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Scaling Up in Education

m Adapting an innovation successful in some local setting to
effective usage in a wide range of contexts
Fast food as example
Need not be one-size-fits-all; can be personalized, as with apps

m In contrast to experiences in other sectors of society,
scaling up successful programs has proved very difficult
In education

m The more complex the innovation and the greater the
Influence of setting, the more likely a new practice is to fail
crossing the “chasm” from its original setting to other sites

Avoiding the “replica trap”: the erroneous strategy of trying to
repeat everywhere what worked locally, without considering
challenges of size and contextual variations in needs/resources

m Problems of magnitude
m Problems of variation -- not adoption, but adaptation
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Sources of Leverage for Scaling

m Depth: evaluation and research to understand
and enhance causes of effectiveness

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

mS
W

mS

oread: modifying to retain effectiveness
nile reducing resources and expertise required

nift: moving beyond “brand” to support users

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

m Evolution: learning from users’ adaptations
about how to rethink the innovation’s model
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Depth Steps Towards Scale

m \What are the sources of
the Innovation’s effectiveness?

On what conditions for success
does each source depend?

How sensitive Is each source to attenuation or
absence of a particular condition for success?

How consistent is the innovation with the
current political and cultural context
of educational improvement?

Trap of Perfection



Sustainability Steps Towards Scale

m How can | modify the innovation (robust-
design) so that it functions in various types
of inhospitable conditions?

How typical is each condition for success In
my target population of users?

How can | support “robust-design” users
In evolving towards conditions for success
that enable full effectiveness?

Trap of Mutation — Don’t Want to Lose Depth
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Spread Steps Towards Scale

m How can | modify the innovation to retain
effectiveness while reducing resources
and expertise required?

m How much is the overall power of the innovation
affected by reducing its cost or the knowledge
required to implement?

How much power is retained in a “light” version of the

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

How can | support “light” users to evolve towards
sufficient resources and expertise
to achieve full effectiveness?

Trap of Optimality — Scaling Not the Project,
but the Model



Shift Steps Towards Scale

m How can | move beyond “brand” to support
users as co-evaluators, co-designers, and
co-scalers?

m How can | support users going beyond
what the originators have accomplished?
How can | build users’ capacity

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

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

Trap of Origination



Evolution Steps Towards Scale

m How can | unlearn my beliefs, values,
and assumptions about the innovation?

How willing am | to start the innovation
Drocess over again?

How can | “make the familiar strange” to
facilitate reconceptualization and
discontinuous evolution?

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

Trap of Unlearning
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Heuristics for Scaling Up

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

2. Consider which aspects are most
Important to evaluate, given limited time
and resources. Collect baseline data as
soon as possible.

3. Determine what proportion of your
Initial resources to allocate to
depth, sustainabllity, and spread.
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13 Factors Related to Success

-Leadership

-Vision

-Goals

- Technology Plan
-Funding

-Resources
-Community
-Professional Development
- Teacher Support
-External Programs
-Collaboration
-Obstacles (Fewer)

- Technology Standards
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Resources and Support

Districts with strong technology programs have:
m line item funding

m a technology plan that includes equipment and support
personnel

m school integration specialists
m focused and evolving PD
m diversified and strategic technology support



Leadership and Vision

Districts with strong district-wide technology
leadership have:

m higher levels of community involvement

m district leaders who emphasize technology and
who have clear technology visions

m and educational goals that are supported by
technology
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Key Factors Affecting
Elementary Classroom Use

m Home Use, Skills, and Beliefs about tech

m Teacher’'s Pedagogical beliefs and
practices

m Mean Student Technology Skill Level
m Teacher’s Beliefs about Technology
m Principals beliefs about technology

m Principals Emphasis on technology and
Pressure to use Technology
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What Leaders Do

m Showcase to community and school board
m Vision and expectations
m Pockets of innovation

m Professional Development - teams and
extended time
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Scale i1s a “Wicked” Problem

m Complexity at multiple, fractal levels

m Scaling to each site requires adaptation to
local context and culture

“Tower of Babel” as a symptom of deeper
confusion

m \WWhether an innovation can scale is not the
same as whether it should scale

m This framework helps to determine both,
primarily focusing on how to scale
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