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[bookmark: _Toc207106099][bookmark: _Toc209018685]Scaling educational programmes
Understanding commercial models for scaling and sustainability

[bookmark: _Toc206494692]Practical tools
[bookmark: _Toc206494693]Commercial model analysis framework
This diagnostic framework is designed to help the leadership teams of education programmes assess their current commercial model across three key areas: revenue, costs, and delivery. It will be most effective when completed in collaboration with finance teams and programme delivery staff. 
Use this tool during strategic planning sessions or when considering scaling opportunities. Work through each section methodically, gathering data and evidence to support responses. The 'next steps' column should capture specific actions needed to address gaps in understanding or capability.
	Revenue analysis

	Relevant key messages
	Key message 2: Map your revenue streams and understand their sustainability

	Checklist statements
	Yes
	No
	If yes, key learnings and insights…
If no, to complete this we need to …

	You have mapped all revenue sources and their trends over 2-3 years
	
	
	

	You understand which revenue streams are most sustainable and scalable
	
	
	

	You have assessed participant willingness to pay and pricing sensitivity
	
	
	

	You understand the effort required to generate each revenue stream
	
	
	

	You have identified dependencies that could constrain growth
	
	
	

	Next steps
	

	Cost structure analysis

	Relevant key messages
	Key message 3: Analyse your cost structure to identify scaling opportunities and constraints

	Checklist statements
	Yes
	No
	If yes, key learnings and insights…
If no, to complete this we need to …

	You have categorised costs by function and type (fixed vs variable)
	
	
	

	You can calculate cost per participant/beneficiary accurately
	
	
	

	You understand where economies of scale occur in your model
	
	
	

	You have identified capacity constraints and bottlenecks
	
	
	

	You know which investments would be needed to support growth
	
	
	

	Next steps
	

	Delivery model assessment

	Relevant key messages
	Key message 4: Evaluate your delivery model and participant journey systematically

	Checklist statements
	Yes
	No
	If yes, key learnings and insights…
If no, to complete this we need to …

	You have mapped the complete participant journey
	
	
	

	You understand what creates the most value for participants
	
	
	

	You have identified quality control processes and success factors
	
	
	

	You know where operational bottlenecks occur
	
	
	

	You understand post-programme engagement opportunities
	
	
	

	Next steps
	



Strategic decision framework
This discussion guide provides structured questions for leadership teams to use to reflect on their commercial model analysis and make informed scaling decisions. 
Clarity and understanding
· Do we have a clear, shared understanding of how our programme creates and captures value?
· What are the core components of our programme that should be preserved during scaling? What type of feedback or research evidence is this decision based on?
· Where do we face the most significant constraints?
Sustainability and alignment
· Are our current revenue streams sustainable and capable of supporting growth?
· Do we understand our break-even point and minimum viable scale for financial sustainability?
· Which aspects of our model can scale efficiently, and which face significant constraints?
· Does our potential scaling approach support or conflict with our mission and impact goals?
Opportunity and investment
· Where do we see the greatest opportunities for sustainable growth that align with our capabilities?
· What capabilities or resources do we need to develop to achieve our growth ambitions?
· How will we measure success and monitor the impact of scaling on our core mission?
Risk and resilience
· How vulnerable is our model to external changes in funding, policy, or market conditions?
· What are the biggest risks of our proposed scaling approach, and how will we mitigate them?
· How will we ensure that growth enhances rather than compromises our impact?
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