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OVERVIEW _ g rincnesneseond o o

A What is the vision of scale?

PRINCIPLE 1: Develop from the outset and in a participatory way a context-specific vision of the problem(s)
that need(s) to be addressed and of the expected pathway and impact of interventions at optimal and sus-
tainable scale.

B What to scale?

PRINCIPLE 2: Define the core elements of the intervention (or intervention package) to be scaled and
assess whether it can be sustainably scaled in a particular context.

C Who will scale?

PRINCIPLE 3: |dentify, engage and coordinate leaders, champions, intermediaries, partners and public/pri-
vate actors who can play key roles in driving, funding and implementing scaling.

D How to plan for scaling?

PRINCIPLE 4: From the outset, identify systemic opportunities, constraints and risks; plan to align with
them or address them through system change along the scaling pathway.

PRINCIPLE 5: Develop in a participatory and inclusive way a scaling strategy and implementation path-
way(s) to achieve the sustainable scaling vision.

E How to implement the scaling strategy?

PRINCIPLE 6: In line with the scaling strategy mobilize resources and institutional capacity and create
demand for the scaling intervention by aligning incentives and pursuing advocacy to enlist stakeholders
and change attitudes, mindsets and social norms.

PRINCIPLE 7: |terate, learn and adapt the scaling pathway for sustainable impact as long as needed.

|: Based on what evidence?

PRINCIPLE 8: Base all scaling decisions on relevant evidence and continuous learning.

PRINCIPLE T:
Inclusive vision of optimal scale
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INTRODUCTION

Scaling, i.e., achieving sustainable development
impact at scale, has increasingly been accepted
by international development actors as central to
their mission, goals and activities. While a num-
ber of scaling management frameworks and tools
have been developed, there is a need for a concise
statement of scaling principles and lessons that
apply broadly across sectoral areas (agriculture,
education, health, nutrition, climate, etc.) and are
designed to help guide development practitioners.
To address this need, the Scaling Community of
Practice has developed a list of scaling principles
and lessons.

This paper presents eight scaling principles and
21 lessons that unpack those principles, grouped
under six broad questions about how to address
the scaling challenge. The principles and les-
sons draw on a working paper prepared for the
Community of Practice by Richard Kohl and
Johannes F. Linn. Kohl and Linn drew on inter-
views with key informants active on scaling in
international development, on a survey of the
scaling literature, and on the experience of the
Community’s experts and practitioners. The
Appendix to this paper lists the literature sources
used by Kohl and Linn and end-notes in the text
provide references to the literature for each of the
lessons.

For the purposes of this paper “principle” is
defined as a concise statement that represents a
general truth and serves as a basis for action, and
“lesson” as a general rule of action based on experi-
ence with the application of the principle and elu-
cidating the meaning of the principle. Few if any of
the principles and lessons are categorical imper-
atives, as they have their limits in terms of how
universally they can and should be applied. The
Kohl and Linn working paper explicitly considers

caveats and implementation constraints for each
principle and lesson. However, the default assump-
tion should be that the principles and lessons are
relevant unless proven otherwise.

These principles and lessons apply to innovations,
but also more generally to all interventions that
hold the promise of development impact at scale.
This includes the introduction of technologies,
goods or services, practices, policies, and orga-
nizational or process changes, whether entirely
novel or not and whether from inside or outside
an existing system. In recognition of this breadth,
this paper generally refers to “interventions”, not
“innovations.”

The paper identifies challenges and gaps in current
practice of scaling, but its primary emphasis is on
practical principles and lessons that can be applied
across sectors and development endeavors. Full-
scale adoption and implementation of these prin-
ciples and lessons may appear a major challenge.
But this need not be the case. One option is to use
an incremental approach in the application of the
principles and lessons, starting with a high-level
consideration of their relevance and then pursuing
in greater detail those aspects that represent the
greatest obstacles or opportunities for successful
scaling in a particular case. Readers interested

in exploring specific tools in support of applying
the principles and lessons presented in this paper
may wish to consult the tool kits prepared by
ExpandNet, IDIA and MSI. (See reference section at
the end of this paper.) An application of the princi-
ples and lessons to three cases of actual scaling can
be found in this paper by J. Linn.
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THE SCALING PRINCIPLES
AND LESSONS

A What is the vision of scale?

PRINCIPLE 1: Develop from the outset and in a participatory way a context-specific vision
of the problem(s) that need(s) to be addressed and the expected pathway and impact of
interventions at optimal and sustainable scale.

LESSONS: Forming a clear vision encompasses three prime considerations:

BEGIN WITH THE END IN MIND: ! Start with a
clear vision of the problem and its sustainable
scale and then consider whether a particular inter-
vention is better suited to meet the vision than
competing alternatives. This vision should include
at a general level who the expected actors and
stakeholders are, whether there is not just a need
but also real demand, whether the scaling pathway
is public, private or mixed, and who will drive and
finance the scaling process along that pathway. A
corollary of this lesson is that the consideration

of scale needs to be integrated into the process of
designing an intervention, i.e., as early as possible,
rather than waiting until after proof of impact or
concept, as is often the case.

AIM FOR OPTIMAL, NOT MAXIMUM SCALE :i
Given limited financial resources and institutional
capacity, there are inevitably tradeoffs between
numbers of people reached, impact in its multiple
dimensions, speed, quality, cost and especially
equity. These tradeoffs need to be addressed
squarely and transparently in right-sizing a
scaling vision. In addition, scaling almost always
has multiple, diverse effects beyond its intended
impact, such as impact on environment and nat-
ural resources, gender and marginalized groups.
And because scaling often leverages existing

delivery mechanisms and systems to minimize
additional cost and the extent of changes needed,
it has a tendency to reinforce existing inequities
and neglect the “last mile”, i.e., those most difficult
to reach. Thus, the search for optimal scale will
require ethical judgments, and scaling visions
and pathways should be developed with attention
to human rights and dignity and to those most
disadvantaged.

FORM THE SCALING VISION IN A PARTICIPA-
TORY WAY: i Scaling decisions and choices have
often been dominated by innovators, funders or
implementers. Given the ethical considerations
and tradeoffs implied by optimal scale, there needs
to be a greater role for stakeholders, including gov-
ernment, communities, users or frontline service
providers, and for marginalized groups, including
women and girls. These stakeholders in the scaling
process not only need to be consulted but need to
participate in decision making and to be able to
influence what evidence is generated as the basis
for decisions. In addition to ethical considerations,
participatory approaches generate political com-
mitment, build ownership, create champions, and
increase the likelihood of adoption of a new tech-
nology, treatment or good or service.
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3 What to scale?

PRINCIPLE 2: Define the core elements of the intervention (or intervention package) to
be scaled and assess whether it can be sustainably scaled in a particular context.

LESSONS: The decision of what to scale involves two key considerations:

FOCUS ON CORE ELEMENTS OF AN INTERVEN-
TION: ¥ Scaling standardized models can result
in economies of scale and simplify replication.
However, often simple replication fails to produce
the expected impact when facing different con-
texts or systemic constraints, or because com-
plex, multi- component interventions cannot be
fully replicated. These issues can be addressed
by reframing the intervention in terms of its core
components or design features, while allowing
other components and features to be adapted to
local circumstances or cut.

ASSESS SCALABILITY: ¥ Not every innovation can
or should be scaled. Innovative interventions have
sometimes been scaled despite lack of evidence

of impact and/or scalability, because they were
pushed by an innovator, funder or government
with a vested interest in showing “success” or

for particular political agendas. Before proceed-
ing with scaling, interventions should be tested
locally on a small scale in diverse contexts against
proven criteria regarding sustainable scalability,
including clear evidence of impact. Scalability
assessment tools are readily available in the
scaling literature (see references at the end of this
paper). Interventions that require extensive, costly
or time-consuming system changes to achieve
sustainable impact at scale or whose impact is
sensitive to small changes in design or quality will
typically be more difficult to scale.

C Who will scale?

ing scaling.

PRINCIPLE 3: Identify, engage and coordinate leaders, champions, intermediaries, part-
ners and public/private actors who can play key roles in driving, funding and implement-

LESSONS: Going to scale rarely happens spontaneously. Four principal sets of actors — mostly organiza-
tions, but also individuals — need to engage and cooperate in scaling:

FIND AND CONVINCE LEADERS: ! Without leader-
ship, scaling usually fails. Going to scale requires
an actor(s) or organization(s) committed to leading

scaling through to success, willing to make deci-
sions, and able to mobilize and coordinate others
to support scaling goals, strategy and tactics. Care
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must be taken not to rely too heavily on a single
leader, since a change in leadership can then leave
a gap that is difficult to close.

IDENTIFY AND EMPOWER ONE OR MORE INTER-
MEDIARIES: " Intermediaries are actors with
skills, capacity and financial resources to facilitate
and coordinate the scaling process. They are often
needed to support scaling with strategic planning
and goal setting, systems analysis, process facili-
tation, working across organizational boundaries,
advocacy and communication, forming and coor-
dinating partnerships, financial and costing anal-
ysis, resource mobilization, and monitoring and
evaluation. The intermediary role is generally best
carried out by a national or local organization, but
it is often either ignored entirely, or inadequately
filled because the most likely candidates for this
role tend to lack the necessary incentives, motiva-
tion, resources or capacity. Therefore a deliberate
effort will frequently be needed to identify and
equip an appropriate intermediary.

CREATE AND LEVERAGE PARTNERSHIPS: "iii
There is no scaling without partners. One organi-
zation going it alone usually lacks the necessary
skills, capacity, resources, political clout and com-
munity grounding to scale successfully. Scaling
to diverse populations and contexts requires local
knowledge, relationships and a network of local

organizations. Partners need to be aligned along
common goals and jointly mobilize resources for
effective implementation and political support of
the scaling process, which in turn requires that
partnerships have adequate resources, manage-
ment and governance structures.

ENSURE THAT PUBLIC ACTION AND PRIVATE
ACTION ARE CONSISTENT AND MUTUALLY REIN-
FORCING. * Public and private action typically
should go hand-in-hand for successful scaling.
Where private commercial activity predominates
in a scaling pathway, the public sector usually still
plays a significant role, including setting the legal,
regulatory and policy enabling environment, and
giving permission, approval or sanction for scal-
ing. Moreover, any intervention that reaches large
scale and thus involves a significant proportion

of the population can become subject to political
contentions. Therefore, the public sector’s role
always needs to be considered for sustainable scal-
ing. The converse is also true; the private sector
typically has extensive and frequently neglected
roles to play in scaling interventions through
public pathways. And, more often than not, mixed
or hybrid pathways, where public action leverages
private action and finance (e.g., by sharing some of
the risks with private investors) is the best way to
achieve sustainable scale.
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D How to plan for scaling?

PRINCIPLE 4: From the outset, identify systemic opportunities, constraints and risks; plan
to align with them or address them through system change along the scaling pathway.

LESSONS: “Systemic thinking” is a critical part of successful scaling in the sense that planning for scale
needs to pay heed to three aspects of the context, or system, in which it takes place — systemic constraints
and opportunities in general, financial constraints in particular, and systemic risk:

MAP AND ADDRESS SYSTEMIC ENABLING FAC-
TORS AND CONSTRAINTS: * Interventions often
fail to scale because they do not fit within existing
systemic constraints (e.g., financial, policy, institu-
tional, political, socio-cultural, etc.). Interventions
need to be implementable within constraints

at target scale, or those constraints need to be
addressed through systems change. Horizontal
scaling, i.e., simple replication or expansion, usu-
ally has to go hand in hand with vertical scaling,
i.e., creating the required enabling conditions
through systems change.

PAY SPECIAL ATTENTION TO FINANCING AND
COST CONSTRAINTS: * One of the principal rea-
sons that scaling efforts fail is that the financial
resources required to cover the costs of scaling
and of sustained implementation at large scale are
missing or inadequate. The design of interventions
needs to draw on cost-benefit calculations and
consider of affordability by users, fiscal and imple-
mentation capacity and competing policy priori-
ties. Financing is needed for all the tasks involved
in going to scale and sustaining delivery at scale,
not only for the one-off costs of initial testing,
adoption, capacity building and systems change. A

viable, long-term business or funding model that
aligns resources with costs is critical. Commercial
interventions typically rely on revenues gener-
ated from the intervention. Some governmental
interventions (e.g., public utilities such as power,
water, etc.) can do so, too, which will assist not only
in covering costs but also in establishing whether
there is a demand for the goods and services
provided. However, many publicly provided goods
and services cannot generate sufficient revenue

or cannot do so in a manner that incorporates the
needs of marginalized groups.

ASSESS AND ADDRESS RISKS: Scaling is particu-
larly prone to contextual and programmatic risks.
There are numerous uncertainties about the qual-
ity of implementation and the resulting variance
of outcomes, about the existence of demand and
profitability at scale for all private actors, and the
durability of governments and their policy prior-
ities. Many risks are specific to different scaling
stages, and hence need to be assessed and antici-
pated as far as possible for each stage. This is espe-
cially the case as an initiative reaches larger and
larger scale and is increasingly affected by national
systems, actors and political economy issues.
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PRINCIPLE 5: Develop in a participatory way a scaling strategy and implementation path-
way(s) to achieve the sustainable scaling vision.

LINK THE VISION WITH THE INTERVENTION

BY DEVELOPING A STRATEGIC AND SUSTAIN-
ABLE SCALING PATHWAY: *! Scaling requires a
strategic planning approach that systematically
connects the vision of sustainable impact at scale
with specific interventions, that anticipates poten-
tial implementation challenges (Principle 6) and
recognizes that the strategy is not written in stone,
but needs to be adapted in the light of evidence and
experience. The strategy either has to align with

the systemic constraints or incorporate a plan to
address them and deal with associated risks. It
often needs to involve a phased approach to scal-
ing to allow time for demonstration of impact, for
actors to embrace their expected roles, for financ-
ing to increase, for policy barriers to be addressed,
and for implementation capacity to be built or
strengthened. And, like the vision, the strategy
needs to be developed in a participatory way.

— How to implement the scaling strategy?

PRINCIPLE 6: In line with the scaling strategy, mobilize resources and institutional capac-
ity and create demand for the scaling initiative by aligning incentives and pursuing advo-
cacy to enlist stakeholders and change attitudes, mindsets and social norms.

LESSONS: Four considerations underpin the effective implementation of a scaling strategy:

MOBILIZE RESOURCES AND INSTITUTIONAL
CAPACITY FOR SCALING AND FOR SUSTAINED
IMPLEMENTATION AT SCALE. i Resources and
institutional capacity are critical for scaling and
operating at scale. They often have to be system-
atically created along the scaling pathway to fit
the nature of the intervention and the context in
which scaling takes place.

PAY ATTENTION NOT ONLY TO THE SUPPLY

SIDE OF THE SCALING PROCESS, BUT ALSO THE
DEMAND SIDE: *V Evidence of proof of concept is
rarely sufficient on its own to inspire scaling actors
to play their various roles. Therefore deliberate
scaling efforts typically include attention to supply
side considerations, i.e., process by which key ele-
ments of an intervention are generated, produced
and distributed. But experience shows that scaling

seldom happens by simple diffusion or attraction,
i.e., “build it and they will come.” Therefore the
demand side of scaling, i.e., whether the users of an
intervention are ready to adopt a different technol-
ogy, good or service, must not be taken for granted.
Marketing as a tool for scaling is well established
in commercial practice, but much less so for public
or charitable interventions. Therefore the next two
lessons are critical.

ALIGN INTERESTS AND GENERATE INCEN-
TIVES: *¥ Successful scaling will frequently involve
changes in mind-sets and even social norms.
Scaling can elicit resistance or active opposition
from vested interests or simply because it involves
significant change in attitudes or behavior for
users, organizations and systems. Inertia and
resistance need to be anticipated and addressed
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proactively. To align interests in support of scal-
ing, incentives may be needed, including financial
(subsidies and taxes), legal and regulatory incen-
tives, or those based on competition and non-
monetary rewards (such as published performance
rankings).

COMMUNICATE AND ADVOCATE BASED ON
EVIDENCE: * Communication, education, advo-
cacy, marketing and other outreach activities

are needed to complement incentives as a way to
enroll all relevant actors and to motivate adoption
of an intervention. Enlisting advocates with prom-
inent status, legitimacy and credibility can be
critical to success. Monitoring and evaluation need
to be designed to support advocacy with decision
makers and other stakeholders.

PRINCIPLE 7: lterate, learn and adapt the scaling pathway for sustainable impact at scale

as long as needed.

LESSONS: This principle is based on three considerations:

ITERATE, LEARN, AND ADAPT: **! Increases in
scale often create new challenges in the relevant
systems, stakeholders, and resources and unfore-
seen events and outcomes, obstacles and oppor-
tunities will occur along the scaling pathway.
Therefore, scaling almost always involves con-
tinuing adaptation based on continuous feedback
loops as one needs to take unforeseen develop-
ments as likely and constantly reexamine assump-
tions, revise the scaling vision and strategy, and
adapt activities and tactics accordingly. This is a
particular challenge for scaling efforts rooted in
traditional project approaches that define spe-
cific workplans at the beginning and often aim to
implement them rigidly over the limited lifespan
of a project regardless of developments on the
ground.

FOCUS ON SUSTAINABILITY: *iii Without sus-
tainability, reaching large scale is of no long-term
benefit. Many development programs neglect
sustainability of impact due to a lack of long-
term funding, incentives, accountability and
monitoring for sustainability beyond program

or project end. Sustainable scaling requires long
term engagement, a viable business model, reli-
able funding, institutional capacity, and ongoing

political support beyond the limited time horizon
of individual projects. For physical assets such as
infrastructure, appropriate operations and main-
tenance requirements have to be assured.

MAINTAIN A LONG-TERM PERSPECTIVE: *ix
Achieving sustainable implementation at scale
often takes more than a decade, especially when
changes in systems, attitudes, mindsets and
social norms, or policy priorities are involved.
Politicians, bureaucrats, business executives and
funders tend to have short time horizons; they
prefer immediate payoffs over longer-term impact
at scale. These time horizons are reinforced and
embedded in political cycles and bureaucratic
limitations on the duration of engagement. This
leads to a heavy emphasis on rapid results through
“‘quick wins” or “low-hanging fruit”. These quick
wins can help to build momentum, but they can
also create perverse incentives or become a goal
unto themselves, blinding actors to the need to
create the foundations for sustainable scale. Thus
it is important to ensure continued commitment
by all actors, including leaders, intermediaries
and funders, to advance the scaling agenda across
political and funding cycles.
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. Based on what evidence?

PRINCIPLE 8: Base all scaling decisions on relevant evidence and continuous learning.

COLLECT AND APPLY EVIDENCE
THROUGHOUT: ** Evidence is fundamental for all
aspects and activities in scaling, as noted in the
discussion of the preceding principles. Evidence
on impact is critical, but so is evidence needed

to set and adapt the vision, to assess scalability,

to choose or modify what to scale, and to iden-
tify and address systemic enabling conditions
and barriers along the scaling pathway, using
both quantitative and qualitative monitoring and
evaluation approaches. In designing quantitative
monitoring and evaluation metrics, it is important
to focus not only on the “numerator” (e.g., number
of people reached), but also the “denominator”

(e.g., the number of people that are ultimately to be
reached). As an intervention scales, the metrics of
monitoring and evaluation will often also have to
be adapted, thus requiring what has been referred
to as a “dynamic” monitoring, evaluation and
learning (MEL) process. MEL needs to be contin-
ued beyond the scaling phase and integrated into
ongoing implementation at scale so as to adapt to
inevitable new developments and changes in con-
text, while ensuring that required quality and core
characteristics of the intervention are sustained.
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CONCLUDING COMMENTS

The principles and lessons were presented above
in a sequential fashion but, as noted in the text and
evident from the introductory graphic, they are
interdependent, overlap and need to be applied in a
holistic and iterative manner. So, for example, the
scaling vision (Principle 1) needs to be conceived
with many of the other principles in mind, albeit
at a high level. And the scaling strategy (Principle
6) needs to anticipate implementation challenges
(Principle 7), but during implementation the
strategy also may need to be adapted in the light of
evidence.

The Executive Committee recognizes that this
statement of principles is only the beginning of

a process. The principles and lessons need to be
tested with application to past scaling experience

10

and to current and future scaling initiatives, and
with even more input from experts and prac-
titioners of the Global South than was possible
so far. The general principles presented in this
paper also could usefully serve as the basis for
principles tailored to specific sectors and actors.
The Community of Practice will actively dissem-
inate these principles and adapt them as expe-
rience is gained with their application. Readers
are encouraged to share their experience in the
application of the principles with the Community
of Practice by sending their comments to
ScalingCOP@msi-inc.com.
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