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Overview 

ÂDefining ñScaling Upò and 

Its Challenges  

ÂA Framework to Aid Designing 

for Scale 

ÂImplications for Higher Education 

Initiatives 

 



Scaling Up Products 

Â Adapting an innovation successful in 
some local setting to effective usage in a 
wide range of contexts  
ÃFast food as example 

ÂNeed not be one-size-fits-all;d 
can be personalized 
ÃApps as illustration 

Â Technology as a lever for scale 

 

Microsoft Partners in Education 
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The Spectrum of Web 2.0 Media 

Â Sharing 
Ã Social bookmarking 

Ã Photoïvideo-data sharing 

Ã Social networking 

Ã Writersô workshops and fan fiction 

Â Thinking 
Ã Blogs 

Ã Podcasts 

Ã Online discussion forums 

Ã Twitter 

Â Co-Creating 
Ã Wikisïcollaborative file creation 

Ã Mashupsïcollective media creation 

Ã Collaborative social-change communities  

 



Knowledge Diffusion (Rogers) 

Á Compatibility 

Á Simplicity 

Á Trialability 

Á Observability 

Á Opinion leadership 

Not Proof of Effectiveness 

 



Scaling Up in Education 
Â In contrast to experiences in other sectors of 

society, successfully scaling up successful 
programs has proved very difficult in education  

Â The more complex the innovation and the greater 
the influence of setting, the more likely a new 
practice is to fail crossing the ñchasmò from its 
original setting to other sites 
ÃAvoiding the ñreplica trapò: the erroneous strategy of 

trying to repeat everywhere what worked locally, without 
considering challenges of size and contextual variations 
in needs/resources 

ÂProblems of magnitude  

ÂProblems of variation  -- not adoption, but adaptation 



Scale is a Difficult Problem 

ÂScaling to each site requires adaptation to 
local context and culture 

ÃñTower of Babelò as a symptom of deeper 
confusion 

ÂWhat scales is not an innovation, 
but a model of an innovation 

Ã Similar to, but different from a franchise 
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Sources of Leverage for Scaling 

ÂDepth: evaluation and research to understand  
and enhance causes of effectiveness 

Â Sustainability: robust-design to enable 
adapting to negative shifts in context 

Â Spread: modifying to retain effectiveness 
while reducing resources and expertise required 

Â Shift: moving beyond ñbrandò to support users 
as co-evaluators, co-designers, and co-scalers  

Â Evolution: learning from usersô adaptations 
about how to rethink the innovationôs model  





Depth Dimension of Scale 

ÂHow effective is the innovation? 

ÂWhat are the sources of 

the innovationôs effectiveness? 

ÃOn what conditions for success 

does each source depend? 

ÃHow sensitive is each source to attenuation or 

absence of a particular condition for success? 

Trap of Perfection 



P4K Baseline Logic Model 



ñSuccess Metricsò Provide Depth 

ÂOther Institutions View Program as Model 

ÃThe more defined the depth, the easier it is for 

an institution to determine where this 

innovation fits in its priorities 

ÃThe greater the depth, the more desirable 

ÃThe more the reasons for depth are 

articulated, the more clear whether the 

adapting institution has the conditions for 

success 



US Department of Education 
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Sustainability Dimension of Scale 

ÂHow can the innovation be modified  

so that it functions in various types  

of inhospitable conditions? 

ÃHow typical is each condition for success in 

my target population of users? 

ÃHow can I support ñhybridò users 

in evolving towards conditions for success 

that enable full effectiveness?   

Trap of Mutation ï Donôt Want to Lose Depth 



Sustainability Dimension of Scale 

ÂExamples from Templates for Effective 

Practice 
ÃParticipating institutions in Kankakee CC college and 

career readiness initiative: tone of alignment work 

must be collaborative, not one-sided 

ÃSIUC streamlining degree programs: campus course 

articulation and course equivalencies  

ÃUIS concurrent enrollment model: double safety net of 

learning center, tutoring, library, advisement 

resources 



Spread Dimension of Scale 

ÂHow can I modify the innovation to retain 
effectiveness while reducing resources 
and expertise required? 

ÂHow much is the overall power of the innovation 
affected by reducing its cost or the knowledge 
required to implement? 
ÃHow much power is retained in a ñlightò version of the 

innovation that requires fewer resources or less 
expertise of its users? 

ÃHow can I support ñlightò users to evolve towards 
sufficient resources and expertise 
to achieve full effectiveness? 
 
Trap of Scaling the Project, Not the Model 



Knowledge Diffusion (Rogers) 

Á Compatibility 

Á Simplicity 

Á Trialability 

Á Observability 

Á Opinion leadership 

Proof of Effectiveness 

Transformation 

 



Spread Dimension of Scale 

ÂExamples from Templates for Effective 

Practice 
ÃLarry Abele degree maps: If possible, donôt have 

faculty do these 

ÃCity Colleges of Chicago Level UP Summer program: 

Have support staff to handle administrative tasks 

(student applications, gathering of pre and post test 

scores, etc.) 

ÃUIC transitional mathematics instruction: Students 

accept a challenge if they are provided the tools to 

succeed  



Shift Dimension of Scale 

ÂHow can I move beyond ñbrandò to support 
users as co-evaluators, co-designers, and 
co-scalers?  

ÂHow can I support users going beyond 
what the originators have accomplished? 
ÃHow can I build usersô capacity 

as co-evaluators? As co-designers? 
As co-scalers? 

ÃHow can users form a ñcommunity of practiceò that 
helps answer questions about scale? 

Trap of Origination 



Shift Dimension of Scale 

ÂExamples from Templates for Effective 

Practice 
ÃTransitional mathematics instruction at UIC: the pace 

of instruction is determined by the students 

ÃKankakee CC first year college experience course: 

Instructors may use any reasonable, practical, and 

effective methodology they choose to teach and 

assess the course 

ÃSIUC streamlining degree programs: creative course 

integration within accreditation programs 



Evolution Dimension of Scale 

ÂHow can I unlearn my beliefs, values, 
and assumptions about the innovation? 

ÃHow willing am I to start the innovation 
process over again? 

ÃHow can I ñmake the familiar strangeò to 
facilitate reconceptualization and 
discontinuous evolution? 

ÃHow can I form a ñcommunity of reflective 
redesignò with other innovators? 

Trap of Unlearning 

 



ñLessons Learnedò Provide Evolution 

ÂOther institutionsô adaptations of initial 

program are next-generation models 

ÂA Community of Practice develops around 

implementing this ecology of models 

ÃSpectrum of Dual Credit Programs is an 

illustration of evolution 
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Planning for Scale  
 What are your goals in scaling up your model (internally and 
externally)?  ¢ƻ ǿƘƻƳ Řƻ ȅƻǳ ƘƻǇŜ ǘƻ ǎŎŀƭŜΚ 5ŜǎŎǊƛōŜ ǿƘŀǘ άǎŎŀƭŜ 
ǎǳŎŎŜǎǎέ ǿƻǳƭŘ ƭƻƻƪ ƭƛƪŜΦ 
 
What actions might you take to DEEPEN the power of your model? 
 
What actions might you take to make your model SUSTAINABLE? 
 
What actions might you take to SPREAD your model? 
 
What actions might you take to facilitate SHIFT and EVOLUTION 
of your model? 
 
Where are you strongest on these dimensions?  Weakest? 
 



Implications for HE Initiatives 

ÁEvolve current thinking about scale 

ÁThink about adaptation and 

ñlightò versions 

ÁUse technology as a scaling mechanism 

ÁShare strategies with each other 

ÁThink outside the box 

 



Heuristics for HE Initiatives 

1. Examine your project model 
to identify threats that might prevent 
going to scale. 

2. Determine what proportion of your 
resources to allocate to 
depth, sustainability, and spread 

3. Monitor adaptations and work to foster  
shift and evolution. 

 



Organic Scaling ñlike a Weedò 





Common Challenges/Concerns 

ÂTension between fidelity and necessary 

adaptation 

Â Impact of adaptations and diverse 

contexts on learner outcomes 

ÂEffectively using formative data to 

intervene/correct course 

ÂFacilitating transfer of ñownershipò of the 

innovation & sustaining momentum/growth 



The High-End Model 

Classrooms + ñSituatedò Learning + Community 

Issues with: 

ÅScalability 

ÅAffordability 

ÅAccess 

 



The Promise of 

Online (or Blended) Education 

If effective (retention, mastery),  potential capabilities: 

Â Serves a broad range of learners; 

greater diversity than co-located students 

ÂMore opportunities for social capital and for links to 

workplace and life 

Â Self-improving via research and continual feedback 

Possibly  Massive 



National Science Foundation (2013) 

Advances in 

technology and in 

knowledge about 

expertise, learning, 

and assessment have 

the potential to 

reshape the many 

forms of education and 

training past 

matriculation from high 

school.  



Massive: Reduced Cost 

with Large Group of Learners 

ÂReduced instructional presence 

ÃAdaptive materials limited to certain types of 

subjects and instructional goals 

Â Sufficient social reinforcement to aid retention 

Â Sufficient peer contribution to increase mastery 

Â Sufficient situated learning to inculcate expertise 



Limits of Tutoring System Model 

ÂEffective for subjects based on procedural 

skills (e.g., mathematics, grammar, 

vocabulary, computer programming) 

ÂDoes not work for parts of the curriculum 

that are not reducible to algorithmic 

recipes (e.g., reading comprehension, 

creative writing, design, inquiry, 

collaboration, leadership)  



National Research Council (2012) 

Today's children can 

meet future challenges 

if their schooling and 

informal learning 

activities prepare them 

for adult roles as 

citizens, employees, 

managers, parents, 

volunteers, and 

entrepreneurs.  


