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The idea of launching a new loyalty or engagement program is exciting. The reality? It can be

daunting. Big budgets, long timelines, and the fear of failure often lead to analysis paralysis. But
what if you could prove the concept, measure the ROI, and win stakeholder buy-in before

committing to a full-scale rollout? That’s the power of a well-executed pilot program—a “dress
rehearsal for success.”

A pilot isn’t just a smaller version of the final program; it’s a strategic tool for de-risking innovation. As
product marketing leader Juliana Deoren emphasizes, a pilot must be time-bound with clear

success metrics and a path to expansion. It’s a real-world test, not a vague proof-of-concept. Based
on hundreds of successful integrations, we’ve refined a four-phase pilot framework that turns

uncertainty into predictable success. This playbook is your guide to launching a targeted
engagement module—like reward fulfillment or automated messaging—in weeks, not quarters, and

delivering data-backed results.

Phase 1: Alignment — The Blueprint for Success
Before you write a single line of code or design a single email, you must build a solid foundation. The

Alignment phase is about getting all stakeholders on the same page and defining exactly what
success looks like. Rushing this step is the most common cause of pilot failure.

Define Pilot KPIs and Success Metrics
Your pilot needs a North Star metric. This isn’t a vague goal like “increase engagement.” It’s a specific,
measurable, achievable, relevant, and time-bound (SMART) objective. Your primary KPI will depend

on the business problem you’re trying to solve.

For a referral program pilot: Your KPI could be “Increase referral-generated leads by 15% within 60

days.”
For a customer retention pilot: It might be “Reduce churn by 5% among our Tier-1 customer segment

this quarter.”
For an employee advocacy pilot: Success could be “Generate 500 qualified clicks to our content

from employee shares on LinkedIn.”
In addition to a primary KPI, identify 2-3 secondary metrics. For the referral pilot, these could include

the referral conversion rate and the average time-to-conversion. This multi-faceted view will give
you a richer story to tell during the evaluation phase.

Select the Target Audience and User Journey
A pilot is not for everyone. You need to select a small, representative segment of your audience

where you can make a measurable impact quickly. This could be your most loyal customers, a newly
onboarded cohort, or a specific user persona. Map out the exact user journey you want to influence.

Where will they see the offer? What action do they need to take? What happens immediately after
they act? Visualizing this flow helps identify potential friction points and data requirements upfront.
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Map Data Requirements for Your Module
Finally, identify the data you’ll need. To run a targeted rewards pilot, you’ll need customer data from
your CRM (e.g., purchase history, location, customer tier). To power an automated messaging pilot,

you’ll need behavioral data (e.g., last login date, feature usage). Documenting these data points and
confirming their availability in your current systems (like Salesforce or HubSpot) is a critical step to

ensure a smooth technical setup.

Micro-Story: The Proactive RevOps Manager.

David, a RevOps manager, wanted to pilot a new incentive program for the sales team. In the
Alignment phase, he worked with sales leadership to define the KPI as “Increase demo-to-close rate

for mid-market deals by 10%.” He then identified the specific data fields in Salesforce needed to
trigger the reward and measure the outcome, ensuring the pilot could be tracked without any

manual reporting.

Phase 2: Setup — Building the Engine
With a clear blueprint in hand, the Setup phase is about bringing the pilot to life. This is where the
technology is configured and integrated. With a modular, API-first solution, this phase is measured in

days, not months.

Integrate the Module: Connect the NextBee module to your CRM or marketing automation platform

via our pre-built connectors or straightforward APIs. This ensures data flows seamlessly between
systems.

Configure Rules and Triggers: Based on the user journey mapped in Phase 1, you’ll set up the
business logic. “IF customer’s LTV > $5,000 AND they complete a product review, THEN issue a $25 gift

card.”
Establish Compliance Checks: This is where you bake in governance. Ensure your pilot adheres to

regulations like GDPR and CCPA, especially concerning data usage and communication consent. Our
platform is SOC 2 Type II compliant, providing a secure foundation.

Phase 3: Execution — Launch and Learn
This is the moment of truth. You launch the pilot campaign to your chosen user segment and begin
monitoring the results in real time. The key during this phase is to be agile. Unlike a monolithic launch,

a pilot allows for in-flight adjustments. If you notice a particular message isn’t resonating or a reward
isn’t motivating, you can tweak it. This is where NextBee’s Smart Agents can provide an unfair

advantage, automatically optimizing messaging and rewards based on live user behavior.

Phase 4: Evaluation — From Data to Decision
Once the pilot period ends (typically 30-90 days), it’s time to measure the results against the KPIs
defined in Phase 1. The goal here is to build an undeniable, data-backed business case.

Your evaluation report should include:

Performance vs. KPIs: Did you hit your 15% increase in referrals? How did you fare on secondary

metrics?



ROI Calculation: This is crucial. Calculate the total cost of the pilot (including software fees and the

cost of rewards) versus the value generated (e.g., the revenue from new customers or the savings
from reduced churn).

Qualitative Feedback: What did participants say about the experience? Surveying pilot users can
provide powerful testimonials and anecdotes.

Recommendation for Rollout: Based on the data, provide a clear recommendation: continue, expand,
or pivot the program. This positions you as a strategic, data-driven leader.

Following this four-phase playbook transforms a potentially risky project into a controlled experiment
for growth. It empowers you to innovate with confidence, knowing that every step is designed to

deliver measurable value.

Want to walk through how this framework could apply to your specific business goals? Schedule a

Module Fit Call to define your pilot.
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