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2Scaling of innovations is the process of expanding 
the use of beneficial technologies or practices 
over geographies and across organizations to 
impact larger numbers of people. Reaching 
impact at scale is gaining importance, especially 
in light of the ambitions of the Sustainable 
Development Goals (SDGs). However, the positive 
outcomes of innovations in (pilot) projects are 
hardly ever replicated at scale, and if they do, 
the outcomes achieved often fade out after the 
project ends. A few important learnings about 
scaling are: 
• Scaling of innovations requires a conducive 

policy, financial, social and busines 
environment and if these are not present, 
it needs supporting innovations to improve 
those conditions.

• Scaling of innovations should be a means to 
an end. More is not always better; agriculture 
is the largest user and polluter of water, and 
one of the biggest threats to biodiversity, 
for example. 

• Reaching high numbers of adopters during 
projects is important but how they are reached 
is more important. After all, we want impact at 
scale to sustain and grow beyond the project 
boundaries (time and space).

Meaningful scaling is about designing for 
sustainable and responsible change at scale 
from the beginning, nurturing local ownership 
and leadership, and learning and adjusting along 
the journey. Scaling of innovations is one  the 
key pieces of the puzzle to achieve impact at 
scale, along with changing in conditions that hold 
problems in place (root causes) and supporting 
innovations that contribute to an enabling 
environment. 

Why the Scaling Scan?

The multi-dimensional nature of scaling an 
innovation has discouraged scaling practitioners 
to engage in meaningful scaling, count adopters 
at the end of the project and assume others will 
continue scaling when project support cedes. 
The Scaling Scan provides a user-friendly tool to 
explore what is required to scale an innovation 
in a particular context, the implications this has 
for project management and collaborations and 
the potential trade-offs on the environment as 
well as social dynamics. At the core of the Scaling 
Scan are ten scaling ingredients that constitute 
the enabling environment around an innovation, 
and largely influence whether a scaling ambition 
can be realistically achieved. The Scaling Scan can 
be used to:
• facilitate discussion and develop capacities on 

scaling of a range of stakeholders;
• help formulate a realistic, context-specific and 

responsible scaling ambition for a selected 
innovation; 

• rapidly scan for bottlenecks and opportunities 
of a scaling initiative and generate immediate 
information to adjust strategies or identify 
needs for new collaborations;

• check whether project proposals, 
implementation plans, and evaluations misses 
important scaling elements.

 

Who is the Scaling Scan for?

The Scaling Scan is designed for anyone involved 
in pro-poor and sustainable development 
programs looking to scale impact. Project 
coordinators, managers and teams who manage 
project resources and priorities will be those 
most able to take advantage of the tool. It is 
specifically designed to develop capacity of non-
scaling experts to recognize, and make sense of, 
scaling in their context. We highly recommend 
involving a diverse set of stakeholders for richer 
and more deliberate choices on what needs to 
be addressed and done to achieve the scaling 
ambition.

Furthermore, the Scaling Scan can be applied:
• Within a range of sectors, despite being based 

on experience from the agriculture and the 
water sector

• By individuals as well as (project) teams
• By individual organizations and partnerships 

What is scaling? What is scaling?

Facilitation tip:

Apply the Scaling Scan 
as part of annual project 
review meetings with the 
implementation team 
to monitor changes in 
scalability over time.
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3When?

The Scaling Scan fills the gap between having 
(at least) a general idea of what should scale 
where (for example when a donor requests 
a proposal for adoption of a technology) and 
having a detailed implementation strategy for 
impact at scale. 

Limits

The Scaling Scan was not designed to:
• scale a project or program; it focuses on a 

defined innovation;
• deliver a project implementation strategy for 

impact at scale- instead it clearly shows the 
points that should be addressed in the strategy 
for successful scaling; please use a strategy 
development tool you are comfortable with;

• give exact answers, as it is based on 
experiences and knowledge rather than 
on evidence; or

• be an all-encompassing tool; Annex 4 
provides links to other relevant tools that 
help address more scaling issues in an 
implementation strategy. 

Follow these three steps:

• Step 1: Construct your scaling ambition
• Step 2: Check the scaling ingredients
• Step 3: Identify points of attention for your 

implementation strategy

Each step contains tactical questions, sometimes 
accompanied by a few considerations to help you 
on your process.

You are encouraged to use the considerations in 
Annex 2 for reflection; however, not all of them 
will be applicable to your situation. Going through 
the three steps is an iterative process as you 
may find that your scaling ambition needs to be 
adapted after going through steps 2 or 3.
 

The Scaling Scan triggers discussions that are best 
addressed in a moderated workshop setting. Tips 
for effective facilitation appear on the left side of 
the pages throughout this document. Depending 
on the workshop setting and objectives, 
completing the steps may take anywhere from 
two hours to two days.

Annex 1 includes a suggested agenda for such 
workshops. Annex 2 contains an extended 
version of the Scaling Scan, including additional 
considerations to help answer the tactical 
questions of the scaling ingredients.

Using the Scaling Scan
 Using the Scaling Scan

The Scaling 
Scan

Idea
for Scaling
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4The objective of this step is to come up with a 
scaling ambition that is realistic, responsible and 
geared towards a sustainable and responsible 
impact at scale.

The scaling ambition briefly describes what you 
want to scale, for whom, where, when, how 
many, by whom, and why. It puts the innovation 
(the “what”) in a context (“where”, “with whom”, 
“by when”, “how many”, “by whom” and “why”). 
Having this clear is not only important for a 
project team, but especially for the private and 
public sector actors at different levels who have a 
stake in reaching the scaling ambition and invest 
their own resources and time in it. 

Step 1a: Scaling ambition

In this step we use simple questions to 
demarcate the boundaries of the system in which 
we want to scale. In other words, who and what 
are involved in the problem and the solution? 
The more specific and focused you can be about 
the boundaries the easier it is to assess whether 
or not reaching the scaling ambition is realistic. 
Steps 2 and 3 of the tool helps formulate points 
of attention for the implementation strategy of 
the project, which is the answer to the “how?”. 

Facilitation tip:

Some users of the Scaling Scan found it useful 
to start with a root cause analysis to assess 
what key problem should be solved (“why”) and 
(pre-)select the most promising innovation that 
can address that problem at scale (the “what”), 
and/or brainstorm among users on a vision of 
success, either with a small leadership group or 
in plenary, before starting with Step 1.

Step 1: Construct your scaling ambition

Good to know:

The scaling ambition goes 
beyond the boundaries 
(time, space, resources) 
of a single project and 
serves as a guiding 
star for a series or 
sequence of projects and 
interventions, of many 
stakeholders, so be bold!

I want to scale…

Why? Considerations:
• What persistent problem are you addressing? 
• What is the larger development outcome (SDGs) 

you aim to contribute to?

What? Considerations:
• What innovation (e.g. technology or practice) 

you work on shows most promise to visibly, 
and directly address the problem?

• Do you/your project/organization have a deep 
understanding and expertise on the innovation? 

• Do you need to scale all components of the 
innovation (package/menu), or is there one 
component that should be scaled?

• Is there enough credible evidence from the pilot 
phase to go to scale?

For Whom? Considerations:
• Change and sustainability are achieved by people; 

therefore, we prefer to target people (individuals, 
households, organizations, businesses, etc.) 
rather than hectares or other indicators.

• Are you targeting end-users, consumers and/
or intermediaries?                                                

• What specific groups are you (not) targeting 
who can benefit most from the innovation 
(rich/poor, women/men, young/old, etc)? 

Response

The systems change we contribute to is:

The innovation:

The target group is:

 Step 1: Scaling ambition
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Response

The intervention area is:

Size of the target group aimed for:

The leading organization(s) for scaling is/are:

The time to reach the desired scale is:

 

1] Multi-country initiatives may require you to complete steps 1, 2 
and 3 for each country due to the different business climates, 
legislation, rules and regulations, etc.

I want to scale…

Where? Considerations:
• What boundaries are you considering? 

Geographic1/ agro-ecological zone/ water 
catchment/ etc.?

• Are you looking at geographic expansion or 
more/different target population in the same                                                                                             
geography? 

How many? Considerations:
• What is a realistic target?
• Aim for a reasonable amount between a 

maximum (e.g. the total size of the potential 
target group) and a minimum (e.g. the current 
number of the innovation in the piloting stage)

• The role of a project may be to lift adoption to 
15-30% of the maximum- commonly called the 
tipping point, or a critical mass of users- after 
which scaling is easier (note: this rule of thumb 
may not apply everywhere!)

By whom? Considerations:
• Does the organization/people that piloted the 

solution have the required capacity and skills 
to lead the scaling process?

• Who is most interested and best suited and 
motivated to provide leadership in reaching 
the scaling ambition (think at a large scale and 
beyond a project)?

• What level of support can the leading 
organizations provide, and how will it change 
over time?  

When? Considerations:
• What is a realistic timeline for achieving the 

scaling ambition? 
• Does the leadership for scaling need to be 

done in phases and handed over at some 
time? If so, when? 

Good to know:

If you feel you could use 
some help with answering 
the questions, in Annex 4 
we provide links to tools 
and methods that help to 
define the scaling ambition 
(step 1) and address issues 
regarding the scaling 
ingredients (Step 2).

 Step 1: Scaling ambition
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2] Specific, Measurable, Achievable, Realistic, Timebound

Please use all these elements on the previous 
pages to construct a SMART2 scaling ambition 
like this:

By [time], [leading organization(s)] supports the 
scaling process of [innovation] from [current 
amount] to [future amount] for [target group] 
in [intervention area] to [contribution to system 
change].

Example: By [2025] [NGO X and Company Y ]]
support the scaling process of [Zero Tillage] from 
[10,000] to [500,000] [small farming households 
(<2ha)] in [West Bengal] to [strengthen food security 
and reduce poverty].

1b: System check

Introducing a new practice or technology does 
not only requires more than change at the level 
of the individuals or households. It also implies 
that organizations start offering other products 
or services. In addition, it often requires changes 
in mindsets, attitudes, norms, market rules and 
possibly even in formal regulations, policies and 
legal frameworks.
 

 We therefore use a transformation framework 
to look at the wider changes your initiative aims 
to contribute to.

In short, a scaling ambition doesn’t just seek 
change at the individual or household level; 
rather, it aims for the whole system to operate 
differently.
 

Good to know:

Being clear towards which 
larger development outcome 
you are contributing is 
very important to identify 
and collaborate with 
organizations that contribute 
to the same overarching 
development goal. especially 
from different disciplines 
and sectors.

Does your scaling ambition contribute to wider 
and sustained changes (“rules of the game”) 
in the sector you are operating in? If so, what 
does that change look like once you reach the 
scaling ambition?

 Step 1: Scaling ambition



• Awareness about 
underlying (attitude, 
market, policy, etc.) 
problems slowly rises, 
and

• Some actors in 
the sector initiate 
innovations to 
address these issues.

• These separate 
initiatives gain some 
direction, coherence 
and influence 
through groups of 
first movers.

• Sector stakeholders 
start to cooperate as 
they start to realize 
the benefits of the 
innovations that 
address the problem.

• Together, stakeholders 
might define a sector 
wide vision and multi-
stakeholder initiatives 
might be set up.

• A level playing field 
emerges, and per- 
ceived as the “new 
normal” by sector 
stakeholders.

• Leaders in the 
sector lobby for 
institutionalization 
of this new normal, 
making it part of the 
legal framework and 
enabling environment.
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1b: System check 

Systems change happens in phases.
In what phase is your scaling initiative now?

What changes in the system are required that 
are beyond your control, in order to reach your 
scaling ambition?  
Points of attention regarding the system check:

Considerations: Are power dynamics and conflicts 
between stakeholders holding back development? (e.g. 
gender or ethnicity issues) Are culture and public opinion 
opposed of the change we may want to see? (e.g. debates 
on climate crisis, GMO, etc). 

Please indicate in which phase your scaling 
initiative starts and where you aim to reach 
within the timeline described under your 
scaling ambition (see 1a).

Time 

1. Inception 2. First movers 3. Critical Mass 4. Institutionalization
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 Step 1: Scaling ambition

 1. Inception 2. First movers 3. Critical Mass 4. Institutionalization
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1c: Responsibility check

Scaling often calls for large changes which 
may have wide implications for society and 
the environment, both positive and negative.

For example, while an irrigation project may 
benefit specific farmers, others in the community 
might suffer from lower water availability or higher 
pollution levels in the medium and long term.

We have the moral obligation to avoid or prevent 
negative and unintended consequences resulting 
from scaling an innovation. After all, an innovation 
is “a means to an end” of a desired development 
outcome. Negative and unintended consequences 
for society and environment, —even the ones 
beyond project boundaries— can hinder achieving 
the desired development outcome.

We therefore challenge you to assess the impact 
of reaching the scaling ambition (beyond the 
geographic, social and time boundaries set by the 
project) and the associated risks.

Social responsibility

Gender equality:
• Do women and men equally benefit from —and 

have access to— resources and opportunities 
during the process of reaching the scaling ambition?

Age equality:
• Do young and elder people equally benefit from —

and have access to— resources and opportunities 
during the process of reaching the scaling ambition?

Inclusiveness:
• Are certain groups (based on ethnicity, religion, 

economic status, with disabilities, others) excluded 
from any or all benefits during the process of 
reaching the scaling ambition?

• Are those affected by the innovation included in 
decisions about the scaling pathway and whether 
or not the intended impacts constitute success?

Power equity:
• Who are the winners, and losers, when the 

innovation is adopted at a large scale, and how 
can we make sure the most vulnerable are 
not worse off? 

• If the project provides advantages or power to 
certain players, how do avoid  this in the long term? 
(e.g. monopoly of a service provider) 

Resilience:
• Is it possible for the target group to easily reverse 

adoption if not satisfied with the results, or is the 
project displacing alternatives?

• What is the cost of failure, and who will bear it? How 
do we avoid  that only the most vulnerable bear it?

Potential negative side effects and implications for reaching the scaling ambition

 Step 1: Scaling ambition
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9Environmental responsibility

Use of resources:
• Can the scaling of the innovation affect the 

availability of important natural resources, 
such as water and land- for people and 
environment- in the future?

Quality of resources:
• Can the scaling of the innovation change the 

quality of important natural resources, such as 
water and land - for people and environment- 
in the future? 

Climate change:
• Can the scaling of the innovation worsen 

climate change by increasing CO2 and other 
gases in the atmosphere? 

Biodiversity:
• Can the scaling of the innovation contribute to 

loss of flora, fauna and micro-organisms? 

Potential negative side effects and implications for scaling ambition

Note down points of attention
Points of attention, Responsibility check:

Now, write down your (revised) scaling ambition, 
considering the points of attention for system 
and responsibility dimensions.
Overall results Step 1:Points of attention, System check:

 Step 1: Scaling ambition
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10Now that your scaling ambition is well defined 
and firmed-up by a system and responsibility 
check, it is time to assess whether your approach 
to scaling is adequate to achieve the ambition.

This is done by looking at the scaling ambition 
from the perspective of 10 scaling ingredients3. 
The ingredients represent 10 different fields 
that need attention in order for scaling to be 
successful.

Technology/Practice - An effective and efficient 
innovation for the issue at stake

Awareness and Demand - A wish and readiness 
to use and produce the innovation

Business Cases – Incentives and attractive 
value propositions to support the scaling of the 
innovation

Value Chain – Effective links between actors to 
pursue business cases and bridge supply and 
demand

Finance – Effective financing options to produce, 
deliver, manage and acquire the innovation

Knowledge and Skills – Capacities at individual 
and institutional level to use, adapt and promote 
the innovation at scale

Collaboration – Strategic collaboration within 
and beyond the sector to scale the innovation

Evidence and Learning – Credible evidence and 
facts underpin and help gain support to reach 
the scaling ambition

Leadership and Management – Effective 
coordination and navigation to achieve the 
scaling ambition

Public Sector Governance – Government 
support to reach the scaling ambition

Step 2: Checking the scaling ingredients

Good to know:

The analogy with ingredients 
is made because:
• The right mix or preferred 

taste depends on the 
context;

• Each ingredient adds flavor 
to another ingredient; and

• Before cooking, one makes 
an inventory of what 
ingredients are already 
in the cupboard (of the 
project) and which ones 
need to be bought and at 
from where (other actors).

3] The framework of 10 scaling ingredients is based on a literature 
review, research and interviews with development practitioners 
and thought leaders between 2015 and 2017. For more 
information on the 10 scaling ingredients, please read PPPLab’s 
Explorations 4 or Insight Series 6.

 Step 2: Scaling ingredients

Business
Cases

Finance

  Value
Chain

Collaboration 

Public Sector
Governance

Leadership and
Management

Awareness  
and Demand

Knowledge 
and Skills

     Evidence  
and Learning 

Technology/Practice
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4] For example, if you go to https://sheets.google.com you can 
upload the Excel version of the Scaling Scan for online use. This 
permits multiple team members to work in the same file at the 
same time, providing the opportunity to discuss team results 
straight away. Use the virtual platform of your preference.  

 Step 2: Scaling ingredients

Good to know:

If a question is not 
applicable to your 
scaling case, score a 5. 
This implies that is not 
a challenge to achieve 
your scaling ambition.

Sector value chain

Supply 
chain of the 
innovation

Each scaling ingredient includes four questions 
that probe into the key drivers for reaching scale 
within that domain.

Each question should be scored on a scale from 
1 (No, not at all) to 5 (Yes, definitely) to represent 
your level of confidence for reaching your scaling 
ambition.

Scoring levels include:

1: No, this is very uncertain OR not enough 
information to answer

2. Serious doubts
3: Some doubts/unsure
4: Quite confident
5: Yes definitely, this is not an issue for my 

scaling case OR not applicable
 

Next, you will find the 40 questions for the 10 
scaling ingredients. We strongly recommend that 
you download the Excel version here because it 
will automatically generate a bar chart with the 
results.

Excel files, or their equivalent in a virtual 
platform such as Google Sheets4, permit multiple 
project members to fill in their scores and obtain 
a collective result. They also allow for easy 
sharing and saving of the results.

Annex 2 gives a more elaborate version of the 
questions where each question is accompanied 
by a few considerations that may help you reflect 
better on your answer. Some considerations 
might provoke you to look at the question from 
an unexpected angle, and some might not be 
relevant to you. In Annex 2 is also space to 
expand upon your answer. This is especially 
important when you use the tool with a team 
and/or when you use it as an annual review 
exercise.

Good to know:

Why would stakeholders actually support the 
scaling process during and after the project 
intervention? The ingredient “Business Cases” 
captures the reasoning and incentives for 
stakeholders to adapt, promote, produce 
and deliver the innovation, now and in the 
future. The ingredient “Value Chain” checks 
whether the actors along the value chain 
are adequately organized such that those 
business cases can be materialized. In short, 
the business case asks, “does it make sense?” 
and the value chain asks, “is it possible?”.

Furthermore, it is important to note that 
under Value Chain we distinguish between 
the supply chain of the innovation and the 
larger value chain(s) in which it is embedded. 
For example, in the case your innovation is 
an improved variety of a rice seed, the supply 
chain consists of those actors producing and 
making that seed available, and is embedded 
in the larger rice value chain with more 
diverse actors involved (supply, processing, 
marketing, trading, etc).

https://repository.cimmyt.org/handle/10883/21507
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1. Technology / Practice

1. Is your innovation 
addressing a priority 
problem of your target 
group?

Score (1-5): 
  

2. Does the innovation 
have a clear comparative 
advantage over existing 
alternatives?

Score (1-5): 
  

3. Is the innovation easy to 
understand and use?

Score (1-5): 
  

4. Is the innovation 
compatible with local 
needs, circumstances and 
preferences?

Score (1-5): 
  

Average Score:  

Observations:

2. Awareness and Demand

1. Does your target group 
recognize that a new 
technology/practice is 
necessary and desirable?

Score (1-5): 
  

2.  Are important 
stakeholders (beyond the 
target group) aware and 
interested to support the 
scaling of the innovation?

Score (1-5): 
  

3. Do you have evidence that 
demand for the innovation 
is real and growing as 
anticipated?

Score (1-5): 
  

4. Does the target group 
have access to information 
about the innovation 
and are there effective 
communication channels?

Score (1-5): 
  

Average Score:  

Observations:

3. Business Cases

1. Are there viable business 
cases for the innovation for 
all actors along the value 
chain?

Score (1-5): 
  

2. Is enough information 
available to continue 
developing and sharpening 
business cases for the 
innovation?

Score (1-5): 
  

3. Do supply chain actors 
invest time and resources 
to continue and improve 
the supply and use of the 
innovation beyond the 
project?
Score (1-5): 

  

4. Is the business climate 
conducive to the business 
cases of all actors?

Score (1-5): 
  

Average Score:  

Observations:

4. Value Chain

1. Can the innovation be 
supplied in the right quality, 
quantity, and in a timely 
manner?

Score (1-5): 
  

2. Are relations between the 
various actors in the supply 
chain of the innovation 
adequately developed?

Score (1-5): 
  

3. Is the performance of the 
sector value chain conducive 
to scaling?

Score (1-5): 
  

4. Are the target group and 
other value chain actors 
adequately organized?

Score (1-5): 
  

Average Score:  

Observations:

5. Finance

1. Can the target group 
afford the investment 
in, and operation of, the 
innovation?

Score (1-5): 
  

2. Are mechanisms 
available, accessible, 
and affordable for the 
target group and other 
stakeholders to finance the 
use and promotion of the 
innovation?
Score (1-5): 

  

3. Is there sufficient and 
sustainable funding secured 
so that the scaling ambition 
can be achieved?

Score (1-5): 
  

4. Are financial risks 
acceptable for financial 
institutions/investors?

Score (1-5): 
  

Average Score:  

Observations:

The Scaling Scan

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR  not applicable

 Step 2: Scaling ingredients
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6. Knowledge and Skills

1. Does the target group 
have the necessary 
knowledge and skills to 
use the innovation in the 
intended way?
Score (1-5): 

  

2. Are appropriate training 
materials and methods 
available to allow the 
target group and other 
stakeholders to adopt and 
promote the innovation?

Score (1-5): 
  

3. Are the right actors 
engaged to provide and 
improve the training 
programs necessary for 
sustainable adoption of 
the innovation?

Score (1-5): 
  

4. Is there an institutional 
environment in which 
actors (such as knowledge 
institutes) develop and 
improve the innovation 
within the national and 
local system?
Score (1-5): 

  
 

Average Score:  

Observations:

7. Collaboration

1. Are all actors that can 
operate at scale and/or 
sustain the scaling of the 
innovation engaged?

Score (1-5): 
  

2. Are roles and 
responsibilities of key 
actors clear, accepted, and 
complementary?

Score (1-5): 
  

3. Are there effective 
networks or (sector) 
platforms for joint 
strategic direction-setting, 
advocacy, and creating 
buy-in to achieve the 
scaling ambition?

Score (1-5): 
  

4. Do you have effective 
links with parallel initiatives 
or policy processes that 
could serve to scale the 
innovation?

Score (1-5): 
  

Average Score:  

Observations:

8. Evidence and Learning

1. Is there useful and credible 
data available on the impact 
and other parameters, which 
could help in understanding 
the scaling process?
Score (1-5): 

  

2. Is effective use being 
made of data and knowledge 
management tools to 
support, analyze, share, and 
promote the innovation 
and build credibility among 
stakeholders?
Score (1-5): 

  

3. Are data and monitoring 
effectively being used to 
steer the scaling process and 
change course where needed?

Score (1-5): 
  

4. Are you enabling 
institutional learning among 
stakeholders, so the scaling 
process becomes more 
sustainable?

Score (1-5): 
  

Average Score:  

Observations:

9. Leadership & Management

1. Is day-to-day leadership 
of the scaling process 
adequately established, 
recognized, and connected 
tothe relevant actors?
Score (1-5): 

  

2. Are stakeholders able to 
affect decision-making around 
the scaling process?

Score (1-5): 
  

3. Are there adequate, 
influential and compelling 
spokespersons, messengers, 
conveners and power brokers 
supporting the scaling 
ambition?

Score (1-5): 
  

4. Does the leadership 
support internal and external 
change management 
processes to effectively 
pursue the scaling ambition?
 

Score (1-5): 
  

Average Score:  

Observations:

10. Public Sector Governance

1. Is the role of the 
government in reaching 
your scaling ambition clearly 
defined?

Score (1-5): 
  

2. Are local and national 
strategies, policies and 
regulations conducive to 
achieve the scaling ambition?

Score (1-5): 
  

3. Are government agencies 
actively supporting scaling 
the innovation?

Score (1-5): 
  

4. Are relevant government 
financing mechanisms 
(such as subsidies or tariffs) 
conducive for scaling the 
innovation?

Score (1-5): 
  

Average Score:  

Observations:

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR  not applicable

 Step 2: Scaling ingredients
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Overall results Step 2

Draw your bar chart with the average score per ingredient 
here, or copy–paste it from the Excel version of the tool5.

5

4

3

2

1

Technology / 
Practice

Awareness & 
Demand

Business 
Cases Value Chain Finance

Knowledge & 
Skills Collaboration

Evidence 
& Learning

Leadership & 
Management

Public Sector 
Governance

Did you have enough information or 
knowledge to give a satisfactory answer 
to all the questions? If not, please note 
down where you need to do more 
research.

5] The Excel version of the Scaling Scan can be downloaded 
at https://repository.cimmyt.org/handle/10883/21507

 Step 2: Scaling ingredients

https://repository.cimmyt.org/handle/10883/21507


Based on this, write down the 3-5 key 
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15This step involves interpreting the results of Step 
2 and prioritizing what should be addressed in 
the scaling strategy.

3a: Interpretation of results Step 2

Have a look at the bar chart from Step 2. Please 
reflect on the following:
• If the average scores are generally closer 

to (5), you are optimistic that you will reach 
your scaling ambition in the given time 
and place. You may be well prepared to 
go to scale and/or operate in a conducive 
enabling environment. Or, you might want 
to be more ambitious in setting your targets 
and boundaries.

• Similarly, if the average scores are generally 
closer to (1), you may have to overcome 
several challenges to reach your scaling 
ambition, if it is not too ambitious in the 
first place.

3b: Key challenges

• Look at the three lowest scoring ingredients. 
What particular questions scored lowest? 
Why do you think this question might make 
reaching your scaling ambition difficult? 
Reading through the “considerations” of those 
questions might help you.

• What other questions stood out for you? Do 
they stand out because they scored very low, 
or because they are very important in your 
context?

Step 3: Identify points of attention for your scaling strategy

6] Experienced users of Excel might want to use the option 
to add the standard deviation to the bar chart to see 
the deviations from the mean.

Facilitation tip (a):
If you worked in a team where the bar chart 
represents the average assessment score of 
several people, please check which questions 
had the most divergent scores.6 Discuss with 
the team where you disagreed most and where 
everybody seemed to agree. Can any more 
challenges for your scaling ambition be derived 
from this?

Facilitation tip (b):
When a problem presents itself, there is a 
tendency for people to keep working on what 
they are already doing without seeing that the 
biggest problem might be somewhere else. It 
is like working on a very good engine for a car 
that has only three wheels. This principle of 
the weakest link can be visualized by having 
workshop participants draw a barrel. The lowest 
scoring ingredient represents the lowest stave 
where the water leaks out of. Hence, in this 
figure it is more important to include activities to 
improve the Finance situation than to keep on 
tweaking the Technology/Practice.

Adapted from Sartas et al., 2017

 Step 3: Points of attention 

Well-prepared to scale, conducive enabling 
environment. Can be more ambitious?

Significant challenges to reach ambition.
Too ambitious?

5

4

3

2

1
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163c: Key elements of the scaling strategy

You have identified key challenges that 
cannot be ignored. Tackling them should be 
an important part of your strategy to reach 
your scaling ambition. In this Step 3c we are 
going to assess the strengths of the project, 
the landscape for collaboration and the 
opportunities and limitations the context offers. 
We will summarize this in the table below.

1. Using strengths: The scaling ingredients affect 
each other, just like ingredients in a soup do. 
Let’s see if you can benefit from the following 
exercise:
• Examine (at least) the 2-3 strongest 

ingredients and assess what is going 
particularly well with these ingredients. 
How can the strengths from one ingredient 
contribute to tackling the key challenges 
identified in other ingredients?

Strong ingredient 1: Strong ingredient 2: Strong ingredient 3:

 Step 3: Points of attention 
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2. Dealing with challenges: Please fill 
the table with activities that should be 
part of your strategy to overcome the key 
challenges. Consider actions within your 
sphere of control, influence and interest.

• Project control: Consider current human 
and financial resources, the strengths of 
the initiative and things that the project 
can do.

• Collaboration: Collaboration with others 
and support them in achieving the 
desired change. Think about the project’s 
sphere of influence. See the box “Good to 
know - good partners for scaling”.

• No influence: Although often neglected, 
many key challenges for scaling often fall 
into the project’s sphere of interest, such 
as natural disasters or political unrest.

• YES, then make sure that the 
key challenges and associated 
activities to overcome them 
become the core of your 
imple- mentation strategy. 
Good luck!

• NO, then review your 
scaling ambition so that it 
fits the human and financial 
resources, context and 
landscape for collaboration.

• MAYBE, then you may want to 
review your scaling ambition 
and/or assess whether you 
might benefit from more 
specialized tools designed to 
deal with particular challenges.

Annex 4 gives an overview of 
recommended tools for each 
ingredient. What tools would you 
like to explore?

Summary results Step 3
Are you confident you can reach your scaling ambition? If your answer is:

Good to know:

Depending on your scaling 
ambition, you might
want to collaborate with 
stakeholders that have the 
following characteristics:
• Large geographic coverage
• Large reach among the 

target group
• Vision, mission and/or 

other incentives aligned 
with the project objective

• Strong influence, 
convening and convincing 
capacity in sector

• Strong technical capacity, 
representing state-of-the- 
art in the sector

• Complementary skills, 
knowledge and experience 
to the project leadership

Key challenges (Step 3b)

Collaboration
What can collaboration 
with others do?

No influence
Factors on which the 
project and partners have 
no/little influence

 Step 3: Points of attention 

Project control
What can the project team 
and consultants do?
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Annex 1: Suggested workshop agenda for using the Scaling Scan

Scenario 1 - Beginners:
Group of project staff and collaborators 
(10-20) that may not necessarily have 
the authority to change project direction 
and priorities. They work in their specific 
field of expertise and might not be very 
familiar with fields of expertise other 
than their own.

Scenario 2 - Quick advanced:
The same group as under scenario 1, 
but this is not the first time they have 
used the Scaling Scan - for example, they 
are using it at annual review meetings. 
Alternatively, it is a small group (1-5) 
that has very little time and just wants to 
do a rapid scan. They will use the Rapid 
Scaling Scan from Annex 3.

Scenario 3 - Advanced:
Advanced group with people (5-10) 
that are familiar with scaling principles 
and have a good understanding of 
the fields of expertise covered by the 
scaling ingredients. In addition, they 
have knowledge and control over the 
project resources and all activities. If 
this is not the case, please take more 
time; for example, in Step 2 explain 
the content of each ingredient in more 
detail, or go through the questions and 
considerations together as a group.

Topics

Intro 
and participants

Intro to scaling 

Step 1a: 
Scaling ambition

Step 1b and 1c: 
System and 
responsibility check

Step 2: 
Scaling ingredients

Step 3: 
Points of attention

 
Closing: 
Lessons learned

Scenario 1 - Beginners 11 hours

60 min  Overview of expertise and 
roles represented in the room, 
ice-breakers, etc.

60 min  PPT, discussions, visualizations

180 min  Guide participants through, 
explain with PPT each 
sub-question

60 min  Focus on understanding 
of system dimension and 
trade-offs

120 min  Introduce each ingredient, 
support by answering questions. 
Draw barrel

120 min  Explain each step in detail. 
Explain other tools (Annex 4) 

60 min  Agreements on follow up. 
Discuss relevance of tool

Scenario 2 - Quick advanced, 2 hours

2 min Introductions

  

8 min  Review of key principles

20 min  Revise a pre-defined scaling 
ambition, focus discussion on 
the what and why to scale

20 min  Discuss in plenary about 
unintended social and 
environmental consequences of 
reaching the scaling ambition 

30 min Explain the background to each 
ingredient and score the 10 
ingredients only (not the tactical 
questions)

30 min  Discuss action points and 
spheres of control

10 min  Discuss if necessary to do full 
Scaling Scan again

Scenario 3 - Advanced, 6.5 hours

15 min  Overview role/expertise 
participants in project

30 min  PPT and discussion

120 min  Overview role/expertise 
participants in project

60 min Focus on understanding of
 system dimension and
 tradeoffs

90 min  Individual or groups start 
answering questions without 
support

60 min Discuss action points and 
spheres of control

15 min  Agreements on follow up

 Annex 1: Workshop agenda
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 Annex 2: Scaling Scan

This annex contains a more elaborate version 
of the ingredients and questions from Step 2. 
Here, each question is accompanied by a few 
considerations that may help you reflect better 
on your answer and perhaps help you approach 
the questions from a different angle.

The considerations are based on extensive 
literature and case analysis. Next to scoring the 
questions, there is also space to expand upon 
your answer. This is especially important when 
you use the tool with a team and/or when you 
use it as an annual review exercise.

In addition, we like you to refer to the Excel 
version of the tool which permits multiple 
project members to fill in their scores and obtain 
a collective result. The Excel document can be 
downloaded here: https://repository.cimmyt.org/
handle/10883/21507 

Annex 2: the Scaling Scan (extended version)
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Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable

1.1 Is the innovation addressing a priority problem of 
your target group?

 Considerations:
• The target group is well-defined. You know who is, and who 

is not targeted
• The problem of the target group is well-defined, relevant 

and still up to date
• Among all problems of the target group, the innovation is 

addressing a priority problem

1.2 Does the innovation have clear comparative 
advantage over existing alternatives?

 Considerations:
• The innovation has significant, observable advantages over 

alternative technologies/practices 
• Sound evidence from respected institutions/persons on the 

innovation’s benefits is available
• The majority of the target group that piloted the innovation 

is convinced of the comparative advantages

 1.3 Is the innovation easy to understand and use? 

 Considerations:
• The innovation requires minimum changes in ways of 

working 
• The innovation can be experienced, tested, and 

discussed with other users (peer-to-peer) for obtaining 
(social) credibility

1.4 Is the innovation compatible with local needs, 
circumstances and preferences?

 Considerations:
• Proof exists that local perceptions of the innovation are 

favorable and matches dominant values and beliefs
• The innovation can easily be modified to local 

environmental and social circumstances

Technology / Practice

Comments

 Annex 2: Scaling Scan
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2.1 Does your target group recognize that a new 
technology/practice is necessary and desirable?

 Considerations:
• The target group recognizes that   a (new) solution to the 

problem should be tried
• The different needs and desires within the target group are 

clear and used for effective targeting

2.2  Are important stakeholders (beyond the target 
group) aware and interested to support the scaling of 
the innovation?

 Considerations:
• Value chain actors, civil society and (local) governments, for 

example, recognize that a (new) solution to the problem of the 
target group should be tried 

• The innovation fits with values and objectives of important 
stakeholders

• Local opinion leaders support and promote the innovation

2.3 Do you have evidence that demand for the innovation 
is real and growing as anticipated?

 Considerations:
• The target group and other important stakeholders are 

actively demanding suppliers, local leaders and others for 
access to the innovation

• The target group is willing to pay for the innovation
• The innovation is  attractive to investors and job seekers 

(skilled and unskilled) 

2.4 Does the target group have access to information 
about the innovation and are there effective 
communication channels?

 Considerations:
• Relevant information regarding the innovation is accessible to 

the target group
• There are effective communication channels that can reach 

the target group and update information if necessary

Awareness and Demand

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable

 Annex 2: Scaling Scan
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3.1 Are there viable business cases for the innovation 
for all actors along the value chain?

 Considerations:
• All value chain actors (e.g. farmers, service providers and 

agribusinesses) benefit from the use and promotion of the 
innovation

• Note: this benefit can be more than just profit it can also 
provide economic, social (status/ respect in community) 
and environmental benefit

3.2 Is enough information available to continue 
developing and sharpening business cases for the 
innovation?

 Considerations:
• Critical information for any business case involves at least:
• Competitiveness of proposition; Demand/supply analyses; 

Cost/benefit analyses; Market size and segment; Risks

3.3 Do supply chain actors invest time and resources 
to continue and improve the supply and use of the 
innovation beyond the project?

 Considerations:
• Improvement of supply and use of the innovation matches 

the vision and mission of each stakeholder
• Supply chain actors replicate the business model to other 

clients, geographies and target groups independent from 
project support

• Supply chain actors are mobilizing own resources, capital 
andnetworks 

3.4 Is the business climate conducive to the business 
cases of all actors?

 Considerations:
• The business cases are robust enough to withstand potential 

market price fluctuations or other risks that might affect the 
attractiveness of the business cases (e.g. market saturation)

• There is adequate regulation and governance of the market 
(e.g. on technical and business-related matters) for value 
chain actors to pursue their business cases

Business Cases

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable

 Annex 2: Scaling Scan
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4.1 Can the innovation be supplied in the right quality, 
quantity, and in a timely manner?

 Considerations:
• Quality may be assured through standards, certification or 

other agreements
• Supply can keep up with demand at all times
• The necessary enabling and complementary services are 

available, accessible and affordable for the innovation to work

4.2 Are relations between the various actors in the supply 
chain of the innovation adequately developed?

 Considerations:
• There are adequate (business to business) relations and 

transactions between all actors (from inputs to retailers) in the 
supply chain

• There is an adequate power balance between all actors in the 
supply chain

• There is a form of overarching (in-) formal governance of the 
supply chain

4.3 Is the performance of the sector value chain 
conducive to scaling?

 Considerations:
• The necessary (rural) infrastructure (e.g. roads and markets) is 

in place and expanding to meet future needs
• The development of the value chain is not limited by trade 

barriers, market distortions (e.g. large-scale fraud) or other 
contextual factors

• The value chain is sufficiently efficient and competitive 
in comparison with other value chains (nationally and 
internationally as far as relevant)

4.4  Are the target group and other value chain actors 
adequately organized?

 Considerations:
• The target group is organized in formal and informal 

ways such as farmer organizations, cooperatives, business 
associations, etc

• Through (formal and informal) organization of value chain 
actors, input provision, marketing, access to services and 
bargaining power are benefiting from ‘economies of scale’

• There is sufficient degree of organization/coordination across 
different types of value chain actors for adequate strategic 
direction and joint priority setting

Value Chain

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable

 Annex 2: Scaling Scan
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5.1 Can the target group afford the investment in, and 
operation of, the innovation?

 Considerations:
• The target group can afford the innovation with their own 

means or with affordable external sources of finance (such as 
micro-finance)

• The target group does not require subsidies / grants or other 
forms of financial support on which the target group remains 
dependent in the long term

• The target group can afford inputs and services related to 
operating the innovation in the intended way

5.2  Are mechanisms available, accessible, and affordable 
for the target group and other stakeholders to finance 
the use and promotion of the innovation?

 Considerations:
• Financial mechanisms are adequately designed (e.g short 

repayment periods and low interest rates) and available for 
the target group and other value chain actors

• Support in understanding and accessing financial products exist
• Financial institutions are interested and engaged to 

(financially) support the supply chain of the innovation

5.3 Is there sufficient and sustainable funding secured so 
that the scaling ambition can be achieved?

 Considerations:
• There is a clear vision on long-term funding of the scaling 

initiative, within and beyond the project lifetime
• Leadership of the scaling process actively raises funds to 

support the anticipated system change

5.4 Are financial risks acceptable for financial institutions/
investors?

 Considerations:
• Financial institutions perceive the target group and value chain 

actors as creditworthy (e.g. applicant has collateral, performs 
well and is financially literate) 

• Financial risks for value chain actors are clear and considered 
workable

• Financial products are available that can absorb or mitigate 
risks, such as guarantees or insurance products or in other ways

• There are ways to sufficiently enforce contract rights for all 
parties and arrange dispute settlement through the judiciary 
system or otherwise.

Finance

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable

 Annex 2: Scaling Scan
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6.1 Does the target group have the necessary knowledge 
and skills to use the innovation in the intended way?

 Considerations:
• The target group knows how the innovation should be used
• The target group has the necessary skills to use it
• The target group can assess relevant background information

6.2 Are appropriate training materials and methods 
available to allow the target group and other 
stakeholders to adopt and promote the innovation?

 Considerations:
• Training materials and methods for the target group and other 

actors include topics that support adoption and promotion, 
such as organizational development, monitoring and learning, 
financial literacy, adult education, etc

• Appropriate communication methods are used to reach the 
target group (e.g. language, format, channel of distribution, 
local context etc.) 

 
 6.3 Are the right actors engaged to provide and improve 

the training programs necessary for sustainable 
adoption of the innovation?

 Considerations:
• The actors supporting capacity building are those that have the 

mandate and self-interest to implement and adapt the training 
curriculum

• The knowledge on the innovation is incorporated in programs 
of relevant knowledge/educational institutes

• Such programs support its practical application, also beyond 
the project

  
6.4 Is there an institutional environment in which actors 

(such as knowledge institutes) develop and improve 
the innovation within the national and local system?

 Considerations:
• Specialized local knowledge institutes can continue the 

development of the innovation
• Specialized local knowledge institutes can tailor the innovation 

to the local context
• (Non-) government organizations make resources available for 

continued development of the innovation in the local context

Knowledge and Skills

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable

 Annex 2: Scaling Scan
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7.1 Are all actors that can operate at scale and/or sustain 
the scaling of the innovation engaged?

 Considerations:
• The combination of the actors engaged is sufficiently 

complementary and does not leave major capacity gaps to 
achieve the scaling ambition

• The combination of actors engaged enables further development 
of the innovation to fit the needs of the target group

• Important capacities of partners in scaling are having a sizable 
reach and constituency, convening and convincing power, for 
example

7.2 Are roles and responsibilities of key actors clear, 
accepted, and complementary?

 Considerations:
• The roles and responsibilities are sufficiently established and 

agreed to allow adequate progress
• There are mechanisms in place to hold collaborators 

accountable, solve conflicts and attribute successes
• All collaborating partners are engaged in a meaningful way

7.3 Are there effective networks or (sector) platforms 
for joint strategic direction-setting, advocacy, and 
creating buy-in to achieve the scaling ambition?

 Considerations:
• The sector networks or platforms are needs based, inclusive of 

all relevant actors and consider the scaling ambition relevant
• Without forcing consensus, they produce meaningful joint 

understanding, direction and priority setting to propel the 
scaling process

• There are mechanisms through which joint lobbying for 
the scaling ambition with politicians, policy makers, etc. 
can take place

7.4 Do you have effective links with parallel initiatives 
or policy processes that could serve to scale the 
innovation?

 Considerations:
• There are parallel initiatives which can be conducive and are 

complementary to your scaling effort
• These initiatives are willing to link up or cooperate to coordinate 

efforts
• Your initiative has the position, capacities and practical manners 

to actively engage them

Collaboration

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable
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8.1 Is there useful and credible data available on the 
impact and other parameters, which could help in 
understanding the scaling process?

 Considerations:
• There is quantitative evidence on the impact of the innovation 

and other relevant parameters
• Adequate information/ data/ evidence informs the development 

of the implementation strategy to achieve the scaling ambition
• Monitoring and evaluation goes beyond measuring the impact 

of the project, but also looks at the indirect effects and changes 
in the enabling environment for scaling

8.2 Is effective use being made of data and knowledge 
management tools to support, analyze, share, and 
promote the innovation and build credibility among 
stakeholders?

 Considerations:
• Data collection is quickly converted to information that can be 

interpreted by a range of stakeholders immediately
• Effective IT or other tools are used to promote the innovation 

and build credibility among stakeholders

8.3 Are data and monitoring effectively being used 
to steer the scaling process and change course 
where needed?

 Considerations:
• Data are collected in such ways that they enable a precise, 

regular/ frequent and rich enough information base to ‘learn in 
action’ and adjust the scaling process on the way

• Strategic decisions are based on (field) data
• Monitoring and learning results are systematically fed back to 

people that provided the data and to management

8.4 Are you enabling institutional learning among 
stakeholders, so the scaling process becomes more 
sustainable?

 Considerations:
• Lessons learned through piloting and scaling of similar, or past, 

initia- tives are integrated to have a state-of-the-art approach 
to scaling

• Not only the impact, but also the scaling pathway is actively 
being monitored 

• Regular reflection moments are scheduled with the scaling 
partners and inform institutional knowledge and learning

• Lessons learned on the influence of the enabling environment 
for adoption of the innovation are collected and used for 
influencing and advocacy

Evidence and Learning

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable
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9.1 Is day-to-day leadership of the scaling process 
adequately established, recognized, and connected 
to the relevant actors?

 Considerations:
• The leadership has an adequate (in)formal mandate to take 

required decisions/actions 
• The leadership is recognized and respected by all actors 
• Scaling is considered a management issue and adequate 

resources for project and partner management are reserved

9.2 Are stakeholders able to affect decision-making 
around the scaling process? 

 Considerations:
• There is an organizational structure in place that facilitates 

feedback/ input from diverse stakeholders 
• This feedback/input is actually influencing (strategic) decision-

making in practice 
• There is sufficient transparency on changes in course to 

various stakeholders at various levels

9.3 Are there adequate, influential and compelling 
spokespersons, messengers, conveners and power 
brokers supporting the scaling ambition?

 Considerations:
• There is a strong and persuasive narrative about the 

relevance of reaching the scaling ambition that can lead to 
buy-in from more actors 

• There are influential actors (ambassadors) outside the 
partnership that promote the scaling initiative and who can 
be mobilized at crucial times

• There are mechanisms through which lobby with politicians 
for the innova- tion can adequately take place

9.4 Does the leadership support internal and external 
change management processes to effectively 
pursue the scaling ambition?

 Considerations:
• Relevant actors realize that sustainability and scaling of 

the innovation may imply changes in the way organizations 
function 

• The organization(s) leading the scaling effort is ready to 
change structure, staffing or operations, Moreover, leadership 
supports partners and other key actors to do the same and 
prepare their organization for the change

Leadership and Management

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable
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Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable

10.1 Is the role of the government in reaching your scaling 
ambition clearly defined?

 Considerations:
• An assessment is done on whether, when and how the 

government could support or frustrate the scaling of the 
innovation

• A supportive role of the government in achieving the scaling 
ambition is recognized, respected and actively pursued, also by 
private actors

• The project has effective ways of working with relevant parts/
levels of the government

10.2 Are local and national strategies, policies and 
regulations conducive to achieve the scaling 
ambition?

 Considerations:
• The area, people, problem, timelines and system change 

targeted in the scaling ambition matches with the priorities of 
the national and local government

• There are (technical) regulations, standards and/or 
prescriptions in place conducive to scaling the innovation

10.3 Are government agencies actively supporting scaling 
the innovation?

 Considerations:
• Government agencies recognize the value of the innovation and 

support its promotion
• Government agencies invest in and implement programs that 

aim to achieve a similar change in the sector and/or the entire 
system

• Government agencies are truly committed to support the 
project to reach the scaling ambition by providing backing, in-
kind contributions and/or co-financing

10.4 Are relevant government financing mechanisms 
(such as subsidies or tariffs) conducive for scaling the 
innovation?

 Considerations:
• Subsidies or tariffs are sufficiently sustainable and reliable 

over time
• They are well targeted and not only to selected market actors
• They do not cause market distortions (such as monopolies)

Comments

Public Sector Governance

Annex 2: Scaling Scan 



The Scaling Scan

 What is scaling?

 Using the Scaling Scan

 Step 1: Scaling ambition

 Step 2: Scaling ingredients

 Step 2: 40 Questions Step 3: Points of attention 

 Annex 1: Workshop agenda 

 Annex 2: Scaling Scan

 Annex 3: Rapid Scaling Scan

 Annex 4: Overview of tools

 Annex 5: Sources

30Although it is recommended to go through the 40 questions of the scaling ingredients, some users may want to do a “rapid scaling scan”. The rapid 
scaling scan allows for a rapid assessment of the status of each scaling ingredient by scoring (from 1 to 5), one question per ingredient.

 Annex 3: the Rapid Scaling Scan 

 Annex 3: Rapid Scaling Scan

Score

1. Technology/ practice 
Is the innovation easy to adopt by your target group and 
better than alternatives?

2. Awareness and demand
Do stakeholders recognize that a new innovation is 
necessary, and are they genuinely interested to reach the 
scaling ambition? 

3. Business cases
Are there viable business cases for the innovation for all 
actors along the value chain? 

4. Value chain 
Is the value chain adequately organized to supply the 
innovation in the right quality, quantity and in a timely 
manner? 

5. Finance 
Are finance mechanisms available, accessible, and 
affordable for the target group and other stakeholders to 
use and promote the innovation?

6. Knowledge and skills
Are the knowledge and skills required to use, adapt and 
scale the innovation available?

7. Collaboration
Are all relevant stakeholders to reach and sustain the 
scaling ambition engaged and collaborating adequately?

8. Evidence and learning
Is there useful and credible information on the scaling 
process for learning, adaptive management and buy-in?

9. Leadership and management
Is there effective coordination and navigation of the 
scaling process now, and in the future?

10. Public sector governance
Are local and national strategies, policies and regulations 
actively supporting the scaling process?

Comments

Score referrals:

1 = No, this is very uncertain 
OR not enough 
information to answer

2 = Serious doubts
3 = Some doubts/unsure
4 = Quite confident
5 = Yes definitely, this is not 

an issue for my scaling 
case OR not applicable
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Annex 4: Overview of tools to support you further in 
strengthening your scaling strategy

Scaling is complex and dealing with this 
complexity requires having a basic understanding 
of certain concepts. Here and there you may need 
to refresh or deepen your knowledge, because 
you are not able to answer a question adequately, 
or because you identified that issue as a key 
challenge and your strategy needs to address this 
the best way possible.

Below we provide a list of recommended 
tools per step. The list is not exhaustive and 
you are encouraged to use the tools you are 
comfortable with.

Tools and methods to help with Step 1: 
formulating the scaling ambition

• FarmDESIGN by Wageningen University: Farm 
DESIGN is a product of the Farming Systems 
Ecology group (FSE) of Wageningen University, 
which uses multi-criteria assessment to select 
farming types that provide the largest benefits 
and minimum trade offs. See: https://bit.
ly/39dQhAx

• ADOPT by CSIRO: ADOPT (Adoption and 
Diffusion Outcome Prediction Tool) is an MS 
Excel-based tool that evaluates and predicts 
the likely level of adoption and diffusion of 
specific agricultural technologies and practices, 
with a particular target population in mind. 
See: https://research.csiro.au/software/adopt/

• Typology construction, a way of dealing with 
farm diversity by the CGIAR research program 
on Integrated Systems for the Humid Tropics. 
The typologies tool responds to questions that 
require taking into account the agricultural 
heterogeneity within a region. This document 
provides a stepwise approachnto construct 
typologies. See: https://bit.ly/3ciMVhL

• The Futures Toolkit by Waverly Consultants. 
The “Futures Toolkit - tools for Futures 
Thinking and Foresight Across UK Government” 
provides an introduction to future thinking 
and examines some of the important design 
questions that policy makers need to consider 
when introducing it into the policy process. 

The tools are organised according to their 
primary purpose – gathering intelligence about 
the future, exploring the dynamics of change, 
describing what the future might be like and 
developing and testing policy and strategy – and 
each procedure is set out in detail. See: https://
bit.ly/3ciMUKP

• Toolbox for System Thinkers by Disrupt 
Design. Disrupt Design shares the key insights 
and tools needed to develop and advance a 
systems mindset for dealing with a complex 
problem See: https://bit.ly/3chl4hO

• Toolbox on System Thinking by Pegasus 
Communications. The booklet provides a 
basic introduction to the various tools of 
systems thinking that have been developed 
and used over the last 50 years. See: https://bit.
ly/3fcH6o2 

Annex 4: Overview of tools
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32Scaling ingredient

Technology / Practice

Awareness and demand

Business cases

Value chain

Suggested tools

• ADOPT by CSIRO: ADOPT (Adoption and Diffusion Outcome Prediction Tool) is an MS Excel-based tool that evaluates and 
predicts the likely level of adoption and diffusion of specific agricultural technologies and practices, with a particular target 
population in mind. See: https://research.csiro.au/software/adopt/

• An overview of survey and statistical approaches to demand forecasting is provided here: https://bit.ly/3vSUhQK  

• The Business Model Canvas by Alexander Osterwalder is a strategic management template for developing new or 
documenting existing business models. It is a visual chart with elements describing a product’s value proposition, 
infrastructure, customer, and finances. See for example: https://strategyzer.com/canvas/business-model-canvas

• The PPPCanvas by PPPLab is a tool that can be used to analyze the business model of a PPP, including what value is being 
delivered, how partners aim to deliver this value and to whom exactly. Like the Business Model Canvas, it helps to visualize, 
design and pivot a business model. See: https://ppplab.org/2017/11/pppcanvas/

• The NGO Capability Scan by PPPLab helps to identify the internal capabilities an NGO has or should have to contribute to 
creating strong business initiatives with explicit social objectives embedded. The tool also serves as a good baseline and/ 
or progress measurement tool in organizational development tracks in the field of inclusive business. See: https://ppplab. 
org/2017/11/the-ngo-capability-scan/

• The Company Capability Scan by PPPLab helps to uncover the internal capabilities a company has or should have to become 
successful in developing markets. See: https://ppplab.org/2017/11/the-company-capability-scan/

• Creation of Competence for Competition (C3) method - Private Sector Manuals by GFA Consulting Group GmbH. Focus 
on startup entrepreneurs or owners of micro, small, and medium-sized enterprises (MSMEs) as well as change agents within 
institutions or companies who provide MSMEs with financial or other services. See: https://www.gfa-group.de/

• ValueLinks by International ValueLinks Association e.V. is intended for use by development projects or by public agencies 
promoting specific agribusiness, handicraft or manufacturing sub-sectors of the economy. It has no specific sectoral focus. 
However, the emphasis is on those product markets that offer opportunities for the poor. See: http://valuelinks.org 

• M4P by Springfield is designed to tackle market failures and strengthen the private sector in a way that it creates large-scale, 
lasting benefits for the poor. See: https://bit.ly/31eAOfh  
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33Scaling ingredient

Finance 

Knowledge and skills

Collaboration

Suggested tools 

• The PPP Financing Tool by PPPLab helps in developing, reviewing or sharpening a finance strategy for a Public-Private 
Partnership. It assists in analysing financing needs and bottlenecks and in reviewing a range of financing options. It aims at 
broadening the view of the users, helping to be more creative and to open opportunities for smart combinations of financing 
streams. See: https://ppplab.org/2018/07/3552/ 

• Creation of Competence for Competition (C3) method by GFA Consulting Group GmbH. C³ CREDIT has been designed for loan 
officers and other bank staff involved in credit appraisals and monitoring. See: https://www.gfa-group.de/  

• CapacityWORKS by GIZ. The CapacityWORKS toolbox: Success Factor- Learning and Innovation provides an overview of tried 
and tested approaches and an extensive toolbox to deal with complex cooperation systems. See: https://www.giz.de (not open 
source)

• CapacityWORKS by GIZ. The CapacityWORKS toolbox: Success Factor- Learning and Innovation provides an overview of tried 
and tested approaches and an extensive toolbox to deal with complex cooperation systems. See: https://www.giz.de (not open 
source)

• Partnering Process Tool by PPPLab: an interactive tool that provides a starting point for improving your internal partnering 
process, with the expectation that working together effectively will also help your partnership deliver better on agreed goals 
and objectives. See: https://bit.ly/3cjB2Z2 

• The Partnership Assessment Tool by the Strategic Partnering Taskforce provides a simple, quick and cost-effective way of 
assessing the effectiveness of partnership working. It enables a rapid appraisal (a quick ‘health check’) which graphically 
identifies problem areas. See: https://bit.ly/3ckTJLU 

• The Partnering Toolbook by the Partnering Initiative offers a concise overview of the essential elements that make for effective 
partnering. See: https://bit.ly/2Qx7oqx 

• The Brokering Guidebook by the Partnering Initiative outlines and supports in practical ways the many tasks that a broker may 
undertake on behalf of partners during the life-cycle of a partnership – for the benefit of those currently operating as brokers 
in multi-sector partnerships for sustainable development. See: https://bit.ly/31cIoXR 

• The Multistakeholder Partnership Tool Guide by the Wageningen University & Research CDI contains 60 tools to facilitate 
multi-stakeholder partnerships. See: http://www.mspguide.org 

• The Partnership Learning Loop by Rita Dieleman and Helga van Kampen is an online interactive tool that provides insight 
in how a partnership functions in reality, whether it responds to needs and how it evolves over time. See: http://www. 
learningloop.nl/
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34Scaling ingredient

Evidence and learning

Leadership and 
management

Public sector governance

Suggested tools

• CapacityWORKS by GIZ. The CapacityWORKS toolbox: Success Factor- Learning and Innovation provides an overview of tried 
and tested approaches and an extensive toolbox to deal with complex cooperation systems. See: https://www.giz.de (not open 
source)

• The partnering assessment tool of MS Platforms helps to assess the effectiveness of (multi-stakeholder) partnerships/ 
platforms. See: www.msplatforms.org

• Scaling up – from vision to large-scale change. Tools and Techniques for Practitioners by MSI provides a set of tools, guides, 
and techniques developed and refined through field experience to provide practical help in applying the MSI’s framework of 
conceptual steps and broad tasks in scaling up. See: https://bit.ly/2PsygHz 

• The Agricultural Scalability Assessment Tool (ASAT) by Kohl and Foy (2018) includes a Agriculture Scaling Decision Tree (ASDT) 
that provides guidance to determine the best scaling pathway and who should drive the scaling process (public/private/ public 
private partnerships). See: https://bit.ly/31c4hq8

• Partnering with Governments tool by PPPLab helps to understand the roles and challenges of enhanced partnership 
with governments, and their motivations and interests to partner, for stronger and more sustainable PPPs. See: https://bit.
ly/39eU1BM 

• Creation of Competence for Competition (C3) method - Public Sector Manuals by GFA Consulting Group GmbH. Focus to 
enable civil servants and public employees to deliver better public services. See: https://www.gfa-group.de/ 

• The Partnering with Government Navigator by the Partnering Initiative outlines a selection of key issues for consideration 
when working with public sector partners and shares pointers for reflecting upon and addressing these. See: https://bit.
ly/3rhvwKv 

•  Using a Theory of Scaling to guide decision 
Making by S. Wigboldus and J. Brouwers. 
Book- let providing guidance on formulating 
a “Theory of Scaling” (2016)  Wageningen 
University and Research. See: https://edepot.
wur.nl/405915 

 

• Nine-Step Guide and Worksheets for 
Developing a Scaling-up Strategy by 
ExpandNet/WHO (2010) assists program 
managers, technical assistance personnel, 
researchers and policy makers with the 
process of developing a scaling-up strategy. 
See: https://bit.ly/3d5vb8M.

 

• Scaling Up- From Vision to Large-Scale 
Change. A Management Framework for 
Practitioners by MSI. Third Edition (2016) offers 
practical advice on how to carry out each of 
the ten key tasks needed for effective scaling 
up. See: https://bit.ly/3ciYd5r

Tools and methods to help with Step 3: The scaling strategy
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