
Implementing Digital Systems

Conversion of systems

From time to time, systems need to be upgraded and converted to a new 
system.
It is possible to implement this in a number of ways. 
The systems are:

• ‘big bang’ method
• pilot method
• parallel method.

Pilot method

A small-scale implementation of a digital system (hardware/software) 
perhaps in one part of the office with a set of users, one department of an 
organisation or even one branch. The main benefit of the pilot method is risk 
reduction and testing – adjustments can be made if necessary, before the 
full scale roll out.

The ‘big bang’ method (direct method)

Implementing a digital system is where a company immediately starts 
using the new system. This method is cost effective and has a shorter 
implementation time.

Old System New System

Advantages Disadvantages

The old system is turned off, and the 
new system is used immediately.

The new system may not work at its 
best until staff have become used to 
using it.

It can be cheaper to implement than 
other methods.

It could be confusing having two 
systems.

The new system is available 
immediately.

Should the new system fail, the 
organisation will not have a back-up 
system and that could be disastrous.

Old System

New System

Advantages Disadvantages

The new system will run in parallel, 
but will only be used by a limited 
number. i.e. a specified department 
or group.

There is no backup system for the 
pilot method department in the 
event of something going wrong.

All the features of the new system 
can be fully used.

It could cause problems during the 
exchange period when they need to 
communicate using discrete systems.

If something goes wrong with the 
new system, only a small part of the 
organisation is affected. 

It’s slower than other methods.

The staff from the pilot scheme can 
help train other staff.

Staff can focus on one area to solve 
any problems.



Implementing Digital Systems

 General activities performed during system conversion

• Replace old hardware systems with new ones.
• Update any system software.
• Update any application software, including any elements where the new 

system integrates with online elements.
• Test the security of the new system.
• Replace business procedures.
• User training.
• Convert data to new system requirements.

There is a fourth method of conversion called phased change. Here, 
parts of the new system are implemented one at a time to allow users 
to get used to that particular process, and identify any problems before 
operating on a new area.

Parallel method

Both systems run at the same time, in parallel. The old system is turned 
off once the new system is up and running. Employers can train and gain 
confidence knowing that the old system is still in place at the same time.

Old System

New System

Advantages Disadvantages

Users can go back to using the old 
system if needed, should there be a 
problem.

It is expensive as additional temporary 
staffing may be required or current 
staff paid for their time to operate 
both systems.

If required, the new system is 
available immediately.

It could be confusing having two 
systems.

The outputs from the old system 
and the new system can be 
compared to check that the 
new system is working correctly/
correspondingly.


