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Application Programming
Interface (API)

Set of routines, protocols, and tools for building software applications 
that allows  allows two or more software programs to share data.

Grafting A method of replication where a model or one component of a model 
is incorporated into another organization's array of services or          
methods of service delivery.

Dimensions The scope and nature of the intended scaling-up e�ort.

Functional scale Scaling up by increasing the scope of activity.

Field Building A scaling method that combines replication and collaboration             
methods with emphasis on ‘building the ecosystem’ or ‘the �eld’.

Interoperability The degree to which two products, programs, etc. can be used                 
together, or the quality of being able to be used together.

Model A system or a prototype used as an example. Refer to 'what' is being 
scaled up/piloted.

Optimal Scale The ideal (most preferable) scale to which a D4D initiative should be 
taken.

Data for Development
(D4D)

An initiative that promotes more e�ective use of high-quality data to 
inform meaningful policymaking, e�cient resource allocation,               
e�ective public services, and other key development objectives.

Di�usion and Spillover A method of replication that includes informal and deliberate dissemi-
nation e�orts.

Commercialization A method of replication where scaling e�orts are based on the          
adoption of the model by the private sector or a social enterprise and 
operated as �nancially viable ventures.



Policy Adoption A method of replication where pilot models that are run by an NGO, 
university, community group, research lab or private company, scale 
into a program or practice mandated and often run by the public 
sector.

Policy Reform The e�ort to develop proactive laws, regulations and other policies–for 
example, to adopt a technology/data solution or empower key state 
institutions to adopt these solutions. 

Quantitative scale A scaling up dimension–when an initiative increases its geographical 
spread to more people and communities within the same sector or 
functional area. 

Scale/Scaling Up The process of expanding, adapting, and sustaining successful policies, 
programs, or projects over time.
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I. Introduction to This Guide

There is an emerging body of literature and tools that explore the strategies that have worked to scale            
development impact. Communities of practice have emerged that look to employ more systematic and 
scienti�c approaches to scaling, falling under umbrella terms of ‘scaling science’ and ‘scaling impact’. This is       
a growing �eld of research and practice, and there is an appetite among D4D practitioners to test existing 
approaches, try new initiatives, and share their �ndings.

Why we developed this guide

Researchers and practitioners have developed 
frameworks and toolkits in an attempt to provide 
more structured guidance on how to scale the 
impact of projects and programs. Most are typically 
general and require some modi�cation to �t                   
a sectoral focus. Those tools that are sector-speci�c 
primarily focus on disaster management and health. 

Frameworks that address D4D scaling tend to focus 
on data tools and technology, paying less attention 
to broader measures of development impact, such 
as policy impact. Almost all of the tools are not 
‘workshop ready’ in the sense that a program team 
and partners can take the tool and use it along with 
a facilitation guide for discussions and workshops.

With this in mind, The Asia Foundation approached 
Saraswati to partner in applying a structured             
questioning process — to be used through an                     
interactive online facilitated workshop — to help 
teams position D4D initiatives for scaling. 

Speci�cally, this collaboration was focused on 
supporting The Asia Foundation’s Urban Safety 
Project and Policy Reform teams in Myanmar to 
develop scaling plans.

This guide outlines the results of our collaborative 
process to explore scaling beyond simply de�ning 
the breadth of coverage, numbers of people 

reached and �nancial resources. We created this 
guide as a practical resource to support teams in 
promoting a more contextualized approach to 
scaling D4D initiatives through a detailed,                  
systematic and yet �exible process. 

The challenge in scaling D4D
initiatives
The Asia Foundation in Myanmar has been               
supporting local authorities to undertake reforms to 
the way that they raise revenues, make decisions, 
and engage with the public. A core component of 
these reforms has been the introduction of                 
digital processes to save time, encourage                                       
interdepartmental coordination, and give                    
decision-makers access to the data that can help 
them make more evidence informed decisions. 
More fundamentally, these tools have been an entry 
point into deeper policy conversations on the role of 
local government authorities and the way that they 
operate, and the role that data can play in this.

None of the projects started with an explicit plan for 
scaling beyond pilot project locations or beyond the 
project funding cycle. Over time, however,            
strategies were developed, and scaling processes 
initiated. While these have been partial and            
fragmented, they had, in one case, enabled success 
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in moving beyond pilots. The interventions had 
scaled, resulting in further changes in the operating 
context that presented new opportunities and    
challenges. In the other case the pilots had              
generated great interest in the tool across di�erent 
partners – each o�ering their own bold visions for 
scale. The options were overwhelming. A deeper 
and broader re-think was in order, but we were not 
sure how best to go about it. 

Around the world, development partners are      
working on similar projects to these that look to 
employ digital tools to improve data collection, 
aggregation, sharing, and analysis as means to 
address development problems. A common          
challenge amongst these projects is that the            
majority of them struggle to reach a su�cient scale 
to justify the initial investments. Even where there is 
clear demand they struggle to develop a viable 
operating model that can sustain them beyond the 
initial project pilot. In other cases, the allure (and 
pressures) of big budgets encourage organizations 

to push initiatives to a scale that is not optimal.

While donors and development partners typically 
expect projects to scale, going to scale is a major 
challenge. The most comprehensive research   
undertaken to date suggests that approximately 
one out of every twenty projects goes to scale 

(McLean and Gargani, 2019). Going to scale requires 
a di�erent way of thinking about interventions, 
program and partners. Scaling thinking needs to be 
built and shared among stakeholders at various 
levels of maturity. Scaling is a dynamic process that 
needs constant questioning and visioning. 

This prompted us to question: how could we help to 
position our D4D initiatives for scaling? 

How we developed this guide
The Asia Foundation and Saraswati started with         
an ambitious two-month objective: determine key 
questions to ask of teams at any stage of the D4D 
scaling process (based on a rapid literature review), 
develop online workshop tools (using Miro) based 
around these questions, and conduct a workshop 
with each of the two teams to help them re-evaluate 
their scaling strategies and test the extent that these 
tools and this approach are �t-for-purpose. The tools 
were then modi�ed based on participant feedback.

An explicit hypothesis tested through this exercise 
was that there are important guiding questions that 
are worth asking at di�erent stages in a project's 
development – that as a project evolves, partners 
can come back to these questions and revisit and 
revise their answers to them. Some scaling tools 
have been designed to enable this, and the 

approach is consistent with The Asia Foundation's 
practice of periodically revising Theories of Change 
as the context changes, under formatting a process 
known as Strategy Testing.

The two facilitated workshops, conducted in             
October 2020, included an introductory overview of 
what is meant by scale, and were designed to help 
teams apply a more informed understanding of 
scale to respond to our guiding questions, using the 
Miro tools we developed. Much of the information 
in the overview and in support of the guiding     
questions is the result of liberal poaching from some 
valuable resources and references, which are cited 
at the end of this guide.

We concluded the workshops by using a Scaling 
Lean Canvas, which we developed to help teams 
capture key inputs and insights from the workshop 
discussion. In this way, the workshops concluded 
with a summary snapshot of the key issues for 
scaling planning at that point in time. (We should 
note that Saraswati, as workshop facilitators, met 
with the Myanmar teams before and after the      
workshop for planning and evaluation purposes.) 

This exercise also generated valuable lessons for 
both the implementers and the recipients. In order 
to share these with relevant communities of          
practice, The Asia Foundation and Saraswati, along 
with collaborating partners, produced and              
published three blogs. These blogs summarize 
much of our thinking behind this process and the 
key learning that resulted.

And so this guide represents the compilation of key 
inputs and learning from our collaboration to            
position teams for scaling D4D initiatives, including:

Who this guide is for
This guide is for teams considering or already 
engaged in designing and implementing a D4D 
initiative. You will �nd this guide more useful if you 
are open to challenging existing assumptions about 
your planned or current D4D projects and your  
institution’s roles in these initiatives. 

How to use this guide

Let us know what worked



Researchers and practitioners have developed 
frameworks and toolkits in an attempt to provide 
more structured guidance on how to scale the 
impact of projects and programs. Most are typically 
general and require some modi�cation to �t                   
a sectoral focus. Those tools that are sector-speci�c 
primarily focus on disaster management and health. 

Frameworks that address D4D scaling tend to focus 
on data tools and technology, paying less attention 
to broader measures of development impact, such 
as policy impact. Almost all of the tools are not 
‘workshop ready’ in the sense that a program team 
and partners can take the tool and use it along with 
a facilitation guide for discussions and workshops.

With this in mind, The Asia Foundation approached 
Saraswati to partner in applying a structured             
questioning process — to be used through an                     
interactive online facilitated workshop — to help 
teams position D4D initiatives for scaling. 

Speci�cally, this collaboration was focused on 
supporting The Asia Foundation’s Urban Safety 
Project and Policy Reform teams in Myanmar to 
develop scaling plans.

This guide outlines the results of our collaborative 
process to explore scaling beyond simply de�ning 
the breadth of coverage, numbers of people 

reached and �nancial resources. We created this 
guide as a practical resource to support teams in 
promoting a more contextualized approach to 
scaling D4D initiatives through a detailed,                  
systematic and yet �exible process. 

The challenge in scaling D4D
initiatives
The Asia Foundation in Myanmar has been               
supporting local authorities to undertake reforms to 
the way that they raise revenues, make decisions, 
and engage with the public. A core component of 
these reforms has been the introduction of                 
digital processes to save time, encourage                                       
interdepartmental coordination, and give                    
decision-makers access to the data that can help 
them make more evidence informed decisions. 
More fundamentally, these tools have been an entry 
point into deeper policy conversations on the role of 
local government authorities and the way that they 
operate, and the role that data can play in this.

None of the projects started with an explicit plan for 
scaling beyond pilot project locations or beyond the 
project funding cycle. Over time, however,            
strategies were developed, and scaling processes 
initiated. While these have been partial and            
fragmented, they had, in one case, enabled success 

in moving beyond pilots. The interventions had 
scaled, resulting in further changes in the operating 
context that presented new opportunities and    
challenges. In the other case the pilots had              
generated great interest in the tool across di�erent 
partners – each o�ering their own bold visions for 
scale. The options were overwhelming. A deeper 
and broader re-think was in order, but we were not 
sure how best to go about it. 

Around the world, development partners are      
working on similar projects to these that look to 
employ digital tools to improve data collection, 
aggregation, sharing, and analysis as means to 
address development problems. A common          
challenge amongst these projects is that the            
majority of them struggle to reach a su�cient scale 
to justify the initial investments. Even where there is 
clear demand they struggle to develop a viable 
operating model that can sustain them beyond the 
initial project pilot. In other cases, the allure (and 
pressures) of big budgets encourage organizations 

to push initiatives to a scale that is not optimal.

While donors and development partners typically 
expect projects to scale, going to scale is a major 
challenge. The most comprehensive research   
undertaken to date suggests that approximately 
one out of every twenty projects goes to scale 

(McLean and Gargani, 2019). Going to scale requires 
a di�erent way of thinking about interventions, 
program and partners. Scaling thinking needs to be 
built and shared among stakeholders at various 
levels of maturity. Scaling is a dynamic process that 
needs constant questioning and visioning. 

This prompted us to question: how could we help to 
position our D4D initiatives for scaling? 

How we developed this guide
The Asia Foundation and Saraswati started with         
an ambitious two-month objective: determine key 
questions to ask of teams at any stage of the D4D 
scaling process (based on a rapid literature review), 
develop online workshop tools (using Miro) based 
around these questions, and conduct a workshop 
with each of the two teams to help them re-evaluate 
their scaling strategies and test the extent that these 
tools and this approach are �t-for-purpose. The tools 
were then modi�ed based on participant feedback.

An explicit hypothesis tested through this exercise 
was that there are important guiding questions that 
are worth asking at di�erent stages in a project's 
development – that as a project evolves, partners 
can come back to these questions and revisit and 
revise their answers to them. Some scaling tools 
have been designed to enable this, and the 
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approach is consistent with The Asia Foundation's 
practice of periodically revising Theories of Change 
as the context changes, under formatting a process 
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The two facilitated workshops, conducted in             
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teams apply a more informed understanding of 
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Miro tools we developed. Much of the information 
in the overview and in support of the guiding     
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impact of projects and programs. Most are typically 
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the breadth of coverage, numbers of people 

reached and �nancial resources. We created this 
guide as a practical resource to support teams in 
promoting a more contextualized approach to 
scaling D4D initiatives through a detailed,                  
systematic and yet �exible process. 

The challenge in scaling D4D
initiatives
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interdepartmental coordination, and give                    
decision-makers access to the data that can help 
them make more evidence informed decisions. 
More fundamentally, these tools have been an entry 
point into deeper policy conversations on the role of 
local government authorities and the way that they 
operate, and the role that data can play in this.

None of the projects started with an explicit plan for 
scaling beyond pilot project locations or beyond the 
project funding cycle. Over time, however,            
strategies were developed, and scaling processes 
initiated. While these have been partial and            
fragmented, they had, in one case, enabled success 

in moving beyond pilots. The interventions had 
scaled, resulting in further changes in the operating 
context that presented new opportunities and    
challenges. In the other case the pilots had              
generated great interest in the tool across di�erent 
partners – each o�ering their own bold visions for 
scale. The options were overwhelming. A deeper 
and broader re-think was in order, but we were not 
sure how best to go about it. 

Around the world, development partners are      
working on similar projects to these that look to 
employ digital tools to improve data collection, 
aggregation, sharing, and analysis as means to 
address development problems. A common          
challenge amongst these projects is that the            
majority of them struggle to reach a su�cient scale 
to justify the initial investments. Even where there is 
clear demand they struggle to develop a viable 
operating model that can sustain them beyond the 
initial project pilot. In other cases, the allure (and 
pressures) of big budgets encourage organizations 

to push initiatives to a scale that is not optimal.

While donors and development partners typically 
expect projects to scale, going to scale is a major 
challenge. The most comprehensive research   
undertaken to date suggests that approximately 
one out of every twenty projects goes to scale 

(McLean and Gargani, 2019). Going to scale requires 
a di�erent way of thinking about interventions, 
program and partners. Scaling thinking needs to be 
built and shared among stakeholders at various 
levels of maturity. Scaling is a dynamic process that 
needs constant questioning and visioning. 

This prompted us to question: how could we help to 
position our D4D initiatives for scaling? 

How we developed this guide
The Asia Foundation and Saraswati started with         
an ambitious two-month objective: determine key 
questions to ask of teams at any stage of the D4D 
scaling process (based on a rapid literature review), 
develop online workshop tools (using Miro) based 
around these questions, and conduct a workshop 
with each of the two teams to help them re-evaluate 
their scaling strategies and test the extent that these 
tools and this approach are �t-for-purpose. The tools 
were then modi�ed based on participant feedback.

An explicit hypothesis tested through this exercise 
was that there are important guiding questions that 
are worth asking at di�erent stages in a project's 
development – that as a project evolves, partners 
can come back to these questions and revisit and 
revise their answers to them. Some scaling tools 
have been designed to enable this, and the 

approach is consistent with The Asia Foundation's 
practice of periodically revising Theories of Change 
as the context changes, under formatting a process 
known as Strategy Testing.

The two facilitated workshops, conducted in             
October 2020, included an introductory overview of 
what is meant by scale, and were designed to help 
teams apply a more informed understanding of 
scale to respond to our guiding questions, using the 
Miro tools we developed. Much of the information 
in the overview and in support of the guiding     
questions is the result of liberal poaching from some 
valuable resources and references, which are cited 
at the end of this guide.

We concluded the workshops by using a Scaling 
Lean Canvas, which we developed to help teams 
capture key inputs and insights from the workshop 
discussion. In this way, the workshops concluded 
with a summary snapshot of the key issues for 
scaling planning at that point in time. (We should 
note that Saraswati, as workshop facilitators, met 
with the Myanmar teams before and after the      
workshop for planning and evaluation purposes.) 

This exercise also generated valuable lessons for 
both the implementers and the recipients. In order 
to share these with relevant communities of          
practice, The Asia Foundation and Saraswati, along 
with collaborating partners, produced and              
published three blogs. These blogs summarize 
much of our thinking behind this process and the 
key learning that resulted.

And so this guide represents the compilation of key 
inputs and learning from our collaboration to            
position teams for scaling D4D initiatives, including:

Who this guide is for
This guide is for teams considering or already 
engaged in designing and implementing a D4D 
initiative. You will �nd this guide more useful if you 
are open to challenging existing assumptions about 
your planned or current D4D projects and your  
institution’s roles in these initiatives. 

How to use this guide

Let us know what worked

An overview on scaling D4D

Guiding questions on scaling D4D

Miro workshop tools

Our learning from the experience
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Whether you have just started conceiving a D4D 
design or just completed a project pilot, this 
guide will provide you with questions and tools 
that will help you think about scaling.

Read our Brief Introduction to Scaling and adapt 
this as you see �t.

Explore the modular step-by-step approach to 
exploring scaling, along with introductions and 
facilitator guidelines for each of the ten            
modules. 

Tailor these modules based on your needs,               
conditions and resources. You can access             
the Miro tools here bit.ly/D4DMiroboard. As with 
any guide, the information and tools we provide 
are not de�nitive and are there to be adapted as 
you need.

Invite a third party—an individual or                         
organization not vested or involved in your  D4D 
initiative—to help facilitate your team through 
the scaling process we present in this guide.

Learn from our experiences and plan                        
accordingly.

If you use this guide, please let us and others 
know what worked better and not so well. For us 
this is a work in progress and so we would love to 
hear your feedback on this guide and about your 
own workshop experiences. You can reach us                    
at myanmar.general@asiafoundation.org and 
info@saraswati.global.

https://asiafoundation.org/publication/strategy-testing-an-innovative-approach-to-monitoring-highly-flexible-aid-programs/
https://bit.ly/D4DMiroboard
mailto:james.owen@asiafoundation.org
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Saraswati is an Indonesian company that promotes 
development innovation. Our work ranges from 
human-centered design to online platform                
development, data training and analysis,             
knowledge management, strategic planning,        
evaluations, and even matchmaking in support of 
cross-sector collaboration. Our interest in the           
importance as well as challenges of scaling D4D 
initiatives was piqued during our evaluations of UN 
Pulse Lab Jakarta’s excellent in-house initiatives and 
innovation grants in Indonesia. We are grateful to 
UN Pulse Lab Jakarta and Instellar for their                   
collaboration in supporting the design and                   
facilitation of these scaling D4D workshops. 

The Asia Foundation is a nonpro�t international 
development organization committed to improving 
lives across a dynamic and developing Asia. 
Informed by six decades of experience and deep 
local expertise, our programs address critical issues 
a�ecting Asia in the 21st century – governance and 
law, economic development, women’s                          
empowerment, environment, and international 
cooperation. Headquartered in San Francisco,         
The Asia Foundation works through a network of 
o�ces in 18 Asian countries and in Washington, DC.
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We recommend that background information on scaling be provided to participants either before a scaling D4D 
workshop (as part of a brie�ng package), or as the �rst session. The information provided below draws extensively 
from a variety of excellent resources, which are cited both in this section and at the end of this Guide.

II. The Workshop Toolkit

Workshop Pre-reading: Brief Introduction to Scaling

What do we mean by scale?
Scaling up is the ‘process of expanding, adapting, 
and sustaining successful policies, programs, or 
projects over time,’ (Hartmann and Linn, 2008).

Organizations should think of scaling up as                      
a multidimensional process of change and                   
adaptation that can include a quantitative,             
functional, political, and organizational                   
transformation. Such changes are expected to bring 
about some pain and will require signi�cant              
adjustment (Hartmann and Linn, 2008).

What do we mean by
scaling D4D?
D4D promotes the more e�ective use of       
high-quality data to inform meaningful                      
policymaking, e�cient resource allocation, e�ective 
public services, and other key development              
objectives. 

Scaling in this context can be referred to as                      
a deliberate e�ort to increase the impact of a D4D 
initiative—that has undergone a certain pilot, 
prototype, or experimental phase—to bene�t more 
people and/or to promote bene�cial policy change.

As such, scaling does not just have to be about 
scaling a tech tool, such as an online platform. It can 
be about scaling the capabilities of government 
o�cials to access and use data to improve public 

service delivery, or changing attitudes and ideas 
towards data and its uses.

Why does scale matter
(and for D4D)?
The term scaling is borrowed from industrial              
expansion, re�ecting a mindset in which scaling   
‘the organization’ was more desirable than ‘impact’. 
This followed the notion that ‘bigger is better’ and 
centers purpose around commercial success.       
While this may in�uence social innovators who want 
to scale up impact, such paradigms are insu�cient 
for contemporary social innovation that aims to 
achieve social impact (Cooley, et al., 2006). 

The magnitude of social problems that can bene�t 
from D4D, such as poverty, climate impact, gender 
injustice and inaccessible health care, require       
solutions at scale. By their nature, these issues are 
cross-border or not focused solely on one location 
or one dimension (Price-Kelly, van Haeren and 
McLean, 2020).

Re�ecting on these social problems, designing for 
scale means thinking beyond the pilot and making 
choices that will enable widespread adoption later, 
as well as determining what will be a�ordable and 
usable by larger populations, rather than by a few 
pilot communities. Building programs that are 
designed for scalability accordingly enhances the 
potential for impact and is especially relevant for 
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D4D. There is increasing recognition of the need to 
avoid ‘pilotitis’ – the proliferation of D4D prototypes 
that are not scalable or even sustainable.

As a relatively new approach in development, D4D 
o�ers innovative approaches that need to                 
constantly be questioned, re�ned, and thought 
through to ensure the bene�ts to society.                   
This principle is known as the ‘science of scaling’, and 
has helped to frame the approach used in this guide 
(Price-Kelly, van Haeren and McLean, 2020).

Additionally, scale can deliver one central objective 
of �nancial sustainability (Price-Kelly, van Haeren 
and McLean, 2020), to create an economy of scale 
that yields a higher return on investment.

However, more is not necessarily better. As noted in 
‘Scaling Up’ by Hartmann and Linn (2008), scale 
should only take place after the pilot conducted on 
a limited scale has been evaluated and found to be 
e�ective and e�cient, as well as after adapting, and, 
where appropriate, simplifying, the model/  

approach to focus on what is critical. Simply because 
a solution works at a local level does not mean that 
implementing it nation-wide or beyond will            
multiply the bene�ts (and vice versa). 

Determining optimal scale (the ideal scale to which 
an initiative should be taken) requires ongoing 
considerations of the trade-o�s between                
magnitude (how much impact), sustainability (how 
long impact lasts and what a�ects this), equity 
(weighing the bene�ts and harms to di�erent 
subgroups), the variety of impacts, and �nancial 
sustainability (Price-Kelly, van Haeren and McLean, 
2020).

Photo Source: Scaling Up Workshop with Thibi and The Asia Foundation's Urban Safety Project Team, 22 October 2020



          Problem de�nition: extending current methods 

          to new problems
Generally speaking, there are two main types of scaling: horizontal scaling and vertical scaling. Horizontal 
scaling means expanding the initiative by increasing the size, by reaching a larger population, or increasing 
the geographical base. Vertical scaling refers to expanding the initiative through the process of                              
institutionalization or policy reform (Morinière, et al., 2018).

Best practices suggest a combination of horizontal and vertical scaling, with vertical being most desirable for 
sustainability.
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How to scale?

Scaling up also requires numerous                        
transformations that may occur in di�erent ways. 
These transformations can be classi�ed into               
di�erent methods and dimensions. Often, the       
transformation is not a linear process, or a choice 
between one method/dimension or another, but it 
can be more appropriate to adapt and make various 
choices along the scaling journey (Cooley, et al., 
2006).

Methods of scaling include:

      Expansion: 

          Growth: branching out into new locations or 

          target groups.

          Restructuring or decentralization: a method of 

          expansion that places special demands on the 

          originating organization.

          Franchising: the originating organization

          authorizes other organizations to operate as 

          agents or clones of the originating organization.

          Spin-o�: parts of the originating organization 

          to operate independently. 

      Replication: 

          Policy adoption (vertical): where pilot models 

          that are run by NGOs, universities, community 

          groups, research labs, or private companies

          scale into a program or practice mandated and 

          often run by the public sector.

          Grafting: an initiative or one component of an 

          initiative is incorporated into another

          organization's array of services or methods of 

          service delivery.

          Di�usion and spillover: methods of application 

          that include informal and deliberate

          dissemination e�orts. 

          Commercialization: scaling e�orts based on the     

          adoption of the model/initiative by the private 

          sector or a social enterprise and operated as a 

          �nancially viable venture.

      Collaboration: a method of scaling up that

      organizes a collaborative approach that includes 

      some division of responsibility among related 

      organizations. These include:

          Formal partnership

          Joint ventures and strategic alliance 

          Networks and coalitions 

The dimensions of scaling explore where and for 
whom scaling up occurs. The following vectors can 
help determine these dimensions:

      Quantitative: spread to more people and

      communities within the same sector or functional 

      area.

          Geographic coverage: extending to a new

          location

          The breadth of coverage: extending to more 

          people in currently served categories and

          localities

          Client type: extending to new categories of 

          clients

      Functional: increasing the scope of activity.

          Depth of services: extending additional services 

          to current clients

https://drive.google.com/file/d/1EvXEtALn7HDIJqEGBsX0TKCGQcXUAnjn/view?usp=sharing
https://drive.google.com/file/d/1EvXEtALn7HDIJqEGBsX0TKCGQcXUAnjn/view?usp=sharing


          Problem de�nition: extending current methods 

          to new problems
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Generally speaking, there are two main types of scaling: horizontal scaling and vertical scaling. Horizontal 
scaling means expanding the initiative by increasing the size, by reaching a larger population, or increasing 
the geographical base. Vertical scaling refers to expanding the initiative through the process of                              
institutionalization or policy reform (Morinière, et al., 2018).

Best practices suggest a combination of horizontal and vertical scaling, with vertical being most desirable for 
sustainability.

Institutionalization / organizational : expansion 
through institutional changes, such as building 
internal capacities with a set of skills, talents, and 
experiences, partnership with other existing          
institutions, or the creation of a new institution.

Political: expanding through the e�ort to                  
in�uence the political process and work with 

other stakeholder groups, with state agencies,                 
parliamentarians, political parties,  and other     
institutions.

Policy reform: developing proactive laws,               
regulations and other policies, for example, to 
adopt a technology/data solution or empower 
key state institutions to adopt these solutions. 

Internal and external factors can have a strong     
in�uence on the success of e�ective scaling up 
(Morinière, et al., 2018).

Dynamic evaluation can help to guide, improve, 
and optimize scaling e�orts and support initiatives 
to advertise their accomplishments. Dynamic        
evaluation encourages learning in three primary 
ways: (1) evaluate scaling by assessing the elements 
of optimal scale: magnitude, variety, equity, and 
sustainability of change; (2) learn continuously from 
initiators, enablers, competitors, and those                 
impacted; (3) be �exible because scaling shifts 
things and so it must include an evaluative focus on 
these shifts (McLean and Gargani, 2019).

Key challenges (for example, in Sotsky and Kartt, 
and Saldinger) in scaling D4D initiatives include:

  

you scaling a tech tool/approach and/or the 
understanding to promote e�ective use of that 
tool/approach?  

Lack of government buy-in

Inadequate understanding of the need as well as 
insu�cient ground-truthing (keeping users at 
the center of design processes) for the proposed 
solution

Lack of rigorous and consistent impact                 
measurement and evaluation (including lack of 
data to prove the impact of an intervention)

Philanthropic/development funding typically 
targets speci�c projects and not core capacities

Structural barriers: accessible internet, literacy, 
digital literacy

Mindsets need to be changed to develop           
strategies where people automatically think big

Founders syndrome: when visionary founders do 
not allow new leadership with the required skill 
sets for scaling

Lack of formal systems for human resources and 
�nancial management

Operating at scale means failing at scale. There is 
the need to learn quickly from mistakes,          
something that many organizations struggle 
with.

A lack of success stories from civic tech start-ups 
and other D4D initiatives

Variations in revenue models for scaling

Di�erent growth paths

De�ning what is to be scaled: for example, are 

Internal factors: Directly stem from the                 
initiative’s design, scaling entity(ies) and/or 
scaling up strategy. 

External factors: Conditions and institutions 
external to the scaling entity(ies), including 
politics and policies, norms and cultural factors, 
government actors, other relevant institutions 
(for example, enablers and competitors), 
socio-economic conditions and timing.
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Scaling impact is a coordinated e�ort to achieve a collection of impacts at optimal scale that occurs if it is 
both morally justi�ed and warranted by the dynamic evaluation of evidence.

Scaling Impact – Innovation for the Public Good (2019).

From scaling tools to scaling impact

Technology and data tools can be a powerful means 
to achieve greater impact. But scaling technology 
and data tools in and of themselves may not scale 
impact, and an overt focus on the tools can result in 
many missed opportunities, or worse. What really 
matters when scaling is the positive impact the 
innovation creates. This could involve scaling the 
magnitude of impacts (which need not take the 

form of more users), the variety of impacts, the 
sustainability of impact, and the equity of impacts. A 
focus on scaling impacts over tools helps teams to 
consider how impacts are expected to change as the 
tools scale. It can also help teams open up to alter-
native ways to increase impact such as through 
in�uencing policy, ideas, and the incentives and 
capabilities of other actors within the system. 

Decades of deliberate neglect of Myanmar’s 
tax-administration system have left the country 
with one of the lowest tax takes in the world, 
undermining service provision and the social 
contract. To help address this The Asia Foundation 

has been working with municipalities to                  
implement digital tax (and fee) management 
systems that streamline collection processes and 
generate data to inform policymaking. Initial 
pilots caught the attention of partners and four 

Case Study 

Scaling the impact of digital tax systems in Myanmar
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years on over 70 municipalities are implementing 
digital collection systems, with the central 
government about to set digital municipal tax 
collection as a national priority under the                 
responsibility of a newly appointed ministry.

As is typically the case, this was not a linear path 
to scale. There were many setbacks and each 
failure (and success) provided information that 
helped guide an evolution in scaling methods 
and techniques. To help simplify things for this 
Guide, however, we borrow from the social              
innovation spiral and break the scaling journey 
into three phases: piloting, scaling tools, and 
systems change. The reality was much messier 
and there was an element of each of these at play 
throughout the project, with continual e�orts to 
change systems and regular piloting of   
approaches. It is more a story of emphasis.

Traditional paper collection systems do not lend them-
selves to easy data analysis, hiding simple but import-
ant features of the system.

In 2016, following research and consultation with 
municipalities, The Asia Foundation established 
partnerships with local tech start up Koe Koe Tech 
and Myanmar policy institute the Renaissance 
Institute. Koe Koe Tech developed, prototyped 
and piloted Myankhon (a tablet and                     
browser-based revenue management system) 
and provided ongoing training and coaching to 
municipal tax and fee collectors. The Renaissance 
Institute supported more senior municipal 

o�cials with data analysis and policy reform, 
drawing on Myankhon data to enhance its impact 
and provide proofs of concept on this less                
appreciated value of digital systems.

The Myankhon collection system in use by a tax                 
collector.

Phase 1 – piloting

It was a bumpy start. Four pilot municipalities 
became two, rising to four, and falling to three. 
Two years after the �rst prototype was developed, 
the list of implementation problems only seemed 
to be growing. We had underestimated how 
much continued support municipal o�cials 
would need to become comfortable with the 
technology. With slow uptake, government          
partners were resistant to transition to                              
a subscription-based payment model that was 
integral to the �nancial sustainability of the 
platform that includes Koe Koe Tech's ongoing 
support and product development. Discussions 
were had on whether to accept this as a failure 
and close the project. The Asia Foundation’s       
partners insisted that the team needed to adjust 
their expectations and give it more time.                 
They were right. 

Phase 2 – scaling tools

Things started to improve once one of the early 
adopters, a well-known municipal reformer 
respected by colleagues, presented at a national 
workshop on how the tool had produced time 
savings and improved public trust in the                     
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Phase 2 – scaling tools

Things started to improve once one of the early 
adopters, a well-known municipal reformer 
respected by colleagues, presented at a national 
workshop on how the tool had produced time 
savings and improved public trust in the                     

savings and improved public trust collection 
process (the latter an unexpected impact). Two of 
the three pilot municipalities agreed to pay                 
ongoing subscription fees for continued technical 
and capacity support. At the same time, work was 
proceeding on an important use case, using the 
data generated to provide evidence to inform 
policy changes in the city of Taunggyi, Myanmar's 
fourth largest city. (This would, two years later, 
result in a doubling of the city's annual property 
tax collections). By year three a further seven 
municipalities had signed up and The Asia               
Foundation found itself in the novel position of 
advising one regional director against his plans to 
expand it to all 26 of his townships out of 
concerns the current delivery model was not 
cost-e�ective for small towns. 

Noticing this increased demand, new                               
development partners entered the fray, o�ering 
funds and support for further expansion. These 
changes cumulatively presented compelling 
evidence that su�cient scale could be achieved 
to provide a sustainable business model. The Asia                    
Foundation and Koe Koe Tech worked together to 
prepare for new funding partners and                          
implementation at greater scale by redesigning 

the delivery model to bring down average costs, 
accelerate uptake, and overcome anticipated 
bottlenecks related to government approval 
processes and township-level data analysis. This 
involved revamping the training curriculum and 
tech support services, increasing the size of Koe 
Koe Tech’s sales and government relations team, 
and developing data analysis dashboards.

In the scaling lingo the dimensions of scale at this 
stage were quantitative: geographic (more          
townships using the tool); functional (increasing 
the number and quality of tool features used by 
township o�cials); and political (generating 
broader-based support for adopting these tools, 
making the case for tax reform, and                           
demonstrating change was possible in Myanmar). 
The partners had very di�erent views on which to 
prioritize. The methods to get there were                      
a combination of replication through di�usion 
(organic growth in demand following                        
recommendations from government peers, 
spread through a municipal network),                      
collaboration (with a gradually increasing set of 
partners providing technical and �nancial 
support) and commercialization (with a reduction 
in The Asia Foundation’s subsidization of          
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Photo Source: Inside Look: Tech-Driven Tax Reform in Taunggyi, Myanmar



Myankhon subscription fees). And the tech tool 
itself was built o� ideas that had worked in other 
countries, and much open source software           
bundled together to serve a new                                    
Myanmar - speci�c purpose (replication – graft-
ing).

Phase 3 – systems change

Perhaps the most important pathway to scale has 
been the di�usion of ideas through networks. 
From 2016 The Asia Foundation began facilitating 
annual Horizontal Learning Workshops that 
brought together municipalities from all 14 of 
Myanmar’s states and regions to share good           
practice on service delivery and revenue                 
collection. These have been instrumental in 
providing a space for ideas to be debated, to give 
a platform and recognition to reformers, and to 
reduce the perceived risks of reform by allowing 
municipalities from across the country to see 
what reforms are possible. Interviews with                   
participants suggest the workshops had spurred a 
growing appreciation of the value of digital tax 
collection systems and catalyzed the entry and 
expansion of new models: one produced by 
another local ICT developer and one by a regional 
municipal authority in partnership with a local 
university. The relative merits of these tools have 

been debated at these               workshops, leaving 
municipalities with an informed choice of which 
tool best meets their needs. By the start of 2020 
over 70 municipalities were in the process of 
implementing digital collection systems.

Alongside these developments The Asia                
Foundation and the Renaissance Institute had 
been working with union government                     
policymakers to create a supportive enabling 
policy environment for the property tax and 
digitization reforms. Property tax made it onto the 
agenda of State Counsellor, Daw Aung San Suu 
Kyi with explicit references made to the team's 
policy messaging. Years of dialogue culminated in 
the inclusion of digitization of property tax  
collections into the government’s national reform 
framework with the Union Ministry of Planning, 
Finance and Industry (MoPFI) which has been 
assigned the new responsibility of overseeing 
property tax reforms.

It was within this context that The Asia                        
Foundation approached Saraswati to help             
develop a structured questioning process to help 
The Asia Foundation – Renaissance Institute      
team develop a more comprehensive strategy for 
scaling impact that would take account of all the 
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changes and new opportunities. The Asia                 
Foundation and the Renaissance Institute started 
the scaling D4D workshop with di�erent visions 
of scale, but by the end of the workshop and 
post-workshop debrief sessions they had aligned 
around a new shared vision and strategy for scale 
hat accounted for the unfolding changes in the 
context. These included :

While there had been elements of systems 
change in the earlier phases, the workshop led 
the team members to increase their emphasis on 
this aspect, so as to take the most advantage of 
their experiences, capabilities, and relationships 
within the larger system of actors.

As municipalities across Myanmar move forward 
to digitize their tax collection systems they are 
putting in place the foundations for improved 
public trust in the collection system and evidence 
based progressive tax reform. While it is still early 
days municipalities access to a trove of their own 
administrative data has guided reforms that have 
made tax collection fairer and generated more 
revenue to meet the public's growing demands 
for public goods like better roads and drainage.

Clarity that the goal was to scale the impact of 
the ecosystem of digital tools that had 
emerged. This included an acknowledgement 
that other partners had a comparative               
advantage in scaling speci�c tools and that 
ours was on building the collective evidence 
base about what works, sharing good practice, 
and fostering a supportive policy and political 
environment.

A renewed commitment to continue to          
monitor how the tools were being                       
implemented and how data was being used 
for policy. The Renaissance Institute would 
lead in documenting these lessons and       
sharing them with partners. Where there were 
important evidence gaps (e.g. what does 
cost-e�ective digitization look like in small 
towns) the team agreed to support                  
government partners to conduct strategic 
pilots to test what worked. In particular,            
the team agreed to work with government 
partners to help them make sense of their 
data and use it to inform changes in policy and 
practice, with each new example of this 
providing additional proofs of concept that 
could be leveraged.

Agreement to work with the MoPFI as it 
assumes its new policymaking role to share 
the lessons from the team’s experience 
supporting reform, and to establish a policy 
framework that incentives digitization and 
policy reform while preserving space for 
continued experimentation around how best 
to do this. This would include monitoring 

regional tender processes and outcomes to 
determine if the market for these systems is 
fair. And supporting consultation and                
coordination with government and                     
development partners to inform policy design 
and implementation.

Commitment to continue to support the 
strengthening of the network of                          
municipalities, using national workshops and 
online discussion groups as platforms for    
sharing evidence of what works, fostering 
relationships and providing peer recognition 
for reformers. 

Acknowledgement that scaling impact did 
not require a major expansion of the team so 
as to cover more geographic areas, and that 
instead the team would work di�erently and 
with di�erent partners. This included           
agreement to do less of some things                  
(e.g. reduced township-level direct                      
implementation support) and to hire a few 
new sta� members to �ll some skills gaps and 
support new partner relationships.
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How to use these tools
These tools include a series of short modules in            
a workshop that is informal, dynamic, and                 
participant-driven. The objective is to derive as 
much honest input as possible from individuals 
most responsible for managing and scaling related 
initiatives, and to promote consensus where           
possible. Participants are facilitated to answer               
a series of guiding questions to de�ne key               
challenges and solutions. The process is intensive, 
with a series of short modules, each designed to 
progress group thinking. There is discussion at the 
end of every module, but this need not be de�nitive.

We recommend that you determine your own 
speci�c timing for each module. Following the   
introduction to each module, participants write 
answers on post-its based on related questions and 
drag these to the relevant box. General comments 
can be added to the ‘Discussion’ box at the bottom 
of each module. Facilitators (and we recommend at 
least two facilitators) determine timing for open 
discussion and guide understanding on areas of 
consensus.

A note for facilitators
Before the workshop
We recommend conducting a semi-structured 
discussion with workshop participants prior to the 
workshop itself. Scaling is highly contextual, and 
this initial brief will allow you to hear about the 
purpose, status, and results of the D4D initiative in 
question as well as any prior discussions or actions 

taken in support of scaling. You can also help to set 
expectations both about the nature and outcomes 
of this workshop. 

During and after the workshop
Some suggestions on points of observation during 
the workshop that can help to frame discussion 
between implementers and participants following 
the workshop (see Section III: Learning and                  
Re�ections):

 

Purpose of this toolkit 
These tools are part of an ambitious workshop covering many of the important issues and enabling               
conditions relevant to scaling D4D initiatives. These tools and the proposed workshop alone will not resolve 
critical challenges or ensure you answer all the important questions relating to scale. Instead, this workshop 
is designed as one component to support scaling considerations. It can help you identify your strengths 
and key challenges – considering that e�ective scaling is a journey over many years.

Workshop Modules
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Does the proposed adopting organization(s) 
have the right leaders who can drive the scaling 
process with the necessary vision and resources?

To what extent is the initiative credible for 
scaling considering the proposed evidence       
(i.e. extent that this is based on sound evidence)?

How are various sta� involved in the process of 
(and decisions for) scaling up?

What are the key supporting factors for scaling 
identi�ed during the workshop?

What are the key gaps in the initial scaling plan?

What are the key recommendations for the     
partner(s) in each case to build o� of this 
process?

What are their key challenges?



We start with one of the most fundamental questions: what exactly is it that you plan to scale? In this module 
you will explore and de�ne what it is that you hope to scale and what you want this initiative to be in the 
future. It is an important step to help you narrow down your ‘scaling’ thinking. To access all modules, please 
visit bit.ly/D4DMiroboard. 

         How to use

Put your answer(s) on a post-it and drag your answer 
to the most suitable questions. In order to do so, 
follow the facilitators' guidance.

Below Step 2 are summary de�nitions of the    
dimensions and methods of scale. Refer to these 
boxes to answer your de�nition of scaling in Step 3.

           Guiding questions:

Module I - De�ning Scale

What is being scaled?

What would scaling look like if it were successful 
(what is the vision for scale?)

What is the de�nition of scale for this initiative? 
Along what dimension(s) should scaling up take 
place (pathway to scale)?

To what extent has planning for scale been 
considered/adopted in your current practice?
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In this module we focus on identifying impact that is relevant—as an important ‘enabling condition’—to 
supporting your desire to scale. It is a place to bring your evidence sources together with your team and get 
to consensus on what these are. For this, you can refer to prior evaluations, independent assessments,          
stakeholder feedback, or other evidence you have collected.

         How to use

De�ne your impact in the post-it notes below and 
upload any documentation as you see most �t. 
Uploading documentation will allow you to have a 
reference for discussion during and after the       
workshop.

There are two main sources of evidence that we 
recommend be uploaded prior to or during the 
workshop:

           Guiding questions:

Module II - Impact

What is the problem to be solved?

Why does the problem exist? What is the root of 
the issue?

Is there a strong case for action, such as an 
urgent need?

How does the initiative tackle the problem?

To what extent is the initiative e�ective?

        What type of evidence exists regarding the 

        e�ectiveness/impact of the initiative?

        Is the existing level of evidence su�cient to 

        evaluate e�ectiveness/impact?

Can users (for example, government, the public, 
civil society) see the results?

Evidence that demonstrates your impact/               
e�ectiveness, such as records of testimony 
from partners, bene�ciaries, counterparts; 
pictures or other images; and/or minutes of 
meeting from impact/e�ectiveness-related 



Following impact identi�cation, rate your evidence 
of impact on a scale of 1 to 5. Put your post-it in the 
'please elaborate' section. Any other points raised 
can be captured on a post-it and placed in the 
Discussion box.

To what extent are you con�dent that the D4D 
initiative is compatible with existing users’             
established values, behaviors and abilities?

What evidence is there of negative impacts or 
unintended consequences?

Evidence that shows documentation on            
technical and process approaches                             
(the 5Ws –  Who, What, Where, When and Why of 
the initiative), such as project reports and      
summaries.

A Short Guide to Positioning Data for Development (D4D) Initiatives for Scaling 21

In the previous module, you have de�ned your impacts and assessed their evidence bases. This module will 
conclude modules I and II by bringing costs into the picture. Cost-e�ectiveness is a key measure of value for 
money and will in�uence the feasibility of moving to scale.

This section will help you identify your current cost drivers (factors that cause a change in your costs, such as 
personnel and equipment) and explore what elements of your initiative should be replicated or eliminated 
as you scale.

Module III-Identifying Cost Drivers



         How to use

Write each of your comments on a post-it (one 
post-it for each comment) and drag these into the 
box, based on facilitators' guidance.

Any additional points raised (that do not �t neatly 
within one of the available boxes) can be written on 
a post-it and dragged into the Discussion box.

           Guiding questions:

Has the initiative been evaluated? 

        Is there any documentation (on technical and 

        process approaches)? 

        Have you collected evidence that indicates 

        this approach to be cost-e�ective compared 

        to other approaches? 

             IF YES, elaborate. 

             IF NOT, can you identify what hinders/

             prevents cost-e�ectiveness?

Is it necessary to replicate all elements of              
the initiative on a large scale? Can the approach 
be simpli�ed without undermining its                      
e�ectiveness? 

Would scaling change the nature of the                   
initiative? (e.g., if the initiative aims to promote 

data-based policymaking through policy reform, 
and therefore scaling means doing less tech 
development but more data analytics and policy 
engagement). If so, how? What possible 
trade-o�s might be involved with such changes?

Are there obvious economies (or diseconomies) 
of scale?

Is the initiative easy to transfer and/or adopt?

Is the initiative able to be tested or tried without 
committing the potential user to complete    
adoption when results have not yet been seen? 
(Assuming there has not been any evaluation.)

In the previous modules you reviewed your evidence of impact and considered how to improve the            
cost-e�ectiveness of your intervention to make going to scale more feasible. But just how big should you go?

This module encourages you to explore the trade-o�s that going to scale brings, looking at what mix of 
impacts are most desirable. This should include a consideration of the current strength of evidence                   
underpinning these impacts. More is not necessarily better.

        How to use

Put your answer(s) on a post-it and drag your answer 
to the most suitable questions. In order to do so, 
follow the facilitators' guidance.

Below Step 2 are summary de�nitions of the    
dimensions and methods of scale. Refer to these 
boxes to answer your de�nition of scaling in Step 3.

Module IV-Optimal Scale
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           Guiding questions:

         Equity (the bene�ts/harms to di�erent 

        subgroups)

        Variety (the range of impact, considering 

        environment if necessary)

        Financial sustainability

With the list of evidence gathered, is there any 
strategic measure for the level of impact                 
desirable to support determining the ‘optimal 
scale’?

What evidence is needed to determine optimal 
scale (identifying what data will be needed to 
support this and selecting the best method to 
collect, analyze/synthesize, and interpret the 
data)? Consider the following:

        Magnitude (how much impact)

        Sustainability (how long impact lasts and 

        what a�ects this)
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By this point, we have discussed what you want to scale, your desired impact and your justi�cation for          
scaling up.

In this module, we are focusing on who will be the scaling entity – in other words which organization or   
organizations will take scale forward? This can be your organization, an existing partnership, or a di�erent 
institution or partnership. The exercise can be repeated for each organization.

As part of this discussion, you will explore complex and challenging questions related to organizational     
challenges, as well as the resources needed, to support scale.

Module V - Organizational Factors
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         How to use

Write each of your comments on a post-it (one 
post-it for each comment) and drag these into the 
box, based on facilitators' guidance.

Any additional points raised (that do not �t neatly 
within one of the available boxes) can be written on 
a post-it and dragged into the Discussion box.
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any incentives for the sta� to continue driving 
scale?

Are the central mission, organizational culture, 
and values of the proposed organization                
su�ciently compatible with those necessary to 
adopt and implement the model successfully?

To what extent are structures/sta� in the      
adopting organization ready to monitor scaling 
and derive timely learning?

Do the adopting organizations have the                  
capability and capacity to implement the evalua-
tion tools that would be required for dynamic 
evaluation along the scaling process?

Is there a need for one or more intermediary 
organizations to support the scaling-up process? 
If so, what help/role is needed and which                
organizations are best suited to perform these 
roles (i.e. communications and marketing;        
business planning)?

What (internal) organizational changes will be 
required to achieve scaling successfully?

Does the adopting organization (in the case of 
vertical scale, government) have the appropriate 
organizational and implementation capacity, or 
the means to develop that capacity?

How e�ective has program management been at 
the proposed adopting organization? Are there 

IF YES: How easily can institutional              
characteristics that were key to the 
outcomes achieved be enlarged? What 
other resources are required? (i.e., sta�, �eld 
presence in some key locations,                    
partnerships)

IF NO: Which organization(s) is/are best 
suited and motivated to implement the 
model on a scaled-up basis or to serve as 
partners in implementing the model?

            Guiding questions:

What organizational factors/characteristics have 
been critical to success in the pilot?

Does the organization(s) that carried out the 
pilot project have the desire to expand its/their 
operations and deliver services on a substantially 
larger scale? (organizational strengths and     
weaknesses)

We are now going to talk about money! This will, at best, highlight key opportunities, challenges, and gaps 
in your �nancial planning (since �nancial planning is a long-term process). It is important to discuss the 
�nancial feasibility of your scaling plan. While secure funding is crucial, �nding new revenue generating 
options are also critical for scale.

Module VI - Financial Resources

         How to use

Measure your funding security on a scale of 1 (low) 
to 5 (high). Then, elaborate why you have selected 
your score on one or more post-its and drag these 
explanations into the box, based on facilitators' 
guidance.

Add explanations on post-its under ‘Please              
Elaborate’ matching the scale number to the left, not 
the scale of 1 to 5 above that, which is just for             
reference.



           Guiding questions:

Is there a substantially lower (unit/                             
implementation) cost than existing or alternate 
solutions?

To what extent has necessary funding, at least, 
been secured for the initial scale up? 

What other feasible revenue-generation options 
are there? Have you explored value-added-ser-
vices, partnerships with private �rms or direct 
private investment?

Has planning (including for di�erent scenarios) 
been conducted to estimate scaling costs and 
revenues?
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Is there a substantially lower (unit/                             
implementation) cost than existing or alternate 
solutions?
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Moving on from internal re�ections and assessments, we are now going to explore some of the critical    
external factors enabling scale. First, we explore the political economy by analyzing your stakeholders and 
competitors, and mapping out risks for scaling that, collectively, you agree to be most critical.

Your stakeholders include all partners, such as: implementing partners, donors, and bene�ciaries. The matrix 
will help you identify your higher priority and lower priority stakeholders, based on their interest in and   
in�uence over your scaling objective.

Module VII - External Assessment: Stakeholder
Mapping and Policy



circumstances of the pilot project (for example, 
cultural, ethnic, or religious values/characteristics; 
distribution of power; homogeneity; economic 
conditions) that would need to present for              
the model to be replicated successfully? 

To what extent are there supportive policies, 
regulations and standards for scaling                        
(for example, related to IT and government 
administration)?

Does the scaling up e�ort require policy change 
by the government or rely exclusively on               
voluntary adoption by private and                   
non-governmental organizations?

What strategies should be in place to respond to 
the political economy analysis?

How integrated/considered is a Do No Harm 
approach to the political and social context and 
potential risks/implications of engagement?

Are there any competitors? If so, who are 
they? Are they strictly competitors, or could 
they become partners in scaling impact?

         Guiding questions:
Stakeholder Analysis

Competitor Mapping

Policy and Social Context

What strengths, weaknesses, opportunities, and 
threats for collaboration/partnership (and with 
whom) exist?
Where is the demand for scaling this initiative 
coming from? Have there been explicit requests 
to scale from critical stakeholders—and what is it 
that these stakeholders say that they need?           
Do relevant stakeholders, potential partners, and 
intended bene�ciaries perceive a need for this 
kind of initiative? 
Who are the relevant stakeholders, including 
bene�ciaries, for this initiative? Which                 
stakeholders matter most for scaling?
To what extent is there buy-in for scale? (for    
example, from government partner(s) or other 
politically relevant entities, private sector, civil 
society, donor institutions, etc.)
What could be done to institute and promote 
appropriate partnerships/collaborations?

What sets your initiative apart? Is this initiative 
more appropriate and innovative than other      
similar initiatives in addressing this issue?

What are the critical risks in scaling, and what 
strategies are in place to mitigate these?

Is there anything special or unique about               
the social or political context, or general                  
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         How to use

List your stakeholders (one per post-it note) and 
move these into the correct column ("Stakeholders") 
in the matrix below. Once stakeholders have been 
agreed, start adding your comments on post-its in 
any of the other columns to support a Strengths, 

Weaknesses, Opportunities and Threats (SWOT) 
analysis.

Please follow facilitators' guidance. You can make 
any additional comments by writing these on 
post-its and dragging them into the Discussion box.



circumstances of the pilot project (for example, 
cultural, ethnic, or religious values/characteristics; 
distribution of power; homogeneity; economic 
conditions) that would need to present for              
the model to be replicated successfully? 

To what extent are there supportive policies, 
regulations and standards for scaling                        
(for example, related to IT and government 
administration)?

Does the scaling up e�ort require policy change 
by the government or rely exclusively on               
voluntary adoption by private and                   
non-governmental organizations?

What strategies should be in place to respond to 
the political economy analysis?

How integrated/considered is a Do No Harm 
approach to the political and social context and 
potential risks/implications of engagement?

         How to use

Write each of your comments on a post-it (one 
post-it for each comment) and drag these into the 
boxes based on facilitators' guidance.

Any additional points raised (that do not �t neatly 
within one of the available boxes) can be written on 
a post-it and dragged into the Discussion box.
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Optional module for tech-based initiatives

There are numerous questions and concerns about technology when it comes to scaling D4D, such as cyber 
security, data privacy and intellectual property. This module is designed to have you explore several of these 
components that will be important factors as you scale.

In the pink boxes, we have highlighted cyber security and intellectual property as example issues to focus on. 
You should tailor these boxes to focus on the most important tech-related issue or issues facing your scaling 
objectives.

Module VIII-Technology



           Guiding questions:

Can technical service providers continue to 
provide support at scale? (Issue of service- level 
agreements).

To what extent is there a cybersecurity strategy 
that adheres to data protection best practices 
and rights to privacy? 

Have you reviewed software, hardware and 
content licensing terms to determine any           
possible issues/complications with scaling up?

How to ensure that users remain at the center of 
scaling design processes?

To what extent will scaling build on existing  
technologies, systems and platforms, as opposed 
to needing to develop something new? (Digital 
Principles, ‘Design for Scale’, 2020).

What issues of ownership and  protection of 
intellectual property need to be considered for 
scaling?

To what extent does scaling pose concerns about 
interoperability (the ability to access and process 
machine-readable data from multiple sources, 
sometimes automatically, without that data 
losing meaning or integrity; by implementing 
APIs and connectors that allow data from various 
sources to be accessed and integrated)?

One critical aspect of scaling is determining what should be done and when. This includes consideration of 
sequencing (ie step-by-step actions for scaling) and planning according to overall timeframes. This module 
closely relates to previous modules, since you should consider timing of, for example, collection of relevant 
evidence of impact, important institutional changes, fundraising strategies, and key stakeholder                        
engagement.

Timing is a function that can help you �nd the right balance to capitalize on trends and opportunities – to 
balance your supply and demand.

Module IX - Timing for Scaling 
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One critical aspect of scaling is determining what should be done and when. This includes consideration of 
sequencing (ie step-by-step actions for scaling) and planning according to overall timeframes. This module 
closely relates to previous modules, since you should consider timing of, for example, collection of relevant 
evidence of impact, important institutional changes, fundraising strategies, and key stakeholder                        
engagement.

Timing is a function that can help you �nd the right balance to capitalize on trends and opportunities – to 
balance your supply and demand.

           Guiding questions:

What will be the critical determinants of timing? Are there pressures to scale quickly – if so, from what 
source(s), and are these acceptable?

Over what period is the scaling up plan?

What is the sequence of critical steps for scaling?

What speed is optimal for scaling?

If it could take years to scale up, is this acceptable to the adopting organization and any existing funders? 
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         How to use

Write your comments on post-its and drag these 
into the boxes based on facilitators' guidance.

The timeline in Step 4 starts, on the far left (‘Now’), at 
the timing of your workshop. The dotted vertical 
lines to the right represent intervals (for example, 
years) that you can de�ne.

You can raise any additional points by putting these 
on a post-it and dragging them into the Discussion 
box.



We now arrive at the concluding session of the workshop. We have prepared a checklist to help you assess 
your position for scaling and help you manage your scaling plan. This checklist, to be �lled out individually 
by each participant, can also help to re�ect where there is or is not consensus opinion on key issues. 

Answers can be discussed following the workshop (as one more tool to help keep this conversation going 
within teams).

Module X - Scaling Lean Canvas

Module I 
De�ning Scale

Questions

Is scaling part of
the original design?

Yes No

Module II 
Impact

Questions: 
To What Extent...

Are you con�dent about
the e�ectiveness of
the initiative?

1 3 42 5

Is there strong evidence that
this initiative is credible
(cost e�ective, addresses
important needs, contextual)?

Has it been comprehensively
and independently evaluated?

Do you have data and other
evidence to support the
argument that this initiative
is relevant to target
individuals/groups?

Does the model have
a comparative advantage 
over other similar initiatives?

Scale 1 (not at all) to 5 (very much)

Checklist*
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Module III 
Identifying Cost
Drivers

Module V 
Optimal Scale

Module VI 
Financial
Resources

Module VII 
External
Assessment:
Stakeholder
Mapping & Policy

Module VIII 
Technology**

Would scaling change
the nature of the initiative?

Are there obvious
economies of scale?

Can the initiative be easily
transferred/adopted by
other organizations?

Are monitoring, evaluation,
and learning  procedures and
sta� in place in the adopting
organization to support
e�ective scaling?

Have you determined the
adopting organization(s) that
will carry this to scale? 

Do key stakeholders
support scaling?

Does the initiative have
a sustainable source of
funding?

Is there already political buy
in for scale by relevant
government departments?

Are there incentives for key
stakeholders to support scale?

Are there supportive policies,
regulations, and standards
for scaling?

Do technology considerations
(including infrastructure,
internet access, policies) pose
for scale?
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Accompanying the checklist is a scaling canvas that can serve as a blueprint for your scaling plan. We hope 
this canvas can be an important reference for you going forward as a snapshot summary of where you are 
now in your scaling thinking.

All the sections in this canvas refer to modules that you have completed during the workshop. In �lling in the 
canvas, you can refer to these based on module number.

*add or eliminate items on your checklist based on your needs
**applicable to technology-based initiatives

Module IX 
Timing for
Scaling

Does the initiative allow for
gradual or phased scaling up?

Will the COVID-19 pandemic
a�ect the timing for scaling?
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         How to use

This canvas aims to help you to map your scaling. 
Copy any relevant information from previous       
modules in this Miro board that you have already 
worked on into this scaling canvas and add more, 
based on further discussion.

If you are a big group, we recommend splitting into 
two smaller groups to discuss this canvas. For a 
smaller group (six or less participants), we suggest 
you discuss this as one team.

This canvas should help you identify where you are 
strong in scaling planning and where you still have 
room for improvement, as well as your key pain 
points (key challenges). Do not be concerned about 
�lling all the sections; rather, treat these as a work in 
progress that you can continue to re�ne and refer to 
after the workshop.



Build initial understanding among               
everyone involved about the theoretical and 
strategic elements of scale. In development, 
scale, with its focus on social impact, has                      
a di�erent nuance than in the private sector, 
which prizes revenue and pro�t. And scale can 
refer to an idea or process as much as to             
something concrete, like an online platform. Once 
you start scratching, scaling science reveals its 
own lexicon that needs to be interpreted related 
to such things as     dimensions, methods, tools, 
and vectors of scale. And these are relevant. 
During our process, participants developed less of 
an appetite for expanding partners and                        
geographically and more for improving existing 
processes.

Critical questions, such as what is the problem 
to be solved and what exactly is being scaled, 
may be simple to ask but are hard to answer: 
What you work on now might not be on the      
problem or the approach you’ll use for scaling.     
As we found with one partner, use of a data tool in 
support of one issue may scale towards using that 
tool as part of a broader process of policy               
engagement on other issues.

Set expectations from the beginning:

III. Learning and Re�ections

Our learning
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Scaling is not painting by numbers.                       
You choose your paint and numbers.                     
Key challenges in scaling include variations in 
revenue models and di�erent growth paths. 
Human resources and funding are key enabling 
conditions of scale that presented a                       
chicken-and-egg conundrum in our discussions. 
Does your performance drive funding, or funding 
drive performance? Development partners tend 
to be risk averse and operate within the security 
of established funding. Furthermore, these are 
often dependent relationships. And so local part-
ners tend to view securing future funding based 
on proposals for scale as the default means to 
enable institutional changes for scale. But equally 
important should be consideration of how            
proactive institutional change within the scaling 
entity—such as investment in hiring personnel 
with speci�c and relevant skills—could drive 
impact (and improve the all-important evidence 

basis for scale), thereby attracting relevant sourc-
es of funding or �nancing.

Yes, it is useful to address scale at any stage in     
the life of a D4D or innovation initiative.                     
As an example, this question was raised at the 
outset of this exercise: must we wait for strong                           
independent evidence of impact on a pilot before 
broaching scale? From our experience, even for 
early stage initiatives, this broad discussion 
helped to raise questions of what evidence would 
be useful, for whom, presented in what way, and 
in support of what scaling objectives.

To be fair, our discussions occasionally stalled on 
scaling planning and reverted to a default setting 
of strengthening the speci�c program in question 
– within its established timeframe, sta�ng and 
funding parameters. But short-term strategy is an 
important step on a longer-term scaling journey.

Scaling is a long-term process. Project 
teams should be incentivized to support the 
scaling process, since they are often hired 
shorter-term for project purposes and             
evaluated on project results. This process will 
most likely outlast all of them.

Scaling is multi-faceted. In a quick exercise 
like ours, opinions diverged within initial 
module discussions but started to gel over 
time as other critical components were 
addressed. A modular approach may serve to 
structure discussion, but this does not need 
to de�ne consensus and should be �exible.        
We experienced overlap in discussions 
between modules, and in some cases this 
simply served to promote a more       
free-ranging discussion, allowing us to revisit 
key issues (what to scale?) along the way. 
Speci�c modules allow teams to cherry-pick 
issues of greater relevance, given time 
constraints.

Scaling is disruption. As such, it can be 
viewed as posing threats. Not everyone in 
development is a risk-taker or wears the ‘fail 
fast, learn fast T-shirt.

Photo Source: Myankhon – enabling tech-supported
municipal governance in Myanmar

Excerpt from Saraswati & The Asia Foundation blog: What We Learned from Positioning Teams for Scaling          
D4D Initiatives



Build initial understanding among               
everyone involved about the theoretical and 
strategic elements of scale. In development, 
scale, with its focus on social impact, has                      
a di�erent nuance than in the private sector, 
which prizes revenue and pro�t. And scale can 
refer to an idea or process as much as to             
something concrete, like an online platform. Once 
you start scratching, scaling science reveals its 
own lexicon that needs to be interpreted related 
to such things as     dimensions, methods, tools, 
and vectors of scale. And these are relevant. 
During our process, participants developed less of 
an appetite for expanding partners and                        
geographically and more for improving existing 
processes.

Critical questions, such as what is the problem 
to be solved and what exactly is being scaled, 
may be simple to ask but are hard to answer: 
What you work on now might not be on the      
problem or the approach you’ll use for scaling.     
As we found with one partner, use of a data tool in 
support of one issue may scale towards using that 
tool as part of a broader process of policy               
engagement on other issues.

Set expectations from the beginning:

Scaling is not painting by numbers.                       
You choose your paint and numbers.                     
Key challenges in scaling include variations in 
revenue models and di�erent growth paths. 
Human resources and funding are key enabling 
conditions of scale that presented a                       
chicken-and-egg conundrum in our discussions. 
Does your performance drive funding, or funding 
drive performance? Development partners tend 
to be risk averse and operate within the security 
of established funding. Furthermore, these are 
often dependent relationships. And so local part-
ners tend to view securing future funding based 
on proposals for scale as the default means to 
enable institutional changes for scale. But equally 
important should be consideration of how            
proactive institutional change within the scaling 
entity—such as investment in hiring personnel 
with speci�c and relevant skills—could drive 
impact (and improve the all-important evidence 

basis for scale), thereby attracting relevant sourc-
es of funding or �nancing.

Yes, it is useful to address scale at any stage in     
the life of a D4D or innovation initiative.                     
As an example, this question was raised at the 
outset of this exercise: must we wait for strong                           
independent evidence of impact on a pilot before 
broaching scale? From our experience, even for 
early stage initiatives, this broad discussion 
helped to raise questions of what evidence would 
be useful, for whom, presented in what way, and 
in support of what scaling objectives.

To be fair, our discussions occasionally stalled on 
scaling planning and reverted to a default setting 
of strengthening the speci�c program in question 
– within its established timeframe, sta�ng and 
funding parameters. But short-term strategy is an 
important step on a longer-term scaling journey.

The toolkit is designed for teams, not                 
individuals. The range and complexity of topics 
covered means there is great value in bringing 
together diverse perspectives. But just who      
comprises a team is not always obvious, given 
scaling typically requires working with other 
organizations. Bringing more groups into the 
room can be more inclusive but it needs to be 
balanced against the additional challenges of 
facilitating large groups and an understanding of 
the di�erent organization incentives and visions 
of scale. For us, each workshop team consisted of 
members from The Asia Foundation and our 
closest working partner on that project. But we 
reached out to other partners beforehand 
(including government o�cials) to better              

understand their plans for scale and to let them 
know what we were doing.

After the workshop, we encourage you to set up     
a time with your team to debrief. The time 
between the workshop and this post-workshop 
debrief will allow you to rethink and weigh up the 
most appropriate strategies, as well as conduct 
further discussion among your team on your 
scaling plan. The debrief session should, at the 
minimum, help to con�rm actionable items with    
a plan for follow up. We also recommend that 
facilitators use this opportunity to support          
discussion—to include implementers and           
participants—on the  workshop process and 
tools.

Some �nal re�ections

We suggest that teams revisit the Scaling Lean 
Canvas periodically. Scaling is a complex 
process that requires adaptation as teams learn 
more about what works and as their context 
changes. Given this complexity and dynamism, 
we believe there is value in setting aside time for 
structured re�ection, in the spirit of approaches 
such as Strategy Testing, but with a focus on ques-
tions of scale. Each team will have to determine an             
appropriate frequency, given their context, 
though we would advise committing to a date to 
revisit the canvas during the workshop debrief. 
We tested the workshop on two projects at very 
di�erent points in their scaling journey, and each 
extracted their own value from it, and each  
recognized the value in returning to it at a later 
date.

If this guide makes you nervous, that is         
probably  a good thing. Our experience has 

been that teams start o� underestimating what it 
takes to go to scale and the array of issues you 
have to grapple with along the way. Scaling D4D 
is hard. The breadth of workshop content, and 
intensity of the process, is a powerful reminder of 
that. We hope it can help you arrive at a more 
feasible and targeted scaling strategy—and give 
you greater con�dence in it—as it did for our 
teams.
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The toolkit is designed for teams, not                 
individuals. The range and complexity of topics 
covered means there is great value in bringing 
together diverse perspectives. But just who      
comprises a team is not always obvious, given 
scaling typically requires working with other 
organizations. Bringing more groups into the 
room can be more inclusive but it needs to be 
balanced against the additional challenges of 
facilitating large groups and an understanding of 
the di�erent organization incentives and visions 
of scale. For us, each workshop team consisted of 
members from The Asia Foundation and our 
closest working partner on that project. But we 
reached out to other partners beforehand 
(including government o�cials) to better              

understand their plans for scale and to let them 
know what we were doing.

After the workshop, we encourage you to set up     
a time with your team to debrief. The time 
between the workshop and this post-workshop 
debrief will allow you to rethink and weigh up the 
most appropriate strategies, as well as conduct 
further discussion among your team on your 
scaling plan. The debrief session should, at the 
minimum, help to con�rm actionable items with    
a plan for follow up. We also recommend that 
facilitators use this opportunity to support          
discussion—to include implementers and           
participants—on the  workshop process and 
tools.

We suggest that teams revisit the Scaling Lean 
Canvas periodically. Scaling is a complex 
process that requires adaptation as teams learn 
more about what works and as their context 
changes. Given this complexity and dynamism, 
we believe there is value in setting aside time for 
structured re�ection, in the spirit of approaches 
such as Strategy Testing, but with a focus on ques-
tions of scale. Each team will have to determine an             
appropriate frequency, given their context, 
though we would advise committing to a date to 
revisit the canvas during the workshop debrief. 
We tested the workshop on two projects at very 
di�erent points in their scaling journey, and each 
extracted their own value from it, and each  
recognized the value in returning to it at a later 
date.

If this guide makes you nervous, that is         
probably  a good thing. Our experience has 

been that teams start o� underestimating what it 
takes to go to scale and the array of issues you 
have to grapple with along the way. Scaling D4D 
is hard. The breadth of workshop content, and 
intensity of the process, is a powerful reminder of 
that. We hope it can help you arrive at a more 
feasible and targeted scaling strategy—and give 
you greater con�dence in it—as it did for our 
teams.
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Design for Scale; Digital Principles, 2020.

Dial Beyond Scale: The Digital Impact Alliance, 2017.

The Frontiers of Data Interoperability for Sustainable Development; Liz Steele, Tom Orrell, and Bill Ander-

son, November 2017.

Scaling Civic Tech: Paths to a Sustainable Future; Jon Sotsky and Jonathan Kartt, 2017.

Scaling Science, Article, Robert McLean and John Gargani, 2017.

Scaling Impact: Innovation for the Public Good, Robert McLean and John Gargani, 2019.

The Scaling Playbook: A Practical Guide for Researchers, 2020.

Scaling Up: A Framework and Lessons for Development E�ectiveness from Literature and Practice; 

Arntraud Hartmann, Johannes F. Linn, 2008.

Scaling Up—From Vision to Large-Scale Change; Larry Cooley, Richard Kohl, Rajani R. Ved; 2016.

Toolkit: Scalability Assessment and Planning; Dr. Lezlie C. Morinière, Marilise Turnbull, Isabelle Bremaud, 
Dr. Hannah Vaughan-Lee, Vani Xaxa, Syeda Abida Farheen, April 2018.
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https://www.devex.com/news/as-development-looks-to-increase-scale-here-are-some-of-the-key-issues-95965
https://digitalprinciples.org/principle/design-for-scale/
https://drive.google.com/file/d/1n2xDuAyiU9mw0Y0GXODPQS222FKqEiDl/view?usp=sharing
https://drive.google.com/file/d/1cgx_tCl--uPyhMfqhyMSF3lmiKsMZnTY/view?usp=sharing
https://drive.google.com/file/d/10-itWUNmsC6ywtID7-Wsi6oliriHRv5z/view?usp=sharing
https://ssir.org/articles/entry/scaling_science
https://drive.google.com/file/d/1iMROs1zrmhWNvzg7jH2y12uqMBoE4syL/view?usp=sharing
https://drive.google.com/file/d/10pURHp12LmJl0dQ5p0ap4ASBQ2EZL798/view?usp=sharing
https://drive.google.com/file/d/1ngD2czS4JHRB-4CaY9Iw461w_QIKXBMh/view?usp=sharing
https://drive.google.com/file/d/1EvXEtALn7HDIJqEGBsX0TKCGQcXUAnjn/view?usp=sharing
https://drive.google.com/file/d/1_vAlMzEwoE6NBX8XV6kRkE7TXXQHfvA2/view?usp=sharing
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