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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 deployment.  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 deployment 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 full, enteprise-wide implementation of eLearning services.

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 solution for the eLearning initiative 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 future improvements. 

· 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 deploy specified features to a limited number of stakeholders and customers. Their feedback can help determine the need for additional features. 
· 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 identifying 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 business benefits will be realized.  By scaling the deployment, project stakeholders can anticipate benefits that the full solution should provide.  This will encourage buy-in from project stakeholders through performance measurement methods and success criteria. 

· Test the deployment process.  Early adoption programs help to ensure that the deployment schedule that is planned for full-scale delivery is correct.  They can help to verify that logistics, such as supplies, space, and equipment, are well planned. The programs can ensure that training is complete, correctly sequenced, and that required support processes are in place. 

Early adopters of eLearning 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. 

2 Early Adopter Approach

By providing a mechanism to test out the deployment approach on a smaller scale at USDA, the risks associated with the eLearning initiative can be mitigated.  By establishing a structured solution for the early adopters with the vendor and coordinating the approach and leadership, the full implementation of the system will have a high probability for a smooth completion. 

For the eLearning initiative, the goal is to include multiple Agencies to adopt the solutions as part of the primary deployment of eLearning.  The Agencies would decide to be an early adopter in order to utilize the eLearning solution to resolve many of their current business process issues.  The other aspect of the initiative would be to ensure that all Agencies utilize the GoLearn.gov contract for business and leadership training content as the system provides.  

A request was sent to all of the Agencies to determine Agencies interested in participating as an early adopter of the learning management solution. Many responses were received from the Agencies; the following is a summary of the Agencies that are interested in being an early adopter of the eLearning solution. 

Table 2a – Agency Proposed Early Adopters 

	Agency
	eLearning

	APHIS
	X

	ARS
	X

	DA
	X

	FSA
	X

	FSIS
	X

	NASS
	X

	NRCS
	X

	OCIO
	X

	OHRM
	X

	RD
	X


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

· Early Adopter Process;

· Overall Early Adopter Requirements;

· eLearning Specific Approach; and 

· Early Adopter Coordination.  

2.1 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 eLearning 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 eGovernment 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 will 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 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.

2.2 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 schedules are 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 eLearning solution.   

The commitment requirements will consist of the following:  

· Integrate with the selected eLearning solution;

· Agree not to implement any solutions that are redundant with the enterprise-wide eGovernment Smart Choice initiatives;

· Contribute financially to Agency-specific integration costs;

· Follow the development and implementation methodology that will be utilized for the deployment of the solution; 

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

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

· Commit to participating in GoLearn.gov and utilizing business and leadership training from GoLearn.gov;

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

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

2.3 eLearning Specific Approach

The eLearning initiative’s solution will be deployed to the early adopter Agencies.  Since the solution will be contracted out to an application service provider, the Agencies will be responsible for many specific activities surrounding change management, process redesign, and communication.  Early adopters will be responsible for the following activities:

· Determine eLearning user audiences;

· Conduct training content analysis;

· Develop training and learning processing workflows;

· Identify and document workflow roles, such as training administrators, trainers, human resources, and learners;

· Determine what delivery media will be required for distributing training to learners;

· Develop learning content templates based on standards; 

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

· Promote the eLearning initiative within the Department and/or Agency.

At present, the specific early adopter rollout plan has not yet been defined.  Once agencies have determined the personnel and financial resources that can be committed to this effort, a detailed rollout schedule will be defined for the early adopters.

2.4 Early Adopter Coordination

The eLearning 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 actively obtain feedback;

· 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 deployment operating strategy as closely as possible; 

· Expand the early adopter user base 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 results that can be reused in later phases of the project as well as document best practices and lessons learned.  The Program Management Office will identify the intended results during initial planning phases of the project.

3 Risk Mitigation

The Early Adopter Plan is intended to reduce or help mitigate the overall risk level associated with implementing the initiative.  Although the eLearning 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 deployment of a technology solution.
  

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

· 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 and 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.
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 of eLearning will provide the momentum that Agencies need to move towards adopting new business processes for enterprise-wide eLearning 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 eLearningDeployment 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 eLearning Risk Profile - Risk Management Plan for a detailed explanation of the procedures for identifying, analyzing, and mitigating project risks.  
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