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LEARNING OBJECTIVES

Implementing for Impact Part A: 
Incorporating Monitoring Systems to Track Societal Impact

1. Selecting metrics that matter – understanding the ‘What’, ‘Why’ and ‘Who’ of impact

2. Identifying monitoring tools for measuring institutional and societal impact

3. Reviewing considerations for ‘fit for purpose’ measurement approaches

Acknowledgement: Some of the material based on ISRIA syllabus http://www.theinternationalschoolonria.com
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• The IAL partners with ecosystem 
players to amplify and activate  the 
economic and societal impact of their 
Research and Innovation investments

• We are a network of global and local 
impact experts 

• We work with institutions to enhance 
their capacity by incorporating 
performance and impact management 
systems that generate value and 
provide benefits to their community

WHO WE ARE:
THE PURPOSE OF THE 
IMPACT ACTION LAB



INTERNAL (Culture) EXTERNAL (Collaborators)

ALIGNED 
INVESTMENTS

CLIENT JOURNEY & 
INNOVATION ROADMAP

MEASURE  COMMUNICATE  

PLAN EXECUTE MANAGE

PIMS helps align 
organizational purpose and 

processes to achieve 
targeted outcomes and 

impact 

Source:  Alberta Innovates PIMS 3.0  May 21 , 2022

HOW DO WE DO THAT?
By incorporating Performance and Impact 
Management Systems (PIMS)



1. SELECTING METRICS THAT MATTER
- UNDERSTANDING CONTEXT OF WHAT, WHY AND WHO 
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START WITH THE 
END IN MIND -

INTENDED
IMPACTS 





The plain language question for measuring 
research impact in any sector is trying to 

answer:

Has the research (science) made a 
difference?

Simple question… but answering it is anything but simple in the multi-
dimensional and complex ‘real world’ of research and impacts.
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UNDERSTANDING ‘WHAT’ IS IMPACT

 “Positive and negative, primary and secondary long-term effects produced by a 
development intervention, directory or indirectly, intended or unintended” 
(OECD, 2002)

 “An effect on, change or benefit to the economy, society, culture, public policy or 
services, health, the environment or quality of life, beyond academia” (REF, UK)

MANY IMPACT DEFINITIONS.....

Understanding societal  impact in the context of your jurisdictional ecosystem
Understanding how societal Impact is defined at your Institution?
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 ACCOUNTABILITY
To promote responsible management of funds 
to taxpayers, donors, etc.

 ADVOCACY
“Make the case” for research funding

 ANALYSIS
What works in research funding?

 ALLOCATION
What to fund (institution, field, people, etc.)

UNDERSTANDING THE “WHY” OR INSTITUTIONAL 
MOTIVATIONS FOR IMPACT

Morgan Jones, M., & Grant, J. Making the Grade: Methodologies for assessing and evidencing research 
impact in Dean et al (Eds) (2013) 7 Essays on Impact. DESCRIBE Project Report for Jisc. University of Exeter.

THE 4A’S

https://www.exeter.ac.uk/media/universityofexeter/research/ourresearchexcellence/describeproject/pdfs/2013_06_04_7_Essays_on_Impact_FINAL.pdf


UNDERSTANDING YOUR INSTITUTIONAL STRATEGY

Institutional Strategic Alignment 
- Vision & mission/purpose
- Values
- Goals & objectives
- Internal institutional impact reporting 

requirements
- External impact reporting requirements
- Internal/external ecosystem research excellence 

and impact assessment frameworks 
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UNDERSTANDING “WHO” YOUR INSTITUTION WANTS TO 
IMPACT

Public, Policymakers, Patients, Community Groups…..

WHO ARE THE COMMUNITIES AND BENEFICIARIES OF YOUR 
RESEARCH THAT YOU WANT TO EFFECT?

WHO IS INTERESTED IN YOUR IMPACT AND WHAT QUESTIONS DO 
YOU NEED TO ANSWER?



“Our purpose as a university is to contribute 
to the body of world knowledge while 

simultaneously engaging our students in 
learning guided by processes of discovery, 
creativity, and innovation. The knowledge 

that we create promotes cultural 
understanding and social justice, improves 

quality of life, and helps to secure a 
prosperous and sustainable future”

Source: University of Calgary, Academic Plan 2018-23

GROUP 
DISCUSSION

Discussion questions:
1. What are the societal impacts for this University?
2. What are your institution’s intended societal impacts?

https://www.ucalgary.ca/provost/sites/default/files/teams/1/academic_plan_20180130_web.pdf


2. IDENTIFYING MONITORING TOOLS FOR 
MEASUREMENT 
- DEFINING INDICATORS OF SUCCESS 
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DEMONSTRATE IMPACT

HOW? 



PERENNIAL CHALLENGES IN MEASURING IMPACT

Time Lags 

Attribution and Contribution

Transaction Costs

Unit of Analysis 

Images: Unsplash, Flaticon

Quality

https://unsplash.com/
https://www.flaticon.com/


LEVERAGING EXISTING SYSTEMS 

Measurement Systems  

Performance 
Monitoring

Evaluations

Assessments



MEASUREMENT SYSTEMS - USING INDICATORS 
AND MEASURES TO TRACK PROGRESS TO IMPACT 



LEADING AND LAGGING INDICATORS 



RESEARCH LITERATURE:
• Frameworks and indicators
• White papers, Guidelines and standards 
• Systematic literature reviews

MIXED DATA COLLECTION METHODS:
• Mix of qualitative and quantitative indicators
• Assessments/evaluations (Economic, Environmental, Health, Social etc.) 
• Impact case studies  and surveys

INSTITUTIONAL DATA SOURCES:
• Monitoring and Reporting Tools 
• Grant Management – applications and end or grant reports  

SOURCES FOR GENERATING IMPACT INDICATORS 
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 Research Excellence Framework (REF), UK – assesses performance of UK universities to determine 
funding allocation

 National Science Foundation, US – assesses intellectual merit (advancing knowledge) as well as the 
broader impacts (societal benefits)

 Excellence in Research for Australia (ERA), AU – uses bibliometrics, and other quantitative indicators, to 
map R&D output

 Canadian Academy of Health Science (CAHS), CA – aims to provide  consistency and comparability while 
retaining flexibility

 The Standard Evaluation Protocol (SEP), NL - describes the methods used to assess research conducted 
at Dutch universities and Netherlands Organisation for Scientific Research (NOW) and Academy 
institutes every six years.

 
 

 
 

 
 

 
 

 

DOES YOUR JURISDICTION HAVE A RESEARCH IMPACT 
FRAMEWORK? THESE FRAMEWORKS OUTLINE IMPACT ASSESSMENT CRITERIA AND MEASURES
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ILLUSTRATIVE EXAMPLE - CAHS IMPACT FRAMEWORK

Pathways to Impact

Advancing 
Knowledge

Capacity 
Building

Informing 
Decision 
Making

Health 
Impacts

Broad 
Economic and 
Social Impacts

ACADEMIC 
IMPACT

SOCIETAL IMPACT

Frank et al. Canadian Academy of Health Sciences (2009) Making an Impact: A preferred framework and indicators to measure returns on 
investment in health research

https://cahs-acss.ca/making-an-impact-a-preferred-framework-and-indicators-to-measure-returns-on-investment-in-health-research/
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CAHS SAMPLE MENU OF INDICATORS

Advancing 
Knowledge

• Relative citation impact
• Highly cited publications
• Publications in high quality 

outlets
• Co-author analysis
• Field analysis of citations

Capacity 
Building 

• Graduated research students in 
health-related subjects

• Number of research and 
research related staff in Canada

• Levels of additional research 
funding

• Infrastructure grants ($)

Informing 
Decision Making

• Use of research in guidelines
• Consulting to policy
• Number of patents licensed

Health Impacts • Adherence to clinical guidelines
• QALYs
• PROMs
• Wait times

Broad Economic 
& Social Impacts

• Licensing returns ($)
• Product sales revenues ($)
• Valuation of spin out companies ($)
• Happiness
• Socio-economic status

Academic Impact Wider Impact

Multiple Data Methods and Sources 

Institutional 
Purpose and 

Targeted Impacts



ISRIA IMPACT STATEMENTRESEARCH METRICS STANDARDS

DOES YOUR INSTITUTION FOLLOW STANDARDS OR GUIDELINES
Guidelines, Manifesto, Standards, Frameworks, Professional Organizations

RECOMMENDATIONS AEA – EVALUATION ASSOCIATIONS

https://sfdora.org/ http://www.leidenmanifesto.org/ https://health-policy-
systems.biomedcentral.com/articles/10.1186/s1296
1-018-0281-5

https://higherlogicdownload.s3.amazonaws.com/
EVAL/271cd2f8-8b7f-49ea-b925-
e6197743f402/UploadedImages/RTD%20Images/
FINAL_RTD_Paper_20150303.pdf

https://sfdora.org/
http://www.leidenmanifesto.org/
https://health-policy-systems.biomedcentral.com/articles/10.1186/s12961-018-0281-5
https://higherlogicdownload.s3.amazonaws.com/EVAL/271cd2f8-8b7f-49ea-b925-e6197743f402/UploadedImages/RTD%20Images/FINAL_RTD_Paper_20150303.pdf


EXAMPLE OF MONITORING TOOLS TO TRACK PROGRESS 

Other Institutional Monitoring tools 
• Resumes - ORCID
• Financial 
• Human Resource 
• Customer Relationship Management 
• Communications and Marketing 
• Grant Management

• Grant applications & end of grant reports
• Impact Narratives

Impact reporting tools
• Altmetric
• Dimensions
• Grow Impact
• InCites (Clarivate)
• Pure, SciVal (Elsevier)
• Researchfish
• Vertigo Ventures Impact Tracker

MAPPING TOOLS ACROSS THE RESEARCH LIFE CYCLE 



INPUTS
• Budget, staff, partners, technology.. 

Reactions
Degree of satisfaction; level of interest; 
feelings toward activities, educational 
methods 

KEY IMPLEMENTATION 
ACTIONS

OUTCOMES
MID TO LONG TERM

CUSTOMIZING AND BALANCING INDICATORS ALONG PATHWAYS 

OUTPUTS

IMPACTS

Monitor progress to 
plans

Direct results of actions

Participation
Number and characteristics of clients 
reached; frequency and intensity of contact

Learning
Changes in knowledge, attitudes, skills 
aspirations

Actions
Changes in behaviours, practices, policies, 
processes, products, solutions adopted

Economic, Environmental, Health, Social 

Direct 
Control of 
Institution

Direct 
Influence  

Indirect 
Influence  

OUTCOMES
SHORT TERM



CRITERIA FOR SELECTING A BALANCED SET OF INDICATORS

Source: HM TREASURY, CABINET OFFICE, NATIONAL AUDIT OFFICE, AUDIT COMMISSION, and OFFICE FOR NATIONAL STATISTICS, 
2001. Choosing the Right FABRIC: A Framework for Performance Information. London, UK: HM Stationary Office.

https://www.nao.org.uk/report/choosing-the-right-fabric-3/


Discussion questions:

1. Are there other tools that your institution uses?

- Any emerging tools or practices on your radar?

2. What are some of the indicators of interest for your institution?
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GROUP 
DISCUSSION 



3. FIT FOR PURPOSE CONSIDERATIONS
- TRADE OFFS 
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FIT FOR PURPOSE CONSIDERATIONS FOR MEASURING 

• Context and strategic alignment  
• Unit of analysis for indicators 
• Time to achieve impact
• Flexibility versus Comparability

Macro 

Meso 

Micro 

Society
Research & Innovation 

Ecosystem

Organization/Institution
Field/Department/Portfolio

Individual
Project 

Unit of analysis  



TWO APPROACHES



TWO APPROACHES: NAPHRO INDICATORS



TWO APPROACHES: CSIRO FIT FOR PURPOSE 
INDICATORS



• Metrics that matter are guided by institutional 
purpose and strategy

• Monitoring measures helps track progress to 
impact and achievement of goals
- Progress metrics inform action and decisions to adjust

• Use metrics responsibly and select a balanced set 
of KPIs using criteria
- Measurement is a science

Don’t rush the process

Key Messages



KEY RESOURCES

Wilsdon J, et al. (2015). The metric tide. Report of the independent review of the role of metrics in 
research assessment and management. HEFCE.

Graham KE, et al. (2018). Assessing health research and innovation impact: evolution of a 
framework and tools in Alberta, Canada. Frontiers in Research Metrics and Analytics, 3, 25.

Adam P, et al. (2018). ISRIA statement: ten-point guidelines for an effective process of research 
impact assessment. Research Policy and Systems, 16, 8.

Ling T, & Villalba van Dijk L. (2009) Performance audit handbook: Routes to effective evaluation. 
RAND Europe.

Guthrie S, et al. (2016). 100 Metrics to assess and communicate the value of biomedical research: 
An ideas book. Santa Monica, CA: RAND Corporation.

https://www.ukri.org/publications/review-of-metrics-in-research-assessment-and-management/
https://doi.org/10.3389/frma.2018.00025
https://doi.org/10.1186/s12961-018-0281-5
https://www.rand.org/pubs/technical_reports/TR788.html
https://www.rand.org/pubs/research_reports/RR1606.html.


THANK YOU.
Kathryn.graham@albertainnovates.ca
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