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Scale up and spread…

Why is it so hard?



Spread and Scale Up defined

Spread: Taking a new system or intervention and replicating it at 
other sites.  

Scale-up: Overcoming the system/infrastructure issues that arise 
during implementation and spread of changes for results at the 
system level.



API - 2015

“Strong evidence for an innovation is 
necessary, but not sufficient, to result 

in its adoption”

Mark Freeman, 2012, The International Journal of Management 
Education



Why is scaling up improvement hard?

James Lancaster - 1601 James Lind - 1747



Michigan Keystone project
108 ICUs

Reduction from 7.7 infections per 1000 catheter 
days to 1.4 at 16-18months follow-up

(p < 0.002)

215 ICUs across England

Why is scaling up improvement hard?



API - 2015

“Up to 70% of improvement projects never 
spread”

Eccles R, Miller-Perkins K, Serafeim G. How to Become a Sustainable 
Company.  MIT Sloan Management Review 2012; 53(4): 43-50





Dixon-Woods, M., Leslie, M., Tarrant, C. et al. Explaining Matching Michigan: an ethnographic study of a patient safety program. Implementation Sci 8, 70 (2013). 

Dixon-Woods M, Martin GP. Does quality improvement improve quality? Future Hosp J. 2016 Oct;3(3):191-194. doi: 10.7861/futurehosp.3-3-191. PMID: 31098223; PMCID: PMC6465806.

Greenhalgh T, Papoutsi C. Spreading and scaling up innovation and improvement. BMJ. 2019 May 10;365:l2068. doi: 10.1136/bmj.l2068. PMID: 31076440; PMCID: PMC6519511.
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Why is scaling up improvement hard?



Two Key Challenges:

Adoption: Supporting humans to make the changes
• How do you build demand for the changes (i.e., make them desirable)?

Infrastructure: Structural work to support adoption at scale
• How do you ensure the system has the capacity to meet the demand you have built?



Social Aspects of introducing change 

Reactions to change
– Resistance
– Apathy
– Compliance
– Conformance
– Commitment

People need to understand implications of change:
– Physical
– Logical
– Emotional



Adopter Categorisation: Speed of Adoption



Diffusion of Innovations, Everett Rogers
(1962, 1971, 1983, 1995, 2005) 

Diffusion: the process by which an innovation is 
communicated through certain channels over time, 
among the members of a social system

Diffusion includes both spontaneous and planned spread

Innovation: an idea, practice, or object that is perceived 
as new by an individual or other unit of adoption



Attributes of the Change that Affect the Rate of Adoption



Worksheet to Assess Ideas for Adoptability

Attributes Relative to the Attribute, the ideas are:

Weak                    OK                       Strong

Comments

1 2 3 4 5
Relative Advantage

Compatibility

Complexity

Trialability

Observability

Improvement Guide, page 201 (Table 9.2)



Building System Capacity to Support the Change:

MOCHA
• Measurement

• Ownership

• Communication (including training)

• Hardwiring the change(s)

• Assessment of workload



SC Costs with Control Limits
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Not holding gain;
Things getting worse
Act to correct

Old system

New system

Measurement: Quality control

1. Do we have the data 
(outcome, process?)

2. Do we look at it?
3. Do we know what to do?


Chart1

		jan-02		jan-02		jan-02		jan-02		jan-02

		feb-02		feb-02		feb-02		feb-02		feb-02

		mar-02		mar-02		mar-02		mar-02		mar-02

		apr-02		apr-02		apr-02		apr-02		apr-02

		maj-02		maj-02		maj-02		maj-02		maj-02

		jun-02		jun-02		jun-02		jun-02		jun-02

		jul-02		jul-02		jul-02		jul-02		jul-02

		aug-02		aug-02		aug-02		aug-02		aug-02

		sep-02		sep-02		sep-02		sep-02		sep-02

		okt-02		okt-02		okt-02		okt-02		okt-02

		nov-02		nov-02		nov-02		nov-02		nov-02

		dec-02		dec-02		dec-02		dec-02		dec-02

		jan-03		jan-03		jan-03		jan-03		jan-03

		feb-03		feb-03		feb-03		feb-03		feb-03

		mar-03		mar-03		mar-03		mar-03		mar-03

		apr-03		apr-03		apr-03		apr-03		apr-03

		maj-03		maj-03		maj-03		maj-03		maj-03

		jun-03		jun-03		jun-03		jun-03		jun-03

		jul-03		jul-03		jul-03		jul-03		jul-03

		aug-03		aug-03		aug-03		aug-03		aug-03

		sep-03		sep-03		sep-03		sep-03		sep-03

		okt-03		okt-03		okt-03		okt-03		okt-03

		nov-03		nov-03		nov-03		nov-03		nov-03

		dec-03		dec-03		dec-03		dec-03		dec-03



SC Costs X-Chart X Data

SC Costs X-Chart CL

SC Costs X-Chart UCL

Y - Axis = LCL

SC Costs as % of Total Costs Target

SC Costs as % of Total Costs

SC Costs with Control Limits

20.0004

19.595959596

20.3957946815

19.7909834273

18.492578692

18.9098033341

16.1951180894

17.1477720947

15.5888837224

14.7014252878

14.6992121164

15.2466677473

14.1517564856

14.9913029483

14.6992121164

15.2466677473

14.1517564856

14.9590298347

14.6992121164

15.2466677473

14.1517564856

14.9715856168

14.6992121164

15.2466677473

14.1517564856

14.5123563887

14.6992121164

15.2466677473

14.1517564856

14.5940027658

14.6992121164

15.2466677473

14.1517564856

14.3742686866

14.6992121164

15.2466677473

14.1517564856

14.7047910218

14.6992121164

15.2466677473

14.1517564856

14.4841464973

14.6992121164

15.2466677473

14.1517564856

14.8

14.6992121164

15.2466677473

14.1517564856

15.6

14.6992121164

15.2466677473

14.1517564856

15.4

14.6992121164

15.2466677473

14.1517564856

14.6992121164

15.2466677473

14.1517564856

14.6992121164

15.2466677473

14.1517564856

14.6992121164

15.2466677473

14.1517564856



Supply Chain Costs

		



&A



Supply Chain Costs

		jan-02		jan-02		jan-02		jan-02		jan-02

		feb-02		feb-02		feb-02		feb-02		feb-02

		mar-02		mar-02		mar-02		mar-02		mar-02

		apr-02		apr-02		apr-02		apr-02		apr-02

		maj-02		maj-02		maj-02		maj-02		maj-02

		jun-02		jun-02		jun-02		jun-02		jun-02

		jul-02		jul-02		jul-02		jul-02		jul-02

		aug-02		aug-02		aug-02		aug-02		aug-02

		sep-02		sep-02		sep-02		sep-02		sep-02

		okt-02		okt-02		okt-02		okt-02		okt-02

		nov-02		nov-02		nov-02		nov-02		nov-02

		dec-02		dec-02		dec-02		dec-02		dec-02

		jan-03		jan-03		jan-03		jan-03		jan-03

		feb-03		feb-03		feb-03		feb-03		feb-03

		mar-03		mar-03		mar-03		mar-03		mar-03

		apr-03		apr-03		apr-03		apr-03		apr-03

		maj-03		maj-03		maj-03		maj-03		maj-03

		jun-03		jun-03		jun-03		jun-03		jun-03

		jul-03		jul-03		jul-03		jul-03		jul-03

		aug-03		aug-03		aug-03		aug-03		aug-03

		sep-03		sep-03		sep-03		sep-03		sep-03

		okt-03		okt-03		okt-03		okt-03		okt-03

		nov-03		nov-03		nov-03		nov-03		nov-03

		dec-03		dec-03		dec-03		dec-03		dec-03



&A

Page &P

SC Costs X-Chart X Data

SC Costs X-Chart CL

SC Costs X-Chart UCL

Y - Axis = LCL

SC Costs as % of Total Costs Target

SC Costs as % of Total Costs

SC Costs

20.0004

19.595959596

20.3957946815

19.7909834273

18.492578692

18.9098033341

16.1951180894

17.1477720947

15.5888837224

14.7014252878

14.6992121164

15.2466677473

14.1517564856

14.9913029483

14.6992121164

15.2466677473

14.1517564856

14.9590298347

14.6992121164

15.2466677473

14.1517564856

14.9715856168

14.6992121164

15.2466677473

14.1517564856

14.5123563887

14.6992121164

15.2466677473

14.1517564856

14.5940027658

14.6992121164

15.2466677473

14.1517564856

14.3742686866

14.6992121164

15.2466677473

14.1517564856

14.7047910218

14.6992121164

15.2466677473

14.1517564856

14.4841464973

14.6992121164

15.2466677473

14.1517564856



SC Costs

		jan-02		jan-02		jan-02		jan-02		jan-02

		feb-02		feb-02		feb-02		feb-02		feb-02

		mar-02		mar-02		mar-02		mar-02		mar-02

		apr-02		apr-02		apr-02		apr-02		apr-02

		maj-02		maj-02		maj-02		maj-02		maj-02

		jun-02		jun-02		jun-02		jun-02		jun-02

		jul-02		jul-02		jul-02		jul-02		jul-02

		aug-02		aug-02		aug-02		aug-02		aug-02

		sep-02		sep-02		sep-02		sep-02		sep-02

		okt-02		okt-02		okt-02		okt-02		okt-02

		nov-02		nov-02		nov-02		nov-02		nov-02

		dec-02		dec-02		dec-02		dec-02		dec-02

		jan-03		jan-03		jan-03		jan-03		jan-03

		feb-03		feb-03		feb-03		feb-03		feb-03

		mar-03		mar-03		mar-03		mar-03		mar-03

		apr-03		apr-03		apr-03		apr-03		apr-03

		maj-03		maj-03		maj-03		maj-03		maj-03

		jun-03		jun-03		jun-03		jun-03		jun-03

		jul-03		jul-03		jul-03		jul-03		jul-03

		aug-03		aug-03		aug-03		aug-03		aug-03

		sep-03		sep-03		sep-03		sep-03		sep-03

		okt-03		okt-03		okt-03		okt-03		okt-03

		nov-03		nov-03		nov-03		nov-03		nov-03

		dec-03		dec-03		dec-03		dec-03		dec-03



&A

Page &P

SC Costs with Control Limits X-Chart X Data

SC Costs with Control Limits X-Chart CL

SC Costs with Control Limits X-Chart UCL

Y - Axis = LCL

% of total costs Target

% of total costs

SC Costs with Control Limits

20.0004

19.595959596

20.3957946815

19.7909834273

18.492578692

18.9098033341

16.1951180894

17.1477720947

15.5888837224

14.7014252878

14.6992121164

15.2466677473

14.1517564856

14.9913029483

14.6992121164

15.2466677473

14.1517564856

14.9590298347

14.6992121164

15.2466677473

14.1517564856

14.9715856168

14.6992121164

15.2466677473

14.1517564856

14.5123563887

14.6992121164

15.2466677473

14.1517564856

14.5940027658

14.6992121164

15.2466677473

14.1517564856

14.3742686866

14.6992121164

15.2466677473

14.1517564856

14.7047910218

14.6992121164

15.2466677473

14.1517564856

14.4841464973

14.6992121164

15.2466677473

14.1517564856

14.8

14.6992121164

15.2466677473

14.1517564856

15.6

14.6992121164

15.2466677473

14.1517564856

15.4

14.6992121164

15.2466677473

14.1517564856

14.6992121164

15.2466677473

14.1517564856

14.6992121164

15.2466677473

14.1517564856

14.6992121164

15.2466677473

14.1517564856



SC Costs with Control Limits
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SC Costs (2)
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Ownership

• Determine who will own the work (ideally those who own 
implementation and sustainability also owned the improvement 
work)

• Role of the process owner in quality control
• Monitor operational status
• Define standard work
• Manage staffing
• Escalation



Communication and Training

• Ensuring awareness of the change(s) and the decision(s) behind the change
• Decision to action:

• Peer-to-peer (those who have tested the change help others)
• “At the elbow” or mentoring
• Ongoing technical support
• Learning – action
• Address the change of mindset needed and the technical change(s)

• Consider initial and ongoing training for existing and new employees



How you train matters

What do adults retain after three months?

–  Lecture-based training (e.g., presentations, videos, demonstrations, 
discussions) = 10%

–  Learn by doing (e.g., role plays, simulations, case studies) = 65%

–  Practice what was learned in the workplace = ~100%



Hardwiring the change

Make it easy to do the right thing and hard to do the wrong thing
- Standardization and accountability for following standard work
- Documentation
- Remove the “old way”
- Reduce reliance on “vigilance”
- Ensure resources



Impact of Change on Workload/ Capacity

Workload

Time

Baseline

Zone of 
change

Post implementation of 
change

Unchanged

More workload/ less capacity

Less workload/ more capacity

From Chris Hayes, Highly Adoptable Improvement



Cumulative Impact of Change

Time

Workload

Unsustainable

Acceptable

Ideal

From Chris Hayes, Highly Adoptable Improvement



9 Methods for spread and scale up

1. Natural diffusion - spread ideas without intentionality
2. Campaigns - shared, quantitative aim connected to a targeted social system (evidence-

based intervention, measurement, communications, and distributed field operations)
3. Collaborative (physical or virtual) – networked structured learning and exchange around 

shared aims, measures, and goals
4. Extension agents - spread through training and mentoring.
5. Emergency mobilization – rapid efficient assembly of plans, materials, supplies.  
6. Affinity group - develop superior model, then dissemination to other sites in the system.
7. Executive mandates – policy, guidelines, protocols
8. Wave sequence -  systematic spread within integrated multi-level systems
9. Hybrid approaches - where combined elements from different approaches form a new 

approach.

Massoud MR, Donohue KL, and McCannon CJ. 2010. Options for Large-scale Spread of Simple, High impact  Interventions. Technical Report. Published by the USAID 
Health Care Improvement Project. Bethesda, MD: University Research Co. LLC (URC).



Designing for scale from the outset…
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