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Overview 

Difficulties in Attaining Scale  

A Framework to Aid in Designing 
for Scale—and Adapting for Scale 

 Types of Interventions to Scale Up 

 

Presenter
Presentation Notes
Highly interactive – goal is to apply for your individual programs to apply the parts of the framework useful for you

Must first understand what are the challenges of scaling up, and what approaches do not work, before articulating what does work



Scaling Up Products 

 Adapting an innovation successful in 
some local setting to effective usage in a 
wide range of contexts  
 Fast food as example 

 Need not be one-size-fits-all; 
can be personalized 
 Cars as illustration 

 Technology as a lever for scale 
 Can be used to automate or innovate,  

to make uniform or customized 
 

Presenter
Presentation Notes
Fast food one-size-fits-all is outdated; customizable apps are a better current illustration

Problems of magnitude center on quality and capacity (e.g., not enough skilled trainers)

Problems of variation center on the likely effectiveness of your program for a particular setting that does not have all the conditions for success for your program.  (RIVER CITY)

Questions? 
Comments about your experiences with scaling?



1976 2015 

Presenter
Presentation Notes
Do “Three Little Pigs” video



The Spectrum of Social Media 
 Sharing 

 Social bookmarking 
 Photo–video-data sharing 
 Social networking 
 Writers’ workshops and fan fiction 

 Thinking 
 Blogs 
 Podcasts 
 Online discussion forums 
 Twitter 

 Co-Creating 
 Wikis–collaborative file creation 
 Mashups–collective media creation 
 Collaborative social-change communities  
 



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

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

 The more complex the innovation and the greater 
the influence of setting, the more likely a new 
practice is to fail crossing the “chasm” from its 
original setting to other sites 
 Avoiding the “replica trap”: the erroneous strategy of 

trying to repeat everywhere what worked locally, without 
considering challenges of size and contextual variations 
in needs/resources 
 Problems of magnitude  
 Problems of variation  -- not adoption, but adaptation 

Presenter
Presentation Notes
Fast food one-size-fits-all is outdated; customizable apps are a better current illustration

Problems of magnitude center on quality and capacity (e.g., not enough skilled trainers)

Problems of variation center on the likely effectiveness of your program for a particular setting that does not have all the conditions for success for your program.  (RIVER CITY)

Questions? 
Comments about your experiences with scaling?



Scale is a Difficult Problem 

 What scales is not an innovation, 
but a model of an innovation 
  Similar to, but different from a franchise 

 Scaling to each site requires adaptation to 
local context and culture 
“Tower of Babel” as a symptom of deeper 

confusion 

Presenter
Presentation Notes
“emotional learning” and “social learning” are terms that evoke many preconceptions (and misconceptions)

must respect that local people know better than you some of what they need, and much better than you what all the challenges are�(reference next slide)

a continuum with a program on one end and a model delivered by many programs on the other end

The challenges of scaling a program are different than those of scaling a model (e.g., Montessori)

Questions? 
Comments about your experiences with scaling?
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Sources of Leverage for Scaling 
 Depth: evaluation and research to understand  

and enhance causes of effectiveness 
 Sustainability: robust-design to enable 

adapting to negative shifts in context 
 Spread: modifying to retain effectiveness 

while reducing resources and expertise required 
 Shift: moving beyond “brand” to support users 

as co-evaluators, co-designers, and co-scalers  
 Evolution: learning from users’ adaptations 

about how to rethink the innovation’s model  





River City Interface 

Presenter
Presentation Notes
Taking a step back. This is what the application looks like when you log in. 

View and Action Space

This space allows you to change your viewpoint (how you view the 3-D world, called the Virtual Space), and allows your avatar to perform different actions (such as spinning, jumping, and waving). Each avatar has a different set of actions they can perform.



Virtual Space

This space is the 3-D virtual world, River City, you have traveled back in time to visit. You walk around the city and talk to residents, click on objects and pictures.

The best way to get familiar with movement in River City is to walk around town. The arrow keys on the keyboard allow you to move. See How do I walk around in River City? for more information on how to move around.

Chat Window

This space displays your conversation with residents of River City and your teammates. While in River City, you will see avatars of all other visitors and residents. You can only chat with your assigned teammates and the residents.



Student Workspace

Student workspace contains everything you need to get started in River City: Guide, Notebook, Map/Tools, and Help. See Guide, Using the Student Notebook, and Map/Tools for more information about using these features.




Depth Dimension of Scale 

 How effective is the innovation? 
 What are the sources of 

the innovation’s effectiveness? 
On what conditions for success 

does each source depend? 
How sensitive is each source to attenuation or 

absence of a particular condition for success? 

Trap of Perfection 



Illustrative Depth in River City 
 Design-based Research 
 Iterative cycles of theory-design-

implementation-reconception  
 Contrasting Theories of Learning 
Guided Social Constructivism 
Expert Mentoring 
Legitimate Peripheral Participation 
Best of the Best 

 Guidance System 



Sustainability Dimension of Scale 

 How can the innovation be modified  
so that it functions in various types  
of inhospitable conditions? 
How typical is each condition for success in 

my target population of users? 
How can I support “hybrid” users 

in evolving towards conditions for success 
that enable full effectiveness?   

Trap of Mutation – Don’t Want to Lose Depth 



Illustrative Sustainability in River City 

 Increasing Engagement 
Access to Special Powers based on 

Performance 
Use of Intrinsic rather than Extrinsic 

Motivation  
 Embedding Formative Assessments 
Newspaper reporter Kent Brock 
Potential for Individualized Interventions 

based on Diverse Learning Styles  



Spread Dimension of Scale 
 How can I modify the innovation to retain 

effectiveness while reducing resources 
and expertise required? 

 How much is the overall power of the innovation 
affected by reducing its cost or the knowledge 
required to implement? 
 How much power is retained in a “light” version of the 

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

 How can I support “light” users to evolve towards 
sufficient resources and expertise 
to achieve full effectiveness? 
 
Trap of Scaling the Project, Not the Model 



Illustrative Spread in River City 
 The River City Dashboard 
Tools for Teacher Management 

 Automated Email Reports 
Details on Student Behaviors and Interactions 
Potential Development of Visualizations (SGER) 
Potential for Sophisticated Formative Assessment 

 Aid for Inexperienced or Unprepared Teachers 
Videoclips for Student Induction 
Quick-Briefing Lesson Plans 
Professional Development Webinars 

 



Shift Dimension of Scale 
 How can I move beyond “brand” to support 

users as co-evaluators, co-designers, and 
co-scalers?  

 How can I support users going beyond 
what the originators have accomplished? 
 How can I build users’ capacity 

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

 How can users form a “community of practice” that 
helps answer questions about scale? 

Trap of Origination 



Illustrative Shift in River City 

 Approving Adaptations  
Special Education 
Teacher-to-Teacher Curricular Help  

 Teachers as Co-Designers 
Changes to the Online Lab Notebook 

 Teachers as Co-Evaluators 
 Insights from Automated Email Reports 
Accounts of Unanticipated Student Behavior  

 Waterfall 
 Bug Catcher 



Evolution Dimension of Scale 
 How can I unlearn my beliefs, values, 

and assumptions about the innovation? 
How willing am I to start the innovation 

process over again? 
How can I “make the familiar strange” to 

facilitate reconceptualization and 
discontinuous evolution? 

How can I form a “community of reflective 
redesign” with other innovators? 

Trap of Unlearning 
 



Illustrative Evolution in River City 

 Shift in Professional Development 
Strategy 
Delivery Method 
Emphasis 
Level of Detail 
Train-the-Trainer Sessions 

 New Study on Virtual Ecosystems and 
Complex Causality 
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Types of Problems in Health Care 

Simple: building a hospital 

Complicated: developing a vaccine 

Complex: improving the health of a particular group 

(dynamic, nonlinear, and counter-intuitive, driven by multiple 

independent factors that interrelate in rapidly shifting ways) 

Snowden & Boone, 2007 



Challenges/Concerns 

 Tension between fidelity and necessary 
adaptation 

 Impact of adaptations and diverse 
contexts on learner outcomes 

 Effectively using formative data to 
intervene/correct course 

 Facilitating transfer of “ownership” of the 
innovation & sustaining momentum/growth 

Presenter
Presentation Notes
Questions? 
Comments about your experiences with scaling?




Organic Scaling “like a Weed” 

Presenter
Presentation Notes
Kudzu, the miracle vine, arguably the most successful weed, 1 foot per day under ideal conditions, grows under almost any condns, resists herbicides
Webpages, blogs, and streaming video as info kudzu; cellphones with voice, text, and images communic kudzu, games as entertainment kudzu
Need “kudzu for the mind”

Questions? 
Comments about your experiences with scaling?
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