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THE LEADING
QUESTION

What improves
the odds of
success when
piloting a
global strate-
gic initiative?

The Art of Piloting
New Intiatives

Multinational companies often test new or improved processes
by rolling out a limited pilot in one or several markets. New
research identifies how to maximize the chances of success for
these high-stakes dress rehearsals.

BY RHODA DAVIDSON AND BETTINA BUCHEL

FINDINGS

pIf the pilot perfor-
mance fails to
impress managers in
other countries, they
are likely to adopt
the initiative in a
perfunctory way.

»Successful pilot lo-
cations share three
qualities: credibility,
replicability and
feasibility.

MULTINATIONAL COMPANIES are under more pressure than ever to maintain their com-
petitive edge. One way they try to meet the challenge is by implementing global headquarter-driven

pDon’t select a pilot
that is atypical on
key dimensions,
such as organiza-
tional structure or
systems.

strategic initiatives designed to leverage their global scale with new or improved processes. Such

strategic initiatives as harmonizing sales processes, launching a new global service for customers,
building a shared service processing center or in-
troducing standardized operations processes can
create economies of scale and scope in operations.
Successful initiatives may also make it possible to
compare process performance across locations,
uncovering new opportunities.

To try to improve the chance of success for such
initiatives,! companies often conduct a field test of the
global initiative in a restricted part of the business,
such as a single country market or a small group of
country markets. If this pilot succeeds in demonstrat-
ing the value of the new practice, top management
will roll out the initiative regionally or globally to real-
ize its full economic and strategic value.

Senior executives sometimes regard learning as
the primary goal of piloting a global initiative. They

assume that if anything does go seriously wrong, the
stakeholders will be forgiving because the pilot is
just an experiment. Our research, however, has
found that the stakes are actually much higher. (See
“About the Research,” p. 80.) During the pilot, the
country market managers next in line to implement
the strategic initiative form their own attitudes
about it. Their assessment of the pilot often deter-
mines the extent to which it will be eventually

At KONE Corp., the Finland-based elevator and escalator
company, the United States is frequently used for piloting
sales processes, but Finland is used for operations projects.

COURTESY OF KONE CORP.

!



GLOBAL BUSINESS
I

adopted within the organization. In this way, a pilot
is much more like a dress rehearsal than an experi-
ment. If the performance fails to impress the country
managers, they are likely to adopt the initiative in a
perfunctory way, without genuinely integrating the
processes within the organization.? Or if the pilot’s
performance is truly terrible, managers from across
the organization may band together and refuse to
even start their implementation.

Fortunately, we have found in our research and
our 20 years’ experience as corporate strategy and
implementation researchers that it is possible to
improve a pilot’s chances of success and therefore
contribute to the value strategic initiatives add. If
the venues of pilot projects are carefully chosen and

executed, the managers in the locations following

ABOUT THE RESEARCH

Our research on piloting emerged from our combined 20 years of experience in strategy
building and action research at IMD. Having worked with companies to select and start
strategic initiatives, we began this research project by collecting exploratory case study
data from strategic initiatives in seven multinational companies: Canon Europe, Ciba Spe-
cialty Chemicals, KONE, Nestlé, Philip Morris International, Swarovski and Tetra Pak. We
gathered many stories and rich descriptions of the dos and don’ts of successfully piloting
a major global initiative. Using these interviews, we built and tested a questionnaire to an-
alyze the concept of piloting in global strategic initiatives.

Our next step was to conduct more detailed case study analyses of 10 strategic initia-
tives taken by two of the companies (KONE andTetra Pak). Each of these strategic
initiatives involved introducing a new working practice in the company. Examples of initia-
tives include launching a global website interface for customers, introducing a uniform way
of conducting plant maintenance, building a shared service processing center to enable a
small business to achieve greater market penetration, outsourcing financial transaction pro-
cessing and introducing new services to customers to allow them to better run their
businesses. Every case had similar starting conditions and involved organizational mem-
bers from at least four major functions working together to introduce a new practice within
the organization throughout all business units for the first time. All of the strategic initiatives
were considered urgent and were part of a larger portfolio of global strategic initiatives.

During our research we interviewed the leader of each strategic initiative, as well as
steering committee members, team members, local management in the pilots and local
management in the countries where the initiative was initially rolled out. This approach
provided us with multiple perspectives on what led to the perceived success of the pilot
and what led managers to conclude that the initiative should be stopped, delayed or repi-
loted. We then proceeded to quantitatively measure commitment to change and
implementation in the countries following the initial pilot(s) of the various initiatives. We
also conducted follow-up interviews with steering committee members 10 to 18 months
after the end of the pilot to receive updates on the level of strategic initiative adoption
within the organization. We compared and contrasted the cases where the initiative was
adopted to a greater or lesser extent.

We then enlarged our data set to include further initiatives and used quantitative sur
veys and structural equation modeling to demonstrate that the piloting construct was
composed of the three independent subconstructs of credibility, feasibility and replicabil-
ity. This data set also confirmed the relationship between the piloting construct and overall
strategic initiative adoption, measured as a composite of strategic initiative implementa-
tion and commitment to change.
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the pilot not only will be more willing to adopt the
innovation but will actively push to be next in line
for implementation.

Piloting in Multinational
Companies

A pilot can be described as an evolving experiment
with an attitude. Most pilots start with a theoreti-
cal prototype for a new working practice, but as
soon as implementation gets underway, the origi-
nal concept inevitably starts to be adapted to suit
the realities of the pilot location, the convenience
of the people who will use it and the need to inte-
grate with other processes.

Typically, each pilot project is implemented by a
cross-functional global team from corporate head-
quarters composed of functional experts, who
formulate the new processes, and IT professionals,
who embed these new organizational routines into
IT systems. The global team, in consultation with sev-
eral country subsidiaries, first designs the theoretical
template or prototype for implementing the project.
Then the team recommends a suitable pilot location
where it can work with alocal team to implement this
theoretical template. As the team learns more, the
template design typically morphs toward something
more feasible to implement that can be replicated in
additional locations. This means that the scope of a
pilot may well evolve over time. It is only when the
pilot shows that the practice is feasible, with the first
signs that it is beneficial, that the global team rolls the
working template out to the rest of the company.?

The most significant reason for employing a pilot
as the first step in any initiative is to reduce the high
levels of uncertainty associated with introducing any
innovation* and to protect the organization from the
risk of expensive failure. Internal uncertainty comes
from alack of knowledge about whether the initiative
is technically possible and whether the organization
is ready to accept change. External uncertainty comes
from not knowing how the market and customers
will respond to the new practice. Conducting a pilot
allows the global team to test whether the theoretical
template makes sense and to check that the solution is
stable. Knowledge gained during the pilot irons out
any process wrinkles and ensures that employees
within the subsidiaries come to grips with the new

ways of working and master any system changes.’
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Finally, the pilot is expected to “prove” the local busi-
ness case for the initiative, which instills confidence
that the global business case is achievable.

Our research shows that the way a pilot is selected
and implemented can make or break a global initia-
tive. Well-selected and well-conducted pilots create a
strong commitment to change in the managers from
the country subsidiaries next in line for implementa-
tion.® Managers’ belief in the initiative translates into
a willingness to sell the change within their own or-
ganizations and leads to full implementation of the
initiative, including the committed use of the new
business processes. However, if managers in the roll-
out countries are not convinced by the pilot, they
may execute half-heartedly or even openly refuse to
implement the initiative.

Successful pilots share three qualities:
*Credibility. The pilot location must have the char-

acteristics, skillsand business coverage tolegitimize
the strategic initiative.

*Replicability. The global team must create a tem-
plate in the pilot that is rapidly transferable across
locations and an effective transfer methodology.

*Feasibility. The pilot must meet the expectations
of multiple stakeholders in the organization.

In this article, we show how managers achieve a
balance between these three factors during pilot se-
lection and implementation.

Location, Location, Location
Massimo Beccarini, head of business solutions in the
global development team of KONE Corp., the Fin-
land-based elevator and escalator company, has
learned from experience that stakeholders pay a great
deal of attention to where an initiative is piloted.
Opver the last five years under the guidance of KONE
CEO Matti Alahuhta,” the global development team
has been charged with deploying teams from corpo-
rate headquarters and business units to implement
more than 50 business transformation initiatives. All
of these employed pilots, and the majority have suc-
ceeded, a much higher than normal percentage. How
did he do it? Beccarini attributes a large part of this
success to selecting a credible pilot location.
Managers at KONE and other companies that
are good at piloting look for a number of qualities
in a pilot candidate, particularly the extent to which
the pilotlocation has strong skills, expertise and ex-
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perience in the functional dimensions that are
important for the strategic initiative. This clearly
signals to the organization that the global template
created in the pilot has the potential to become best
practice companywide and could build competence
within their own subsidiary. We found that, in any
given multinational, there are definitely “horses for
courses” in pilot selection. For instance, at KONE,
the United States is frequently used for piloting
sales processes, but Finland is used for operations
projects. At Tetra Pak International SA, a multina-
tional food processing and packaging company
based in Lausanne, Switzerland, finance projects
are piloted in Europe, but Brazil or Mexico are used
for operations projects. When rollout managers see
the expert location being used for the pilot, they
can say, “I'm confident in this initiative because I'm
sure these people know what they are doing.”

When country markets have high unit sales, rev-
enues, market share, profit or growth rates, this also
provides a halo effect, and pilots are viewed more
favorably.® For instance, at KONE, France and Italy
are seen as high-volume markets, while the Nether-
lands demonstrates high market share and rapid
growth. All get the thumbs up as valid pilot loca-
tions. Part of the reason for this strong halo effect is
that it is usually too early to judge the economic
results of an initiative during the piloting phase, so
managers partially base their perceptions of the ini-
tiative on the subsidiary’s overall reputation.

Pilot onlookers are sensitive to the degree to
which the pilot location is similar to their own sub-
sidiary. This phenomenon is similar to the principle
of social proof, which suggests that in uncertain
situations people tend to look at those most like
themselves to determine what behavior to adopt.’
Many of the rollout managers we talked to took
pains to explain how their country subsidiary was
similar to or different from the pilot location. If the
pilot was successfully conducted in a location
broadly similar to their own, they were more posi-
tive about the initiative. For instance, a rollout
manager in the United Kingdom for a Tetra Pak
project to standardize purchasing processes de-
clared that he had few reservations about the
initiative because he had heard the pilot was going
well in Italy, which had a similar arrangement to
that in the United Kingdom, with the factory and
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market company colocated. This makes it impor-
tant not to select a pilot that is atypical on key
dimensions such as organizational structure, roles
and responsibilities or systems. Intuitively, rollout
managers can sense whether the template devel-
oped in the pilot is replicable in their own
environment. One way to increase the perception
of similarity to the pilot is to use multiple pilots.
(See “Improving the Odds With Multiple Pilots.”)

If the pilot covers fewer business units, cus-
tomer types or less complex products and services,
then the working template may be viewed as too
small and not credible by more complex opera-
tions. For instance, in one of the initiatives we
investigated, Denmark was selected to pilot a new
customer service but could only pilot with one
major customer who used the service infrequently
and for only one type of product. As a result, the
pilot was widely disregarded by rollout managers,
who complained bitterly that it did not actually
demonstrate that the initiative could work in other
locations. KONE’s Beccarini stresses that a pilot
has to be meaningful in the context of the degree
of business coverage of the rollout countries to
avoid attracting this kind of criticism.

Two other elements also greatly improve chances
of success. It may sound obvious, but the local man-
agement team in the pilot location should be 100%
behind the initiative. Tepid support can doom a pilot.
In one Asian pilot, an expatriate finance director vol-
unteered the country market as the pilot, but without
the buy-in of the rest of the local management team.
Asaresult, the local employees actively resisted chang-
ing their ways of working, and the global team had an
uphill battle to create enough commitment for others
next in line to be willing to implement. This situation
overstretched the global team, which was also strug-
gling to fix the technical problems in the pilot.

Odds of success improve as well if the local or-
ganization has sufficient resources to implement
the pilot. Beccarini estimates that the piloting
phase takes twice as long as a typical rollout and
consumes two to three times the staff and manage-
ment time. Local managers must budget for that
commitment. Last but not least, there should be a
constructive working relationship between the
global team and the local pilot team. Conducting a
project under conditions of high uncertainty
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means that effective communication and coordi-
nation are essential to speedily resolve pilot issues.
Often this chemistry develops through previous
piloting experiences or during the construction of
the theoretical template before the exact pilot loca-
tion is chosen. Its absence may mean trouble.

But there is no perfect location. In selecting pilot
locations, trade-offs must be made.

Credibility versus Feasibility From the above, one
might think that global teams would always select
large, high-profile countries with extensive business
coverage as pilot locations. After all, if the initiative
works there, it will work anywhere. But this is also
highly risky, because a pilot in a high-profile coun-
try can lead to a high-profile failure. Size goes hand
in hand with complexity, which can also jeopardize
feasibility.!” Some companies are aware of this and
plan accordingly. For instance, when Nestlé imple-
mented its Global Business Excellence Program
with the goal of creating a common set of “best
practice” business processes to be used throughout
the company, managers selected three pilot coun-
tries, one from each of the three main geographic
regions. The managers selected countries that were
large enough in terms of revenue to be credible but
not so large that failure would compromise the fi-
nancial results of the region.

Credibility versus Replicability High-profile
country subsidiaries can sometimes act as “prima
donnas,” insisting on many changes to the template.
This may maximize the value of the initiative lo-
cally but destroy its replicability. Roger Delsen, a
KONE change manager working in the Nether-
lands, described how a sales tool piloted in France
had become so localized that the Dutch team had to
hand it back to the global team and ask for it to be
repiloted. In many companies we heard the refrain,
“Don’t pilotin country X if you want to have a short
and simple pilot. They will drag the project on for-
ever until they get exactly what they want.”
Replicability can also be compromised if the
pilot location is strongly locally idiosyncratic. For
instance, in one business transaction processing
initiative, Thailand was selected, but during the
pilot the global team discovered that it needed to
make major adaptations to the theoretical template
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for local issues concerning tax, legal and special
customer transactions. As a result, the template was
both harder to implement for the duration of the
pilot and more difficult to reproduce in the rollout.
We have summarized these findings on pilot loca-
tion selection into a tool that encourages global
projectleaders and teams to carefully assess whether
a particular country location will make an effective
pilot. (See “Selecting a Good Pilot Location,” p. 84.)

Of course, picking the location of the pilot is
only half the game. In the next section, we will dis-
cuss how credibility, replicability and feasibility
play a role in creating a commitment to change
during the implementation.

Setting the Objectives

Setting clear expectations at the start of a pilot en-
ables the stakeholders to judge its feasibility and
replicability. However, deciding how to set the ex-
pectations is not easy. While the goal of the overall
initiative may be to increase sales, reduce costs or
increase the efficiency of the assets, it is usually im-
possible to demonstrate the local business case for
the initiative by the end of a few short months’ pilot.
In addition, often the efficiencies of a strategic ini-
tiative only become visible after it has been
implemented in multiple locations.

It also can be difficult to select meaningful key
performance indicators and to set targets on these
indicators because the global team is still learning
about them during the pilot. For instance, one
company implementing an initiative to create a re-
gional shared service center started with a suite of
key performance indicators that measured invoic-
ing efficiency. However, during the pilot the
company realized that it had missed a key indica-
tor for measuring invoicing accuracy. The change
was made, but not before managers realized that
changing performance indicator definitions within
the IT systems meant that the company would not
be able to compare indicators before and after the
pilot. The result was disagreement and confusion
among senior management about whether or not
the pilot had been successful and whether it could
be replicated elsewhere.

Nevertheless, we found that the best project
leaders did manage to set clear enough pilot objec-
tives so that senior management could judge the

SLOANREVIEW.MITEDU

IMPROVINGTHE ODDS WITH MULTIPLE PILOTS
Companies with strong pilot capabilities frequently pilot an initiative in two or
three places simultaneously. Our research indicates that multiple pilots have
the power to create more commitment among rollout managers, which leads
to a higher level of adoption. Using more than one pilot turns up the volume on
each of the three dimensions of piloting.

Credibility improves because the multiple pilots make it more likely that man-
agers in rollout countries identify with at least one of the pilot locations. Although
multiple pilots require extensive shepherding by the global team and may take lon-
ger because of the need for greater cooperation, feasibility may grow as there is
more likelihood that at least one of the pilots will be recognized as successful.

Finally, replicability is increased because piloting in several countries allows
the creation of slightly different templates, each adapted to regional needs. For
instance, when Nestlé implemented the Global Business Excellence Program,
managers selected a pilot in each of its three main regions. Nestlé operates dif-
ferently in each region, so tailored templates could accommodate local
differences in organizational structures, roles and responsibilities. In addition,
the managers made sure that one of the pilot locations consisted of locally clus-
tered countries (such as Malaysia/Singapore) that were operating with a slightly

different business model than single-country locations.

feasibility and replicability of the initiative at the
end of the pilot. As Beccarani told us, “If you don’t
provide clear rules on what the expectations of this
pilot should be and on what the deliverables are,
you risk not being able to draw a clear conclusion
or that the pilot will continue indefinitely.” Fre-
quently, these objectives can be simple, such as
focusing on the engagement levels of the employees
adopting the new processes within the pilot. For in-
stance, Alain Piguet,a KONE projectleader working
on a customer resource management initiative,
measured the level of adoption of the new system
by sales force personnel and their satisfaction levels.
But rather than setting over-demanding targets, he
simply demonstrated that these measures were
steadily increasing over time.

Another good practice before starting a pilot is
to make sure that the stakeholders agree on how the
performance criteria will be measured. For in-
stance, in an initiative to introduce a global design
handling system, senior managers were divided
over whether the pilot should be measured in terms
of global cost reduction or increased customer sat-
isfaction. Approval for the rollout was given based
purely on the increased efficiency of the new opera-
tional processes, but the rollout managers in the
other countries only grudgingly adopted the initia-
tive because it did not meet their customer
acceptance standards. After a year, the initiative had
to be repiloted in a new location.
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Finally, if there are no meaningful pilot perfor-
mance indicators, senior managers frequently judge
feasibility on whether the global team completed the
pilot project plan on time and on budget. We found
the use of these criteria to be highly problematic for
the replicability of the pilot. Measuring success in
this way tempts teams that are under time pressure
to cut corners by not fully completing the global
template. Problems in the pilot are then rolled out to
other country markets, leading to a snowballing of
issues that all need to be fixed simultaneously — a
surefire way to stop an initiative in its tracks. Becca-
rini freely admits that senior managers at KONE
have to become more critical in judging that the
templates and implementation methodologies are
complete and well-packaged before they decide to
adopt the initiative and proceed with further imple-
mentation. Both KONE and Tetra Pak used a
stage-gate approach to managing global business
transformation initiatives similar to product devel-

opment stage-gate processes.!! Tetra Pak used six
stages — initiate, analyze, design, plan, develop and
implement. Piloting is part of the development stage,
after which senior management reviews the pilot re-
sults and makes a decision about the initiative before
implementing the template across multiple loca-
tions. Stopping an initiative, however, occurs
infrequently. If there are stubborn, hard-to fix prob-
lems, Tetra Pak repilots before rollout continues or
shrinks the scope of the initiative.

Outrunning the Bear

Given that novel initiatives contain a high degree
of uncertainty, global teams need to be prepared
for the unexpected and commit sufficient re-
sources in the pilot. This would not be so bad if
project leaders could easily push back the pilot
completion date, but the typical pilot runs for a
predefined duration with a more or less defined
budget. Learning and adapting to that improved

SELECTING A GOOD PILOT LOCATION

This tool can be used as a step-by-step assessment of a country unit to establish if it will make a good pilot location for the initiative.

NUMERICAL SCORE,
ONA SCORE OF 1TO 10, TOWHAT EXTENT ... OUT OF 10 POINTS

1. Does the local management strongly support this strategic initiative?
(Importance of the initiative to the local organization, proactive interest in pushing hard to make the initiative successful)

2. Does the country have the resources available to implement the pilot?
(Right people, funding)

3. Does the local pilot team have a good relationship with members of the global initiative team?
(Cooperative and constructive relationship, friendships, good track record on piloting)

4.lIs the country a recognized expert in the main functions involved in the global business processes being
redesigned? (Skills, expertise, knowledge)

5. Does the country have an adequate level of complexity to be credible?
(Scope of project large enough to demonstrate that the strategic initiative works but not too complex to compromise
feasibility)

6. Is the country unlikely to have any strong local peculiarities that could undermine the success of this initiative,
and/or are pilot managers unlikely to push for local adaptations that could compromise the global template?
(Watch for prima donna syndrome or local regulatory and cultural anomalies)

7.Is the country similar to a critical mass of other country units?
(Similar in dimensions relevant to the strategic initiative such as strategic intent, organizational structure, roles and
responsibilities, IT systems, etc.)

8. Does the country have a reasonable level of status within the organization?
(High revenues, high market share, high profit or high growth rate)

TOTAL
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understanding must happen right away. We like to
describe this process as “outrunning the bear.”
During any pilot, the size of the “bear” is dictated
by the extent of unpleasant project surprises, scope
changes, technical problems and change manage-
ment issues. The global team and local pilot team
together have to figure out how to learn fast enough
to outrun the bear for the duration of the pilot.
Fast learning requires strong local commitment to
the pilot and the right learning culture.

It is important to select a pilot organization in
which people in the ranks are not afraid to speak out
and provide honest and open feedback. Pilots require
people who are naturally curious and an environ-
ment that provides psychological safety so that team
members do not feel that they will be punished for
failure.!? Fast organizational decision-making pro-
cesses are also critical, so that learning rapidly leads to
changesin the pilotand the template can pass through
multiple iterations. Coordinated learning in the
global and local pilot teams needs to be front-loaded
during the early phases of the pilot and explicitly
scheduled into regular meetings.

Given that it is never clear at the start of a pilot
how large the bear might be, it makes sense for proj-
ect leaders to plan for the worst and hope for the
best. One of the most experienced project leaders
that we talked to at Tetra Pak emphasized that dur-
ing a global standardization initiative, he was careful
to allow a wide margin in terms of pilot duration
and budget. In the end, through good planning and
some luck, the bear might stay relatively small but,
as he said, it was much better to come in under time
and under budget with a completed and replicable
global template than to do the opposite.

Some global teams are so busy putting out tech-
nical fires that they forget to assist the local
management team with change management. But
making sure that employees who are changing their
ways of working support the initiative is critical to
persuading managers in the rollout that the initia-
tive is worth adopting. For instance, when Nestlé
launched its Global Business Excellence Program, a
global implementation of its business excellence
initiatives and standardization of working practices
supported by SAP, the global team developed an ex-
tensive template solution with training that allowed
knowledge gained in past implementations to be

COURTESY OF TETRA PAK

captured for future rollouts. This ensured the repli-

cability of the tested template and provided a
methodology for implementation. The methodol-
ogy consisted of seven phases, with work packages
around themes that allow for effective implementa-
tion and support before, during and after
implementation. These methodologies that create
commitment are also an essential part of the roll-
out of the global template.

The Importance of Communication
In any initiative, performance feedback from the pilot
spreads rapidly through informal networks with a
strikingly high degree of accuracy. We found that po-
tential rollout managers actively seek out news from
friends and colleagues in the pilots and that this often
creates an initiative “buzz.”!* What lessons should
global managers draw from this information?

Covering up bad news is always counterproduc-
tive. In one initiative where the pilot was not going
according to plan, the global team tried to reassure
people by communicating that everything was on
track. One of the pilot managers working in the local
team said he felt that the global team was trying not to
make the initiative sound difficult because they didn’t
want everybody to get discouraged, but it didn’t work.
“Everybody wanted to know how it was going; the in-
formal networks were hopping,” he recalled. “Now,
people can read between the lines too. When you talk
to your colleagues and can’t get straight answers, peo-

Tetra Pak International,

a multinational food
processing and packaging
company, used six stages
for managing global
business transformation
initiatives: initiate, analyze,
design, plan, develop and
implement.
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ple find out what’s really happening. You know
nobody is fooled by the global press.”

If some aspects of the pilot are not going well, it
is better to be transparent, admit them and explain
how you will fix them rather than pretend that they
don’t exist. According to Beccarini, global team
leaders at KONE learned this lesson the hard way at
the start of the globalization process, and all project
leaders are now keenly aware of the need to be
transparent. In extreme cases, if the pilot is going
disastrously it may be much wiser to simply stop,
redesign the theoretical template and then repilot
in a new location rather than struggle on with a
poorly designed pilot that is generating widespread
bad press. Steering members need to be sensitive to
when the negative buzz around an initiative has
reached such alevel that they need to intervene.

Good news helps speed adoption. A positive
buzz through informal networks supports the suc-
cess flywheel and builds execution momentum.
Here the global team needs to provide platforms for
the pilot managers to talk about their positive expe-
riences. At KONE, Simon Green, the project leader
of an initiative to launch a global company Web
presence, used an e-business conference to showcase
pilots in the United States, France and Finland. Lis-
tening to the pilot managers gave rollout managers
the confidence that they could implement the ini-
tiative successfully and also provided them with a
list of implementation dos and don’ts. When global
teams can showcase positive results from pilots,
commitment becomes contagious.

In general, communication about the project
must be open from the start. Before beginning the
pilot, realistic objectives must be set. Once imple-
mentation is underway, fast learning and honest
communication are essential parts of the process.
Finally, global steering members governing the intro-
duction of new global practices through the various
stages of implementation need to listen to both posi-
tive and negative feedback from the pilot — and be
honest enough to assess whether the global template
and associated implementation methodology are
truly ready for rollout.

Rhoda Davidson is a principal at e3 Associates in Lutry,
Switzerland. Bettina Biichel is a professor of strategy
and organization at IMD in Lausanne, Switzerland.

86 MIT SLOAN MANAGEMENT REVIEW FALL 2011

Comment on this article at http://sloanreview.mit
.edu/x/b3111, or contact the authors at smrfeedback @
mit.edu.
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