoperability project using CEN ISSS WS/BII profiles, e.g. the PEPPOL project. The document outlines and suggests generic content in the form of those activities, deliverables and roles necessary in order to facilitate evaluation and quality assurance. The generic nature of the document is intentional. To apply the evaluation guidelines on any element of the CEN ISSS WS/BII and Pilots e.g. PEPPOL project, should require little effort. The steps necessary to follow should ultimately be the same for any IT effort, independent of the scope.
The intended reader is evaluation- and project management for pilot projects.
The Evaluation Guidelines is accompanied by templates, providing guidance for the deliverables mentioned in this document. The templates currently available are:
1. Program Goal Statement Template (PGST)

A template for setting or organize program goals in a standardized way.

2. Pilot Objective Statement Template (POST)

A template for setting pilot objectives in a standardized way.

3. Key Success Indicator Template (KSIT)

A template for setting Key Success Indicators in a standardized way.
4. Key Success Indicator Collection Template (KSICT)

A template for collection of indicator measures
2.3 Objective

The objective of the this report is to provide a framework for evaluation of interoperability pilots, based on CEN ISSS WS/BII profiles, for pilot participants, so that pilot stakeholders can study the pilot in a structured way and act on the evaluation.
2.4 Scope

2.4.1 Relation to other PEPPOL deliverables

The below picture illustrates the relationship and overview level purpose of Guidelines provided by PEPPOL. The “Cost”, “Time” and “Product” are the project-based objective types and “Learning”, “Use” and “Value” are the outcome-based objective types.
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· Pilot Execution Guidelines (Project Template & Project Report Template):
Focus on how the Pilots project will be evaluated, supporting the execution of activities in the best possible way. The guidelines addresses the evaluation of the “How” issue. Guiding objectives are “cost” - whether it came in on budget, and “time”- whether it came in on schedule. 

· Test Guidelines:
Provides a way to evaluate the degree of conformance of an eProcurement interoperability model in relation to the CEN ISSS WS/BII profile structure . The Test guidelines address the “What” issue. The guiding objective are ”product”  - whether the interoperability implementation is conformant with the CEN ISSS WS/BII profiles. (PEPPOL Deliverable 5.1a)
· Pilot Evaluation Guidelines:
Focus on securing that the Pilots based on the CEN ISSS WS/BII profiles are executed in accordance with the pilot objectives. The Pilot Evaluation Guidelines address the “Why” issue. The guiding objectives are “learning” - whether the project helped prepare the stakeholders for the future, “value” - whether the pilot improved efficiency or effectiveness of the organizations, “use” – whether the interoperability implementation and interoperability model and services was usable. The objective is to assure that the expected pilot objectives is met in the pilots. (PEPPOL Deliverable 5.1b)
This guideline does not suggest any tools for supporting the Pilot evaluation.

3 Models
3.1 Evaluation model

The evaluation model can be illustrated by the following evaluation model.

[image: image3.png]b d e
/
s

Pilot Evaluation Model




The stakeholders set the program goals. To minimize risks in the program, one or more pilots can be decided with some specialized Pilot Objectives. In accordance with this, the pilot type is decided. The Pilot Objectives are derived into measurable Key Success Indicators and the Pilot Type sets the way the Key Success Indicators are applied to evaluate the pilot. Each part of the model will be described in the following sections.

3.2 Goals, Objectives, Criterion, Indicators, Metrics and Criterias

The following definitions and models are made solely for the evaluation of a pilot on interoperability between systems. Some terms may have a slightly different meaning in other contexts.

Program Goals 

Are the statements that identify and clarify the achievement to be accomplished by the overall program that the pilot is part of. Goals are set by the stakeholders that have ordered the program.

An example of a program is EU commissions CIP ICT PSP supporting the i2010 strategy. 

Pilot Objectives 

Are the achievements to be accomplished by a pilot project in order to support the Program Goals. The objectives act as project goals. One Program goal can create many pilot projects and many objectives.  

A Pilot Objective Statement describes each objective that:

· States the mission

· Relates to Program Goal Statement to be supported

· Describes the program (actions)

The Pilot Objective Statement acts as a first step in the development of Key Success Indicators.

Key Success Indicators (KSI)

It indicates, in a detailed way, the success in meeting the objective. Success or failure of meeting an objective can be expressed through many KSI, thereby giving a more qualified view.

A KSI must fulfil the RUMBA requirements:

· Relevant – Relates to identified needs, mission, and goals

· Understandable-Can anyone reading the objective relate to what is to be accomplished.

· Measurable-Are the indicators measurable? Are systems in place to measure them.

· Behavioral/Beneficial-For learning objectives are there action words to describe the desired behavioural outcomes?

· Achievable/Adaptable-Is it realistic? Can it be successfully accomblished?/Possible to apply?

KSI types:

· Outcome KSI:  a statement of the amount of change expected for a specified organization within a given time frame. Usually collected at the end of the pilot.

· Long term

· Realistic

· Measurable
· Process KSI:  a statement that measures the amount of change expected in the performance and utilization of interventions that impact on the outcome. Usually collected during the pilot.
· Short-term

· Realistic

· Measurable

· Related to outcome measures

· there may be several process measures for one outcome measure
Success metric i.e. the scale used for measuring the success, is allocated to each KSI. 

Success criterias sets the thresholds that needs to be meet in order to answer in a detailed fashion if the KSI shows a success. A KSI has one success metric, but can have several success criterion. Success criterion can divide scale into several parts to show e.g. failure, neutral, medium success, full success. 
3.3 Stakeholders
The role of the stakeholders is important, it must be clear who sets the goals and objectives of the pilot, and what role do they play in the pilot and why these objectives are important. This will clarify who and what parts of the pilot the evaluation is aimed at. We will consider three types of stakeholder in an interoperability model pilot:

· Pilot owner – are the sponsors of the pilot

· Pilot participant – are the active participants in the pilot 

· Pilot customer – are the future users and implementers of the interoperability model

3.4 The European Interoperability Framework (EIF) – overview

The European Interoperability Framework version 2.0 should be used for categorizing the Pilot Objectives, it gives an indication if the objectives as a whole are focused. 

The European Interoperability Framework (EIF), an initiative run by IDABC (Interoperable Delivery of European eGovernment Services to public Administrations, Business and Citizens). Using state-of-the-art information and communication technologies, developing common solutions and services and by finally, providing a platform for the exchange of good practice between public administrations, IDABC contributes to the i2010 initiative of modernizing the European public sector. IDABC is a Community program managed by the European Commission's Directorate-General for Informatics. 
The main objectives of the EIF are:

· To serve as the basis for European seamless interoperability in public services delivery, thereby providing better public services at EU level;

· To support the delivery of PEGS by furthering cross-border and cross-sector interoperability;

· To supplement the various National Interoperability Frameworks in the pan-European dimension.
The EIF is related to the Pan-European eGovernment Services (PEGS) initiative, where the EIF provides the framework for interoperability.

The EIF is intended to be part of the set of interoperability guidelines documents and initiatives conducted under the auspices of the IDABC Program which aims at providing guidance and infrastructure services to PEGS stakeholders and developers.

The figure below shows the relationships between the various IDABC documents/initiatives and related processes: the European Interoperability Strategy (EIS), the European Interoperability Framework (EIF), the European Interoperability Architecture Guidelines (EIAG) and the European Interoperability Infrastructure Services (EIIS), and their relation to the PEGS process development. These artifacts collectively provide the basic technical requirements of consumers of eGovernmentservices, cover the lifecycle from strategy through to operations, and provide IT vendors and suppliers with reliable information on their costumers' needs in this area.
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A systematic approach to the governance of Interoperability at EU-level must be taken in the future and concrete goals specified and reached. To this end, a "European Interoperability Strategy" (EIS) will be established in order to provide the basis for defining the organizational, financial and operational framework necessary to support cross-border and cross-sector interoperability as well as the exchange of information between European public administrations. This should ultimately enable the more efficient delivery of improved public services (PEGS). The EIS is currently under development, and is expected to be completed by the end of 2009.

The goal is to define and agree on a focused set of actions at EU level on what are the most effective and efficient means to rapidly deliver more and better PEGS to Citizens and Businesses, and also to improve collaboration between administrations in order to implement community legislation. The EIS will include long term planning information for prioritized and coordinated actions as well as the associated funding requirements. The EIS must contribute to meeting the new challenges, in particular government transformation. The EIS is intended to facilitate the achievement of such transformation at the European level. It must have the strong support of policy makers who are active in efforts aimed at transforming governments at national level in order to ensure that the necessary EU level transformations are also possible. The EIS will in effect make explicit several items which were implicit before. Some minor revisions to the EIF may be necessary once the EIS has been established.

Looking at cross-border interoperability as a layered model, the EIS will be at the highest level. The EIF defines the general rules and principles for governance and conception and will be complemented by a National Interoperability Framework Observatory (under development) and the definition of a Common Assessment Method for Standards and Specifications (under construction). The Architecture Guidelines (to be revised by the end of 2009) provides structured guidance for implementation. The lowest level concerns the operational infrastructure services (s-TESTA, PKI, SEMIC, etc.) provided at EU level to all Member States across all sectors. The EIS serves to steer the entire layered model and associated efforts by setting strategic priorities and principles. 

Note: The above text has been excerpted from the EIF 20.PDF document, dated 15/07/2008.

In terms of providing input to the Evaluation Guidelines, the EIF models provides the tools for setting the Pilot Objectives that are relevant and addresses interoperability issues in a focused way. 
Examples of EIF models are:

· Description of Interoperability levels.
Description of the Generic Public Services Conceptual Model (GPSCM) 

· Description of cross-border issues

· Open Standards and technical specifications

[image: image5.emf]
The EIF 2.0 Interoperability Level Model helps in clearly stating the Pilot Objectives i.e. at what levels is the pilot aimed at reducing risks before full production. 

For further reading and information, see http://ec.europa.eu/idabc/servlets/Doc?id=31597. 

3.5 Pilot types 
The objectives sets the type of pilot. We’ll consider 3 types of pilots: 

Proof-of-Concept Pilot – Artificial setup, and not production ready. Mainly for learning and feasibility study on one or more issues on one of the EIF 2.0 interoperability levels.

Test Pilot – Artificial setup, but in principle production ready. Mainly for adressing issues on more EIF 2.0 interoperability levels.

Production Pilot – Real life set up, but not rolled out. Mainly for adressing issues on all EIF 2.0 interoperability levels.

Proof-of-Concept Pilot
· Narrow scope – only one part of a interoperability level in EIF 2.0 is adressed (technical, semantic, process).

· Artificial setup – there’s no impact on organizations and its production system when running the interoperability model.  

· Still old processes in production

· Interchange of information is one to one

· Small number of participants

· No focus on quality

· Short lifetime of pilot (less than 1 months)

Test Pilot

· Medium scope - Not all interoperability levels in EIF 2.0 is adressed  (technical, semantic, process)

· Artificial setup – there’s no impact on organizations and its production systems when running the interoperability model.  

· Still old processes in production

· Interchange of information is one to many (or many to one)

· Small to medium number of participants

· High focus on quality (testing)

· Medium lifetime of pilot (1-3 months)

Production Pilot

· Large scope - All interoperability levels in EIF is adressed (technical, semantic, process, organizational, legal)

· Real life setup - impact on organizations and its production systems when running the interoperability model.  

· No parallel (old) production processes

· Interchange of information is many to many 

· Medium to large number of participants

· High focus on quality (testing)

· Long lifetime (3-12 months)

4 Evaluation Process

The process of evaluation can be illustrated by the Pilot Evaluation Wheel.
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There’s 4 sub process:

· ”Plan” – Establish the guidelines for the evaluation e.g. setup evaluation process and KSI’s.

· ”Do” - Implementation and use of guidelines e.g. collect data. 

· ”Study” - Study the data, relate to criteria’s and conclude.
· ”Act” - Create changes in order to close in on Pilot Objectives.

Each sub process will be described in the following sections.

4.1  Plan

Use the evaluation model for planning
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4.1.1  Identify stakeholders 

For each stakeholder, identify stakeholders and classify according to the stakeholder types in chapter 3.3.

4.1.2  Identify and define objectives and set decide on Pilot Type

Pilot Objectives is the precondition “what” in the evaluation.

Use the Program Goal Statement Template to structure the Program Goals. For each stakeholder, analyse and find how the stakeholders and stakeholder types are related to the Program Goals.

Identify why a pilot is needed, what are the barriers that are to be removed before going into full scale production. Use the EIF v. 2.0 interoperability model (ch. 3.4) and other relevant models to group barriers and related objectives. From this overview, determine the number of pilots, scope of pilots and pilot type; it takes to be able to remove the barriers in the programme.

For each Pilot, determine and describe the Pilot Objectives, using the Pilot Objective Statement Templates.
Check if all Pilot Objectives has relevance i.e. are related to Program Goals and addresses the removal of barriers.

4.1.3  Derive Key Success indicators

The Key Success Indicators is the “what” in the evaluation.

Create a list of indicators for each Pilot Objective. Use the list in appendix B as an inspiration.

Importance - Look to your objectives yet again, which success indicators are the most important to measure in relation to Pilot Objective. Rate the importance of each indicator by importance: 1 = Very Important, 2 = Moderately Important, 3 = Not so Important. This will help to rethink which indicators are important to pursue
Feasibility - Consider which indicators are actually feasible to measure. Consider available resources: people, money, space, time. Again, use a scale to rank indicators: 1 = Feasible, 2 = Feasible with Moderate Effort, 3 = Not Feasible.
Determine Sample Size - Sample size is an important facet of feasibility, Evaluation efforts can hinge on the number of observations planned or on the frequency of events to be observed. The less frequently the event occurs, the less feasible the planned metric becomes
[image: image8.emf]
Choose Final Indicators for each phase - You now have a list of indicators ranked by importance and feasibility, Narrow the list to a feasibly number of primary indicators, keep a list of secondary indicators that you can use if you have the time/people/financial resources to conduct.

Set Success metrics and criterias for each KSI - Determine the metrics and divide into relevant criterias for failure, moderate success, success.

4.1.4  Determine pilot type.

The pilot type is determined in parallel with setting the Pilot Objectives. Use the definitions in ch. 3.5 to find the pilot type that best helps in meeting the Pilot Objectives. 

4.1.5  Pilot Evaluation Model 

The evaluation process is the “when”, “how” and “who” of the model and is determined by the Pilot 

For the “when”, the Pilot Type and  the Pilot Evaluation Wheel is used.
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For a Proof of Concept Pilot there’s only one evaluation is performed, since a PoC has a short lifetime with a narrow scope. The evaluation is performed at the end of pilot. 

· In an PoC Pilot the time and objectives sets a model where:

· “Plan” is done in the pre-pilot phase.

· “Do” is done at the end of the pilot phase 

· “Study” is done in the post-pilot phase.

· “Act” is done in the post-pilot phase and effects the further development and pilots, based on the PoC pilot.
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Since a Test Pilot is supposed to be pre production, there’s a need to establish if the Pilot from the beginning will meet the Pilot Objectives. The short timeframe makes it only feasible to collect data and wait with a “Study” and “Act” till the end of the Pilot.

In an Test Pilot the time and objectives sets a model where:

· “Plan” is done in the pre-pilot phase.

· A “Do”, Study”, “Act” is done in the beginning of the Pilot phase on objectives and Indicators that are relevant as prerequisite for the pilot e.g. an objective of conformance to a particular CEN ISSS WS/BII profile.

· “Do” is done during the pilot phase.

· “Study” is done in the post-pilot phase, where data from the Pilot is aggregated and analysed.

· “Act” is done in the post-pilot phase and effects the move of the Pilot into Production Pilot or Production.
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Since a Production Pilot is in production it is important to evaluate frequently during the Production Pilot lifetime. There needs to be an evaluation at the beginning with the objective to have a go or no-go of the pilot. Because of the long lifetime of the pilot, evaluations and adjustments needs to be performed frequently in order to optimize according to the pilot objectives. A final evaluation is done at the end of the pilot, where the study phase is an aggregation of findings during the lifetime of the Production Pilot.

In an Production Pilot the time and objectives sets a model where:

· “Plan” is done in the pre-pilot phase.

· A “Do”, Study”, “Act” is done in the beginning of the Pilot phase on objectives and Indicators that are relevant as prerequisite for the pilot e.g. an objective of conformance to a particular CEN ISSS WS/BII profile.

· “Do” is done during the pilot phase.

· “Study”, “Act” is done during the pilot phase in order to optimize the compliance with the Pilot Objectives.

· “Study” is done in the post-pilot phase, where data from the Pilot is aggregated and analysed.

· “Act” is done in the post-pilot phase and affects the move of the Production Pilot into full Production.

Determine the when in detail

Create a plan addressing the following questions:

· When will measurements take place i.e. do?
· How long will your collection period last?

· How long will you plan for your “Study” phase?

· When will you act?
Identify the how

For each indicator consider the following: 

· How will you design your collection of metrics? 

For a follow up qualitative study: 

· Who will be a part of this study. 

Identify the who
For each metric:

· Who will conduct the collection of metrics?
· Who will analyze?

· Who will take action?

· Who will take the lead in writing the evaluation report/paper?
4.2 Do

Collect data

The collection of data is dermined by the Plan. The Indicator Template can be used for this purpose. Remember that each indicator has an quantitative and a qualitative part:
· Quantitative: the measure
· Qualitative: the explanations
4.3 Study

Tabulate data

Systemize the collected quantitative data.

Review and analyze system report

Analyze the quantitative data and relate to qualitative explanations given

Discuss results with stakeholders

Discuss the findings, discuss with stakeholders and add qualitative explanations.

Conclude on evaluation

Make conclusions and recommendations for acting on the evaluation.

4.4  Act

Strengthen or change pilot based on the conclusions
Evaluations before and during the Pilot can result in changes in order to optimize the meeting of the objectives of the Pilot.
An evaluation can also result in closing down the pilot or add new objectives.

Strengthen or change pilot based on the conclusions
Evaluations can result in go/no go on planned pilots or full scale production. 

5 Objectives
5.1 Pilot Outcome objectives

The following gives suggestions on Pilot Outcome Objectives.

Use

· Impact – does the “good example” pilot give an insensitive for stakeholders to start a project based on the same interoperability model.
· Use of open standards
· Create Involvement
· Create Awareness
· Leverage existing solutions
· Create traction on interoperability model
· Influence on standards (gain sanction)
· Sustainability - does the product (interoperability model, building blocks) have a future?
· Sustainability of Legal alignment
· Sustainability of Organizational alignment
· Sustainability of Semantic alignment
· Sustainability of specific Technical alignment
· Sustainability of generic Technical alignment
· Trust – Does the pilot create more trust in using eProcurement?
· Usability of interoperability model – Does the interoperability model work in small scale?
· Usability of Legal alignment
· Usability of Organizational alignment
· Usability of Semantic alignment
· Usability of specific Technical alignment
· Usability of specific Technical alignment
· Usability of Governance model – Does the governance model work in small scale? 
Learning

· Feasibility – Is it possible to build the building blocks for the interoperability model?
· Feasibility of Legal alignment
· Feasibility of Organizational alignment
· Feasibility of Semantic alignment
· Feasibility of specific Technical alignment
· Feasibility of specific Technical alignment
· Lessons learned – Is the lessons learned and best practice shared with the stakeholders 
· Exploring different options for solutions and extract best- and worst case practices.
· Learning (external, internal) 
· Best practice roll out of interoperability system

· One model for all

· Knowledge transfer
· Optimizing interoperability model– Is the pilot experiences used as adjustments to the interoperability model

· Test standards used
· Optimizing Governance model – Is the pilot experiences used as adjustments to the Governance model

· Test Governance model
Value

· Costs/benefits – Is there a business case for the interoperability model
· Collect interoperability model values and costs

6 Templates
6.1 Programme Goal template

Goal id: ________________________ (Unique id of Programme Goal)

The goal of the programme is ________________________ (action verb & a noun phrase)
6.2 Pilot Objective Statement Template

Objective id: ________________________ (Unique id of Pilot Objective)

The objective of the  ________________________ (pilottype and interoperability model - how)

is to provide (or produce)______________________ (interoperability model - what)

for ___________________________________   (stakeholder - who)

so that___________________________________ (benefit - why)
Program Goal that is supported: 

Barriers addressed:
6.3 Key Success Indicator template

Indicator id: ________________________ (Unique id of Key Success Indicator)

Success Indicator:

· Relevant – Relates to identified needs, mission, and goals

· Understandable-Can anyone reading the objective relate to what is to be accomplished.

· Measurable-Are the indicators measurable? Are systems in place to measure them.

· Behavioral/Beneficial-For learning objectives are there action words to describe the desired behavioural outcomes?

· Achievable/Adaptable-Is it realistic? Can it be successfully accomblished?/Possible to apply?

Motivation:




(Relation to objectives)

Coverage:




(How much of the of the objectives is covered)

Metric:





( )

Criteria:  




(Targets for success, neutral, failure)
When: 





(When to collect)

Where:





(Where to collect)

How





(How to collect)

What





(What to collect)

Who - collect




(Who is responsible for collection)

Who – act




(Who is responsible for acting on the result)

6.4 Key Success Indicator Collection Template

Indicator collection id: ________________
(Unique id of Key Success Indicator)

Indicator id: ________________________ 
(Unique id of Key Success Indicator)

When: 





(When it was collected)

Where:





(Where it was collected)

How:





(How it was collected)

Who:





(Who was responsible for collection)

Quatitative part:



(Quatitative measure using the indicator metrics)

Criteria:  




(Targets for success, neutral, failure)
Qualitative part:



(A description of information that explains the 

measure)
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