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Building an institutional culture for impact 

Impact

Strategy

Assessment & Indictors

Partnerships & networks

Skills and incentives



An integrated 
approach to 
impact strategy 
and assessment



Four “I”s of Research Impact
1. INVESTING IN IMPACT. Alignment of mission statement and impact strategy 

(‘theory of change’) at university & funding agency level. 

2. INCENTIVES. Without emphasis on incentives, recognition and rewards, 
most societal impact activities will not occur.

3. INTERMEDIARIES. Professional support and specialist skill-sets, training and 
needs to be cultivated and provided by knowledge brokers.

4. INFRASTRUCTURE. Reliable and responsible impact assessment depends on 
data about impact to learn from best practices and shape new strategies



Graham, K. & Budtz Pedersen, D. (2020)

RESEARCH IMPACT 

LIFECYCLE 

Mission Statement

Research funding, 
promotion, evaluation

Knowledge Exchange 
& Impact Pathways

Research Design 
& Implementation

Impact Assessment 



The Apollo Program  
goal for the 1960s of 
"landing a man on the 
Moon and returning 
him safely to the Earth" 
within 10 years











Impact forecasting and validation

Impact tool Outcome 

Impact Hypothesis

Impact Forecasting

Impact Validation

• Identify the desired outcome of your research
• Map which audience or pathway is most relevant for you
• State your impact assumptions (theory of change)

• Which conditions need to be in place to achieve impact?
• Understand implications of your research impact lifecycle
• Create a robust impact plan (narrative) and choose tools 

• Which data and indicators are needed to access impact 
• Include stakeholders to validate and assess impact
• Does validation create new impact assumptions?





In this exercise, we are clarifying our priorities
by defining our goals and the path to reach them  

THEORY OF CHANGE

What goal do you 
aim to achieve with 
your research?

Who are the central 
stakeholders who 
can help you realise 
the goal? 

What are the 
indicators of impact 
of your research?

What are the entry 
points to reaching
your stakeholders 
and/or audiences?

What are the central 
conditions that need to 
be in place to achieve 
your goal

What is the long-term 
legacy of the programme 
- and the conditions 
needed to support it?

Indicator of impact?

Indicator of impact?

Key assumptions Conditions?Key assumptionsKey assumptions Key assumptions Key assumptions



MEDIUM-TERM CHANGES
Indirect influence – policy shapers, 

knowledge networks, planners, 
practitioners, stakeholders

Program sphere of 
control: activities; 

stakeholder 
engagement; outputs 

SHORT-TERM CHANGES
Behavior changes by key actors

Direct influence – partners, 
collaborators, Immediate program 

target groups 

Context: factors, drives, 
actors, capacities, 

institutions, structures, 
systems, communities 

Stakeholder engagement

Outputs

Use of outputs

Direct benefits of program

Assumptions: e.g.
- models of change
- Pathways to impact
- Cause-effect relations
- Strategies to support 

changes in this context 

LONG-TERM LASTING CHANGES

Possible indirect benefit of program

Multiple and aggregated development 
processes contribute to long-term 
change and outcomes

Multiple 
impact 

pathways

THEORY OF CHANGE





Capability-approach to research impact 



Nature 552, S11-S13 (2017)



Research and Innovation Impact Platform 







Conclusions

• We need healthy, connected institutions  

• Theories of Change are creating formative 
assessment (not summative) and learning.  

• Co-design of assessment frameworks with faculty 
and stakeholders leads to trust and legitimacy.

• Rewards, incentives, and skills are important part 
of the impact journey  



• Discuss pros & cons: Should 
institutions aim for indicators 
that are comparable to other 
institutions (rankings) or create 
mission-driven indicators locally?

• Who are the key stakeholders 
you would include when 
establishing a Theory of Change 
for your unit or institutions? 

Discussion questions 



Thank you for the attention
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