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IoT Projects are complex and synthesize 

Informational Technology (IT) with Operational 

Technology (OT), creating disruptive solutions 

and new value propositions. IoT projects turn 

traditional OT processes and protocols into busi

ness logic. Developing an IoT project requires 

a systemlevel solution as well as system

level thinking. A proper IoT system design and 

development requires that security, stability, and 

future expansion be taken into consideration.

For a company,  
developing an IoT project  
is a transformative event. 

Operational Technology (OT)
Hardware and software that interact with 

the “real world” and drive processes and 

events in the enterprise.

Informational Technology (IT)
Using computers to store, retrieve, transmit, 

and manipulate data. 
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The first step of any development effort is to identify the problem you are trying to solve,  

or the feature you are trying to enhance. Do you want to harness the information in large data 

sets? Improve operational efficiency? Automate the operation and maintenance of remote 

systems? IoT systems can be used for these and many other applications, in areas as diverse 

as consumer goods, the industrial, medical, energy, defense sectors and more. 

A clear understanding of how IoT will help to achieve your business goals ensures that you 

avoid one of the pitfalls of IoT development: allowing the technology to drive the business 

strategy. It is crucial that the project timeline and platform help grow your business rather 

than shape it.

1
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Identifying your goals
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An IoT development is an extensive effort 

requiring multiple hardware and software 

solutions spanning many technologies and 

platforms. This vast undertaking can expose 

an organization to new risks emerging from 

the added complexity of development.  

A development partner who understands your 

goals and provides a futureproof, secure, and 

robust platform can deliver a considerable 

return on investment (ROI).

2
Timeline  
and budget
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Setting and establishing clearly articulated expectations is essential. This requires a clear 

understanding of the development effort, project milestones, and the deliverables at the end. 

The business goal(s) addressed by this development should always be kept at the forefront. 

Requirements drive the development process and provide both sides with a clear understanding 

of the project’s progress at any time. They define the schedule, and the schedule drives the 

deliverables. Having agreedupon pass/fail tests to measure progress helps to mitigate security, 

stability, and expansion risks. Failing to account for these possible risks can lead to additional 

time and expense.

5

3
Setting project 
expectations
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Technology Agnostic 

Focused on solving your problem rather than 

making your problem fit within their capabilities.

Market-Focused Solution 

Works to find the right solution based on the 

scale of the project and your ability to maintain 

the final solution.

Proven Track Record vs. Price 

Ensure that your partner has an established 

history of delivering IoT solutions. Choosing a 

partner solely based on price never ends well.

Realistic Project Plan 

If something seems too good to be true, it  

usually is. Developing a sophisticated solution 

on an un realistic schedule is not usually viable.

Broad Experience Set 

IoT projects are complex and require multiple 

disciplines in hardware and software functions. 

The more partners in a project, the more difficult 

it is to manage.

Understanding of the Whole IoT Ecosystem 

Doesn’t focus on just one layer of the stack.

4
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When choosing a partner, look for the following elements:

Selecting a 
development partner
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FixedPrice developments are often extremely challen

ging. They require that the customer and the developer 

have very realistic expectations. These developments 

also require meticulously detailed and testable 

requirements that will be used to develop the project plan. 

Once developed, any deviation from this plan will require 

Change Orders to reflect the state of the new project plan. 

This method also tends to delay development, as any 

change to the scope means a halt in development until a 

new direction is defined. This delay results in additional 

time and management overhead, and exposes the project 

to more risk than necessary.

A Time and Materials approach, with an iterative 

development methodology, is recommended. This 

method ensures you have the chance to review the goals 

as the project progresses. The project is constantly 

compared to the initial plan, and only major change 

orders are accepted. This lowers the management 

overhead and improves development efficiency. This also 

allows the project’s scope to evolve over the course of 

development, something that is relatively normal for a  

systemlevel newproduct development effort. 

5
Fixed price vs.  
hourly rate
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This is very important for an IoT development, as it is so  

systemfocused. It is critical to understand all of the interface  

points, the intended use model, etc. – especially if multiple teams 

from different groups are involved. In addition, since there is usually 

a hardware component to these developments, from the very 

outset of the project, the available options must be understood in 

order for the project to quickly adapt as challenges arise.

6
Recognizing 
constraints and 
managing risk
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7
Development 
model
The best development model hinges on the state of the 

development effort as well as the targeted development. The 

model should be selected in accordance with the phase of the 

project. New Product Development tends to favor one model 

while the drive to feature completion tends to support another. 

Your development partner should not subscribe to any one 

development methodology — the best according to the project 

and its specific requirements should always be applied.

9
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Best practices provide insurance against project failure. They help to maintain the schedule, 

reduce risks and keep the project onbudget. Development methodologies that focus on 

providing security, stability, expandability, and maintainability should always be prioritized in 

your selection process.

For an IoT project, security is paramount. Every IoT project, should use the same methodologies 

applied for highlyregulated device development — this reduces the attack surface and hardens 

the system for the hostile world in which it will operate.

Encrypting everything that will be on the public Internet, regardless of whether or not it is 

currently mandated by privacy laws or regulatory agencies is highly recommended. Laws 

and regulations change, often getting stricter. It is also often hard to predict how a seemingly 

innocuous piece of data may be used against someone down the road.

Data must be checked and rechecked at each link within the processing chain. Underlying 

databases need to enforce strong integrity constraints. Bad actors will try to mess with any 

system that enjoys even a modest level of success. Selecting a development partner with 

expertise in data handling at every level of the chain should be on top of your list.

8 Best practices
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The handover is a critical part of any project development. Proper 

tools, documentation, understanding, and training are required to 

ensure a smooth transition. Your partner must guide you along the 

way, helping you to pick technologies that will improve the handoff 

and support best practices.

Once a project has been delivered, ongoing maintenance is 

required. It is essential to have the capabilities to provide that 

support. Once a project is released, there may be only one chance 

to get it right. Having a partner who provides you with 24/7/365 

project support provides you with the peace of mind that if anything 

should arise, you know someone has your back. 

9
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Handover

Maintenance
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18009720979  
info@spiria.com 
spiria.com

BOSTON
200 PORTLAND STREET

857 3027071

60 PROMENADE DU PORTAGE

819 2051800

110 JEANTALON STREET WEST

514 2720979

323 KERR STREET

SUITES 101102, 202

647 4773401

OTTAWA - GATINEAU MONTREAL TORONTO

From Idea to Product 

• 150 inhouse digital experts committed to results.

• Over 1000 projects delivered across multiple industries.

• 15 years of digital services for over 400 customers.

WEBSITE 
CREATION

CUSTOM SOFTWARE 
DEVELOPMENT

DIGITAL 
TRANSFORMATION

WEB APP 
DEVELOPMENT

EMBEDDED SYSTEMS, 
IOT AND M2M

MOBILE APP 
DEVELOPMENT

D E V E L O P I N G  I O T  S O L U T I O N S  T H AT  D E L I V E R .


