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1 Introduction

The development of an early adopter implementation is intended to reduce overall project risk by providing the ability to “test out” a given capability prior to full Agency implementation.  Implementing with early adopters help to determine if the selected solution or solution components delivers benefits, if all project stakeholders are on board with the long term initiative, and if the supporting business goals and objectives are valid.

The early adopter will support the trial implementation and operation of a business capability in the production environment under controlled conditions.  Unlike a prototype, early adoption is not just demonstrated functionality.  Rather, it is a complete solution that is deployed to a smaller, controlled user community.  In fact, the early adopter implementation is very closely aligned with the actual full implementation of the eDeployment solution.    

Early adopter programs have been used successfully to:

· Identify additional requirements.  At present, the majority of USDA Agencies have a limited concept of what the eDeployment solution should provide.  Early adopted solutions can be designed based on current requirements, with the expectation that the use of the solution will encourage feedback that will lead to the identification of future requirements. 

· Confirm business goals and objectives.  Early adoption can be used to test whether the planned solution enables USDA to meet its goals and objectives.  It is often a very meaningful exercise to rollout specified features to a limited number of stakeholders and customers. Their feedback can help determine if additional features should be added based on actual need. 
· Promote increased awareness of a capability.  One of the objectives of early adoption is to market USDA’s new eDeployment solution.  The early adopters will help to provide a “preview” of the full eDeployment capability, as well as to begin to create immediate value for the customer. 

· Facilitate the transition to a new business environment.  Early adoption will enable USDA to gauge the response of a targeted set of users to the intended final capability.  Techniques used on the early adopter community can be refined to decrease the learning curve for future groups that implement the solution. 

· Mitigate technical risks.  Early adoption will assist in the identification and control of technical problems to ensure stability and performance in the final production environment.  This topic is discussed at length in Section 3 – Risk Mitigation. 

· Establish metrics and define success criteria for business benefits.  An early adoption plan may be designed to determine the time frame when a capability's business benefits are realized.  By scaling the implementation of the capability, project stakeholders can foresee benefits that the full solution should provide.  This will encourage buy-in from project stakeholders through performance measurement methods and success criteria.  

· Test the rollout process.  Early adoption programs help to ensure that the schedule that is planned for full-scale delivery is complete and scaled correctly.  They can help to verify that the logistics (supplies, space, equipment) are well planned, that the training is complete and in the right sequence, and that the required support processes are in place. 

Early adopters of eDeployment will provide valuable feedback because the system will provide functionality that is real, not modeled.  For example, when a user conducts a transaction, the transaction is actually completed, not simulated.  The overriding purpose of the early adoption program is to minimize risk and prepare for the enterprise-wide implementation.    

The Early Adopter Plan document will discuss the following 

· Overall Early Adopter Approach; and 

· Risk Mitigation. 

Early Adopter Approach

By providing a mechanism to test out eDeployment capabilities on a smaller scale at USDA, the risks associated with the initiative can be mitigated.  By establishing structured solutions for the early adopters, with coordinated approach and leadership, the full implementation of the system can be completed smoothly. 

For the eDeployment initiative, the goal is to include multiple Agencies to adopt the solution along with the baseline eDeployment technical framework.  The Agencies would decide to be an early adopter in order to utilize the eDeployment solution to resolve many of their current business process issues.  Agencies could decide to be an early adopter of one or multiple of the solutions that integrate to provide a full suite of capabilities.  

A request was sent to all of the Agencies to determine Agencies interested in participating as an early adopter.  Responses were received from the Agencies and the following table is a summary.

Table 2b – Agency Proposed Early Adopters

	Agency
	Web Content Management
	Document Management
	Portal Services
	Web Presence
	Data Management

	AMS
	X
	X
	X
	X
	

	APHIS
	X
	X
	X
	X
	

	ARS
	X
	X
	X
	
	

	ERS
	X
	
	
	
	

	FAS
	X
	X
	
	X
	

	FNS
	
	X
	
	X
	

	FSA
	X
	X
	X
	X
	X

	FSIS
	X
	
	
	
	

	NASS
	X
	X
	X
	X
	

	NFC
	
	X
	
	
	

	NRCS
	X
	X
	X
	X
	

	OC
	
	
	X
	X
	

	OCE/WOAB
	X
	X
	X
	X
	

	OES
	X
	X
	X
	X
	

	RMA
	X
	
	
	
	


Table 2b – Initiative Proposed Early Adopters

	Strategic Initiative
	Web Content Management
	Document Management
	Portal Services
	Web Presence
	Data Management

	EGrants
	X
	X
	X
	X
	X

	ELoans
	X
	X
	X
	X
	X

	Web Based Supply Chain
	
	
	X
	X
	X

	Food Safety & Security Tools
	
	
	
	
	X

	Online Trade Assistance
	X
	
	X
	X
	X


The approach for eDeployment early adopters will be defined in the following sections:

· Early Adopter Process;

· Overall Early Adopter Requirements;

· Adoption Strategy;

· Capability Specific Approaches; 

· Data Management Fast Track Approach; and 

· Early Adopter Coordination.  

1.1 Early Adopter Process

The following process outlines the high-level steps that Early Adopters will follow:


Figure 2.1: Early Adopter Process Map
Step 1 of the process is to express interest in becoming an early adopter.  Many Agencies have already completed this step by indicating specific areas of interest in the eDeployment initiative.  

Step 2 consists of multiple components: 

· Agencies that have signed up as early adopters will work with the eGovernment team to finalize early adopter project scope.  

· Simultaneously, the Executive Council will define and approve the enablers’ cost.    

· Finally, early adopter Agencies will identify the financial and personnel resources that they can provide for the implementation effort.  

Following Step 2, Agencies will decide whether or not they intend to continue with the early adopter process.  

Step 3 is the decision point of the process:

·  Agencies that decide to continue will formally agree to and sign the conditions of the early adopter agreement.  

· Agencies that decide not to continue with the early adopter process due to lack of budget, personnel resources or other factors will prepare to join the effort for USDA-wide adoption.  

Finally, in Step 4, Agencies will begin the early adopter implementation process.  The full implementation will consist of tasks related to Agency specific requirements definition, project planning, design, build, rollout, and continued operations/support of the initiative.

1.2 Overall Early Adopter Requirements 

Agencies that are interested in becoming early adopters will have to make certain commitments to the eGovernment program at USDA. The full commitment will be defined after the vendor or product evaluations are completed and the final cost model has been defined.
  An early adopter approach will be designed to ensure that Agencies with an interest in becoming early adopters can get on board quickly with the eDeployment solutions.   

The commitment requirements may consist of the following:  

· Implement the selected eDeployment solution(s) and refrain from implementing any solutions that are redundant with the eGovernment Smart Choices; 

· Contribute financially to the overall eDeployment solution in addition to Agency-specific implementation costs;

· Commit to certain deadlines within the project schedule specified for the early adopter phase of the eDeployment implementation; 

· Follow the development and implementation methodology that will be utilized for eDeployment; 

· Assist in the completion of project deliverables specified for the phases in the eDeployment Project Plan;

· Provide personnel resources with specific skill sets to support the implementation; and

· Document best practices and lessons learned for future Agency implementations.

1.3 Adoption Strategy

Once the eDeployment solutions have been customized, configured, tested and deployed to the designated hosting centers, Agencies can begin rolling on to use the services offered.  The eDeployment effort will have skilled resources available to provide support to Agencies as they adopt the new services.  There will be two primary types of Agencies as it relates to use of the eDeployment services: Subscriber Agencies and Hosting Agencies. 

1.3.1 Subscriber Agencies

The majority of Agencies, and all Early Adopters, will fall in this category.  These agencies would utilize or “subscribe to” the distributed (multiple location) instance of the eDeployment applications to address their Web Content Management, Document/Records Management, and Portal related needs.  Although the eDeployment applications would be physically distributed in multiple hosting centers, the applications would be centrally managed.  In this scenario, some of the activities that may be performed by the Agency in preparation for roll out are:

· Define and document Agency specific workflow around document, content and records creation and management;

· Define Agency specific taxonomy;

· Assess and identify content and versions of content that will be used and managed through the eDeployment tools;

· Define Agency application look and feel within the restrictions of standards created by the Web Presence initiative;

· Identify Agency users, roles and permissions; and

· Design Agency Web Content Management templates within the restrictions of standards created by the Web Presence initiative.

Once the above steps are performed by the Agency, the eDeployment personnel would assist the Agency in activities such as configuration and data migration that have to be performed as part of the roll on.  This option results in the least cost to the Agency, as all the alterations required are configuration to accommodate the newcomer Agency.

Hosting Agencies

The Hosting Agency option will be offered to agencies whose business needs require custom coding and application integration that is unique to that Agency.  This option is necessary because the eDeployment effort focuses on addressing shared Agency needs but also recognizes that there are unique requirements that may not be met by a common solution.  The eDeployment initiative will still provide the core capabilities to these Agencies.  However, the Agency will have to create custom code, integrate and host an instance of the eDeployment solutions.  This will allow maximum flexibility of the solutions to address unique Agency needs without impacting the greater number of Agencies using the core services.  

Hosting Agencies will still benefit from leveraging services offered by the eDeployment solutions and do not have to reinvest in duplicating them but will simply extend on them.  However, this option is more expensive for an Agency to build and maintain.  The eDeployment effort will provide expert resources to assist the Agency in the customization, implementation and support of the customized enablers.  However, customizations to the enabler solution will be performed within the bounds of enterprise guidelines to ensure forward compatibility with new releases of eDeployment.  In addition to the preparatory activities that have to be performed by the Subscriber Agencies, Hosting Agencies would have to execute activities such as:

· Identify unique requirements that require custom coding and application integration;

· Design modifications to the eDeployment solutions;

· Identify/Procure hardware and hosting facility;

· Build and test customized solution; and

· Deploy and maintain customized solution.

1.4 Capability Specific Approaches

This section will outline the approaches for conducting early adopter plans for the eDeployment capabilities:

1.4.1 Web Content Management 

Web Content Management will be implemented by one or more early adopter Agencies.  Early adopters will be responsible for the following activities:

· Determine web content management audiences;

· Conduct content analysis;

· Develop content processing workflows;

· Identify and document workflow roles (such as content authors, reviewers, administrators, web page editors);

· Update and refine the Department’s and/or Agency’s taxonomy and determine how metadata will tie into the taxonomy;

· Determine what channels will be required for distributing content, including syndicated content;

· Develop content templates based on standards; 

· Load content into templates; 

· Create educational, training, and marketing/promotional materials; and

· Promote web content management within the Department and/or Agency.

1.4.2 Document Management 

Document Management will be implemented by one or more early adopter Agencies.  Early adopters will be responsible for the following activities:

· Determine document management audiences;

· Conduct inventory of existing electronic documents;

· Work with USDA records managers to identify documents that are official records;

· Develop document processing workflows;

· Identify and document workflow roles (such as document authors, reviewers, administrators);

· Update and refine the Department’s and/or Agency’s taxonomy and determine how metadata will tie into the taxonomy;

· Create educational, training, and marketing/promotional materials; and

· Promote document management within the Department and/or Agency.

1.4.3 Portal Services 

Portal Services will first be implemented on the Department’s www.usda.gov site.  In addition, there may be other early adopter Agencies.  Early adopters will be responsible for the following activities:

· Conduct audience analysis and/or focus groups with key user groups;

· Develop user scenarios/use cases for each user group;

· Identify existing Department and Agency applications that should be aggregated on the portal;

· Determine interfaces that should be created with existing legacy systems;

· Work closely with the Web Presence initiative to obtain standard user interface design;

· Identify portal users, roles and permissions;

· Work closely with the eAuthentication initiative to define appropriate levels of authentication;

· Create educational, training, and marketing/promotional materials; and

· Promote Portal Services within the Department and/or Agency.

1.4.4 Web Presence 

The new USDA Web Presence will be implemented for the Department’s www.usda.gov site.  In addition, there may be other early adopter Agencies.  Specific activities that will be conducted by early adopters include:

· Conduct an audience analysis and/or focus groups with key user groups;

· Develop user scenarios/use cases for each user group;

· Create low-fidelity and high-fidelity storyboards;

· Develop a functional HTML prototype of www.usda.gov;

· Develop graphics including icons and logos;

· Solicit user feedback and incorporate into the design;

· Work closely with the Content Management initiative to develop templates;

· Create comprehensive User Interface (UI) style guidelines; and

· Conduct usability testing with various stakeholders, agencies, business partners, and key audience groups.

1.5 Data Management Fast Track Approach

The early adopter initiatives will utilize data management activities and support to ensure that any new or cross Agency data stores are integrated across the enterprise. The Enabler’s and Strategic initiatives will leverage the knowledge and expertise of the data management team while implementing eGovernment and Agency specific solutions. The data management team will support the project teams for USDA’s strategic eGovernment initiatives (such as eLoans, eGrants, Food Safety and Security Tools, Online Trade Assistance, and Web-based Supply Chain Management).  The fast track Data Management team will be responsible for the following activities: 

· Provide subject matter expertise for the strategic planning, development, and rollout of data-related deliverables;

· Promote the use of standard data elements, data models, and data architectures;

· Facilitate data sharing, data reuse, and integration of databases; and

· Aggregate and provide access to best practices and lessons learned.

1.6 Early Adopter Coordination

All eDeployment early adopter initiatives will be coordinated through the eGovernment Program Management Office (PMO) to ensure a consistent, integrated approach.  The PMO will be responsible for the following:

· Develop a communication plan for user groups and business partners, and obtain feedback actively, while advertising how important feedback is to the early adoption success; 

· Manage expectations of users and stakeholders, and ensure motivation by active communication of the program's progress and success; 

· Adopt a proactive approach to identify and manage risks;

· Develop a contingency plan and a budget for each risk and obtain sponsor agreement; 

· Operate the early adopter programs in a way that will match the full capability's operating strategy as closely as possible; 

· Expand the early adopter user base only when expectations are met or adjusted; and 

· Use the early adopters to verify scalability and overall performance. 

All early adopter programs are intended to produce specific deliverables that can be reused in later phases of the project as well as documented best practices and lessons learned.  The Program Management Office will identify these deliverables during initial planning phases of the project.

Risk Mitigation

The Early Adopter Plan is intended to reduce or help mitigate the overall risk level associated with implementing the initiative.  Although the eDeployment project has numerous risks associated with it, the Early Adopter Plan will focus primarily on risks that are considered to be technical risks; risks that center on the selection, implementation and rollout of a technology solution.
  

The early adopters will help to mitigate the following technical risks: 

· Project team(s) lack technical expertise:  The initial implementations will enable early adopters to become proficient and develop technical expertise prior to full-scale implementation.

· Solution is out of date by delivery due to advances in technology:  An enterprise-scale implementation always has the risk of technology becoming obsolete.  The early adopters program will reduce the impact of this risk since implementation is occurring faster within a smaller, controlled group.

· Solution does not provide usable and useful services:  The early adopter implementations will follow an iterative design process that includes usability testing and 508 compliance testing and allows designers/developers to continually incorporate user feedback into the solution.    
· Solution cannot support the required volume of use:  The early adopter solutions help to ensure stability and performance in the final production environment.  The solutions can help to verify that the logistics (such as equipment) are well planned.
· The complexity of interfaces with other systems is underestimated:  The early adopter implementations will provide the ability to refine estimates for development of interfaces so that the larger-scale implementation can be planned with greater levels of accuracy.
Some additional high-priority risks that will be addressed by the early adopter program are:

· Users are not able to use the system proficiently:  The early adopter implementations will provide assurance that the right type and amount of training is complete and available to users.  It will also help to ensure that the required support processes are in place.

· Agencies or individual employees are resistant to adopt proposed solutions:  Successful early adopter implementations will provide the momentum that Agencies need to move towards adopting new business processes for enterprise-wide eDeployment solutions.

· There is a lack of consistent executive sponsorship/executive management support over the long term:  The early adopter program will provide an opportunity to gain executive support and buy-in over the long term since project stakeholders can foresee benefits that the full solution will provide.





















































































































































































































































































� Special considerations will be made to ensure that the overall cost of eDeployment is distributed fairly across USDA Agencies.  Agency size, additional functionality and/or Agency-specific costs will be taken into account when developing this cost model.


�  Please refer to the eDeployment Risk Profile - Risk Management Plan for a detailed explanation of the procedures for identifying, analyzing, and mitigating project risks.  
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