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About NFA
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• Independent research institute

• Governed by Board of Directors

• Under oversight of the Ministry of 

Employment

• About 130 FTE

• 105 FTE research personnel

• Funding, 50% block grant, 50% research 

grants

• Key stakeholders are Ministry of Employment, 

Work Environment Authority, social partners, 

intermediaries

About the Danish National Research Centre for the Working Environment

Epidemiological Research

Intervention Research

Implementation Research

Economics

Digital Solutions

Psycho-social Ergonomics Accidents and safety chemistry

Executive

Management

OSH 

Economics
ErgonomicsPsycho Social

Accidents

and Safety
Chemistry

Support 

Functions

NFA
National Research Centre 

for the Working Environment

• Legal mandate to conduct applied research  

• Multidisciplinary research

• About 170 ongoing research projects

• About 200 peer-reviewed articles annually

• Communication mainly digital through SoMe platforms 



Why
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Why

Stakeholders

Perception

History

Context

Accountability

Legal mandate

Applied research

Public funding

Funders’ expectations

Scientific quality

Balancing academic and 

societal impact
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Societal impact = Contribute to improved occupational safety and health

if NFA has requisite capabilities 

and if NFA’s research resonates 
with key stakeholders’ demands

and if NFA’s researchers engage in 
productive interactions with 
stakeholders throughout the 
research process

and if the research products are 
perceived useful by the target 
population

then NFA’s research will be used

which will contribute to changes at 
the workplaces and improvement 
in occupational safety and health 
either directly or indirectly (policy 
and regulation)
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and if the NFA adequately 

reaches its target population



Stakeholders: Political decision makers, social partners, workplace parties, knowledge brokers, local activists

Best available evidence: research findings, evidence-based methods, tools and technologies

Societal demands

and research 

funding

Research and 

dissemination

activities

NFA capabilities NFA products

Productive

interactions

Changes at policy 

level

Changes at 

professional level

Changes at 

workplaces, 

leaders, 

employees, etc. 

Workplace

priorities and 

capabilities

Improvements in 

occupational safety

and health

Indirect impact

pathways

Indirect impact

pathways

Direct impact

activities and 

pathways

Exchange

ExchangePullPull

PullContribute

Inputs Activities Outputs Immediate

outcome

Intermediate

outcome

Long term 

outcome

General feedback



What
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Theoretical inspiration – Organizational design

Human 

Capital

Organizational culturePhysical infrastructure

Vision, values, goals Reward-systems

Tasks

Technology Structure

Context

History Align performance contracts,

job descriptions with strategy
New business strategy

New research programs

New types of research

Digital communication

Modernization of 

building interior

New ERP, Portfolio and 

Performance information, AV 

systems
Prioritize support functions

Job Descriptions

Strategic HRD

Managerial Team

Stakeholder management

Societal impact orientation

Source: Ry Nielsen, JC & Ry M (2002) ”Anderledes tanker om Leavitt – en klassiker i ny belysning” Nyt fra Samfundsvidenskaberne, Copenhagen 



Strategy Components – Creating societal impact 

Strategy for 

Societal Impact

Governance
Stakeholder

Management

Thought 

Leader

Human 

Capabilities 

Technology Communication

Governance

• Align strategies

• Research portfolio management

• Performance contracts

• Job descriptions

Human Capabilities

• HRD program

• Research Impact experts

• Feedback processes

Technology

• M&E system

• Routine measurement and analysis

• Theories of change

• Templates

• (Impact taxonomy)

Stakeholder Management

• Differentiated stakeholder engagement

• Key account management

• Systematic involvement in research 

process

Thought Leader

• Published methodologies

• Published impact cases

• Conference proceedings

Communication

• Digital communication

• Technological infrastructure

• Training and advocacy
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Internal orientation External orientation



How
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Strategy Components – Creating societal impact 

Strategy for 

Societal Impact

Governance
Stakeholder

Management

Thought 

Leader

Human 

Capabilities 

Technology Communication

Governance

• Align strategies

• Research portfolio management

• Performance contracts

• Job descriptions

Human Capabilities

• HRD program

• Research Impact experts

• Feedback processes

Technology

• M&E system

• Routine measurement and analysis

• Theories of change

• Templates

• (Impact taxonomy)

Stakeholder Management

• Differentiated stakeholder engagement

• Key account management

• Systematic involvement in research 

process

Thought Leader

• Published methodologies

• Published impact cases

• Conference proceedings

Communication

• Digital communication

• Technological infrastructure

• Training and advocacy
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Inputs Activities Outputs Immediate

outcome

Intermediate

outcome

Long-term 

outcome

• Financial 

resources

• Research 

funding

• Human capital

• Technology
• Dissemination

processes

• Scientific articles

• Books and 

reports

• Conference 

papers

• Research 

products

• Academic 

citations

• Decision-maker

perceived

usefulness • Upstream impact

on policy and 

regulation
• Research 

processes

• Presentations

• Webinars

• Website

• SoMe posts

• Newsletters

• Media 

engagements

• SoMe followers

• SoMe

impressions

• Media citations

• Knowledge 

broker reach

• Decision-maker

use

• Knowledge 

broker perceived

usefulness

• Knowledge 

broker use

• Downstream

impacts health

and safety

improvements

Enterprise Ressource Planning and 

Project Management System 

Research Information 

Management System

Web of Science

SoMe platforms, 

Media monitor

SII:OHSR

Policy Impact Model

Societal impact

evaluation

Impact cases

• Presentation 

participants

• Webinar

participants



Key delivery mechanisms for change

01
Technology

02 
Human capabilites

03 
Stakeholder management

• Build the M&E system

• Share in organization

• Learn

• Act

• Align HRD with strategy

• Deliver training

• Work with protagonists

Integrate societal impact

expectations in job 

descriptions

Align reward structures with 

societal impact

• Engage systematically with 

stakeholders

• Tailored communication
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Governance
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So what
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Development of SII:OHSR 2021-22 Three percent 
increase in 
societal impact

Driven by reach

All sub indices statistically significant

Follow up analyses on segment with low

performance

Corrective actions: 

➢ More in depth articles in newsletters

➢ Engage with mandatory OSH 

certification programs    

Source: NFA internal report, 2022

17

Index adjusted for focus on OHS, OHS experience and job function.  * p<.05   ** p<.0001 

41,4

32,2

61,4

35,7

42,7

33,9

64,0

37,1

IMPACT INDEX REACH USABILITY USE

Impact index and sub indices

2021 2022

3.1%*

5.5%**

4.3%**

4.0%*



Thank you!

Follow NFA on LinkedIn 

Steffen Bohni Nielsen

Director General

sbn@nfa.dk

+45 6115 5366

24 May 2023
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Instigating cultural change
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Oranizational Culture = Observable ideational and behavioral patterns in 
organizations

Culture is powerfully shaped by 
incentives

Culture is a collaborative process 
of sense-making

Culture is values and rituals that
integrate members into the 
organization

Culture is the organization’s
immune system

Organizational culture is shaped 
by the wider culture in which it is 
embedded

Organizational culture is not 
monolithic. Subcultures exist
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Culture is a social control 

system
Organizational culture is dynamic



• Why some employees adop change faster 

than others

• Based Diffusion of innovation theory (Rogers)

• Emphasizes importance of : 

o Interpersonal communication when ideas

and belief spread

o Focus on who’s ideas and say is 

respected and accepted within the 

organization

Recipient groups
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Time
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Innovators Early

Adoptors

Early Majority

Late

Majority

Laggards

Critical

mass

Source: Hall, G. & Hord, S. (2015). Implementing Change – Patterns. Principles and Potholes, 244-246.

3%

14%

34%

34%

16%



“
Leadership lessons

1. Communicate communicate communicate!!

2. Be aware of informal information pathways within the organization

3. Opinion-makers play a key role

4. Focus on three early groups. Ignore late majority and laggards unless they

are leaders
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Feed up expectations

Follow up on processes

Feedback on deliverables

Feed forward towards goals

LEADERSHIP

Formal incentives -

Job descriptions

Performance contracts

Informal incentives –

appreciation and recognition

INCENTIVES

Internal communication

External communication 

Symbols and artefacts

COMMUNICATION

Select your leadership team

Leading scientist allies

Focus on positive change 

makers

ALLIES

L I C A

Levers towards cultural change



Thank you!

Follow NFA on LinkedIn 

Steffen Bohni Nielsen

Director General

sbn@nfa.dk

+45 6115 5366

24 May 2023
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