
1 | Toolkit for scaling digital innovation in cooperation development

Scaling 
Toolkit
a guide to scaling (digital) innovation 
in international cooperation

© illustrations of the figures designed by upklyak - freepik.com



2 | Toolkit for scaling digital innovation in international development

Published by 
Deutsche Gesellschaft für  
Internationale Zusammenarbeit (GIZ) GmbH 

Registered offices
Bonn and Eschborn, Germany

Address
Dag-Hammarsköld-Weg 1-5
65760 Eschborn, Deutschland
T +49 61 96 79-0
F +49 61 96 79-11 15

E info@giz.de 
I www.giz.de

Project description 
Development and testing of a toolkit for  
scaling digital solutions 
 
Authors 
minds & makers GmbH, Köln, Germany  
www.minds-makers.com/en

endeva GmbH, Berlin, Germany 
www.endeva.org

 

You have questions 
or feedback?  
Get in touch with us!

Visual Design 
Sonja Lorenz - Kommunikationsdesign, Köln, Germany 
https://sonjalorenz.design/

On behalf of 
the European Union and the German Federal Ministry for 
Economic Cooperation and Development (BMZ). 

The Scaling Toolkit was researched and written by Jan 
Schröder from minds & makers and Pierre Golbach from 
endeva with support of Aline Menden from endeva,  
Christina Stansell and Florian Moder from #Smart- 
DevelopmentFund program, Manuel Marx from BMZ  
digilab, Mara Holzenthal and Stella Deppe from GIZ FMB.

Berlin, 2024 

 
2024 by Deutsche Gesellschaft für Internationale Zusam-
menarbeit (GIZ) GmbH. Except where otherwise noted, this 
work is licensed under:
https://creativecommons.org/licenses/by-sa/4.0/

wissen@giz.de@

mailto:wissen%40giz.de?subject=


3 | Toolkit for scaling digital innovation in international development

Table of contents

01 | Introduction to the toolkit
Scaling impact through digital innovation										          05

Overview toolkit for scaling (digital) innovation  
in international cooperation														             08

02 | Toolkit for scaling (digital) innovation  
in international cooperation
Phase 01: Match Demand and Solution											          14

Phase 02: Develop Scaling Strategy											           21

Phase 03: Establish Preconditions for Scaling									         32

Phase 04: Implement Scaling													             39

03 | Acknowledgment	 												            45



4 | Toolkit for scaling digital innovation in international development

Introduction 
to the toolkit

01



The potential of digital  
innovation to drive im-
pact in international  
cooperation.

“Digital technology is shaping history. But there is also 
the sense that it is running away with us. Where will it 
take us? The answers to these questions depend on 
our ability to work together across disciplines and ac-
tors, across nations and political divides.”

- UN Secretary General, Antonio Guterres

Digital technology is a fundamental force for change in this 
century, reshaping economies, government, and civil so-
ciety – thereby impacting almost every aspect of our lives. 
Many actors and organisations in international cooperation 
have recognized the potential of digital technologies and 
innovations to respond more effectively to development 
challenges. Much hope is placed on the scalable character 
of digital solutions, enabling them to reach larger numbers 
of people and increase the impact of these solutions, with 
an expectation of reduced needed investments or human 
resources. For businesses and large organisations alike, 
the scalable character of digital solutions holds the promi-
se of developing standardised software products and ser-
vices. After local adaptation, they can be introduced in a 
larger number of different target contexts with a much fas-
ter adaptation rate than analogue or hardware products. 

“Innovation per se does not create impact. (…) Focu-
sed and committed scaling—delivering effective pro-
ducts and services to more people and doing it more 
reliably, more efficiently, and with a steady improve-
ment in quality—is what creates impact.”
- Christian Seelos and Johanna Maier

Many solutions face the danger of not transcending the  
pilot stage and not reaching the full potential of their im-
pact. This is especially the case in environments where 
financial, personnel, and infrastructure resources are  
scarce. Therefore, it is critical to consider sustainability and 
scale as early as possible in the process. In addition, cul-
ture and changing political priorities still favour the  
development of new solutions. This leads to resources 
being invested to reinvent the wheel where existing solu-
tions with proven impact may be adapted to new contexts 
instead. Especially in the local structures of donors and 
implementing organisations (local programs or country 
offices), the incentives for scaling proven solutions from 
external or internal solution providers tend to be low. There 
is also evidence that many funding mechanisms and pro-
curement processes do not accommodate the iterative 
development processes required to scale impact. Equally 
important are demand- and user-centred processes. They 
help ensure that solutions are aligned with local demand, 
user needs, local structures, resources, and priorities to 
enable successful scaling of impact. 

Scaling impact 
in international 
cooperation
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The definition of scaling 
impact 
There are various definitions of scaling. Moreover, depen-
ding on the vantage point, one stakeholder sees scaling 
where another emphasises that impact is being created 
by adapting and contextualising an existing solution. While 
the terminology differs, most definitions share a common 
objective and a similar rationale. In summary, scaling in 
international cooperation harnesses the potential of exis-
ting solutions to achieve broader positive impact, ideally 
systemic impact, for people and/or the environment. The 
impacts achieved through scaling should be guided by the 
intention to achieve optimal - not maximum - scale. Scaling 
impact almost always includes trade-offs that need to be 
balanced to achieve1 optimal scale. The search for optimal 
scale can be described along the different dimensions of 
broad impact2:

•	 relevance: the impact addresses the needs of people 
and/or planet.

•	 sustainability: the impact is durable and reliable over 
time

•	 quality: the impact involves qualitative changes for  
people and/or planet

•	 quantity: the impact represents quantifiable benefits for 
people and planet

 
In order to describe how scaling unfolds towards broad im-
pact, it proved helpful to differentiate between various pa-
thways of scaling. These pathways may be distinguished 
for clarity, however, they are not fully comprehensive and 
usually overlap in reality:

•	 Scaling vertically / scaling up: changing the institutional 
environment to achieve greater impact

•	 Scaling horizontally / scaling out: expanding impact 
through replication and adoption in large geographies 
and populations

•	 Scaling functionally: expanding/adopting the functional 
scope of an innovation for greater impact

•	 Scaling deep: increasing impact of solutions by chan-
ging relationships, cultural values and beliefs, hearts 
and minds

5

Delivering and 
implementing

6

Growing,  
scaling and 
spreading

7

Changing  
systems

4

Making the 
case.

3

Developing  
and testing

2

Generating 
ideas

1

Exploring  
opportunities 

and challenges

Understanding in which stage an innovation is, helps iden-
tify what kind of support is needed to pave the way for 
scaling impact. Building on a consistent and widely unders-
tood framework that defines the different maturity stages 
of innovations proves valuable. The social innovation  
spiral3 provides this helpful orientation to define scaling.

The decision to scale an innovation means that an inno-
vation has demonstrated success and impact, at least at a 
small scale, is provided by a skilled team and has attrac-
ted partners to support it. Scaling is the process of ad-

1	 Robert McLean, John Gargani: Scaling Impact – Innovation for the  
public good (2019)

2	 Ein Wegweiser. Scaling-up für globale Vorhaben
3	 Murray, Caulier-Grice, and Mulgan: NESTA 2014)
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opting this innovation across large geographies and po-
pulations to achieve transformational impact. The toolkit 
presented here focuses on the step described in the so-
cial innovation spiral as „growing, scaling and spreading“.

The approach of scaling impact, as defined in this tool-
kit, is best described as transferring a proven solution to 
a new context. The context may be a new geographic 
context, an expanded or new target group or even a new 
functional scope or thematic context. The adaptation re-
quired to make a proven solution work in a new context 
can range from the adaptation of components of the so-
lution to the establishment of contextual preconditions 
that enable the integration of the solution. Care should be 
taken to ensure a good balance between the adaptations 
of the solution and the context, as the establishment of 
appropriate preconditions is often more complex and ti-
me-consuming than the adaptation of the digital solution. 

Scaling impact in the 
context of digitalisation
Nowadays most solutions or innovations in international 
cooperation already include digital components or solu-
tions. Current societal developments and the strategic 
orientation of international cooperation organisations in-
dicate that digitalisation will become even more important 
in the future. Therefore, scaling impact should also take 
into account the specificities and characteristics of digital 
solutions.

The degree of digitalisation of solutions can vary widely, 
ranging from services using digital components to tech-

nical software solutions, AI models, standards and more. 
Depending on the solution and context, digital compo-
nents play different roles in scaling digital solutions. It 
may be that the focus of scaling is on adapting a digital 
application. For example, in the case of Clurb, a digital 
platform for disaster risk management, scaling the digital 
solution was focused on adapting the digital platform and 
features to local needs and integrating the platform with 
the existing technical infrastructure. It is also possible that 
the digital components of the solution play a subordina-
te role and that the core components of the solution that 
are relevant for scaling are more at the level of the busi-
ness model or partner networks. A good example for this 
was the scaling process ofRural Women Entrepreneurs. 
The solution is based on Women Business Centres where 
female entrepreneurs provide locally designed adviso-
ry services to their communities around health, nutrition, 
and agriculture. When the project scaled to other count-
ries, interestingly, the components around how to build 
women business centres and co-designing local services 
were the aspects that were scaled. The digital compo-
nent, i.e. the app enabling female entrepreneurs to provi-
de their services were newly developed by local partners 
to match the use cases in the new target contexts. 

The ease with which digital innovations can be technically 
duplicated tempts us into the misconception that scaling 
a digital solution into another context is merely a copy-
paste task. However, digital solutions, like any other solu-
tions, need to be adapted to local circumstances (such as 
existing solutions, infrastructures, and needs) to be effec-
tive. These adaptations can often be implemented more 
quickly with digital solutions and require fewer resources. 
When assessing the scalability of digital solutions, one 
should consider specific factors such as technical inter-

operability, hardware or infrastructure requirements, and 
the skills needed to operate the solution. Furthermore, 
digital innovations entail specific technical risks that must 
be taken into account before and during scaling. Thus, 
technical specifics, requirements, and risks of digital so-
lutions should carefully be considered before and during 
the scaling process.

However, digital innovation also opens up entirely 
new ways of scaling and broadening impact efficiently. 
Through open source approaches (such as Digital Public 
Goods), software solutions can be made generally acces-
sible and thus be used by many actors. In this way, the 
solution can scale by being adapted to new contexts and 
use cases in parallel. 
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Purpose and added value 
of the toolkit
The scaling toolkit focuses on scaling the impact of digital 
innovation, with a broad definition of digital innovation ran-
ging from solutions with a digital component to full- fled-
ged digital solutions. 
 
The toolkit provides guidance and support for practitioners 
on how to scale successful digital innovations by integra-
ting them locally, regionally or globally in international co-
operation (GIZ and non-GIZ).  By doing so, it aims to lever-
age digital solutions in order to drive relevant, high-quality 
and sustainable impact at scale. To emphasise this focus 
on broad impact, the term „scaling impact“ is used throug-
hout the toolkit.

The knowledge, examples and tools compiled in the toolkit 
originate from practical experience with a focus on scaling 
digital innovations within GIZ programs. It serves as an ea-
sy-to-use, open, modular and actionable source of know-
ledge providing guidance through an iterative multi-actor-
process.

The target group of the toolkit includes actors that play a 
significant role in the process of scaling impact. It includes 
the teams who own the digital innovation to be scaled (so-
lution provider), the staff in the local cooperation programs 
(impact owner) in which the digital innovation is being in-
tegrated, the intermediaries promoting and facilitating the 
scaling processes (facilitator) as well as other important

Overview: toolkit for scaling 
(digital) innovation in  
international cooperation
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ves real problems for the target group, but also to 
ensure a level of legitimacy, in which people can 
influence the extent to which their lives are impac-
ted by a solution.

Optimal scale 
Scaling impact almost always involves trade-offs 
that need to be considered in order to achieve 
impact. It can happen that the negative effects of 
a solution are amplified by scaling and thus coun-
teract the intended impact. Therefore, scaling 
should not follow the principle of „bigger is better“ 
but should be guided by the intention of achieving 
optimal - and not maximum - scale.

Iterative development
An open-ended process consisting of learning 
loops in which the scaling process is constantly 
adapted can make the complexity of impact sca-
ling navigable. This way, methods, approaches 
or the  strategy can be adapted quickly, while the 
effort required to do so is still relatively low. Such 
an approach can lead to minimising risks and ge-
nerating solutions that are relevant to users and 
achieve the intended impact. 

Continuous participation
Scaling is a collaborative process involving a va-
riety of stakeholders who are constantly changing 
throughout the process. Continuous ownership 
that takes into account people‘s interests, expec-
tations and resources is a key aspect of scaling 
impact and needs space for conversation and co-
creation.

actors that support the scaling at different points of the 
process (enabler). All these actors may or may not belong 
to GIZ or other development agencies and donor organisa-
tions.

From all these target groups, the toolkit is particularly in-
tended for the direct use by the facilitator. It provides them 
with support to tailor the scaling process iteratively to evol-
ving requirements and to the needs by all other actors in-
volved.

As there are already many good initiatives and toolkits for 
scaling impact in international cooperation, this toolkit bu-
ilds on the existing knowledge, approaches, and methodo-
logies and applies them explicitly to the context of scaling 
(digital) innovations in the broader context of GIZ.

How to use the toolkit
Guiding principles
The process of scaling impact is complex, lengthy and re-
quires the involvement of a broad variety of stakeholders 
and their buy-in, capacities and infrastructures. Certain 
principles have proven to be helpful in making such a pro-
cess navigable and form a basis for this toolkit:

People and planet at the heart
Beneficiaries, the people affected by the solution, 
are at the centre of the scaling process. Their per-
spectives must be constantly taken into account 
throughout the process. This is important not only 
because the solution will only be effective if it sol-
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01 | Match Demand and  
Solution
Explore demand
Explore local problems and de-
mand for digital innovations

Identify solutions
Identify digital solutions for gi-
ven problems and demand

Match solution and demand
Assess and match best fitting 
digital solutions with local  
problems and demands

02 | Develop Scaling Strategy  

Envision Scale 
Define a shared vision of the 
impact to be achieved by sca-
ling and establish a core team  

Understand Solution
Understand the digital solution 
and how impact is generated 
under which contextual require-
ments

Understand target context
Understand the local target 
ecosystem, problems and 
needs of beneficiaries

Co-create scaling strategy
Define adaptations of the digital 
solution to create impact in the 
target context and develop a 
strategy for implementation

03 | Establish Preconditions 
for Scaling
Establish Team and Leadership
Define a team and leadership 
capable of driving scale with 
long-term commitment

Activate Partner-Network
Further develop the scaling 
strategy with internal and ex-
ternal partners required for effi-
cient scaling to include them in 
the scaling process

Legitimize change
Advocate for change at the  
political level in partner  
countries

04 | Implement Scaling
Build and Strengthen  
Capacities 
Build resources and organiza-
tional capacity for scaling at 
team and partner side.

Learn and adapt
Implement first pilot, measure 
progress and impact in regular 
feedback loops and continu-
ously adapt and grow the  
solution based on learnings  
and evidence.

01

02

03

04
Phases and steps
The toolkit is based on a simple 
framework. The four phases „Match 
solution and demand“, „Develop 
scaling strategy“, „Establish pre-
conditions for scaling“, „Implement 
scaling“ with their respective sub-
steps serve as a schematic model 
that enables clear orientation in the 
scaling process. The phases and 
the subordinate steps are not to be 
understood as a linear process but 
as iterative loops. It will often be 
necessary to refer to previous pro-
cess steps. For example, it may be 
that in the process of developing a 
scaling strategy you realise that the 
identified solution does not fit the 
selected context optimally and you 
must look for alternatives again. Or 
during the establishment of pre-
conditions, it may be discovered 
that the developed scaling strategy 
needs to be adapted. The scaling 
of impact should be thought of as 
an open process of continuous 
learning loops in which the scaling 
process is constantly adapted.

© illustrations of the figures designed by upklyak - freepik.com
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Facilitator
The facilitator closely monitors changing needs, 
constraints and enablers of the scaling process. In 
their role, they remain impartial to parties and out-
come-agnostic. However, they assume responsi-
bility for gathering the right voices around the 
table and for enabling alignment and mutual 
support between all roles in the process.

For example, this role can be held by a coach 
of a local or central innovation program or 
fund that aims to promote the scaling of exis-
ting solutions.

Impact Owner
Impact owners help to shape the scaling process 
by constantly challenging the digital innovation 
with regards to its sustainable impact and relevan-
ce for the local context and beneficiaries. Ideally, 
this role is taken on by someone who represents 
or belongs to the target group of beneficiaries. 
Moreover, impact owners support and enable 
the scaling process within their capacities, e.g. 
by providing all relevant information for the so-
lution to be contextualised and by activating 
their partner network.

For example, this role can be held by a project 
manager of a local program of a country office 
who is looking for a solution to solve a problem 
and create a positive impact.

Enabler
The success of a scaling process depends large-
ly on the co-ownership and enabling support by 
all stakeholders involved. Being an iterative pro-
cess, the needs and necessities of the various ro-
les will change over time. Enablers overall ensure 
that they use their capacities, networks, funding 
instruments, and advocacy as a true partner for 
the problem/challenge owners and the solution 
providers.

For example, this role can be held by a repre-
sentative of a donor organisation or a local mi-
nistry who has an interest in scaling impact to 
reach broader positive impact.  

Solution Provider
Bringing a solution into the scaling process requi-
res listening and learning to fit the solution to the 
needs of the impact owners and their end bene-
ficiaries. Solution providers are responsible  for 
pulling the information they need to understand 
the target context and to contextualise the solu-
tion together with the impact owner. They trans-
parently communicate which constraints and ena-
blers they require support for.

For example, this role can be held by repre-
sentatives of a social business or previous 
partner project who want to scale the im-
pact of their solution.

Roles
Discussing and assigning the four 
roles (facilitator, solution provider, 
impact owner and enabler) helps 
to define the tasks and responsibi-
lities of all actors so as to optimally 
support and co-own the process of 
scaling impact. In most cases, each 
role will be taken on by multiple 
people, in parallel or shifting over 
time. It can also happen that one 
person takes on different roles at 
the same time.

Furthermore, the roles are to be 
understood as a flexible model that 
can be adapted to the circumstan-
ces of the scaling endeavour. It can 
make sense to differentiate the 
model in certain scaling processes 
and to add further roles. It is also 
possible that in some contexts the 
role titles and descriptions lead to 
misunderstandings and should rat-
her be adapted.
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Co-design for co-ownership
Co-design and iterate the scaling process in 
such a way that all involved parties continu-
ously perceive mutual benefits and are com-
mitted to invest their time.

Embrace complexity
Harness local knowledge and perspectives to 
appreciate the complexity of the local context 
and the problem at hand.

Talk about scaling 
Foster learning and cross-pollination with 
stakeholders, experts, and decision-makers 
by sharing why, what and how you set out to 
scale your solution in the new context.

Sustainable impact 
Aim for sustainable and relevant impact be-
yond project cycles by favouring lasting capa-
cities and ownership in the local ecosystem.

#8 

#9 

#10 

#4

#5

#6

#7

#1 

#2 

#3 

Keep it iterative 
Solution and context will unfold optimal im-
pact over time when you keep iterating and 
continuously learning from helpful metrics 
and test-learn-loops. Keeping it iterative may 
lead your team to anything from making mi-
nor adaptations to better reach your target 
group or to a major pivoting of your value 
proposition.

Balance interests 
While matching donor priorities may ensure 
crucial access to funding, pivoting towards 
local needs and demand is key to generate 
ownership and impact where it matters most.

Establish clear leadership  
Clear roles and facilitative leadership in the 
core team help you stay on track and allow 
for ongoing self-reflection around needs in 
the team, aligned incentives, and co-owner-
ship.

Go for diversity  
Inviting diverse cultural backgrounds, gen-
ders, disciplines, and perspectives in the core 
team benefits holistic and robust thinking and 
doing toward optimal impact.

Fully invite partners 
When partners share your scaling vision and 
see real benefits for their own goals, they are 
more likely to tap into their strengths and net-
works to help you generate impact. Partners’ 
perspectives and their proximity to your target 
group can enable you to deliver relevant and 
sustainable impact.

Learn from opposition 
Any reservations or resistance your scaling 
vision may provoke in stakeholders may be 
an opportunity to iterate your solution toward 
co-ownership or to ensure sustainable impact 
through the right advocacy angle.

Keys to success 
The keys to success  provide helpful tips and guidance to be considered in the scaling pro-
cess. They point out common barriers and hurdles and help to adopt different perspectives 
and mindsets. The Keys to Success presented here are initially kept general. In the toolkit, they 
are specifically adapted to the corresponding phases and thus provide important support in 
the respective situations of the scaling process.
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international cooperation
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Phase 01

Let’s form a promising, informed match between 
scalable solution and local demand. 

Match Demand 
and Solution

© illustrations of the figures designed by upklyak - freepik.com
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After this step, we will have 
assessed demand for digital 
innovations, including

•	 first insights about the context and 
the underlying problem

•	 an understanding of the impact 
potential

•	 a preliminary alignment with fun-
ding criteria.

Explore demand
Reach out and explore

Assess demand

After this step, we will have 
assessed digital solutions, in-
cluding 

•	 information on their scalability 

•	 evidence on impact and cost.

Identify solutions
Reach out and scout 
Assess solutions

After this step, we will have 
an informed match between a 
solution and a given demand, 
including

•	 evidence backing our comparison 
of various solutions, demands, 
and context 

•	 co-ownership of the decision by 
key stakeholders and all support 
for the process to come.

Match solution  
and demand

Compare solutions

Opt for best fitting solution

Phase 01: Match Demand and Solution

Overview
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Facilitator
The facilitator will help ensure that 
all parties are able to openly share 
their perspectives on the potential 
solution(s) and target context(s). 
Keeping an eye on concerns, needs, 
and surfacing expectations will fos-
ter a trusted environment for later 
collaboration and efficient decision-
making before opting in or out of a 
joint scaling process. 

Impact Owner
The Impact owner(s) represented by 
a GIZ country office, local structu-
res, or other local stakeholders will 
help clarify the local needs and core 
problems which may benefit from 
a digital solution. Their perspective 
on what is needed and what kinds 
of solutions may be absorbed by 
the local context will guide the deci-
sion for or against a scaling process. 
They ideally pull any information 
which they require to make this de-
cision, jointly with the other parties. 
Generally, their voice is key to ensu-
ring that any later scaling will  
truly be working to generate  
relevant and sustainable impact 
at scale for this target context. 

Solution Provider
The Solution Provider will bring one 
or various previously implemented 
digital solutions to the table. They 
own and provide valuable knowled-
ge, especially around the proven im-
pact of their solution as well as the 
concrete requirements for their solu-
tion to generate relevant and sustai-
nable impact at scale in new target 
contexts. They shall pull any requi-
red information to efficiently assess 
whether their solution may generate 
the desired impact in the new target 
context.

Enabler
Enablers such as donors or GIZ regi-
onal departments will support an ef-
ficient flow of information and contri-
bute to connecting and onboarding 
all actors involved in this phase. As 
later ownership and commitment will 
largely depend on funding, 
they should ensure a clear 
outlook and provide (initial) 
funding wherever possible.

Phase 01: Match Demand and Solution

Roles
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Phase 01: Match Demand and Solution

Keys to success

Co-design for  
co-ownership
Being transparent and candid with each other 
from the very start helps build trust and set 
up a co-owned process that serves everyone 
involved.

Embrace complexity
When assessing the local demand, tapping 
into local knowledge and perspectives will 
help ground the discussions based on the 
realities of the target group(s). This helps ap-
preciate the complexity of the local context 
and the problem at hand.

#6 #3

#4

#1 

#2 

Talk about scaling 
Foster learning and cross-pollination with 
stakeholders, experts, and decision-makers 
by sharing why, what and how you set out to 
scale your solution in the new context. Loo-
king for allies and inviting diverging perspec-
tives from the start provides a helpful reality 
check for the scaling process.

Sustainable impact  
When assessing solutions and context for the 
joint scaling process, try to aim for sustaina-
ble and relevant impact beyond project cyc-
les, rather than short-term solutions for acute 
problems. 

Balance interests 
When assessing and deciding on a match of 
solution and context, potential trade-offs bet-
ween diverse perspectives may require some 
balancing. Accommodating donor priorities 
may ensure access to funding. However, 
emphasising local needs and demand is cru-
cial to generate impact where it matters most.

17 |  Toolkit for scaling digital innovation in international development
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Explore demand
Reach-out and explore
Identifying demand for digital innovations benefits from 
clear search criteria and preparation of the outreach to 
local actors such as country offices. The tool Local De-
mand Check provides a selection of helpful criteria which 
may serve as a conversation starter with a focus on target 
groups, core problems and desired impact. Providing an 
example overview of a scaling process such as in the tool 
Team Collaboration Canvas may help clarify the intention 
of your outreach from the start. Moreover, identifying de-
mand for digital innovation benefits from ongoing conver-
sation and relationships. Expert gatherings with leadership 
and program staff from the country and regional levels of-
fer great opportunities for that.

Assess Demand
Inviting potential impact owners to provide information in 
the tool Local Demand Check will enable transparent as-
sessments and, later in the scaling process, feed into the 
tool Scaling Vision. Involving various types of actors in 
the discussion supports the diversity of perspectives. This 
helps ensure that decisions are based on considerations 
around the impact and feasibility of a demand case, while 
donor interests inform the process without skewing it. 

Identify solutions
Reach-out and identify solutions
Before reaching out it is crucial to clarify which criteria will 
guide your quest for scalable solutions. The tool Solution 
Scalability Check provides a means to start the conversa-
tion and obtain helpful information from potential solution 
providers. Approaching solution providers may also be-
nefit from transparently sharing some background infor-
mation about your intention and an example overview of 
a scaling process such as in the tool Team Collaboration 
Canvas. Your outreach activities can be sped up by tap-
ping into existing platforms and databases compiling tes-
ted digital solutions. The outreach should be organised in 
a lean way for everyone involved. This can include a desk-
based search and a first round of interviews to gather re-
levant information from and provide clarity to the Solution 
Providers.

Assess Solutions
Assessing the information gathered in the tool Solution 
Scalability Check will enable informed decisions about 
which tested digital solutions have the highest potential to 
generate impact at scale. For that matter, the information 
collected in the tool Solution Scalability Check allows you 
to assess various dimensions while feeding into the Sca-
ling Vision further down the scaling process. When asses-
sing the solution(s), try to balance various dimensions such 
as the impact potential in terms of quality, quantity, rele-
vance and sustainability with cost per impact.

Staying in touch with innovation
When identifying digital innovations from within the GIZ 
portfolio, a range of databases and platforms can prove 
very useful, including GIZ: DIGINAWI, Digital Pathfinder, 
and Tech Detector. In order to identify external solutions 
from outside of the GIZ portfolio, you may reach out to ot-
her bi- or multilateral development organisations such as 
UNDP’s Digital X or USAID’s Development Innovation Ven-
tures. In addition to identifying demand, expert colleagues 
from within the GIZ regional departments can also prove 
helpful in scouting digital innovations, namely IT-Partners, 
Digital Partners, and Digital Ambassadors.

Examples 

Staying in touch with demand
Within GIZ, regional network events such as the 
Digital Africa Gathering (AFRICA) and Digital 
Transformation Call (APLAC) provide opportu-
nities to directly reach out to expert staff on the 
GIZ country and regional levels. Ongoing con-
versations and relationships with expert staff 
from the country, regional, and sectoral depart-
ment (FMB) can help you stay tuned with topical 
problems and demand for digital innovations 
and scaling processes. Among expert colleagu-
es, you will find IT-Partners, Digital Partners, Digi-
tal Ambassadors with whom you can continuous-
ly engage.E
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Match solution and  
demand
Compare solutions via demand 
The previously gathered research on demand and solu-
tions now allows you to assess where a solution is best 
adaptable to a given demand and context. While some 
parameters will be easy to compare, others will require a 
deeper discussion inviting questions and ownership from 
both the Impact Owners and Solution Providers. This is 
also a great opportunity for the actors to directly engage, 
fill knowledge gaps and get to know each other in prepa-
ration of the opt-in or out of a scaling process. The conver-
sation should be guided by your shared quest for relevant 
and sustainable impact at scale.

Opt for best fitting solution 
Together with the Facilitator, Problem Owners, Solution 
Providers and Enablers, you will decide in which context 
to scale which solution for relevant and sustainable impact 

Invite the elephant in the room
When exploring the great impact potential of Clurb’s Acction tool 
for Disaster Risk Management with interested GIZ colleagues in 
partner countries, we spent quite some time discussing a match 
between the local demand and the solution. While it seemed to 
be a great fit, there was a growing elephant in the room which 
kept us from making a swift decision to stop or move forward. 
Only when we discussed implicit concerns by local municipalities 
who had not been sitting at the table with us, we were able to see 
that despite the great potential we needed to halt the process. 
This reminded us that scaling is never the default, but needs to 
generate relevant impact building on local ownershipE
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at scale. As you prepare to embark on an explorative and 
collaborative process, use the opportunity to also foster 
candid conversations about mutual contributions, needs, 
and concerns. This helps surface potential game-breakers 
such as funding or resource constraints. Moreover, such 
open discussions help build and maintain trust and co-ow-
nership as the backbone of any scaling process. The tool 
Team Collaboration Canvas provides a starting point for 
this discussion, to be concretized in the next phase. When 
looking for a good match, favour proven digital solutions 
with the potential to address a concrete core problem of a 
target group. The ability to continuously adapt to the local 
context may be more important than a seemingly great fit 
at first glance. Moreover, as long as the digital solution has 
previously been deployed and tested in real life, it should 
not matter whether it originates from within or outside of 
the GIZ portfolio.
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Solution Scalability Check
This tool helps its user to prepare the outreach to Solution Providers and 
capture the required information to initially assess solution’s scalability, 
the problem(s) it is designed to solve and evidence about its former im-
pact, and basic contextual requirements for the solution to become opera-
tional such as digital skills and connectivity. In order to assess a solution’s 
scalability, the user of this tool is prompted to collect data both on techni-
cal as well as organisational aspects. Given that some of the required in-
formation may not be formalised, it is recommended to use the tool while 
engaging in interviews and exchanges with the Solution Providers.

Local Demand Check
This tool helps collect and assess information about the demand by the 
Impact Owner, the needs by the end users for a specific digital innova-
tion, and the perceived underlying problem. It fosters a first understanding 
about the digital readiness of the context, to what extent an innovation 
and scaling process could be integrated into existing programs and finan-
cing, and whether the problem at hand holds considerable potential for 
impact. Different sections will prompt the user of this tool to prepare and 
document their outreach to collect the relevant information obtained in 
discussions with various Impact Owners.
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Phase 01: Match Demand and Solution

Helpful Tools

https://app.conceptboard.com/load/Ida-local-demand-check
https://app.conceptboard.com/load/Ida-solution-scalability-check
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Develop Scaling 
Strategy

Phase 02

Let’s co-create a robust, iterative, and co-owned strategy 
to harness the impact potential of solution and context.

© illustrations of the figures designed by upklyak - freepik.com
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After this step, we will have 
a clear vision and initial team 
set up, including 

•	 a shared scaling vision, clear roles 
among key actors, and a shared 
process

•	 an onboarded core team ready to 
get started.

Envision Scale
Align on vision, roles and 
process

Establish core team

After this step, we will have an 
in-depth understanding of our 
solution, including

•	 insights on core, modular and ha-
ckable components

•	 required enablers needed to  
generate impact.

Understand Solution
Understand solution and its 
components

Identify required enablers

After this step, we will have 
a thorough understanding of 
our target context, including

•	 existing ecosystem of partners 
and initiatives in the field

•	 the core problem and target 
group needs

•	 most relevant contextual inhibitor 
and enabler for solving the core 
problem

Understand target 
context

Scope context analysis

Aggregate findings

After this step, we will have 
co-created a co-owned Scaling 
Strategy, including 

•	 an updated Scaling Vision

•	 defined adaptations for solution 
and context to reach optimal scale

•	 an articulated action plan and ti-
meline matching the target pro-
gram’s planning

•	 updated roles and commitment to 
the scaling process.

Co-create Scaling 
Strategy

Get on track to optimal scale

Review learnings and define 
adaptations

Consider scaling pathways

Develop iterative action plan

Phase 02: Develop Scaling Strategy

Overview

22 |  Toolkit for scaling digital innovation in international development
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Roles

Facilitator
The facilitator will foster collabora-
tion among the Impact Owner(s) and 
Solution Provider while inviting joint 
decision-making and planning for 
the co-owned scaling process. This 
may include suggesting means to jo-
intly collect data and organising re-
gular check-ins such as bi-weeklies 
for concrete planning.If helpful, they 
may guide all parties through the dif-
ferent steps of this phase. This will 
usually include the coordination and 
facilitation of meetings and work-
shops, documentation and follow-
ups regarding jointly collected infor-
mation. They may additionally keep 
an eye on changing ownership and 
time commitment by the involved 
parties to allow for timely di-
scussions about shifting per-
spectives and expectations.

Impact Owner
Impact owners help emphasise the 
importance of the target context, its 
specificities, and needs with regards 
to the envisioned impact. Any scaled 
solution may only unfold its impact 
when it matches local conditions 
and target group needs. In many 
cases, the Impact Owner(s) may not 
have direct knowledge about the 
needs and core problems of the tar-
get group. However, they will sup-
port making the local perspective a 
guiding voice of the scaling process 
by providing further connections 
in their local partner network and/
or supporting the research on local 
needs and conditions. The Impact 
Owner(s) and Solution 
Provider form the core 
team of the co-owned 
scaling process.

Solution Provider
The Solution Provider provides va-
luable information on the impact po-
tential as well as the requirements 
of its solution. This phase may allow 
to deepen and structure this know-
ledge in such a way as to allow 
for meaningful adaptations of the 
solution to the target context. The 
Solution Provider also ensures that 
their solution will be met by required 
enablers in the target context. Their 
responsibility is to pull the informa-
tion they need to understand the 
target context and to contextualise 
the solution together with the Im-
pact Owner(s). Jointly, they form the 
core team of the co-owned scaling 
process as their knowledge and re-
sources drive the co-creation of the 
Scaling Strategy.

Enabler
Enablers overall ensure that they 
use their capacities, networks, fun-
ding instruments, and advocacy as a 
true partner for the Impact Owner(s) 
and the Solution Provider. Especially 
in the step “Envision scale” it 
often makes sense to involve 
Enablers to assure the scaling 
process is based on a shared 
vision.

Phase 02: Develop Scaling Strategy
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Keys to success

Co-design for  
co-ownership
Co-design and iterate the scaling process in 
such a way that all involved parties shape it 
to serve the scaling vision while accommo-
dating mutual benefits and available time re-
sources. This is best enabled when everyone 
in the core team gets to regularly check-in 
with each other.

Embrace complexity
Understanding the target context and itera-
ting the scaling vision will greatly benefit from 
local knowledge and perspectives. They help 
us appreciate the complexity of the local con-
text, the target group(s), and the core prob-
lem at hand.

Talk about scaling
Foster learning and cross-pollination with 
stakeholders, experts, and decision-makers 
by sharing why, what and how you set out to 
scale your solution in the new context. Loo-
king for allies and inviting diverging perspec-
tives on target groups, core problems, and 
scaling vision helps our scaling process to 
continuously learn.

#7 

#8 #4

#5

#1 

#2 

#3 

Sustainable impact  
Engaging with potential partners and stake-
holders, e.g. when understanding the context, 
can create fertile ground for lasting relation-
ships and sustainable impact. Anchoring your 
scaling process in the local ecosystem will 
help ensure ownership as much as pertinen-
ce of the impact for local target groups. 

Keep it iterative  
When designing the scaling pilot at the end 
of this phase, bear in mind that it may unfold 
its impact over time rather than being a one-
shot-solution. Based on continuous learning 
and iteration from helpful metrics and test-le-
arn-loops, your team will keep steering your 
pilot toward impact at optimal scale for this 
very target context.

Establish clear            
leadership
Clear roles and facilitative leadership in the 
core team ensure that everyone contributes 
most effectively with their specific resources, 
knowledge, and perspectives.

Go for diversity
Inviting diverse cultural backgrounds, gen-
ders, disciplines, and perspectives in the core 
team benefits holistic and robust thinking. 
This helps you leverage different knowledge 
and perspectives toward your scaling pilot 
and eventually toward optimal scale.

24 | Toolkit for scaling digital innovation in international development

Phase 02: Develop Scaling Strategy



D
ev

elo
p

 S
calin

g
 S

trateg
y

25 | Toolkit for scaling digital innovation in international development

Envision Scale 
Align on vision, roles and process
A scaling process requires a team of diverse actors to un-
derstand and continuously tailor solution and context to 
each other in pursuit of relevant and sustainable impact at 
scale. A collaborative workshop setting helps provide the 
adequate space to openly discuss and align on a shared 
scaling vision, helpful roles and responsibilities as well as 
a process timeline. You may combine two tools to provide 
focus and space for the key discussions. The tool Scaling 
Vision invites you to synthesise and rethink information 
collected in the first phase of the scaling process, inclu-
ding preliminary target groups, core problems, and desired 
impact (later to be iterated in the Scaling Strategy). Mo-
reover, the tool Team Collaboration Canvas prompts an 
open discussion about the roles and the process timeline. 
This allows everyone to assume a role, share responsibi-
lities and openly communicate needs or requests for the 
collaborative process to be truly co-owned. Where possib-
le, try to give special voice to actors representing the local 
demand as this is what will guide your scaling process to-
ward optimal rather than maximum scale. 

Establish core team
The core team (consisting of Impact Owners and Solution 
Providers) is the driving force of the scaling process and 
should be set up appropriately at the beginning. Involving 
stakeholders on the ground as Impact Owners can be very 
helpful to put the local context and impact at the centre 

of the process. Building on previous discussions about 
roles, contributions, needs, and overall process, the core 
team requires ongoing attention by its members and the 
Facilitator. Take some time to discuss next steps regular-
ly. Clearly allocate responsibilities and openly check what 
everyone needs in order to co-own the scaling vision and 
process as it unfolds. Even simple bi-weekly check-ins can 
make all the difference in keeping momentum, ownership, 
and clarity about responsibilities. The Facilitator may par-
ticularly look out for the core team and their ways of col-
laboration. However, some core teams may also feel com-
fortable to self-organise.

Understand Solution 
Understand the solution and its components
A solution may be described as a set of components all-
owing it to unfold its impact in a certain context. Compo-
nents may include technical hard- and software, (good) 
practices, internal and external capacities involved in the 
delivery of the solution, or also interactions with the end 
users. Unpacking a solution into its components helps cla-
rify which ones are hardwired into the solution (core) or 
may be adapted (modular, hackable). We also gain a dee-
per understanding of which aspects of a solution mainly 
contribute to impact. The tool Solution Profile prompts 
this discussion and more. It builds on information previous-
ly collected in the tool Solution Scalability Check and invi-
tes a focus on impact by means of a Theory of Change.

Identify required enablers
Once you have gained more clarity regarding the soluti-
on’s components and their contribution to impact, the tool 
Solution Profile invites you to take a closer look at what 
these components require to jointly generate impact. Core 
components point to requirements or Enablers that need to 
be met by the target context, while modular and hackable 
components show where the solution may be tailored to 
the new context. Collecting required Enablers for the solu-
tion to unfold its impact informs how you may analyse and 
perhaps concretize the target context. Feel free to come 
back to the tool Solution Profile anytime, e.g. when plan-
ning the context analysis and writing the Scaling Strategy.

Look at the trees in the solution forest
When exploring how to scale the Smart Africa 
Digital Alliance to Latin American contexts, we 
plotted the components, including services, acti-
vities, etc. on the Theory of Change. This helped 
us understand which components concretely 
generated impact and which others were (good) 
practices, thus embedding and ideally enabling 
the core activities in specific contexts. We also 
gained a more differentiated view on the solu-
tion’s adaptability: while the solution had been 
built on core components such as capacity buil-
ding for smart regulation, the specific contents 
and training formats could be modularly adapted 
to the target context’s specific needs.
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Phase 02: Develop Scaling Strategy
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Understand target context
Scope context analysis
Exploring the target context and respecting its complexity 
is crucial for your Scaling Strategy and the aim to achieve 
relevant impact at scale. As every scaling process is diffe-
rent, you will also need to jointly determine which depth of 
analysis is necessary and sufficient at what stages of your 
scaling process. The common denominator of the follo-
wing approaches is to seek a better understanding of the 
core problem and related needs, through an ecosystem, 
human-centred, and/or systems lens. 

•	 Ecosystem Approach

Depending on available resources and time, you may 
choose to scan the ecosystem for existing partners and 
initiatives working to achieve similar or complementary im-
pact. Building on their available research and their strate-
gic priorities may provide you with a first understanding of 
the core problems, target groups or users. This can enable 
you to create a rather high-level Scaling Strategy based 
on explicit context hypothesis to be tested and iterated du-
ring the ensuing roll-out. 

•	 Human-centred and Systems Approach

In case resources and time allow, your research will ideally 
also involve potential users and local stakeholders. By di-
rectly engaging, you can gather first hand information on 
the needs and the core problem your solution should be 
addressing in this very context. Moreover, it can allow you 
to jointly create a context-specific system map or causal 
loop diagram around the identified core problem. This sys-
tems approach will enable you to look for Enablers, inhibi-
tors, and leverage points which your solution may harness 
for optimal scale. 

Aggregate findings
There is no means of analysis fitting all sizes. However, the 
tool Context Analysis not only builds on previously collec-
ted information which you can now reuse and iterate (tools 
Solution Profile, and Local Demand Check). It also provi-
des a way to aggregate information on the target group’s 
needs and the core problem irrespective of what means of 
analysis you jointly chose for your scaling process. 

Co-create Scaling Strategy
Get on track to optimal scale
Essential for the development of a scaling strategy is the 
mutual tailoring of both, solution and target context, to 
the end of iteratively reaching optimal scale and impact. 
The digital solution, namely its components, need to be 
adapted in order to deliver impact for the context’s target 
group(s), the core problem and related needs. Similarly, 
the target context itself often requires preparation, e.g. in 
terms of capacity building, ecosystem activation, or regu-
latory approval. Take your time to review previously col-
lected information, define adaptations and flesh out your 
iterative action plan.

Review learnings and define adaptations
The tool Scaling Strategy first invites you to review the tool 
Scaling Pilot Canvas. It serves as a starting point as it out-
lines the jointly envisioned impact and prompts repeated 
discussion about what optimal scale means for your sca-
ling process. The tool Solution Profile provides hands-on 
information on components and required Enablers which 
can be reused and iterated at this stage. The tool Con-
text Analysis will provide further information on the target 
context, the target group(s), core problems and needs. All 

three tools feed into the Scaling Pilot Canvas  and help 
you define necessary adaptations to mutually prepare the 
solution and the context. There will most likely be tricky 
decisions to make given that designing the solution for 
optimal scale is art rather than science. However, bear in 
mind that you are designing for an iterative roll-out toward 
optimal scale. When considering adaptations to reach opti-
mal scale, consider the scaling pathway(s) you are tapping 
into. Most scaling processes do not follow one, but rather 
merge multiple pathways including, but not limited to sca-
ling up, out, functionally, or deep. However, considering 
the different routes may help you think of how solution and 
context may best fit each other for optimal scale and im-
pact.

Understanding our solution helped concretize 
our target context
When jointly reviewing which components of the Smart 
Africa Digital Alliance were core, modular or hackable, we 
also learned much more about the potential target count-
ries we should be looking at. After having started off with 
a regional focus, we understood that for the initial scaling, 
we should prioritise countries which could readily meet 
some of the solution’s requirements. For example, we lear-
ned that existing partner relations were a required enabler 
to the component “deliver and certify trainings in-country”. 
This benefited our country selection, context analysis and 
eventually the overall impact potential.

Examples 
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Develop iterative action plan 
The tool Team Collaboration Canvas allows you to di-
scuss and decide together which activities are required to 
build the adaptations and, tentatively, which core activities 
and milestones will structure the further implementation. 
Since the adapted solution will in many cases be embed-
ded in other programs that follow their own timelines, be 
sure to communicate proactively and plan accordingly. 
Your action plan will not only enable you to roll-out the de-
fined activities, but also to continuously adapt the scaled 
solution in iterative build-test-learn loops. Consider taking 
note of key assumptions, hypotheses or learning indica-
tors which may inform the loops. Moreover, the action plan 
should be backed by open discussion of your roles, clearly 
assigned responsibilities within the core team and flagged 
by required external capacities and partners for support. 
Special attention should also be paid to activities ensuring 
the necessary funding throughout the scaling process. 
Exploring required capacities from the action plan will hel-
pfully feed into the tool Capacity Needs Assessment and 
inform your outreach to potential partners in the next phase.

Formulate scaling strategy
Use the information generated in your process to formula-
te a convincing and action-oriented scaling strategy. Ideal-
ly, a scaling strategy includes a scaling vision (see the ele-
ments target audience, core problem, intended impact of 
the tool Scaling Vision Canvas), a definition of the scaling 
pilot (see the elements adapted solution, required precon-
ditions, partner network, sustainable high-level business 
model of the tool Scaling Pilot Canvas), a description of 
the operational scaling team and an action plan (see the 
elements of scaling team and action plan of the tool Team 
Collaboration Board). These elements can be combined as 
needed into a scaling strategy tailored to inform and en-
gage the relevant stakeholders and decision makers in the 
implementation of the scaling.
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Team Collaboration Board
This tool serves both as a basis for discussion and for documentation for 
future reference. It depicts many different dimensions including the defi-
nition of clear roles, team as well as personal goals relating to the scaling 
process, shared rules, action points, strengths and weaknesses. As a  
Facilitator you are invited to adjust the dimensions according to what 
feels most helpful and where the team needs the most clarification.

Phase 02: Develop Scaling Strategy

Scaling Vision Canvas
This tool offers a template to be used during a facilitated workshop. It all-
ows present stakeholders to voice and discuss their perspectives while 
also pointing to perspectives of absent stakeholders. It aims at providing 
an eye-level space for an alignment of perspectives from the Impact  
Owner, Solution provider and Enablers. The format allows us to harvest 
rich input on the intentions, expected impact goal, potential scaling pa-
thway and preliminary success factors. However, some of the most import-
ant work follows after the format. We then use the input to synthesise and 
suggest an encompassing vision respecting the various perspectives in 
order to play it back to stakeholders and use it for the next tasks.

D
ev

elo
p

 S
calin

g
 S

trateg
y

Helpful Tools

https://app.conceptboard.com/load/Ida-scaling-vision-canvas
https://app.conceptboard.com/load/Ida-team-collaboration-board


D
ev

elo
p

 S
calin

g
 S

trateg
y

29 | Toolkit for scaling digital innovation in international development

Context Map
This tool consists of a set of topics that are queried using research met-
hods and can incorporate other analysis methods, such as stakeholder 
analysis. Working closely with local experts, key contextual factors (such 
as political, economic, social, technological, environmental, and legal fac-
tors) are analysed and documented in the new environment where the 
solution will be scaled. This helps the team better understand how some 
critical elements of the contextual environment are likely to impact scaling 
efforts and explore potentials to counteract inhibiting factors.

Solution Profile
This tool facilitates the decomposition of the solution into its various com-
ponents at the technical, process, and organisational levels that are nee-
ded to create impact. Identifying the core components that are modular 
and can be hacked helps the team understand where the solution has the 
potential to be adapted to local contexts and where it is more static. This 
helps identify requirements that the solution must meet in order to beco-
me operational. Solution requirements for context conditions that are ne-
cessary for the solution to work can also be more easily identified based 
on this tool.

https://app.conceptboard.com/load/Ida-solution-profile
https://app.conceptboard.com/load/Ida-context-map
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Scaling Pilot Canvas
This tool summarises the most important aspects of the previous steps 
and enables you to develop a shared pilot version of the scaling interven-
tion together with other relevant stakeholders. It essentially guides you to 
outline how the integration of the adapted solution and the target context 
will achieve impact for a specific problem and target audience. By reflec-
ting on the required partner network and high-level business model,the 
tool helps you define key assets to put the pilot into practice.

Additional Tools

…to understand your solution
When unpacking your solution into its various components, our Soluti-
on Profile focuses on Theory of Change to emphasize impact. However, 
components may be looked at from additional vantage points including 
from the customer journey and the business model. The following tools 
invite you to explore these perspectives as well.

https://app.conceptboard.com/load/Ida-scaling-pilot-canvas
https://miro.com/customer-journey-map/how-to-make-a-customer-journey-map/
https://www.strategyzer.com/library/the-business-model-canvas
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…to understand your context
As described in the respective tasks and the Context Map, how you 
approach your context analysis greatly depends on your resources and 
needs at this point of the process. The following tools provide comple-
mentary or alternative approaches to clarify the core problem as well as 
contextual inhibitors and Enablers.

…to iterate your impact in loops
Similar to your Scaling Strategy, some tools invite us to think iteratively 
on continuous build-test-learn-loops based on a minimum viable pro-
duct or service. Consider the following tools for further inspiration.

https://www.ndi.org/sites/default/files/3.%20Ecosystem%20Mapping.pdf
https://www.designkit.org/methods/interview.html
https://social-labs.org/wp-content/uploads/2014/12/Systems-Mapping-Omidyar-Workbook-012617.pdf
https://miro.com/templates/minimum-viable-product/?utm_source=google&utm_medium=cpc&utm_campaign=S%7CGOO%7CNB%7CDE%7CEN-EN%7CPareto-DSA&utm_adgroup=&adgroupid=130835222341&utm_custom=16426095804&utm_content=672917488313&utm_term=&matchtype=&device=cgad_source=1&gclid=EAIaIQobChMI2_DpkuXhgwMVEVlBAh1ewwdmEAMYASAAEgKJC_D_BwE&loc=9044771
https://www.designabetterbusiness.tools/tools/experiment-canvas
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Establishing  
Preconditions  
for Scaling

Phase 03

Let’s build the inner and outer preconditions to  
bring our solution to life in the target ecosystem.

© illustrations of the figures designed by upklyak - freepik.com
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Phase 03: Establishing Preconditions for Scaling

Overview

After this step, we will have clari-
fied the leadership and team mo-
del, including  

•	 a co-created and shared understan-
ding of operative responsibilities

•	 continuity of leadership

•	 an established team ready to get 
started.

Team and Leadership
Define leadership

Establish team

After this step, we will have 
activated a robust network of 
partners, including

•	 clear partnership models

•	 partners’ input and co-ownership of 
the scaling strategy 

•	 an onboarding directed at enabled 
and trusted collaboration.

Partner-Network  
Activation

Reach out to partners

Co-create partnership model

Onboard partners

After this step, we will have 
cleared support and acceptance 
for the intended impact,  
including

•	 by key political, civil society and pri-
vate sector stakeholders in the tar-
get context

•	 creating planning security for the 
implementation phase.

Legitimise change 
(optional)

Identify key stakeholder 

Reach out and engage

33 | Toolkit for scaling digital innovation in international development
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Facilitator
In some cases, the facilitator may 
have stepped down as the core 
team of Impact Owner(s) and Solu-
tion Provider will fully self-organise 
during this and the next phase of the 
scaling process. However, in other 
cases, the role may still be assu-
med by an internal or external party. 
If so, the focus continues to lie on 
enabling joint collaboration, coordi-
nating next steps, as well as organi-
sing, moderating and documenting 
working sessions. They continue 
keeping an eye on co-ownership 
and gathering the right voices 
around the table so that the scaling 
process aims for rele-
vant and sustainable 
impact at scale.

Impact Owner
The Impact Owner(s) will particularly 
provide existing and build new con-
nections within their local networks. 
The scaling process largely depends 
on co-ownership not only within the 
core team including the Solution 
Provider, but also with key partners 
who will be onboarded in this phase. 
Inviting perspectives to collaborate 
and iterate the Scaling Strategy will 
be crucial to generate relevant and 
sustainable impact at scale. Any con-
textual preconditions for the success 
of the scaling process 
should also be a focus 
of the Impact Owner(s).

Solution Provider
The Solution Provider will closely 
work with the Impact Owner(s) to 
reach out to and activate partners in 
the target context. They will ensure 
that the solution is being adapted 
according to the Scaling Strategy. 
The Solution Provider may also sup-
port or provide any needed trainings 
and capacity building with local sta-
keholders to ensure their co-owner-
ship.

Enabler
Enablers will be crucial to activate 
the partner network, to obtain regu-
latory approval where needed and 
to ensure funding for the 
scaling process. They should 
act as a true partner for the 
Impact Owner(s) and the So-
lution Provider.

Phase 03: Establishing Preconditions for Scaling

Roles
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Co-design for  
co-ownership
When establishing preconditions for scaling, 
additional partners may be coming onto the 
scene. Ensure that the process accommoda-
tes their perspectives in order for the scaling 
vision and pilot to be co-owned by all parties.

Talk about scaling 
Foster learning and cross-pollination with 
stakeholders, experts, and decision-makers 
by sharing why, what and how you set out to 
scale your solution in the new context. Enga-
ging with potential partners is a two-way-path 
to learning and generating impact.

#10 #4

#9

#1 

#3 

Sustainable impact
When building capacities for scaling, try to 
ensure you are building them to last. Inviting 
and enabling the ecosystem to own and sus-
tain the impact ensures its sustainability be-
yond project cycles.

Fully invite partners 
When partners share your scaling vision and 
see real benefits for their own goals, they are 
more likely to tap into their strengths and net-
works to help you generate impact. Partners 
’perspectives and their proximity to your tar-
get group can enable you to deliver relevant 
and sustainable impact.

Learn from opposition 
Any reservations or resistance your scaling 
vision may provoke in stakeholders may be 
an opportunity to iterate your solution toward 
co-ownership or to ensure sustainable impact 
through the right advocacy angle.
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Phase 03: Establishing Preconditions for Scaling

Keys to success
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Establish Team and  
Leadership
Define leadership
Establishing the preconditions for scaling benefits from 
clear leadership with the support of the local GIZ structu-
re and the donor(s); joint leadership between the Solution 
Provider and the Impact Owner can be conducive to this. 
The team‘s capacities for self-organisation and facilitation 
of the scaling process should also be nurtured to increase 
independence from external support.

Establish team 
Based on the Scaling Pilot Canvas and the Team Collabo-
ration Board, a team capable of driving scaling with long-
term commitment is defined by leadership and the core 
team. A team members and roles may be changing with 
evolving partner structures, feel free to continuously check 
in with all involved parties. Formats such as bi-weeklies 
are recommended to ensure co-ownership and clear re-
sponsibilities.

Activate Partner-Network
Reach out to partners
Based on the preconditions outlined in the Scaling Pilot 
Canva, the tool Capacity Needs Assessment invites you 
to reflect upon required capacities to jointly bring the sca-
ling process to fruition. This may be a call to involve exter-
nal partners or to build internal capacities. Before reaching 
out to potential partners, the tool Partner Value Proposi-

tion provides further guidance to consider potential part-
ner profiles, mutual benefits, and more. This may help you 
communicate transparently and manage expectations ac-
cordingly. In order to identify a range of potential partners, 
consider tapping into the networks of existing partners 
including donors. When reaching out, the initial conver-
sations around collaboration may benefit from a focus on 
partners‘ interests, needs, and challenges related to the 
scaling vision and process.

Onboard partners
When onboarding new partners, invite an open discussion 
about roles, needs and commitment on the basis of the 
Team Collaboration Board. Inviting your partners’ diverse 

expertise and perspectives on the Scaling Pilot Canvas 
and overall Scaling Strategy helps you enrich the pilot 
while fostering co-ownership. To start the collaboration as 
smoothly as possible, there should be regular reflection 
on how the collaboration is working and how tasks are 
distributed. Providing support for capacity building with 
partners can be a key part of establishing preconditions for 
your scaling pilot.

Legitimise change 
Identify key stakeholder 
The tasks of legitimising change and building a constitu-
ency of interest require an understanding of the political 
environment and the key stakeholders involved in the (po-
tential) scaling-up process. Based on the context analysis 
developed during the scaling strategy development (see 
„Understand Context), an understanding of the policy en-
vironment is reflected and specific relevant stakeholders 
(game makers and breakers) are identified. The tool Advo-
cacy Plan provides concrete guidance for this step.

Reach out and engage
Legitimacy involves placing the need for change at the top 
of decision makers‘ agendas. It requires the emergence of 
political „champions“ with credibility and influence and a 
willingness to use this political capital to support the inter-
vention. Activating appropriate political decision makers 
takes time and resources. Leveraging pre-existing relation-
ships is important to make this process efficient.

Clear leadership enables contributions 
from multiple stakeholders

In the scaling process of community-driven wo-
men business centres from Bangladesh to Nige-
ria, Kenya, and Malawi, the solution provider Uni-
ted Purpose-Self Help Africa (UP-SHA), assumed 
leadership of a 12-month pilot period following a 
range of scaling labs. This phase allowed for the 
in-depth analysis of user and community needs 
around which concrete and locally-offered 
health and nutrition services were to be tailored. 
The process strongly benefited from support of 
local stakeholders as well as the respective GIZ 
field staff. However, the leadership assumed by 
the solution provider with funding from the BMZ 
allowed an iterative implementation of the sca-
led model. E
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Partner Value Proposition
Engaging and attracting the right partners can be challenging – especial-
ly for innovation efforts which often require new and different partnership 
approaches. The Value Proposition tool helps you clarify your unique va-
lue and attract partners to meet your strategic innovation objectives.

Capacity Needs Assessment
This tool allows its user to assess the current level of capacities available 
in the current project set up and to identify required capacities and pre-
conditions for scaling. Working on an initial assessment will already be 
helpful while co-creating the scaling strategy. Iterating it during later pha-
ses of the scaling process will inform concrete action for capacity building 
for the core team and partners.
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Helpful Tools

https://app.conceptboard.com/load/Ida-capacity-needs-assessment
https://app.conceptboard.com/load/Ida-partner-value-proposition
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Advocacy Plan
A major element of taking any digital innovation to scale is advocacy. A 
wide range of stakeholders need to be persuaded that the intervention 
proposed for scaling up is a sufficient improvement over the status quo 
and other available alternatives to justify the time, cost and effort needed 
to make the change. The Advocacy Strategy Profile is intended as a de-
cision-support tool that helps advocates choose the best approach for 
constructively engaging with the government and other key decision-ma-
kers based on the realities of the political and administrative environment, 
the group’s organisational structure and the resources available to them.

… to engage with partners  
based on shared interests
Similar to the Value Proposition Canvas, some tools help us capture 
stakeholders in relation to how they may benefit from or contribute 
value to our value proposition. This can be helpful when one aims to 
foster alignment and mutual benefits with (potential) partners in the 
ecosystem.

Additional Tools

https://app.conceptboard.com/load/Ida-advocacy-action-plan
https://web.archive.org/web/20220618122553/http://diytoolkit.org/tools/people-connections-map/
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Implement Scaling
Phase 04

Let’s realise optimal scale and impact through  
continuous learning between solution and context.

© illustrations of the figures designed by upklyak - freepik.com
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After this step, we will have begun 
enabling our partners and key ac-
tors, including 

•	 building required capacities

•	 clarifying first steps and responsibili-
ties in the scaling strategy

Build Capacities
Empower local stakeholder

Build and strengthen team  
capacities 

After this step, we will have structu-
red the iterative implementation of 
the solution, including

•	 facilitating build-test-learn loops 

•	 gathering of evidence and definition of 
adaptations of solution and context

•	 continuous monitoring and managing of 
requirements and success factors

•	 learning exchanges among the team 
across partners

Learn and Adapt
Build a minimal version

Learn continuously and collectively

Improve and adapt solution

Phase 04: Implement Scaling

Overview
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Facilitator
In some cases, the facilitator may 
have stepped down as the core 
team of Impact Owner(s) and Solu-
tion Provider will fully self-organise 
during this and the next phase of the 
scaling process. However, in other 
cases, the role may still be assu-
med by an internal or external party. 
If so, the focus continues to lie on 
enabling joint collaboration, coordi-
nating next steps, as well as organi-
sing, moderating and documenting 
working sessions. They continue 
keeping an eye on co-ownership 
and gathering the right voices 
around the table so that the scaling 
process aims for relevant and sustai-
nable impact at scale.

Impact Owner
The Impact Owner(s) help foster lo-
cal co-ownership as close as pos-
sible to the end beneficiaries and 
target groups of the contextualised 
solution. Embedding the solution 
in the local ecosystem is what will 
allow it to sustainably unfold impact 
at optimal scale. For this to material-
ise, the Impact Owner(s) in tandem 
with the Solution Provider continue 
to adapt the solution to the context 
and vice versa. They also continue 
to enlarge the partner network invol-
ved in the scaling pro-
cess wherever helpful.

Solution Provider
The Solution Provider will co-design 
and harness the iterative build-test-
learn-loops for the continuous and 
impact-driven improvement of their 
contextualised solution. In tandem 
with the Impact Owner(s) and local 
partners, they will closely monitor 
and iterate their scaling path to-
ward optimal scale and impact. At 
times, this may require incremental 
“updates” to the solution and tar-
get context. In some cases, this may 
require a strategic pivot, that is, a 
more comprehensive shift, e.g. to 
focus on a vertical or adjust the core 
target group.

Enabler
Enablers will continue to act as a 
true partner in the scaling process. 
Their support in terms of funding, 
networking, and regulatory approval 
will enable the contextualised solu-
tion to reach optimal scale. As every 
scaling process is different in nature, 
transparent communication 
and listening to evolving 
needs will be most crucial for 
the generated impact to be 
truly relevant and sustainable 
at scale.

Phase 04: Implement Scaling

Roles
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Aim for sustainable and relevant impact be-
yond project cycles by favouring lasting capa-
cities and ownership in the local ecosystem.

Keep it iterative  
Rolling out your scaling pilot is a continuous 
journey toward impact at optimal scale for 
your target context. Helpful metrics and test-
learn-loops will support learning and iteration. 
However, it also requires you and key part-
ners to remain flexible and open when consi-
dering needed adaptations or major pivots of 
your scaling pilot.

#10 #6

#9

#4 

#5 

Balance interests
As you will continuously be iterating your 
scaling pilot, bear in mind that potential tra-
de-offs may arise. In some cases this may 
include balancing interests from key part-
ners. Whenever you need to accommodate 
donors’ interests, try to make sure that local 
needs and demand remain the guiding star of 
your intended impact at optimal scale. 

Fully invite partners 
Your partners will in many cases be the back-
bone of your scaling pilot. Their buy-in and 
co-ownership will not only support the roll-out 
but also the continuous improvement of your 
pilot. Invite their perspectives whenever pos-
sible to ensure that you anchor your pilot in 
the local ecosystem while delivering relevant 
and sustainable impact.

Learn from opposition 
Rolling out your pilot may invite mixed reac-
tions from the ecosystem or other players. Try 
to leverage whatever resistance may arise as 
an opportunity to iterate your scaling pilot, its 
vision or the way you communicate about it.
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Phase 04: Implement Scaling

Keys to success
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Build and Strengthen  
Capacities
Empower local stakeholder
Scaling requires a supportive ecosystem of government 
partners, local partners and communities. In addition to 
stakeholder legitimacy and willingness to support scaling 
and operations at scale, it is critical to build appropriate  
capacitiesy in the local ecosystem. These need to be crea-
ted systematically along the scaling process to match the 
nature of the intervention and the context in which scaling 
takes place. When building capacity, it is important to con-
sider the level of training required for local stakeholders to 
support implementation.

Build and strengthen team capacities 
On the side of the implementing team, new structures and 
capabilities will have to be created iteratively along the 
scaling process to accommodate the dynamic develop-
ment. Just as the solution must adapt to the context in 
iterative loops, the team and structure will also adapt and 
change based on the needs of the process. The required 
capacities can include all types of knowledge, skills and 
infrastructure needed for organisational development and 
depend on the individual situation of the implementing 
team.

Learn and Adapt  
Build a minimal version 
Scaling happens in complex environments where it is un-
predictable what impacts and mutual effects will be gene-
rated by a solution. Therefore, it makes sense to plan the 
implementation of the solution in a way that allows for the 
rapid learning and adaptation of the solution. This is best 
achieved by defining what is the minimum functional ver-
sion of the solution that can be implemented with as little 
effort as possible. The Scaling Pilot Canvas provides a 
starting point which is meant to guide your continuous ite-
ration toward impact at optimal scale.

Learn continuously and collectively
Beside ad hoc data reviews and formal program evalua-
tions continuous learning needs regular build- test-learn 
loops that create space for reflection and iteration. The 
Scaling Strategy Validation Board supports this journey 
toward impact at optimal scale. The process benefits from 
involving diverse partners and should be facilitated. Lear-
ning should be guided by hypotheses which can be tested 
to then define adaptations to your pilot. At times, this may 
also include more radical pivots, including shifts in your 
scaling strategy. It proved helpful to establish a baseline to 
measure conditions at the beginning of scaling, which then 
evaluates future progress against this baseline.

Improve and adapt solution and context
Driven by evidence and learning, the Scaling Pilot and so-
lution is improved in regular build-test-learn iterations. The 
process of adaptation should be designed as co-creatively 
as possible, involving not only the implementation team 
but also key stakeholders. The Scaling Strategy Validati-
on Board helps you draw conclusions from tests. This invi-
tes you to define adaptations, further adapting the solution 
and the context to each other for optimal scale. 

Phase 04: Implement Scaling

Steps
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Scaling Strategy Validation Board
This tool supports ongoing improvement of your scaling solution in its new 
context. It does so by guiding you to identify, test, and learn from adapta-
tions to the solution and/or scaling approach. The tools facilitates iterative 
loops of learning, adaptation, and reflection.

Additional Tools

…to iterate your impact in loops
Similar to your Scaling Strategy, some tools invite us to think iteratively 
on continuous build-test-learn-loops based on a minimum viable pro-
duct or service. Consider the following tools for further inspiration.
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Helpful Tools

https://app.conceptboard.com/load/Ida-scaling-strategy-validation-board
https://www.designabetterbusiness.tools/tools/experiment-canvas
https://miro.com/templates/minimum-viable-product/?utm_source=google&utm_medium=cpc&utm_campaign=S%7CGOO%7CNB%7CDE%7CEN-EN%7CPareto-DSA&utm_adgroup=&adgroupid=130835222341&utm_custom=16426095804&utm_content=672917488313&utm_term=&matchtype=&device=cgad_source=1&gclid=EAIaIQobChMI2_DpkuXhgwMVEVlBAh1ewwdmEAMYASAAEgKJC_D_BwE&loc=9044771
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