0

[image: Background pattern

Description automatically generated]


[bookmark: _Toc73018818][bookmark: _Toc73023960]Collaboration for scaling and adoption of proven solutions across NGOs
Cross-pollination lab – the Hippening
4th of March 2026
Facilitated by Linn Tomasdotter and Kristian Wengen in Tinkr

0

	


Barriers and actions

Accelerating positive change.
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1. Executive Summary
This report captures the outcomes of a collaborative workshop where multiple workshop groups identified the most critical barriers and opportunities for collaboration for scaling and adoption of proven solutions across NGOs. They also proposed concrete actions for innovators, leaders/organisations, and donors to address them.
Participants worked with a structured framework that organises barriers across three levels: Project Level, Organisational Level, and Donor/System Level. The framework showed some prefilled barriers and the team added missing barriers. Each group selected their top barriers per level and then brainstormed actionable responses. A total of seven working groups contributed.
The most consistent findings across all groups were:
1. Short funding cycles emerged as the single most frequently cited donor-level barrier (selected by 7 groups).
1. No structured innovation process and procurement blocking adoption were the most common organisational barriers.
1. Designed for pilot, not adoption and adopters involved too late dominated the project-level barriers.
1. Across all NGOs, the call for flexibility — in timelines, contracts, processes, and compliance — was the strongest recurring theme in proposed actions.


2. Barriers to collaboration for scale and adoption
The teams were asked to select the top most crucial barriers on each level and the tables below show how often each barrier was selected as a top priority across all working groups. The analysis reveals which barriers have the broadest resonance among participants.
2.1 Project Level Barriers
	Barrier
	Groups

	Designed for pilot, not adoption
	4

	Adopters involved too late
	3

	No clear governance or roles
	3

	No standardised metrics / too standardised metrics
	3

	No incentives for adopters
	1

	Unclear IP / ownership
	1

	Timing
	1

	Technology issues (appropriateness)
	1



2.2 Organisational Level Barriers
	Barrier
	Groups

	No structured innovation process
	5

	Procurement blocks adoption / Bureaucracies
	3

	Systems don’t work together
	3

	Innovation not linked to operations
	3

	Lack of partnership & innovation portfolio mgt
	2

	“Not invented here” culture
	1

	Legal risk-aversion
	1

	Innovation vs Competition
	1



2.3 Donor or System Level Barriers
	Barrier
	Groups

	Short funding cycles
	7

	Donor priorities > user needs
	3

	Competition over collaboration
	2

	Funding for pilots, not scale or adoption / No pooled scale funding
	2

	Cross-sector coordination
	1

	Timelines
	1




3. Proposed Actions 
This section consolidates the actions proposed by all groups, organised by who should act – innovators, the leadership on organisational level or donors and systems actors. Where multiple groups proposed similar actions, these have been noted to indicate convergence.
3.1 What Innovators Can Do
Design & Planning
1. Design solutions for adoption from the start, not just for pilot success (Groups 1, 3, 9).
1. Involve adopters and all ecosystem stakeholders in co-design from the very beginning and throughout the process (Groups 1, 3, 5).
1. Set clear roles and responsibilities at the application stage; revise and adjust regularly (Groups 5, 8).
1. Conduct feasibility steps and pilots to understand appropriateness and context before committing (Group 7).
1. Explore multiple alternatives and understand the source of an innovation/ technology (Group 7).
1. Use a bottom-up approach, understanding specific needs vs. the technology (Group 7).
Sustainability & Scaling
1. Build on existing systems and structures rather than creating parallel ones (Group 1).
1. Place sustainability at the core: plan for how the innovation will continue beyond the funding period (Group 1).
1. Develop scaling plans and share metrics with donors (Group 2).
1. Use agile project management for innovation projects; explore hybrid models with regular project management (Group 3).
Advocacy & Engagement
1. Advocate to government or involve government in the project so they can champion adoption (Group 4).
1. Advocate for changes in IP laws (Group 4).
1. Conduct on-site needs assessments and establish continuous feedback mechanisms (Group 6).
1. Just do it — focus from start, be prepared to refine and adjust (Group 8).
3.2 What Leaders / Organisations Can Do
Innovation Culture & Structure
1. Establish processes that support innovation, e.g. innovation labs (Group 3).
1. Promote a culture of innovation owned by all staff, not just project managers (Groups 1, 3).
1. Embed innovation in operational programme structures (Group 3).
1. Create organisational guidelines on how the organisation sees innovation, including procedures from all parts of the organisation (Group 8).
1. Involve key personnel at the start and embed them into the project (Group 8).
1. Develop a catalogue of innovations with top-down and bottom-up approaches and clear processes (Group 2).
Systems & Procurement
1. Advocate for better procurement practices across donors, or more lenience for innovation projects within organisations (Group 4).
1. Use multiple procurement approaches to allow effective and timely procurement processes (Group 6).
1. Start with smaller piloting to build trust before scaling (Group 6).
1. Champion systemic change at global or country office level to adopt systems for innovation in general, not just per project (Group 4).
Risk & Flexibility
1. Allow flexibility for innovation projects with sufficient risk tolerance (Group 5).
1. Use less demanding contracts and agreements for innovation (Group 5).
1. Adopt innovation frameworks with exemption processes and simplified procedures (Group 5).
1. Use disclaimers, non-disclosure agreements, and legal documents with partners to ensure data protection (Group 4).
1. Dismiss operational KPIs from innovation teams; give more flexibility from operations (Group 1).
Collaboration & Scaling
1. Conduct ecosystem mapping — identify who else is working on similar solutions; steal ideas, no gatekeeping (Groups 1, 7).
1. Embrace open-source mentality; be open to learn from other forums and platforms (Group 7).
1. Build trust across organisations (Group 7).
1. Spread innovation to other programmes; new country offices should prioritise scale over pilots (Group 1).
1. Work with donors to set realistic expectations for innovation approaches (Group 5).
3.3 What Donors Can Do
Timeline & Flexibility
1. Provide flexibility in timelines — extend timeframes on a case-by-case basis when well justified (Groups 1, 2, 3, 5). 
1. Do not define expected results in too much detail (Group 5).
1. Adapt funding cycles to project type; offer flexible cycles (Group 2).
1. Offer longer cycles and more funding for certain partnerships and positions to ensure continuity (Group 4).
1. Be more process-oriented: use adaptive processes instead of standard processes/systems (Group 6).
Funding Models
1. Balance funding between innovation labs and scale-up to ensure impact, based on successful results (Group 4).
1. Provide more gradual/build scaling support rather than abrupt transitions (Groups 7, 8).
1. Pre-fund needs assessments; or adapt project plans after funding is received (Group 1).
1. Help bring the corporate/private sector on board (Group 5).
Requirements & Compliance
1. Lower reporting requirements and simplify compliance (Groups 1, 5).
1. Provide toolkits and guidance for RFPs, contracts, and flexibility; test when relevant (Group 2).
1. Establish standardised cost/impact matrices (Group 2).
1. Build donor capacity in “delay areas” (Group 1).
1. Establish user feedback mechanisms that inform donor decisions (Group 1).


6. Key Themes & Recommendations
Synthesising across all groups, five overarching themes emerge:
6.1 Design for Adoption from Day One
The most cited project-level barrier — designing for pilot rather than adoption — signals a fundamental gap between how innovation projects are conceived and how they need to land. Groups consistently recommended involving adopters and stakeholders from the earliest stages, co-designing solutions, and building scaling plans into project design rather than treating them as afterthoughts.
6.2 Build Innovation into Organisational DNA
The absence of structured innovation processes was the most common organisational barrier. Proposed actions ranged from creating innovation labs to embedding innovation in operational programme structures, adopting innovation frameworks with simplified procedures, and ensuring innovation culture is owned by all staff. Several groups also noted that procurement systems actively block adoption and called for more flexible procurement approaches.
6.3 Extend and Flex Funding Cycles
Short funding cycles were selected by seven of ten groups — making it the single most broadly agreed barrier in the entire workshop. The call for longer, more flexible, and more adaptive funding was nearly universal. Specific proposals included adapting cycles to project type, not over-specifying expected results, and providing gradual scaling support rather than requiring abrupt transitions from pilot to scale.
6.4 Rebalance Donor Priorities Toward User Needs
Multiple groups highlighted the disconnect between donor priorities and end-user needs. Recommendations focused on establishing user feedback mwechanisms that inform donor decisions, pre-funding needs assessments, and lowering reporting requirements so that implementers can focus on impact rather than compliance.
6.5 Foster Collaboration and Openness
Both at group and plenary level, participants called for more openness: open data, open-source approaches, ecosystem mapping to avoid duplication, and a shift from competition to collaboration. The plenary-level call to “not bunkerise” captures this sentiment succinctly. Strategic collective funding around themes, rather than fragmented project-by-project funding, was proposed as a structural enabler.
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