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In the first of this three-part editorial, we observe the operational differences between projects run by public organizations, contrasted to private firms.
It is understandable that the different working cultures of private and public institutions would diverge the way they have. There is the tradeoff between budgets, timelines, and stakeholder buy-in. Moreover, while private firms tend to adjust their strategies based on their financial viability, public organizations rarely do, instead leaning on the status quo as much as possible. Each side developed its working culture with these constraints in mind. While it is tempting to leave well enough alone, merging the benefits of each working culture, as described previously, can help public and private entities alike in fostering growth and innovation.
At the intersection of these approaches is the pilot project, in which a dedicated team develops a small-scale prototype or proof of concept. The pilot project has a limited scope, with testing revealing early on possible changes that need to be made. Starting small means buy-in from outside parties is easier, and stakeholders within the organization more willing to support it. This also makes it less challenging to implement in the first place, and only uses a small fraction of the resources of the full implementation. 
The successes and failures of the pilot dictate whether or how it can be developed further into a larger-scale endeavor, catering to a more diverse audience, as is usually the goal of public institutions . It is not surprising if this seems familiar to project managers trained in agile, as having a working prototype that can be built incrementally is well aligned with this method. Feedback makes updates and upgrades easier to implement, and the team is able to customize future iterations depending on which market, features, or stakeholders they want to target. 
The danger of the pilot, however, is in making that critical jump between proof-of-concept and widespread implementation. Here, we address three recommendations to ensure your pilot project does not become a one-off initiative that eventually dies out.
Target low-hanging fruit
Instead of tackling the hardest, most insurmountable aspect first, build momentum and energy by beginning with small victories. Start by ranking your problem areas from the easiest to the most difficult to solve. This also makes it less challenging to implement, using a small fraction of the resources of the complete solution.
At the same time, consider which stakeholders are more reluctant to adopt change. Then plan your pilot to address the easiest issue, with the stakeholders most amenable to innovation. In doing so, you solve problems incrementally, and build support by incorporating the more cooperative stakeholders as allies for the next stage.
Learn from successes as well as failures
When you hear lessons learned, you are likely to imagine a laundry list of everything that went wrong and how to best avoid it in future projects. However, understanding the factors that led to success is equally important. There is a tendency to take factors of success for granted, whereas they are an important area of focus to replicate. If you ask yourself what went right, and what made progress easier in the pilot, the next phase of scaling up can include these factors, and be better positioned for success. This practice also encourages the team working on the project, a phenomenon known as appreciative inquiry [1]. Bear in mind that identifying factors of success is the reason the next, more difficult phase, becomes manageable.
Plan for scaling up from the start
Many pilots are dead in the water because they do not have a proper scale-up plan [2]. If you began the planning process by ranking your problems and stakeholders, you already have a skeleton plan for scaling-up. Testing is important here, since the results will dictate whether you are ready to graduate to the next phase of the pilot. The ranking of issues and stakeholders may change as the project progresses, so it is essential to make sure there is some room for adjustment in this plan. 
By implementing a pilot framework of this kind, you are able to marry the mindsets of both public institutions and private firms: stakeholder engagement and risk assessment as implemented by public institutions, and the easy mobilization of resources and personnel as done in private industries. You will also find that, with time, the team working on the pilot and its development grows together with the projects. Pilot scaling offers a chance for the team itself to work on communication and other skills internally, as the problems they face get more and more complex and challenging. 
This is the second of a three-part editorial. In the next part we will examine change at an organizational level: what drives change in public institutions and companies alike, and how project managers can help create an environment where innovation can thrive.
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