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« Meaningful scaling
« The Scaling Scan
* Q&A (20-30 min)
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Scaling:

Interpretations- current use

Popularity of “scaling” not
matched with clarity on the
concept

» RIisk of superficial use,
disillusionment and doing
more harm than good

In agric dev projects often
used as “maximize adoption
during project’

WCIMMYT.



Scaling:
Interpretations- current use

Common use in agric. Dev. projects: “maximize adoption during project”
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“Pilots never falil. Pilots never scale”

#ciMMYT.



Scaling:
Interpretations- two major problems

Common use in agric. Dev. projects] “maximize adoption during project”

The world needs sustainable systems change, not x adopters on 315t of December
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Pilots happen in very controlled environment while scale happens in the real world

“Pilots never falil. Pilots never scale”

WCIMMYT.



» Most pilot projects operate in

controlled environments NOTICE

*®

— Forceful leadership, often |
managed by external experts, In
parallel to local systems

— Heavy support for “partnerships”

and value chain actors g:\?it:)od:ﬁgnt
— Expensive and intensive capacity Keen door closed
stren g t h enin g eep OOLCOSG

— Relying on unsustainable grants
over a fixed start and end date

— Shielded from politics, market
forces, etc

WCIMMYT.






Context Is King

* Both in pilot
environment as well as
In the real world
environment

o TEXT

#ciMMYT.



« Successful scaling of technological innovations (e.g.,
crop varieties, management practices) requires that at
least as much attention is paid to the complementary
non-technological requirements (access to credit,
markets, knowledge and services) (adapted irom Sartas et al., 2017))

« They need to scale as well in a sufficiently coherent
and interrelated.

« This can be even to a ratio of 10% technology, to 90%
non-tech nO|Ogical (personal comm. Larry Cooley, 2017)

WCIMMYT.
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SCALING DEEP

refers to changing minds, values
and cultural practices, making the
use of the innovation a new routine
for people through awareness
raising and capacity buiiding.
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HOW SCALING INCREASES
THE IMPACT OF OUR WORK

CIMMYT offices
in 15 countries

Working with
300+ partners

Allowing us to
reach more than
18,000,000 farmers

role trom a buflder to an

architect, supporting
partners to do further




Why Scaling?

CGIAR set up in 60s to have development impact

As opposed to a company focused on expanding
operational scale and growing market share

(commercial success)...
we focus on social impact and public good (SDGs!)
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An organization like CIMMYT wants to
optimally (responsibly) scale the impacts |
of innovation. e _
- not the innovation, SCALINGIMPACT

. INNOVATION FOR THE PUBLIC GOOD

- not the innovation program,
- not the sales of the product developed,

- not the coverage of the policy created,
etc

because these may not correlate with to
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good change that people endorse. Robett Mclear | John Gatgani
Whatmatters When SCa|Ing |S the FOREWORD BY ROBERT CHAMBERS
positive impact the innovation creates

for people and the environment 24

(adapted from McLean and Gargani, 2019. https://www.idrc.ca/en/book/scaling-impact-
innovation-public-good)

#cIMMYT.
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Responsible Scaling

Trade-offs and negative consequences
beyond your target population

Irrigation farmers e e
Optimal scale?”

Benefit community

time

.‘ Blessing in disguise that we
have been poor at scaling??

WCIMMYT.



Need to reflect better the transformational agenda of
the SDGs: from “reaching many” to sustainable
systems change at scale.

https://www.sciencedirect.com/science/article/pii/S030
8521X18314392

) Agricultural Systems SYSTENS I
& lk_.'g . Volume 176, November 2019, 102652 {

Scaling — from “reaching many” to sustainable
systems change at scale: A critical shift in mindset

Woltering, L. 2 & B, Fehlenberg, K. b, Gerard, B. “E, Ubels, |. jE, Cooley, L. &
Show more
https://doi.org/10.1016/j.agsy.2019.102652

Under a Creative Commons license OPEN ACCESS


https://www.sciencedirect.com/science/article/pii/S0308521X18314392

Reaching scale # sustainability .. s

The reward for a successful prOJect IS domq
another project?

Change that perpetuates itself as the new
normal sustained by local actors beyond
the project

individual projects are building blocks to
achieve mid/long term impact (it takes

time to scale) ’
CIMMYT.



System change

Introducing a technological innovation to a farmer
requires the whole system to operate differently

- system : household, supply chains, policies, agri-
food system, etc need to accommodate this change

Change happens when different development from
distinct sources “meet” to gradually shape a new

configuratior
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1. Inception 2. First movers 3. Critical mass 4. Institutionalization

Figure 1: Sector transformation framework: From single innovations to a “new normal” (from Ubels and

lacobs, 2018 adapted from NewForesight, 2016 and Simons, 2014)
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Scaling:

Interpretations at CIMMYT

% of responses include reference to following dimensions of
scaling (n=36)

“Scaling means letting go and
100%

sharing success with others, and “Most in scaling is beyond
success is defined by people making our control”
different choices”
75%

50%

“There are no blueprints for
f . . success, always check if
tr? calmg tf < CM{}MYZAS success factors in context A
B ==cning the are relevant for context B”
impact we aim for in our

25%

vision and mission”
0%

“Scaling is the moment you
move from research to

“Successful scaling is development”’

when you go beyond
outputs, shaping

outcomes beyond a

given intervention”

“Successful scaling means we add
value to peoples lives and create

positive impact, or at least ensure
that we do no harm”

CIMMYT.
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« Scaling should be attractive LS =
— Business case and incentives for all value chain actors

« The entry strategy = the exit strategy
— “what if we pull out tomorrow?”

« (o fast- go alone, go far- go together
— Scaling out is much more efficient with support from other
organizations
« Science of Scaling

— Go beyond “what works” and understand the influence of the
context

— But realize scaling is also an art

So that as many people as possible (colleagues,
collaborators, problem owners, etc) can add value to

scaling processes. After all, scaling is done by local actors.
WcIMMYT.



Scaling Scan: Three steps

1. Define a realistic scaling ambition
FOOD & WATER (who, where, when, how much?)

+ Systems check
+ Responsibility check

The
* 2. Assess the status of the 10 critical scaling
Sca I i ng Ingredients for achieving your scaling ambition

Scan

3. Bottlenecks and opportunities for scaling that
should be addressed in project implementation




Step 1- Define a realistic scaling
ambition (or intervention goal)

« It is a clear idea of what is the
|$ desired impact,

who is involved and why it is
relevant.

WCIMMYT.



Step 2 — Asses the 10 scaling
Ingredients

e Self-assessment of the 10 scaling
ingredients; to what extent have
we addressed each ingredient?

* Four questions per ingredient

* Assessment shows the extent to
which the scaling ingredient
hampers scaling of the innovation
(weakest link) and which are
strengths (leverage points).

WCIMMYT.
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Technology / Practice

Awareness
and Demand

Business
Cases
Value

Public Sector
Governance

Leadership and
Management

Evidence
and Learning

Knowledge
and Skills

CIMMYT.
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Score referrals:

1 = Mo, this is very uncertain OR not
enough information to answer

2= Serious doubts

3 = Some doubtsSunsure

4 = Qinite confident

5= Yes definitely, this i not an

T n s s s s i B s PR

4 guestions that
represent the key
drivers for scaling
peringredient

Scorel1 (®)to5(©)to
reflect your level of
confidence you can reach

your scaling ambition. [

4.1

4.2

4.4

4.4

kn swersfanalysisl

3

Can the value chain provide/enable the technology/practice
with the right guality, in the right quantity, and in a timely
manner?

» Quiality may be misuved through sondords, certification or other
oEresmenls

= Supply con kéep wp iwith demond of ol Dimes

» The necessary endabling and complermentory Services are ovaiiobie,
oecesiibie and offordobie for the fechnolageioractice [ wovk

4.1 score:

5

Are relations between the various actors in the chain
adequately developed?

T

» There are odequate [business o business) réfations and tronsaclions
between off cctors (frovn inpuds fo refaiférs) in the voiue chain

» There is an odegquote power bolande between all aclovs in the value choin

= There & @ farm of overarching (fn-) formo! governarce of he value dhair

4.2 score:

2

Is the overall performance of the value chain conducive o
scaling?

= The wnlue civain fee growth potential, & hos o good repufolion and & of-
trochive bo investors and job seekers Skiled and urskiled] for ecample

= The necessary frurol) infrodvuctre (e roook and markels) & i plece and
expanding fo meet fiture neeok

» The deveiopment of the volue hain & ool fmited by trode hovrers, market
distortions &g brge seoke fraud) oF olfser contextual foolors

» The wolue ciwain & sufficiently efficent ond compefitive in comporion with
ather wolue chains (notianaly ond fntermationmlly os for o relevant]

4.3 score:

3

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

= The lovgel group & organired in formal and informal ways swoh os
farmeér orgonifations, deaperotives, bikines agsacinlions, &l

= Through (formal and informal) orgenization of velue chain actors,
impul prosision, morkeling. oooess fo senviced and bavgoining power are
Benefiting from ecanamies of scole”

4.4 score:

2




Scaling ambition: By 2021 we want to increase adoption of 4 and 2 WT Zero
Tillage by 100,000 farming households in Rajshahi for improved livelihoods
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Technology Knowledge Awareness Social inclusion  Value chain Finance Public governance Collaborations Leadership M&E

Scaling ingredients

WCIMMYT.



Step 3 — Identify bottlenecks and
opportunities

Understand outliers -
» Strong/ weak ingredients?

» Any question that was of
particular interest to you?

Implications
 What can the project team do

(sphere of control)

« What can collaborators do
(sphere of influence)

« What can we not influence
(sphere of interest)
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Evidence and learning

Value chain
Knowledge and skills

Awarenéssand demang
Business Cases
Collaborations

Leddership and management
Public governance

Adapted from Sartas et al., 2017

WCIMMYT.



Common understanding on what
scaling means and requires in context

\ ‘_‘. A . o WAL AN ‘

@ cereal Systems Initiative for South 3
i Asia - Bangladesh =

We want to get a quick insight into bottlenecks and opportunities for scaling. We are using the
scalability assessment tool that is part of the Scaling Scan methodology developed MYT
and the PPPLab (htps://vwwi.cimmyt org/scaling.scan-a-simple-tockfor-bi 1)

Successful scaling of research products, technologies, services or activities requires due attention
10 10 “scaling ingredients” (figure below) that each have to be at 2 good level of maturity to reach
the INTERVENTION GOAL (Step 1)

r innovations is probed by answering tactical questions for each
). Users score each question from 1 (uncertain) to 5 (certain) to

f reaching an intervention goal. The lowest scoring ingredient and
necks for scaling and require priority attention (Step 3).

This “enabling environme:
SCALING INGREDIENT
reflect the level of c
questions present the

Technology / Practice

Awareness
and Demand

Public Sector
Governance

Leadership and Business
Management
Evidence Value
and Learning Chain
Finance

Collaboration

Knowledge
and skills

In this exercise, we will focus on STEP 1 (the intervention goal) and STEP 2 (the scaling
ingredients) of the Scaling Scan. Respondents viill have to answer the complete the ool for
each intervention of CSISA.

NEXT - Page1of6

Scaling agricultural mechanization services in smallholder farming
systems

Case studies from sub-Saharan Africa, South Asia, and Latin America

Jelle Van Loon®", Lennart Woltering?, Timothy I. Krupnik®, Frédéric Baudron®,
Maria Boa?, and Bram Govaerts?




@MxBoa and @LennartWol y
CIMMYT website and blog
http://www.cimmyt.org/project-profile/scaling/

ResearchGate

https://www.sciencedirect.com/science/article/pii/S0
308521X18314392

—
Agricultural Systems usHl
Volume 176, November 2019, 102652

Scaling — from “reaching many” to sustainable
systems change at scale: A critical shift in mindset

Woltering, L. 2 & B, Fehlenberg, K. bE, Gerard, B. “E, Ubels, |. jE, Cooley, L. &
Show more
https://doi.org/10.1016/j.agsy.2019.102652

Under a Creative Commons license
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Thank you
for your
Interest!
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