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Why Care About Impact?
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Why Impact is Now Non-Negotiable

CORE FUNDING CRITERION MANDATORY AND OUR LONG-TERM RESEARCH
RESPONSIBILITY AS RELEVANCE
RESEARCHERS AND CAREER IMPACT

Not only for innovation programmes, also research funding
programmes want to see the potential generated impact
(e.g. Research Ireland)
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Outsourcing Your Impact Section:
A Big Mistake

@‘ Impact is not marketing; it's a research activity.

Who benefits and how

Q Writing it yourself shows you

Barriers and risks
understand:

Credible pathways to outcomes

Generic or outsourced text is prone to gaps or inconsistencies
and undermines credibility with evaluators.

#®»  If your impact section is vague or copied from templates, risks
maE and assumptions may not align with your methodology

#] Defining Impact is like designing an experiment for the future:
- you know best the assumptions and evidence.
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Why you must own the Impact

Career & Funding Impact
e Builds skills for:
- future (continuation) proposals
- collaborations with industry and other stakeholders
- policy engagement

e Evaluators reward researchers who understand the
societal, economic, and policy impact

. e Opens opportunities for jobs beyond Academia

- Credibility

e Assumptions align with methodology
e Pathways to impact are realistic and evidence-based

Practical Advice:

« Treat impact like an experiment: collect evidence, identify pathways, test assumptions
« Use logic maps or stakeholder analysis to structure your thinking
* Reach out for support and consult advisors, but define the main points yourself
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“Science is not
finished until it’s
communicated”

Sir Mark Walport, UK
Government Chief Scientific
Advisor
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Policy Contributions as part of your Research

Special
Eurobarometer 557:

68% of Europeans

agree that scientists
should intervene in
political debate to
ensure decisions take
iInto account scientific
evidence.

Source: Sharing scientific evidence with policy makers. A starter kit for EU-funded research and innovation projects (European Commission, 2025

POLICY CYCLE
<

1. Priorities and planning
2. Policy design

3. Consultation
4. Implementation
5. Evaluation

FEEDBACK

PROJECT CYCLE
<

1. Preparation of the topic
2. Call opening

3. Proposal drafting
4. Project implementation

, DOI 10.2848/8625431)

Irelamd's Centre for Al
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The Virtuous Cycle of Research Impact

Legislative proposals
and policy initiatives

Future R&l
funding programmes

SCIENTIFIC ([,
EVIDENCE Evaluation of policy

objectives or legislation

International negotiations

Source: Sharing scientific evidence with policy makers. A starter kit for EU-funded research and innovation projects (European Commission, 2025, DOI 10.2848/8625431)
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R&D personnel by sector, 2023
{% of total employment, based on full-time equivalents)

Why Impact Matters e
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Law
Legal or patents s
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Source: Vitae, 2013 The Career-Wise Researcher
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Why Impact Matters
for Researchers

tea' G Al Rorsasmn Dusbder Wb Tragkee  Took « Forses Logeup Logim

Most Important Research and
S DU et Development Manager Skills in 2025

Innovation Management and Foresight

Az ww srrirace D004, Bocyatn managene s vt snsige a1 e sk b st and

Cross-Disciplinary Collaboration

Crowe dacpinary colsbonation & & crBcu shil for esserch wnd Duvetogenent Marogers n 2034 The corrpbenty

i Dode

Research and Development
Manager Resources

Intellectual Property Knowledge

tadhaztianl propenty 8F) gt i mcrmsencly srennant for Pusesrty aret Dwseicjmsn

A Suap Undterstarcing

Uncover Gaps in Your
Ruwume Skills Section

Une Arstpes Mods 15 srevvom
s rmausie doc messng sols

Source: Teal (https://www.tealhg.com/skills/research-and-development-manager)
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& Hard Skills
2 Soft Skills

Innovation Management and Foresight
(Future Technologies and Market Demand)
Cross-Disciplinary Collaboration

PM Proficiency

Intellectual Property Management
Resourcefulness and Budgeting Acumen
Regulatory Compliance and QA

Strategic Thinking

Environmental and Social Governance (ESG)
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Why Impact Matters for Researchers

|2 7" ® o

HIGHER GRANT STRONGER PROMOTION INCREASED VISIBILITY & EXPANDED CAREER RESILIENCE IN
SUCCESS RATES & TENURE CASES LEADERSHIP INTERNATIONAL AND A VOLATILE FUNDING
OPPORTUNITIES INDUSTRY NETWORKS LANDSCAPE
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W hy | ' pa Ct Contributions to work
. Clearer alignment with programme drafts &
DI CRMPELINE [HrEpostls funder priorities consultations
Matters for P
Clearer narratives, higher , o . .
: Proposals speak the funder’s Institutions with strong impact
Resea I’C h SIS SEoEs language and help shape it insight influence future
funding calls
Managers and
Ad m | N |St rato s Enhanced institutional Deeper partnerships

reputation

Trusted relationships with
Recognition for delivering funders, industry & policy
meaningful results stakeholders

The “Impact Partner” Advantage
More invitations - More strategic roles - More influence
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IMpact as
Career
lNnsurance

Researchers and Institutions that
embed Impact:

Adapt faster to new funding
priorities

Survive policy shifts and
budget constraints

Remain fundable and
relevant

-
A 4
-

Build long-term trust with
funders and partners




Impact in EU Projects

Learning to Love the "Dreaded" Section 2
INn Horizon Europe Proposals
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Activities to establish new knowledge or to explore the
feasibility of a new or improved technology, product,

process, service or solution. y
Innovation

action (lA)

This may include basic and applied research,
technology development and integration, testing,
demonstration and validation of a small-scale
prototype in a laboratory or simulated environment.

"¢ Evaluation criteria (RIAs and IAs)

Activities to produce plans and arrangements
or designs for new, altered or improved
products, processes or services.

These activities may include prototyping,
testing, demonstrating, piloting, large-scale
product validation and market replication.

EXCELLENCE IMPACT! QUALITY AND EFFICIENCY OF THE
IMPLEMENTATION
project’s objectives pathways
outcomes and impacts work
plan
methodology
measures to maximize expected
outcomes and impacts
gender dimension
open science practices participant
consortium
NEW! (1) Simplification of evaluation of impact from WP2026/7 onwards: Scale and significance of contributions are no longer considered.
m European
Proposals aspects are assessed to the extent that the proposed work is within the scope of the work programme topic Commission

Source: European Commission, Horizon Europe Proposal Evaluation Standard Briefing (2025), Version 13.0
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@ Evaluating the impact criteriqn (1/2)

Assess the proposed pathways towards impact:

e |Is the contribution of the project towards the 1) expected outcomes of the topic and 2) the
wider impacts, in the longer term, as specified in the respective destinations of the WP,

credible?

e Are potential barriers to the expected outcomes and impacts identified (i.e. other R&l work
within and beyond Horizon Europe; regulatory environment; targeted markets; user behavior),
and mitigation measures proposed? Is any potential negative environmental outcome or impact
(including when expected results are brought at scale, such as at commercial level) identified?
Is the management of the potential negative impacts properly described?

NEW! Simplification of evaluation of impact from WP2026/7 onwards: Scale and significance of contributions are no longer considered.

Always provide well-supported reasons to justify your evaluation. For instance, if you think
that the contribution of the project towards the expected outcomes of the topic is (or is not)
credible, add always the rationale behind your opinion.

m European
Commission

Source: European Commission, Horizon Europe Proposal Evaluation Standard Briefing (2025), Version 13.0



CeADAR

Irelamd's Centre for Al

@ Evaluating the impact criterion (2/2)

Assess the measures to maximise impact —

Dissemination, exploitation and communication :

e Are the proposed dissemination, exploitation and communication measures suitable for the
project and of good quality? All measures should be proportionate to the scale of the project,

and should contain concrete actions to be implemented both during and after the end of the
project.

e Are the target groups (e.g. scientific community, end users, financial actors, public at large) for
these measures identified?

e |s the strategy for the management of intellectual property properly outlined and suitable to
support exploitation of results?

o If exploitation is expected primarily in non-associated third countries, is it properly justified
how that exploitation is still in the Union’s interest?

Always provide well-supported reasons to justify your evaluation. For instance, if you think ;
that the dissemination, exploitation and communication measures are (or are not) suitable m e
for the project and of good quality, add always the rationale behind your opinion.

Source: European Commission, Horizon Europe Proposal Evaluation Standard Briefing (2025), Version 13.0




Al
CeADAR

Irelamd's Centre for Al

@ How applicants describe the impact

Project’s ...by thinking about the specific contribution the project can
pathway towards make to the expected outcomes and impacts set out in the
impact Work Programme.

PROJECT’'S
RESULTS DISSEMINATION PROJECT'S CONTRIBUTION TO PROJECT'S CONTRIBUTION
INPUTS & EXPLOITATION THE EXPECTED OUTCOME TO THE EXPECTED IMPACT
Successful large-scale
HE grant, : : : . At least 9 European Increase max. passenger
demonstration trial with 3 airports of : : o
human . airports adopt the advanced capacity by 15% and
an advanced forecasting system for — ;
resources, , : N forecasting system that was passenger average throughput
. proactive airport passenger flow : :
expertise, etc. demonstrated during the by 10%, leading to a 28%
management . AN
project reduction in infrastructure
expansion costs
Other project results Other expected outcomes _
Other expected impacts
Implementation Effects
Commission

Source: European Commission, Horizon Europe Proposal Evaluation Standard Briefing (2025), Version 13.0
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Impact is 1/3 of the Score (at least!)

Scores and weighting

Evaluation scores will be awarded for the criteria, and not for the different aspects listed in the
table. For full applications, each criterion will be scored out of 5. The threshold for individual
criteria will be 3. The overall threshold. applying to the sum of the three individual scores, will
be 10.

To determine the ranking for *Innovation actions’, the score for *Impact” will be given a weight
of 1.5.

Proposals that pass the individual threshold AND the overall threshold will be considered for
funding, within the limits of the available call budget. Other proposals will be rejected.

For each group of proposals with the same score, starting with the group achieving the highest
score and continuing in descending order:

1) Proposals that address aspects of the call that have not otherwise been covered by more
haghly ranked proposals will be conssdered to have the highest prionty

2) The proposals identified under 1), of any, will themselves be priontised according to the
scores they have been awarded for “Excellence’. When these scores are equal, pnonty
will be based on scores for 'Impact’ In the case of ‘Innovation actions’, prionity wall be
grven to the score for ‘Impact’, followed by that for ‘Excellence’

Source: Horizon Europe Work Programme 2026-202715. General Annexes (European Commission Decision C(2025) 8493 of 11 December 2025)
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UCD Resources ' UCD IMPACT PLANNING CANVAS et

N\ CHALLENGE RESPONSE UNIQUE VALUE ENGAGEMENT BENEFICIARIES
@ Rasasrch mpact Toolit )/) PROPOSITION

Writing a successful Horizon Europe proposal

Home / Communicate / Writeyg a successiul Hotizon Europe proposal

Horizon Europe ~ The EU's major tunding programme for research and |

funding research that's likely address societal challenges and the Eurom % RESOURCES ' EV'DENCE OF IMPACT

AND TEAM

'FUNDING ' POTENTIAL IMPACT

Source: UCD webpage https://www.ucd.ie/impacttoolkit/communicate/writingasuccessfulhorizoneuropeproposal/
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sing the Logic Map

Start with Why?

Expected Outcomes and
Impact

- Those defined in Topic
Description

- Be creative and bold

Section 2!!!

Why Not Yet?

Analyse Challenges and
current solutions (SotA)

Section 1

With Whom?

Pathway to Impact:
Infrastructure,
Stakeholders and
Networks and how to
reach out to them

Section 2

How?

Identify solutions to the
challenges and how to
measure success

Mechanisms:
Methodology

(Section 1)

and Activities: WP
(Section 3)

What?

Draft Objectives
accordingly

Section 1




Challenges

-

C1

C2

C3
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~

Objectives

02

O3

04
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06

~

Outcomes /
Results

(R1

R2

R3
R4

R5
R6

R7

~

Pathway to
Impact

-

P1

P2

P3

P4

PS5

P6

A\

Expected impact

/

For citizens

For the research
community

/
\

\
p

For SMEs

\

/
\

For decision-
makers

\

)
N
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N/

Vertical-based:
Application 1 xxx

Application 2 xxx
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A2 CyclOps
Logic Map Example

am

Why?

Companies want to
leverage the value of
data they have or may
access (e.g. data
spaces)

Why Not Yet?

Lack of agnostic, low-
literacy, low-cost,
accesible Al tools for
small businesses

Available solutions
require either big
investment without clear
ROI or specialist talent

With Whom?

Industry partners
(SMESs) in the Project,
RTO, technology
providers, technological
consultancy companies
not linked to specific
tech stack

How?

Identify bottlenecks in
the data processing
workflow and develop
tools for each and every
step.

Two iterations of
development of modular
tools

ali
CeADA

retand's Centra for Al
1800

What?

Integrated platform

Interoperable modules
covering the data
pipeline processes
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Logic Map Example

Challenges Objectives Results Pa:tmh\r;vaaé/tto Expected impact
/ \ /01 Understand \ él CyclOps pIatfo% / \ KFor A ) /Industr “based:
users needs and components y '
C1 Literacy P1 Showcase New and more- Tourism:
effective data efficient data-based ourism:
02 Define a pipeline products and personalised recom
, _ services mender systems
C2 Hetereogenity || modular R2 New business management \_ )
architecture models processes Green
P2 Develop easy-to- "\ | Deal: sustainability,
use tools for SMEs For the efficiency, fairer
C3 Data Quality 03_ Ir_nprov_e tech community policies
efficiency in data R3 Know-how on Open source
operations KBS applications an|g developments and Public Procurement:
C4 Computational enriched IKB new KBS know-how fairer access,
requirements O4 Ensure _ - _/ | transparency,
Semantic R4 CyclOps Winter -~ ~ efficiency
C5 SMEs lack Interoperability School P4 Demonstrate For SMEs o
resources to use efficiency in data Competitiveness, Manufact;”_lngb._l_ffflc
open-source tools _ R5 CyclOps management resilience, Iency, sustainability
O5 Validate Awareness campaign and use \sustainability )
components in through social media
C6 Global close-to-market 6 Ethical and looal - N N\
challenges scenarios catandaiegal 1 ps Contribution to For decision-
IS aspects know-how Data community makers
sustainability .
Knowledge to SgntKr?b(Lvtve_rlgw 18 P6 Contribution to E;:;Cft’ SEENES
standardisation

SMEs and -
_ k / \ijgandar.ds | / k / K|rec:ommen ations j k /
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Defining Impact

1. Innovation &
Knowledge
Outputs

How research turns
into usable solutions

New products,
services and
processes

Patents and other
intellectual property

Innovations
introduced to the
market

J

inspired by the EIT KPIs

2. Business 3. Education & 4|f)i|?lfit;,\ilgrrlk§’
Creation & Human Capital Ecosystem

How people become
future innovators

Students trained
and graduates
produced

Development of
entrepreneurial and
innovation skills

Capacity building for
professionals and
researchers

Economic Impact

How ideas generate
growth and jobs

Start-ups created
and supported

Scale-ups
accelerated

Investment attracted
(public and private)

Jobs created

How impact spreads
across Europe

New partnerships
between academia,
industry and society

Geographical reach
of innovations

Dissemination of
results to users,
professionals and
citizens

A body of the European Union -

J J J

Cross-Cutting Strategic Dimensions

What ensures sustainable long-term impact
Regional innovation and inclusion
Gender balance and diversity
Long-term monitoring of results beyond project end

5. Societal &
Systemic Impact

How innovation

improves society
and policy

Uptake of solutions

addressing societal
challenges

Deployment of
solutions in real
environments

Influence on policy,
practices and
behaviour

J

Source: Adapted from EIT Impact Framework 2022 — 2027 https://lwww.eit.europa.eu/library/eit-simplified-impact-framework
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Defining Impact
inspired by the CIMIT GAITS

Source: CIMIT Guidance and Impact Tracking System (GAITS) https://www.gaits.o
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— Summarse the policy issue and make clear
— actionable recommendations based on project results

Impact on Policy

Engage drectly with policyrmakers and gather feechack

Network, build relationshins and reputation

:- B toossi |
= Commission | Identify synergies
Present project findings to a broad audence
Sharlng 2 Network, build relationships and reputation

- = = \ Identily synergies
scientific evidence
With POlicymakers Report on how project resultsiactivities

are relevant for specic policy arcas /
A starter kit for

EU funded )
research & innovation (R&1) projects Cornect to ongoing dulogues and debates

Network with other experts and stakeholders,
\ huild relationships and reputation

Share evidence directly wath policymakers
imnting feadback on policy intiatives w4

A Reach soentifically minded palicymakers
4 ’EH Establich the crediblity of your results

Engage with policymakers

Foster authenticity and personal engagerment
by using researchers’ personal socal media accounts

Source: Sharing scientific evidence with policy makers. A starter kit for EU-funded resear innovation p
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Explore All

EXPLORE INNOVATIONS BY MATURITY LEVELS

—U EC
Resources

Innovation Radar

European Commission: European Exploring Market Ready

Resea rCh Executive Agency' INNove fy exploring value g on tech y Putting conc y Outperforming in innovation
Communication, dissemination & creation opportunities. ‘ ovotion
exploitation what is the difference and prototypes, demanstration) ors, & readiness.Consdered Reody for

why they all matter, Publications Office
of the European Union, 2023

WHAT IS THE DIFFERENCE AND WHY THEY ALL MATTER

s

. Disseminating
European Commission: European and Exploiting
Research Executive Agency, T results
Disseminating and exploiting results — Y e - ' A starten it fox B unded

feseaech and Provation projects

A starter kit for EU-funded research and
innovation projects, Publications Office
of the European Union, 2025

R |



https://innovation-radar.ec.europa.eu/
https://data.europa.eu/doi/10.2848/289075
https://data.europa.eu/doi/10.2848/1949672

Julia Palma
julia.palma@ucd.ie
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Common
lMmpact
Killers

Avoid this Evaluator Traps

Common Drawback

Evaluator Comment

How to Fix It

1. Generic Pathways (e.g., "We will
engage with policy-makers and industry.")

"The proposal fails to identify specific
stakeholders or explain how engagement
leads to adoption."

Name specific organizations (e.g.,
companies, hospitals...), associations,
networks, or EU working groups. Consider
including them as partners.

2. Over-Ambitious Claims (e.g., "This
project will solve global climate change.")

"Claims regarding the scale of impact are
over-ambitious and lack a credible baseline
or calculation."

Focus on significance for a specific target
group. Use realistic numbers and a clear
baseline.

3. Dissemination = Exploitation
(Confusing giving a talk with actual use of
results.)

"The plan describes communication activities
rather than how results will be used
commercially or socially."

Define Use. Explain who will own the result,
if it's open-source, or how it becomes a new
service/product.

4. Missing Barriers Analysis (Ignoring
hurdles like laws, costs, or trust.)

"The applicants have not addressed potential
obstacles to innovation, such as regulatory
hurdles or user reluctance."

Include a "Barriers & Mitigations" table.
Address the "Why Not Yet?" factor honestly.

5. The "Ghost" Work Plan (Impact claims
in Sec 2 aren't in the Sec 3 budget/tasks.)

"Lack of coherence; no specific tasks or
deliverables are assigned to ensure the
exploitation of results.”

Map every Outcome/Result to a specific
Deliverable and Task in the work plan.
Allocate enough PMs.

6. No Quantifiable KPIs (e.g., "We will
improve trust in Al“, “The new process will
be more sustainable.”)

"The proposal lacks clear, measurable Key
Performance Indicators (KPIs) to track
progress toward outcomes."

Use Target Numbers: "Increase adoption
rate by 15%" or "Input provided to 2 specific
standards committees®. Evaluate baseline
and think how to measure progress.

7. Weak IP Strategy (e.g., "We will decide
on IP during the project.")

"Management of Intellectual Property is
insufficiently addressed, risking the
sustainability of results."”

State existing and new IP and specify
access rights for partners, TTO support and
potential protection mechanisms
(publications, patents, licenses...)
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"Impact-by-design" EU Proposal Checklist

1. The Strategic Foundation (The "Why")

[ ] Policy Alignment: Have you identified the specific EU policy goals (e.g., Green Deal, Digital Decade, Al Continent Plan) your project supports?
[ ] Outcome vs. Impact: Are the Outcomes (short-term benefits) clearly distinguished from your Impacts (long-term societal/economic shifts)?
[] The "Why Not Yet?": Have you clearly defined the "barriers" (legal, social, or technical) that currently prevent this impact from happening?

2. Designing the Pathway (The "With Whom")

[ ] Stakeholder Mapping: Have you listed the specific groups (SMEs, policy-makers, citizens) who will actually use your results?

[ ] Credibility Check: Is the pathway realistic? (Avoid "hype"; focus on how you will bridge the gap between your lab and the end-user).

[ ] Negative Side-Effects: Have you identified any potential risks or unintended negative impacts of your research and how to mitigate them?

3. Maximizing Results (The "How")
[ ] The 3 Pillars: Do you have distinct plans for:
« Communication: Reaching the general public, stakeholders and the media?
+ Dissemination: Reaching the potential beneficiaries?
« Exploitation: Ensuring the results are used commercially or invested, by public authorities or socially?
[ ] KER Identification: Have you defined 3-5 Key Exploitable Results (e.g., a software tool, a policy white paper, a training module)?
[ ] IP Management: Is there a clear plan for who owns the IP and how it will be protected to prevent it from being lost (or stolen!)?

4. Coherence & Budget (The "What")

[ ] Cross-Section Consistency: Does every impact claimed in Section 2 have a corresponding activity in the Work Plan (Section 3)?

[ ] Budget Alignment: Is there a dedicated budget and "Person Months" allocated to impact, communication, and exploitation activities?
[ ] Measurability: Do you have KPIs (Key Performance Indicators) to prove to the evaluator that you can track your success?

5. UCD & URMAN Final Polish
[ ] Resource Check: Have you consulted the UCD Impact Toolkit or run your draft by a member of the URMAN group?
[ ] The "Policy Link": Does your proposal highlight how UCD'’s research contributes to Ireland’s and Europe’s strategic autonomy and priorities?
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The "Impact Pitch" Test
Can you finish this sentence in 30 seconds?

*“My project solves the challenge of [X], creating the result
[Y], which will be used by [Z Stakeholders] to achieve the
long-term impact of [A]."
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