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PART 1 - TRAINING RESEARCHERS TO

BECOME IMPACT LITERATE
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3+1 TOPICS ON THE AGENDA

✓ SCOPE
• Definitions & lingo, institutional context

✓ DECISIVE DUO
• Stakeholder analysis, communication strategy

✓ STRUCTURED APPROACH
• Impact planning (flipping your approach), specificity & feasibility

✓ EU FUNDING



1. SCOPE
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✓ DEFINITIONS & FUNDERS’ LINGO
• Is it all impact?

• Is it a broad definition of impact?

• Most important tip: identify what is process (pathway to impact) and 

what is effect/result?

• What is being rewarded? Impact may be big or small, local or 

global, instrumental (direct change) or 

conceptual (ideas, feelings), quantitative 

or qualitative

There is no single type of impact.
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From: REF 2014 

Guidelines

1. SCOPE – EXAMPLE REF DEFINITIONS



7

From: REF 2014 

Guidelines
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From: REF 2021 

Guidelines

1. SCOPE – EXAMPLE REF DEFINITIONS
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From: REF 2021 

Guidelines
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1. SCOPE - PATHWAYS



1. SCOPE

11

→ adapt your support/language to context 

(what does impact signify with a specific funder?)



1. SCOPE

12

✓ INSTITUTIONAL CONTEXT
https://www.emeraldpublishing.com/wordpress/wp-content/uploads/Emerald-Resources-Institutional-Healthcheck-

Workbook.pdf

• Commitment: strategy, incentives & rewards, funding & support

• Connectivity: connected teams, co-ordinated activities

• Co-production: support for partnerships & engagement, knowledge on 

co-creation

• Competencies: available expertise, training

• Clarity: transparant strategy, transparant support, responsibilities, 

transparant evaluation

→ context influences how you support researchers, how you have 

conversations with them

→ what in-house services/support/platforms are available? (makes for more 

feasible proposals)

https://www.emeraldpublishing.com/wordpress/wp-content/uploads/Emerald-Resources-Institutional-Healthcheck-Workbook.pdf


1. SCOPE
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✓ SOME CHARACTERISTICS to complicate the

conversation:
• Non-linear – iterative – throughout research lifecycle

• Relationships rather than demonstrable effect? (‘productive

interactions’)

• Timelag – attribution

• Planable versus serendipity & context-dependent



2. DECISIVE DUO
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✓ STAKEHOLDER ANALYSIS:
• Who has an interest in the research?

• Help frame the problem/research question

• Co-produce the research

• Help communicate the work

• Provide data

• Benefit from the work

• Use the work (end-user)

• How and when are you going to engage these people?

• Be specific!



2. DECISIVE DUO
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✓ COMMUNICATION STRATEGY:
• Linked to stakeholders

• What is relevant for them?

• How can they help?

• Public or stakeholder?

• What platforms/support is available in-house?

• Storytelling

• Attention and reach is NOT impact



2. DECISIVE DUO
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✓ RESPONSIBILITIES & COMPETENCIES:
• Who has the impact?

• What skills do you need to make the impact happen?

• Do not forget about ethical and legal issues

• What challenges are you or your stakeholders likely to

experience?

From: Sarah Morton



3. STRUCTURED APPROACH
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✓ PLANNING FOR IMPACT:
• All of the above

• Define your pathway(s): choose a model

• (allow for opportunities along the way: leaky pipeline of 

impact planning)



3. STRUCTURED APPROACH
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✓ Choose a model to help you out

FLIPPING YOUR APPROACH

SO WHAT?

Activities Outputs Outcomes Impact

HOW?

Problem

✓ OTHER POSSIBILITIES

• Theory of Change

• Logic model

• …



3. STRUCTURED APPROACH
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✓ IMPACT PLAN:
• All of the above

• Define your pathway(s): choose a model > FLIP YOUR 

APPROACH

• (allow for opportunities along the way: leaky pipeline of 

impact planning)

✓ FEASIBLE & SPECIFIC
• More about the ‘how’

• Do not overlook the realities of implementation and 

context

✓ WHAT IS SUCCESSFUL?
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✓ Frame the problem
• 2 levels: the overall problem + specific part of this problem you are 

focused on

✓ Frame the impact by flipping the problem

✓ Identify indicators & evidence
• What changes, how will you know, how can you demonstrate it?

✓ Identify stakeholders & beneficiaries
• Who – be specific. Why are they important? What role do they play in your

research/impact?

✓ Co-produce impact
• When do these stakeholders need to be involved (research, dissemination, 

uptake, implementation)?

• How are you going to engage them? What skills do you need?

3. STRUCTURED APPROACH



3. STRUCTURED APPROACH
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✓ IMPACT PLANNING: Impact Literacy Workbook (Julie 

Bayley & David Phipps - Emerald Publishing) 

https://www.emeraldgrouppublishing.com/sites/default/

files/2020-

06/Impact%20Literacy%20Workbook%20Final.pdf

https://www.emeraldgrouppublishing.com/sites/default/files/2020-06/Impact%20Literacy%20Workbook%20Final.pdf


SOME OTHER RESOURCES

22

✓ Accomplissh Impact Planning Guide: https://3db107a1-4dca-

4f9e-9ea7-

b7db9e04fa9e.filesusr.com/ugd/35d470_62deffc170834b359

87d4fc0ee5e08a8.pdf

✓ NABI Guiding principles: https://broaderimpacts.net/wp-

content/uploads/2016/05/nabi_guiding_principles.pdf

✓ Fast Track Impact: https://www.fasttrackimpact.com/

https://3db107a1-4dca-4f9e-9ea7-b7db9e04fa9e.filesusr.com/ugd/35d470_62deffc170834b35987d4fc0ee5e08a8.pdf
https://broaderimpacts.net/wp-content/uploads/2016/05/nabi_guiding_principles.pdf
https://www.fasttrackimpact.com/


IMPACT ASSESSMENT CHECKLIST
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IMPACT ASSESSMENT CHECKLIST



+1 EU FUNDING
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Horizon Europe seeks out novel and groundbreaking research projects that truly tackle global 
challenges. For this reason, they should have profound value (=impact).

https://enspire.science/how-to-approach-the-horizon-europe-impact-section-for-collaborative-projects/

Horizon Europe has defined 3 
types of impacts, tracked with key 
Impact Pathways (KIP).

https://enspire.science/how-to-approach-the-horizon-europe-impact-section-for-collaborative-projects/


+1 EU FUNDING
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THINGS TO WATCH
Credibility of the pathways to achieve the expected 
outcomes and impacts specified in the work programme, 
and the likely scale and significance of the contributions 
due to the project.

Suitability and quality of the measures to maximise
expected outcomes and impacts, as set out in the 
dissemination and exploitation plan, including 
communication activities.



+1 EU FUNDING
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• What the European Commission is looking for is a specific contribution of your specific project to the topic’s 
expected outcomes and the Destination’s and Work Programme’s wider, expected impacts. When 
approaching the actual writing of the ‘Impact’ section, consider starting with sub-section 2.3 – Summary 
canvas. Pinpointing the most important messages you wish to convey in this section can assist you later on 
to flesh them out into a robust, coherent narrative, as requested in sub-section 2.1 (“project’s pathways 
towards impact”).

• To score highly on this section you will need to include baselines, benchmarks and assumptions showing 
where we are now and where we will be at the end of the project and beyond. You are also expected to 
identify possible barriers arising from factors beyond the scope and duration of your project that may 
determine whether the desired outcomes and impacts are achieved. You will then need to provide 
suggestions for the possible mitigation of these barriers.



+1 EU FUNDING
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- Write a narrative (avoid using tables)

- Consider how each of the expected outcomes 
is addressed in your project. You should 
foresee project activities linked to each of the 
expected outcomes. The results of your 
project will have to directly link with the 
expected outcomes. Evaluators consider these 
outcomes to be critical to contribute to the 
longer term impact as described in the 
Destination of the work programme. The call 
text defines the expected outcomes and 
impact, but not the way to reach these. It is 
up to you as researcher and innovator to 
propose the best solution, and to describe this 
“pathway to impact” in this section. Describe 
how you will contribute to the expected 
outcomes, as well as the expected impact on 
the longer term.

- Writing this section requires thinking ahead. What 
will happen after the end of a project in terms of 
sustainability?

- Before writing this section, make a grid in which 
you link project activities, results (key exploitable 
results), exploitation routes, outcomes and 
impact. It is recommended to prepare section 2.1 
combined with section 2.2 to ensure a good match 
between the project’s pathway to impact and the 
proposed dissemination, communication, and 
exploitation strategy. Avoid overlap between the 
two sections.

- Consider that impact can happen in several areas 
(scientific, economical/technological and/or 
societal/cultural). Add these elements to the grid.

- Consider who will benefit from your ‘innovation’ 
(target users or beneficiaries). Also add this 
information to the grid.



PART 2 – INSTITUTIONAL INFRASTRUCTURE

AND SUPPORT
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ROLE FOR RESADMIN
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✓ INSTITUTIONAL CONTEXT
https://www.emeraldpublishing.com/wordpress/wp-content/uploads/Emerald-Resources-Institutional-Healthcheck-

Workbook.pdf

• Commitment: strategy, incentives & rewards, funding & support

• Connectivity: connected teams, co-ordinated activities

• Co-production: support for partnerships & engagement, knowledge on 

co-creation

• Competencies: available expertise, training

• Clarity: transparant strategy, transparant support, responsibilities, 

transparant evaluation

→ context influences how you support researchers, how you have 

conversations with them

→ what in-house services/support/platforms are available? (makes for more 

feasible proposals)

https://www.emeraldpublishing.com/wordpress/wp-content/uploads/Emerald-Resources-Institutional-Healthcheck-Workbook.pdf


ROLE OF RESADMIN
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✓ Building impact literacy
(Phipps & Bayley)



ROLE OF RESADMIN
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✓ Building impact literacy

✓ Know your place



GHENT UNIVERSITY
© UGent, Jonas Vandecasteele en Yentl Vandendriessche
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Research 

Department

Research Co-

ordination Office

EU team

Technology 

Transfer Office
University Library

Policy and Quality

Enhancement Unit

Impact policy
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Over 270 
projects

HES rank 28th

>300 projects

And 
counting… 

HES rank 27th

EU FUNDING

72

+20 VIB



EU-TEAM
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Recent expansion to 26 staff members: https://www.ugent.be/en/news-events/extra-support-european-research-

funding.htm

Three subteams: People, Planet, Prosperity

• 4 Project advisors: 

• General questions about the call modalities and eligibility criteria

• Budget check and administrative check of project applications

• Guidance at the start of project and help with all kinds of questions

• 7 Accountmanagers: Project scoping, partnering and proposal development

• 5 Project managers: Project management of Horizon Europe Coordinator projects

• 6 Financial advisors: Support and advice for financial reports and audits

• 2 Administrative assistants: Administrative support with project proposals

• and 2 European policy advisors: advise Ghent University management and the entire research community on 

horizontal developments in European Research and Innovation policy and make suggestions to align Ghent 

University strategy accordingly

And in addition: at the Technology Transfer Office: 2 Legal advisors and 2 account / innovation managers.

https://www.ugent.be/en/research/funding/eu-
int/euteam.htm

https://www.ugent.be/en/news-events/extra-support-european-research-funding.htm
https://www.ugent.be/en/research/funding/eu-int/euteam.htm


EU-TEAM
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Research 

Department

Research Co-

ordination Office

EU team

Technology 

Transfer Office
University Library

Policy and Quality

Enhancement Unit

Impact policy



Policy

People

Platforms

INSTITUTIONAL POLICY ON SOCIETAL IMPACT
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✓ Cherry picking from institutional policy plan 

(2015)
• https://www.ugent.be/en/research/science-society/impact/soc-

impact.htm

• Roadmap of possible changes

• Common understanding: valorisation/value creation > impact

• Taxonomy of pathways to impact

✓Link with SSH strategy

✓Interdisciplinarity, even transdisciplinarity

✓Open science

https://www.ugent.be/en/research/science-society/impact/soc-impact.htm
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✓ Different approach to assessment
• Portfolio of research dimensions: integrated approach: 

https://www.ugent.be/en/research/research-strategy/evaluation

• Responsible use of indicators and descriptors (signatory of DORA) 

• New career and progression model for professors

• Group level instead of individual

• Case studies: narratives, focus on process & interactions (research in 

context)

✓Funding
• Separate fund for societal value creation activities: 

https://www.ugent.be/en/research/funding/bof/socvalfund

• Generic and tailored advice for other funding sources

https://www.ugent.be/en/research/research-strategy/evaluation
https://www.ugent.be/en/research/funding/bof/socvalfund
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✓ Impact literacy
• Training

• Plan ahead, be able to articulate impact

• Understand funding requirements

• Cf. knowledge brokers
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✓ (central impact policy advisor)

✓ (Tech Transfer Office)

✓ (Funding units: Development co-operation, EU, but 

also Flemish and Federal funding…
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✓ Strategic investment in impact knowledge brokers 

(IDC)
• 10 brokers embedded in interdisciplinary research consortia aimed at societal

impact

• Funded by university’s Special Research Fund (complementary to Business 

Developers funded by Industrial Research Fund)

• Separate career model for postdoc based on new professorial model

• Part of Research Dept + community of practice (decentralised network, train-

the-trainer)

• Underlying consortium

• Selection based on impact plan

• Evaluation on the basis of (1) pathways to impact and (2) case study

https://www.ugent.be/en/research/science-society/idc

https://www.ugent.be/en/research/science-society/idc
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✓ Mix of ‘regions of impact’
• Importance of local impact and stakeholders

• Links with educational policy domain (CSL)

• Development co-ordination

✓ University-wide PE & outreach platforms
• Extensive scicomm events + collaboration with Sustainability

• De Krook

• Ghent University Museum

✓ (Inter)National networks & projects

✓ Adapted communication (incl. case studies/success

stories)
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✓ GISMO: making impact activities & expertise visible
• E-CV (reusable data)

✓Altmetric



LESSONS SO FAR
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✓ Co-create policy and infrastructure

✓ Group effort 

✓ Longterm relationship of trust with stakeholders

✓ Not a straight-forward job



Esther De Smet
Sr. Research Policy Advisor

RESEARCH DEPARTMENT

E esther.desmet@ugent.be

T +32 9 264 30 23

www.ugent.be/en/research

Twitter: @ResearchUGent

(personal: @sterretje8)


