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The development of the upscaling strategy builds on all the previous steps of this upscaling approach. 

The input from previous steps should be collated in an accompanying document. 

 

STAGE 3 – How to achieve the upscaling vision and evaluate 

progress 

 

You are nearly done! This is the last stage of the upscaling approach, which builds 
on the outcomes of the previous steps. 

 

Step 3.1 – Develop a scaling strategy  

The output from the previous stages is combined to formulate actions to achieve the 

upscaling vision, related to the suggested elements of a scaling strategy. 

 

Step 3.2 – Define a monitoring, evaluation and learning approach 

Monitoring, evaluation and learning (MEL) actions are related to metrics and issues 

which have been identified. This will allow practical evidence about the upscaling 

progress, issues and/or achievements, and any impacts (positive or negative) on the 

users, to be compiled and learned from.  

These outcomes should then be taken forward into a finalised strategy, or added 
to an existing one, and implemented. 

 

Step 3.1 – Develop a scaling strategy 
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The following are eight elements of developing a scaling strategy to which actions can be related: 

 

 

Consider each of the eight topics above (which are discussed in more detail below), drawing on the 

outcomes from the previous stages of the approach (as outlined in the worksheet, 3.a), and the 

considerations above. There are several strategic choices to be considered during the development of 

an upscaling strategy; some examples are shown in Figure 1 below (from Reference [19]). For instance, 

choices around dissemination approach could fall under ‘2. Increasing the capacity of the user 

organisation’ and ‘4. Increasing the capacity of the developer team’; organisational choices around 

scaling methods could be pertinent under ‘3. Assessing the environment and planning actions to 

support vertical upscaling’ and ‘7. Making strategic choices to support horizontal upscaling’; and 

choices around cost/resource mobilisation may be relevant under any of these topics. Furthermore, 

this need not be a linear process, for example: ‘7. Making strategic choices to support horizontal 

upscaling’ may raise requirements for the developer team (topic 4). 

Additional material that may help stimulate discussion can be found in the World Health Organisation 

“9 steps for developing a scaling-up strategy” (Reference [6] 1). 

 

• Reviewing the previous outcomes in the worksheet and formulating them into actions and a 

framework for Monitoring, Evaluation and Learning (MEL) should take 1 to 2 hours, depending on 

the level of discussion. 

• If there is limited time available, consider reviewing the 8 elements set out above and fill in the 

corresponding table directly in the worksheet (3.a), or add to your existing strategy or business 

plan. 

 
1 https://www.who.int/publications/i/item/9789241500319  

1. Planning actions to 
increase the scalability 

of the innovation

2. Increasing the 
capacity of the user 

organisation

3. Assessing the 
environment and 

planning actions to 
support vertical 

upscaling

4. Increasing the 
capacity of the 
developer team

5. Determining the role 
of diversification 

6. Planning to address 
spontaneous upscaling 

7. Making strategic 
choices to support 

horizontal upscaling

8. Finalising the 
upscaling strategy and 

next steps

https://www.who.int/publications/i/item/9789241500319
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• MEL considerations should have been raised throughout the previous steps. Here they will be 

collated and refined, and if you have an existing MEL framework check if this covers all these 

points, adjusting it if required. 

 

 

Figure 1: The WHO and ExpandNet upscaling framework, and examples of strategic choices to be included in a scaling 
strategy. From reference [19]. 

 

1. Planning actions to increase the scalability of the innovation 

1. Review the Scalability assessment questionnaire (Step 1.2) and identify areas/aspects 

that need attention, expansion, or improvement (see the worksheet, 1.e). 

 

2. Consider any points related to the innovation having CORRECT attributes: 

• Credible  

• Observable impacts 

• Relevant 

• Relative advantage 

• Easy to install and understand 

• Compatible with user systems, values 

• Testable 

 

3. Consider whether it is still appropriate to proceed with upscaling – or whether a pilot 

or case study on a limited scale should be tested or improved first. 
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4. Consider how functional scaling goals from the vision, or needs, improvements or 

enhancements to the innovation, can be realised. 

 

5. Summarise the findings or outcomes as specific actions to implement. 

 

 

 

2. Increasing the capacity of the user organisation  

1. Review the responses to the evaluation of attributes of the user organisation 

gathered during Step 2.2 of this upscaling approach, and other points related to the 

user innovation which emerged in Steps 1.2 and 2.1.  

 

2. Identify aspects that need attention, correction, or improvement. 

 

3. Review Figure 2 below (from reference [6]), which lists example questions related to 

the user organisation combined with suggested actions that can be undertaken. 

 

4. Summarise the findings or outcomes as specific actions to implement. 

 

 

Record any concrete actions under this strategy element in the corresponding table row in the 

worksheet (3.a). 

Record any concrete actions under this strategy element in the corresponding table row in the 

worksheet (3.a). 



 

                                © Crown copyright, Met Office 

 
Figure 2: Suggested questions and actions related to user organisations, from reference [6]. 

 

3. Assessing the environment, and planning actions to support 

vertical upscaling (institutionalisation) 

1. Review the upscaling vision from Step 1.1 and whether any of the aims relate to 

vertical scaling and the enabling environment (beyond the direct user and developer 

teams).  

 

2. Review the characteristics of the enabling environment outcomes that were gathered 

in Step 2.1. 

 

3. Identify which aspects/characteristics could become barriers to the upscaling process. 
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4. Review Figure 3 below (from reference [6]), which lists example questions related to 

vertical upscaling combined with suggested actions that can be undertaken. 

 

5. Institutionalisation can also be pursued within the climate services community, 

particularly within a national or international framework for climate services. Consider 

if this is relevant to your service (e.g., references [20] and [21]). 

 

6. Summarise the findings or outcomes as specific actions to implement. 

 

 

 

 
Figure 3: Suggested questions and actions related to the enabling environment, from Reference [6]. 

 

4. Increasing the capacity of the developer team  

Note that the composition and resource of the developer team may be determined by the 

other elements of the scaling strategy, so refer back here if necessary. 

1. Review the responses to the evaluation of attributes of the developer team gathered 

during Stage 2 of this upscaling approach. 

 

Record any concrete actions under this strategy element in the corresponding table row in the 

worksheet (3.a). 
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2. Consider also the question: Does the developer team have the ability to advocate in 

favour of the innovation with policymakers, government officials, user groups and 

programme managers? 

 

3. Identify whether the developer team has the required skills and resource to complete 

the actions in the other elements of the scaling strategy. 
 

4. Summarise the findings or outcomes as specific actions to implement. 

 

 

 

5. Determining the role of diversification (Optional) 

Consider if there is any scope for diversifying into other similar services, or expanding the 
potential use cases, beyond what was set out in the scaling vision. While flagged as optional, 
considering this may unlock important insights or ideas. 
 
This could include the addition of new data and metrics relevant to a new sector, or the 
translation of an existing service to make it more usable by those less familiar with climate 
data.  
 
 

 
 
 

6. Planning actions to address spontaneous upscaling (Optional)  

Spontaneous scaling up refers to changes to the use, distribution, or function of the 

innovation without deliberate guidance or planning. While flagged as optional, considering 

this may unlock important insights or ideas. 

Spontaneous scaling up is most likely to occur when the innovation addresses an emergent 

issue or when a key event draws attention to a need.  

Consider what could lead to spontaneous scaling, and whether there is flexibility and resource 

to respond to this in the upscaling strategy and developer team.  

 

 

Record any concrete actions under this strategy element in the corresponding table row in the 

worksheet (3.a). 

Record any concrete actions under this strategy element in the corresponding table row in the 

worksheet (3.a). 

Record any concrete actions under this strategy element in the corresponding table row in the 

worksheet (3.a). 
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7. Making strategic choices to support horizontal upscaling  

1. Review the upscaling vision, consider what actions are required to meet the 

horizontal scaling targets. Do any of the considerations raised throughout the 

approach impede or support this? 

 

2. Consider whether there are sub-groups of users or market segments which can be 

identified and require separate strategies or actions. 

a. Consider the balance and trade-offs of generalising vs adapting the service. 

 

3. Upscaling the climate service co-production process – to what extent is this 

important/possible for this application? Consider the questions posed in Table 1 

below. 

 

4. Consider whether there is resource in place to support these actions, are they self-

financing, or is additional funding required? 

a. This may require development of a detailed business case/plan/model and 

financial analysis beyond the scope of this toolkit. 

 

5. Summarise the findings as specific actions to implement. 

 

 

 

Table 1: The climate service co-production process: what can be upscaled and how? 

Stage of climate 
service co-production 

process 

Can be 
standardised/automated 

or not? 

Ideas on how to do 
that? 

Identification of user 
needs 

  

Co-production of 
product 

  

Translation of 
information 

  

Distribution   

Application and 
feedback 

  

Updates of the 
product 

  

 

 

Record any concrete actions under this strategy element in the corresponding table row in the 

worksheet (3.a). 
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8. Finalising the upscaling strategy and the next steps 

Review the summary of the recommended actions identified under each of the strategy 

development elements 1–7 and consider again whether they are appropriate within the 

overall context within which upscaling will take place.  

• Consider additional actions that may be required to implement them. 

• Consider updating the visions, especially based on the diversification or 

spontaneous upscaling discussions. 

Once the broad outlines of the scaling-up strategy have been formulated, more detailed 

operational planning is needed. Operational plans should elaborate the detailed activities to 

be undertaken and indicate who has responsibility for what part within what period.  

A finalised strategy for upscaling will contain information on:  

• what exactly will be taken to scale 

• what type of scaling up will be appropriate 

• how it will be organised; how quickly it will be pursued 

• how various environmental challenges and opportunities will be engaged 

• how the innovation will be disseminated 

• and how the process will be financed and resourced.  

 

 

 

 

You have now used the information gathered at all of the preceding steps to start formulating content 

and actions relating to the strategy that you will use to reach your upscaling vision defined in Stage 

1.  

 

 

 

  

Record any concrete actions under this strategy element in the corresponding table row in the 

worksheet (3.a). 

Outcomes of Step 3.1 
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The goal of a Monitoring, Evaluation and Learning (MEL) approach is to define methods to 

evaluate and gather information about the upscaling process and the climate service itself, to 

specify evaluation metrics, timings for the process assessment, and what this will inform. This 

will be most important during the upscaling, but also afterwards.  

This step draws together monitoring points identified throughout the approach. These should 

assess changes in the following while implementing the upscaling 

• Step 1.1 – changes to the scope and aims – the upscaling vision, 

• Step 1.2 – changes to the innovation, strategy etc., 

• Step 2.1 – changes in the enabling environment,   

• Step 2.2 – changes in the teams involved. 

MEL is an established area in research and practice. Under ‘stretch work’ we list some 

potential approaches and resources to explore.   

As a minimum, we suggest reviewing the worksheet and a discussion and pragmatic recording 

of 

• which metrics or themes should be monitored, 

• how they will be measured, 

• how they will be evaluated,  

• and most importantly, what they will inform.  
 

 

Stretch work: 

Consider using tried and tested approaches to MEL from the literature. Examples include  

• Logical Frameworks (logframes),  

• Outcome mapping,  

Step 3.2 – Develop a Monitoring, Evaluation and Learning 

approach 

 

Record concrete MEL actions in the corresponding table row in the worksheet (3.b). 



 

                                © Crown copyright, Met Office 

• Outcome harvesting, 

• Theory of change.  

For more details see references [22], [23], [24], and [25]. 

In climate services, these considerations are growing in prominence, especially in monitoring 

adaptation actions, as well as co-creation and co-design processes. Reviewing this, or similar, 

literature, may yield further insights in developing and implementing a MEL approach. For 

examples, please see references [26] to [29]. 

 

 

Throughout the toolkit, you have been gathering information about how to monitor, evaluate and 

learn from different aspects of your upscaling process. You will now have pulled all this together 

into a set of metrics/themes to monitor, along with information about how you will monitor and 

evaluate these, and what you will learn from doing so. 

 

 

 

 

 

You have finished working through the toolkit! 

You should now have defined an upscaling vision, important factors that may 

impede or support it, and concrete actions to reach it. You should also have an 

idea of how progress will be monitored and evaluated, and how learning will 

feedback into the service and scaling process. 

This is only the beginning. The challenge now is to implement2 these, and 

upscale your climate service in practice, which may mean tweaks and changes 

are made continually to the outcomes of this toolkit. 

 

 

  

 
2 Implementation is outside the scope of this toolkit; however, reference [30] provides some reflection on 
implementation, as part of the principles of scaling. 

Outcomes of Step 3.2 
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Step 1.1 
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the strengths and weaknesses of your scaling ambition. 
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Link (accessed 08/08/2022): https://ppplab.org/2018/11/3223/    
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