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The Europeana Impact Playbook
Impact assessments provide you with information about how your work creates value
(and could create more value) in the world around you. They help you to formulate your
contribution to society and to make decisions about where you are doing well and where
you can do better. Let’s start with what we mean by impact, as set out in Phase one of the
Impact Playbook:

Impact is the change or changes that occur for stakeholders
or in society as a result of our activities

About the Impact Playbook
The Impact Playbook1 is designed for cultural heritage organisations and professionals to
assess the impact of their activities. It is founded on the principles laid out in the Balanced
Value Impact Model developed by Professor Simon Tanner, King’s College London. The
Europeana Impact Playbook is designed in four phases.

Figure 1. Visualisation of the iterative nature of the four Europeana Impact Playbook Phases. Europeana
Foundation, CC BY-SA.

Phase one - impact design - takes you through your impact design and helps you to
clearly set out the impact you think your project, activities or organisation could have on

1

Download Phases one, two and three on Europeana Pro:
https://pro.europeana.eu/page/europeana-impact-playbook
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its stakeholders, audiences and society. It takes you through the strategic perspectives
that might be important for your work: social impact, economic impact, innovation and
organisational impact. You might use the value lenses to examine in more detail some of
cultural heritage’s specific areas of value: utility, legacy/prestige, learning, community and
existence. Finally, you’ll work on a change pathway, a tool that takes you step-by-step
from your activity to the impact you want to create. The change pathway forms the basis
of your impact assessment.
Phase two - data collection - extends your change pathway to help you design your
impact assessment. You will set out how you’ll collect your data and what you’ll do with
it. Then you’ll collect your data, analyse it, draw your interpretations and validate these.
Phase three - narration - takes you deeper into the process of how to build a story out
of your data and create a narrative that will help you share, discuss and learn from your
impact assessment.
Phase four - evaluation - takes you through methodologies to help you evaluate and
improve your approach to impact assessment as well as embed an impact approach to
support your organisation’s development.

A practical tool
The Playbook is based around academic ideas digested and tested to help you apply them
in a way that works for you. Numerous peers and experts have given their time to give
feedback on each stage and to test the process. We try to keep the language we use
simple and understandable and we try to set out each step and answer any questions
you might have in the process. We always welcome feedback, so please do share with us
any ideas on how we can make the tool more useful for you!

Download everything you need at impkt.tools
All the resources and tools that accompany the Europeana Impact Playbook are available
at https://impkt.tools. Here you can download each phase of the Playbook and their
accompanying resources, learn about how others are using the Playbook, read our
impact assessments, and join the Europeana Impact Community to connect to other
practitioners interested in the impact of digital cultural heritage.
If you have any comments or feedback about how you’ve used Phase four of the
Impact Playbook, we’d love to hear them. Please share these with us by emailing
impact@europeana.eu.
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What is Phase four?
What is it?
Phase four is devoted to evaluating your impact assessment approach. It first sets out
methodologies that help you evaluate and improve your approach to impact assessment,
and then sets out ways to embed impact more strongly in your organisation. Phase four
naturally fits at the end of the impact assessment cycle, but it leads straight back to phase
one and its principles and tools can be used at any impact assessment stage.
Who is it for?
We start from the assumption that you have completed an impact assessment and that
you will have followed some of the approaches laid out in the first three Phases of the
Playbook. Nonetheless, what we share might be useful for you in contexts not related to
impact assessment.
We think that you’ll be the person who has led the impact assessment from the very
beginning. Whether you have this insight and overview or whether you’ve been thrown
in at the deep end, what we share in the pages that follow require no in-depth knowledge
but instead, a reflective mind, listening skills, critical thinking and a desire to improve.
What do you mean by ‘impact assessment approach’?
When we say our impact assessment approach, we mean how we have applied impact
design, measurement, narration and evaluation at Europeana and how we have adapted
it to fit our organisation as contexts change. In this guide, we might refer to something
very tangible (like an exercise) or a principle (like participation).
How much time will it take?
We set out different options you could follow that could range from about 90 minutes to
a few hours of activity over several weeks. What is most important is that you choose an
approach that works for you.
What is the end result?
You’ll evaluate the approach you took in your impact assessment: the process taken, the
journey with your colleagues, and the tools and methods used. Most importantly, you’ll
develop ideas on how to improve your next impact assessments. By the end of the four
steps, you will feel ready to move on to your next impact assessment, and have a clear
picture of how taking an impact approach can help your organisation in its learning and
strategic development.
What is the impact of evaluating your impact?
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First, design activities that better meet your stakeholders needs and help you fulfil your
mission. Second, embed an approach to designing, assessing and narrating your impact
into your organisation and activities. Third, move forward in your processes of
organisational change, growth and improvement. Last but not least, by completing Phase
four we bring the sector closer to our vision of having a common method and language
for talking about the impact of digital cultural heritage.

Kick-off evaluation quiz
Select any of the following options if they apply to your situation.
● Are you or your colleagues using your impact assessment findings?
●

Do you have a lot of learning about your impact still to do?

●

Do you have unanswered questions from your impact assessment, or have you
collected new ideas to research?

●

Have you planned a further or continued impact assessment?

If you answered ‘yes’ to any of these questions, then you are in
the right place! Phase four can help you.

Image 2. Hélène Keil (°1948), prent: abstract, uit tentoonstellingscatalogus "Research Group", s.d., papier,
zeefdruk. by Keil, Hélène - Het Stadsmus, Hasselt, Belgium - CC BY-NC-SA.
https://www.europeana.eu/en/item/2023010/71022A51_priref_6733
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Overview
Phase four takes you all the way from preparing
your team to moving forward with your next
impact assessment. We provide you with
lessons learned and short case studies to help
you choose which approach to take and where
you can go next.
Step

What do you do?

IV.1

Prepare your team and Agree who will be involved in your evaluation and
agree your focus
what aspect(s) of your impact assessment you want
to evaluate; set out your timeline and the level of
resources you can invest; identify where you’ll gather
and interrogate your information.

IV.2

Choose your evaluation Decide how to evaluate your impact assessment
approach
approach; apply the technique and emerge with
findings to improve your impact assessment
approach.

IV.3

Analyse,
improve

IV.4

Embed a process of
impact
assessment,
evaluation
and
organisational
improvement

learn

The result

and Assess what you have learned; prioritise what
improvements you can and should make.
Explore different ways to embed learning and
evaluation in your organisation.
You put the full Europeana Impact approach into
practice, embracing an iterative and continual cycle
of impact design, measurement, narration and
evaluation. Hurrah!
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Our case study - Europeana XX
The Europeana XX project ran from March 2020 until November 2021. 17 partners from
across Europe were involved. The project focused on the 20th century and its social,
political and economical changes as documented in photographs, videos, paintings and
files. Over the course of the project, new high-quality content was delivered to
Europeana and thanks to the development of tools the quality of existing content and
metadata increased to enhance their discoverability, accessibility and reuse. The
project also encouraged engagement with cultural heritage through novel editorial
formats and outreach activities.
An impact assessment was designed as part of the project and used to help better
understand the project’s performance and if/how it made a difference to the people
who visited or used the project's outputs. It focused on evaluating the impact of
pursuing or achieving the five key project objectives:
1. Increase the amount of high-quality content accessible through Europeana.
2. Make Europeana content more accessible and discoverable.
3. Foster dialogue and reflection through the development and curation of a new
feature page on the Europeana website.
4. Develop novel strategies to increase engagement with digital cultural heritage.
5. Ensure maximum visibility and societal impact of the project by engaging a wider
audience with 20th century cultural heritage.
In addition, the assessment also analysed the quality of the collaboration between the
project
partners.

Methodology
The methodology centred on the four phases of the Europeana Impact Playbook Design, Assess, Narrate and Evaluate.
Phase one - impact design started at the proposal writing stage, when we created a
simplified Change Pathway identifying key impact areas relevant for selected target
groups and activities leading to achieving them. Phase one concluded with an impact
workshop held during the kick-off meeting, where those attending created empathy
maps for key stakeholders.
Focussing on data collection and assessment, Phase two - impact measurement extended over the course of the project. Based on the suggestions from the Impact
Playbook, we identified data gathering methods that were suitable for the project’s
activities. To make sure that the data we collected could be standardised and reused in
different contexts in our questionnaires and surveys, we used the Europeana Impact
Playbook standardised question bank. Quantitative and qualitative data were collected.
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Reporting on the data collected was guided by Phase three of the Impact Playbook,
focussed on narration. The final results were presented and discussed by the project’s
consortium to shape the impact narrative taken. The impact narrative was used to
shape the presentation of the final review meeting.
The project was used as a pilot to test different approaches to evaluating the impact
approach taken - Phase four. In a meeting with project representatives who worked on
the impact assessment and data collection, we completed a debrief on what worked
well, what didn’t work well, and what improvements we could recommend by way of
learnings for future projects.

The full Europeana XX impact assessment will be made
available on Europeana Pro in the summer of 2022. Stay tuned!

Image 2. Image from the Europeana XX exhibition, a Century of Technology. Electric light brightens up the room
at a beauty school in Paris, 1920s, frisörskola by Säfström, Gustaf Adolf - Vänersborgs museum, Sweden - CC BYSA. https://www.europeana.eu/en/item/916106/vbg_photo_VMG00020_37_2
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IV.1 Prepare your team
You have designed your impact assessment,
collected your data and created and shared
your impact narrative. Now you must agree how
much resource and effort you’ll put into
evaluating your impact assessment and on what
part of your impact assessment approach you’ll
focus on.

Part 1: Get the right people in the room

WHAT YOU DO: think through who should be involved in your evaluation
process; assess who should be in the evaluation meeting(s).
THE OUTCOME: evaluation meeting(s) scheduled (you’ll work on the
content and approach in the next step).
Even for light-touch approaches, you can use different criteria to think about how you get
the right people in the room to evaluate your impact assessment approach. Here are
three helpful things to think about.
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1. Diversity of perspectives
A diversity of perspectives and ways of thinking is important in any collaborative setting.
Who can be involved to represent different parts of your impact assessment and to share
their perceptions of its successes and challenges? This might mean bringing colleagues
from communications, the project team lead, the administrator, the digital curator, etc.,
all together in one room.
2. Seniority
Having a senior colleague involved could help you make future changes in your impact
assessment approach. On the other hand, in order to encourage open discussion, you
might wish to involve senior colleagues at a later date - after you have brought together
all your recommendations.
3. Timing
Who is available and when? In a project-based activity, it’s important to ensure that you
can hear from everyone before the project ends. You might have more than one
evaluation meeting in order to make sure that you can hear everyone’s perspectives.
Now it’s time to ✔️schedule your meeting with your team. In this meeting, you can
agree on the focus of your evaluation and/or this could be the setting in which you
collaboratively evaluate your impact assessment approach. Either way, it’s good to get
some time in your diaries as soon as possible!
If you don’t have time for this step, or if you are not working with other colleagues, you can
move through these stages by yourself!

Image 3. Workum een stad in Friesland in Westergoo ¼ uurs van de Zee; een groot uur (n.o) van Hindelopen en
2¼ ure (z.w) van Bolswert by Folkema, Jacob - Zuiderzeemuseum, Netherlands - CC BY-SA.
https://www.europeana.eu/en/item/203/resource_document_zuiderzeemuseum_022342
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Part 2: Agree your evaluation focus

WHAT YOU DO: determine the focus of your evaluation.
THE OUTCOME: have a clear idea about what part of your impact
assessment you want to evaluate.
With those who you identified in the step above, you should now agree what part(s) of
your impact assessment you’ll focus on in your evaluation.

Agree how you will evaluate your impact assessment
There are a number of ways to come to a decision about how and on what you should
focus the evaluation of your impact assessment on.
1. Make the choice yourself and validate this with your colleagues (if you are working
with a team).
2. Agree your focus with the team you have gathered in a quick call.
3. Send a quick email or another form of communication and collect the perspectives
of your colleagues, after which point you can make a decision.
4. Other ways (let us know!).
The guidance below sets out things to think about to help you decide your focus.

How to focus your impact assessment evaluation
Your impact assessment will have followed a number of stages, whether or not you
followed the whole of the Europeana Impact Playbook methodology. You could evaluate
your impact assessment in different ways - we outline three of them and their pros and
cons below.
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Ways to evaluate your Pros
impact assessment

Cons

1. Each step in your
impact
approach
(i.e. systematically
going through each
phase)

●

Ensures nothing is
forgotten

●
●

Rigid process
Might take more
time

2. The whole process
(i.e. i.e. leave it open
for your colleagues
to share what they
thought went well
and didn't)

●

Most
important
discussion
points
likely to surface
organically

●

Some aspects may
have been forgotten
about, particularly
after some time has
passed

3. Specific part(s) of
your
impact
assessment
(i.e.
choose one or more
parts of the impact
assessment, such as
impact
measurement,
narration, etc.)

●

Helps
focus
on
improving specific
areas of your impact
assessment process
Useful if you don’t
have much time
Useful if you are
already very skilled
in
impact
assessment
and
want to improve in
specific areas

●

Your priority areas
might be different
from others in your
team
May
lose
the
opportunity
to
collect feedback and
improve in other
areas

●
●

●

Evaluating your impact assessment step by step
Below we list a number of options you could keep in mind to help you start evaluating
your impact assessment approach. You might not be able to evaluate some of these
things because not much time will have passed. In other cases, you might have had a lot
of time to reflect.

Phase one. Impact design, planning your impact assessment and getting your
stakeholders on board
Think about…
●

Your change pathway. Was it fit for purpose? Were any significant changes left out?
Should you have validated it further? Was it updated throughout the impact
14
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assessment process? Did you refer to the change pathway at all throughout the
process?
●

Your assumptions. What did you learn about your assumptions about the outcomes
created by your activities? Where have you been proven wrong or right, and why might
this have been the case?

●

Your stakeholders and prioritisation. Were they the right ones? Do you know more
about your stakeholders now?

●

Your planning - inclusion. How were partners and different voices involved? Was
anyone’s voice or perspective missing? Who should be involved in the future, and how
could you plan for this?

●

Your planning - timing. Did you plan at the right time? Should you have planned at
the project proposal stage or did you plan too early, when no details were available?

●

Your planning - delivery. Did you follow the plan you set out? What changed and why?
Was it flexible enough? Did it have to change a lot? How was the plan referred to and
updated throughout the process?

●

Your purpose. Were your objectives SMART (specific, measurable, actionable, realistic
and timely)?

●

Your impact. Did impact assessment deliver what you needed it to deliver?

Phase two. Data collection and interpretation of your findings
Think about…
●

Data collection - questions. Could you have improved the questions you asked? What
would you change in future? Did the questions give you the data that you needed? What
was missing?

●

Data collection - platform(s). Could how you collected the data have been improved?
Was the platform or service a barrier to your audience, e.g. in terms of accessibility?
Did the platform(s) or approach chosen help in the data collection process?

●

Communication with the subjects. Could you have improved how you communicated
with those who you were surveying, e.g. in the invitations to interview or in the detail
shared in invitations to complete a questionnaire? Was adequate and necessary
information shared, like your privacy statement and the closing date of the
questionnaire?

●

Validity. Was your sample sufficient? How could you improve the sample size and
validity of your data?

●

Interpretation. Are you happy with your interpretation of the data? Have others shared
or disagreed with your interpretations? Was your interpretation an adequate
representation of the findings in the data? How have you interpreted or acknowledged
negative or less positive findings?
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Phase three. Impact narration, visualisation and communication of your
findings
Think about…
●

Constructing the narrative. Was there something missing? What can be added or
dismissed in the future? Could the narrative have been simpler, e.g. avoiding jargon, or
more concise?

●

Perspective and objectivity. How did you respond to less positive results? How did
your audiences respond to the narrative?

●

Visualisation. Did a visual element(s) support your narrative? Was it effective? What
would you change or improve in future?

●

Dissemination of the findings. How widely your findings were shared? Were there
limitations in sharing the results? What could have been improved?

●

Using the findings. How have your findings been used? What barriers have there been
to change?

●

Impact. Have the findings led to the desired impact?

General
Think about…
●

Whether the impact assessment has led to tangible improvements and increased
impact for your stakeholders

●

The effort and resources invested and the return on investment

●

Your timing, in terms of, for example, the impact assessment publication or
when/how you collected the data

●

Whether teamwork, roles and responsibilities could have been clearer or how they
might change in future

●

Improvements to planning and delivery

Part IV.1 checklist
● I know who I’ll invite to the evaluation meeting/workshop
● I know what part(s) of our impact assessment approach we’ll
evaluate
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IV.2

Choose

your

evaluation

approach
You have now agreed what you should evaluate
and with whom. The next step outlines different
evaluation approaches that you can use. We set
out some flexible approaches which require
different levels of time, effort and resources
(indicated by the muscle emoji) and give
corresponding value in return. We share pros
and cons to help you make your decision.
● Hold a team debrief or ‘retro’ 💪
● Survey your colleagues via a digital questionnaire 💪💪
● Conduct a Team-Based Inquiry (TBI) cycle 💪💪💪
You can complete this activity alone but we recommend a collaborative approach where you
gain different perspectives. The more perspectives, the better!

WHAT YOU DO: explore different methods you can use to evaluate your
impact assessment process.
THE OUTCOME: apply this method with your colleagues in a scheduled
meeting or workshop(s), keeping in mind the focus agreed in the step
above.
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Option 1. Team debrief or ‘retro’

Pros: light-touch, easy to do and apply in a workshop setting (online
or in-person), can be built into existing meeting formats, doesn’t take
much time, gives results straight away. This could be seen as a
‘minimum’ approach you can take to evaluating your impact
assessment process. Plus, you can easily apply it to other
circumstances.
Cons: applying this method at a general level (e.g. looking at your
whole impact assessment process without focussing on specific
elements or phases) might mean that your results are also very
general.

Introduction
A ‘retro’ is a term and approach drawn from the Scrum Sprint approach. A debrief is
commonly understood as the opposite of a briefing - it’s a reflective moment held after
the activity has concluded to help reflect and evaluate. For that reason, it’s a good option
for Phase four to help evaluate an impact assessment approach.

Europeana example
In Europeana, we have adapted the retro format for use after big projects or the
delivery of events. We create a Retro Board in Trello (a project management tool) but
you can also use the easy template we set out below.
The important thing is that everyone is included and feels involved: that they know the
process and are given the time to reflect and contribute to the learning. We task our
colleagues to think about what worked well and what didn’t in advance. If one colleague
is not able to attend, they can contribute by sharing their thoughts in advance.
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The debrief/retro format is flexible, so you can conduct it in the way that suits you best.
For example, in an online format you can use tools like Trello, Miro, Jamboard or a Google
Doc. In-person, you might take notes or use real post-it notes and paper instead of digital
alternatives.
In our instructions below, we set this out in a digital context, that is to say, that you and
your colleagues will be collaborating online. However, it can be easily adapted to a
physical meeting.
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Team exercise: ten steps for a team debrief / retro
Task: schedule a meeting with the core colleagues involved in your impact assessment
activity
Time needed: up to 90 minutes (or more if the project has experienced some
difficulties or has a more complicated context. We recommend that your meetings are
no more than 90 minutes long, so consider additional meetings if you need to discuss
more topics)
Checklist: before you start
● Schedule a meeting of between 45 minutes to 90 minutes. Invite colleagues who
have been involved in the impact assessment. Ensure that everyone knows why
you are meeting and what you are evaluating.
● Prepare your debrief/retro digital board or space. This should be accessible by
everyone in the meeting. You can use the template in the appendix. Leave plenty
of (digital) post-it notes close to the questions:
○ What worked well?
○ What didn’t work well?
○ What can we improve next time?
○ You can add additional prompts to each of these questions like those in the
table below.
● Review any initial plan or objectives you created for your original impact
assessment. Set these out on the board or shared document or share these in
advance with participants (e.g. by attaching them to the meeting invitation).
● If people can’t attend, ask for their perspectives and/or share the digital board
or document in advance.
In the meeting
1. Agree what you want to achieve in your meeting: emerging with a list of
recommendations that you can embed in future or ongoing work.
2. Outline what part(s) of your impact assessment approach (activity) you will
evaluate.
3. Agree whether your participants will contribute to the board directly or whether
you need one central note-taker. Appoint a note-taker if necessary.
4. If you are using a digital board, you might need to introduce your colleagues to
how they can use it, e.g., add digital post-it notes, and how to navigate the digital
board.
5. Review the objectives of your original brief and impact assessment objectives as
a group.
○ What did you want to achieve through your impact assessment? Have
you accomplished this?
○ What were your success metrics (Phase one)?
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If anything you discuss is positive or negative, add it to the respective
sections of your board.
6. Discuss the first question: what worked? (positive)
7. Discuss the second question: what didn’t work? (negative)
8. Ask your colleagues to spend two minutes individually reviewing the lists of what
worked and what didn’t work. Then ask them to share what they would
recommend as future improvements - answering Question 3. Capture this.
9. Review the recommendations that you and your colleagues have captured. Are
they all actionable? Have you attributed who would have to action these, and
what barriers might stand in the way? You might have a lot of recommendations.
Do you want to prioritise these?
10. Thank your colleagues and reflect on the value that what they have shared can
add to your future work. You might want to reflect on the recommendations and
edit these, so that they’ll be clear for you to use in the future.
○

After the meeting
Save the materials (e.g. if you are using Miro, you can download a PDF) in a shared drive
or other safe space. Share the link to the recommendations with everyone involved and
anyone else whose work is involved.
Tip: your colleagues might feel uncomfortable sharing criticism in front of others,
particularly if it concerns others’ work. Encourage a respectful and critically constructive
approach to sharing feedback by setting out how you would like your colleagues to
participate. If you feel that the feedback might be quite sensitive to give in the meeting, you
can share the questions with your colleagues via a Google form or other survey software and
draw out the recommendations yourself.
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Case study: Europeana XX’s Phase four workshop
About the Europeana XX Phase four workshop: we conducted a debrief after the
final deliverables had been submitted but before the project review meeting
(something that happens at the end of every European-funded project).
What we did: we adapted the template below to look at the three main stages of the
Europeana Impact Playbook approach followed. We used Miro to do this.
Who was at the meeting: the lead on the impact approach and two other project
partners involved in various aspects of the impact assessment (as well as the
Europeana Impact Advisor who helped as the facilitator).
What worked well
● Impact was built in from the proposal writing stage (using Phase one design).
The kick-off meetings then also took the impact thinking one step further, which
embedded an impact approach from the outset and validated the impact plan
and helped better map relevant stakeholders.
● The funding proposal received a good mark on the impact section, thanks to the
impact approach taken.
● Stakeholders were defined early, and activities were connected to the
stakeholders for whom they would deliver benefit.
● It was helpful that one member of the team had significant experience with the
Europeana impact approach.
● Improvements were made iteratively to the data collection plan because user
engagement events happened throughout the project period and because
feedback loops and evaluation were built in.
What didn’t work so well
● Impact design
○ The original impact assessment plan had to be adjusted because of the
COVID-19 pandemic and a change in the project activities.
○ Some outputs/activities happened or were delivered late in the project
period, making it difficult to understand if they were delivering value for
stakeholders.
● Impact assessment could be a stronger part of other parts of the project, e.g.
the qualitative impact of the editorial could have been captured to provide an
impact narrative that goes beyond visitor statistics and thus steer the future
editorial plan.
● The team collecting data around editorial engagement could have shared this
faster with the team who could then make improvements and adjustments.
● It is challenging to track standardised data across very different activities (in
particular, in physical events) coming from many sources (project partners) and
some data can’t be compared.
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●
●

It was difficult to coordinate data collection across so many activities (because
of a lack of capacity).
It is still challenging to measure shifts in mindset stimulated by the project
activity, also because of the impact assessment limited to the project’s duration.

Ideas for improvements - Europeana XX recommendations for future
● Put impact on the agenda for review meetings and build in an impact ‘sprint’
after the project’s end but before the project review (relevant for funded
projects only).
● Ensure that impact assessment is part of all relevant project elements.
● Future research could investigate how to articulate the impact of the enrichment
of Europeana data and metadata (relevant also for other generic services).
● Bring together more team members with different expertise and skills to
evaluate the impact assessment, as this provides a deeper experience.
● Provide indicators that could help the measurement of long-term outcomes in
the final activity report or deliverable and consider what your forecast could be.
● Consider how longitudinal evaluation could be built in after the end of the
project.
● Set out a clear approach to agile evaluation and improvements throughout the
project processes.
● Shape the review process using the impact narrative to make the final results as
powerful as possible.
● Collect baseline data on partner expectations at the beginning of the project and
use this in the evaluation at the end of the project.
What changes or actions did we take afterwards?
This evaluation meeting inspired the project lead to structure the subsequent final
project review meeting based on the findings of the impact assessment. Having a
dedicated moment, or moments, to reflect on the impact assessment process, to
identify its strengths and areas with a room for improvement is very relevant for
ongoing work but can also help better structure and plan impact assessments in future
projects.
It is important to be smart about choosing evaluation moments. On reflection, Phase
four doesn’t necessarily have to come as the last phase. It can be used throughout the
assessment, supporting agile adjustments in the project based on the gathered data.
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Image 4. The Miro board used in the Europeana XX Phase four workshop. Europeana Foundation CC BY-SA.
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Debrief template
Here is a template that you can adapt and use yourself, like we did in the case study
above. It shares different prompts to help you brainstorm what worked well and what
didn’t work well. You can use these prompts to come to conclusions about how you can
improve next time. These conclusions can be formulated into recommendations that you
can put into action straight away or share with your colleagues and save for the future
(and the next impact assessment!).
Tip: If you are leading the meeting, you can keep a copy of the template with the prompts for
yourself and use a blank one to note down the discussions of the group.

Question 1. What worked well?

Question 2. What didn’t go well?

Some prompts to help you answer this Some prompts to help you answer this
question:
question:
● What would you do again?
● Did you receive any negative
● Did you overcome any challenges,
feedback?
and how?
● What were the biggest challenges
● Did you hear any informal feedback
that you weren’t able to overcome?
from others or from those directly
● If you didn't meet your objectives,
or indirectly involved in your
what stopped you?
impact assessment?
● How could you strengthen your
● Are people using your impact
impact assessment approach?
assessment, and how?
● What did your review and
validation process tell you?
● Has your work led to the change
that you desired?
● What other changes have occurred
as a result of your work?
Question 3. What can we improve next time?
Some prompts to help you answer this question:
● What would you recommend to improve next time? Make sure these are realistic
and actionable.
● How could you improve the experience for your stakeholders?
● What would you do differently if you were to do it all over again?
See the appendix or Europeana Pro for a blank version of this template.
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Option 2. Survey your colleagues

Pros: another opportunity to test your data collection skills; captures
anonymous opinions; fast turn-around in terms of input; survey software is
readily available.
Cons: anonymity is challenging in a small team setting; you have to analyse
and report on the collected data which takes time.

Introduction
Sending a questionnaire is one of the easiest
ways to collect feedback from a small or
large group of people. Questionnaires are
commonly used in evaluation and impact
assessment and we go into detail about
questionnaires in Phase two of the Impact
Playbook. We try not to duplicate Phase two’s
guidance here, but set out the key steps you
should take if you want to send an evaluation
questionnaire.
Images 5 and 6. Screenshots of the questionnaire case
study and accessibility guidance in Phase two of the Impact Playbook.

About questionnaires
Very simply, a questionnaire is an online or paper form that allows you to ask the same
questions to a large number of people. You use it when you want to ask a lot of people
the same questions to effectively compare experiences and get a good overview of their
experiences.
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Key steps to create your evaluation questionnaire
1. Agree the platform that you will use to send the questionnaire (there are many,
such as Google Forms, Survey Monkey, Tally, Typeform, etc).
2. Agree and add your evaluation questions (take a look at our evaluation
questionnaire below or the Europeana standardised question bank).
3. Test your questions.
4. Add relevant accompanying information, like what you will do with the data, your
approach to data protection and privacy, the closing date of the questionnaire,
and/or how long it will take to complete the survey.
5. Finalise your formatting and branding.
6. Test your questionnaire with someone or some people who haven’t previously
seen it (fresh eyes).
For more guidance, see Phase two of the Impact Playbook.
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Europeana case study
After publishing a number of different impact assessment reports in 2020, we sent a
survey to all of our colleagues who were involved in the impact assessment process in
some way. We wanted to focus on what they thought of their experience and how they
used what we had learned.
We created a simple Google form (an online questionnaire) to ask some questions
relating to colleagues’ confidence levels in impact assessment, the use of the impact
findings, their experiences, and their likelihood to share the impact assessment
approach with others.

Image 7. The introduction text to the Europeana Phase four questionnaire, sent to Europeana colleagues to
evaluate the impact assessment process 2019/2020.

The questions we shared with our colleagues in the questionnaire are in the case study
below.
Tip. Set aside enough time for your colleagues to respond to the questionnaire and set a
deadline. This helps improve the response rate.

Writing the questionnaire
You can ask a series of questions to your colleagues. You could use the questions in the
debrief above. You can also learn from what we did. When we were trialling different
approaches to Phase four we asked a series of different questions to our colleagues. We
list these below as an example.
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Europeana example - a Phase four questionnaire
1. Please rate your experience. Working on an impact assessment(s) has: [satisfaction
scale from completely agree to completely disagree, and N/A option]
● Had a positive effect on my work.
● Made me think more about how my work contributes to sectoral impact.
● Had little effect on my work.
● Encouraged me to use an impact approach more often in my work.
● Encouraged me to share our approach to impact with others outside of the
organisation.
2. If you wish, please explain your answers above. [open text question]
3. Please respond to the following statements [yes / no / N/A]
● I have used the impact assessment report(s) findings in some way.
● We could do more to learn from the impact assessment report(s).
● I have shared the findings with others in the organisation or elsewhere.
4. What do you need to make it easier to use and share the findings of the impact
assessments? Please share recommendations if you have them. [open text question]
5. How would you describe working on the impact assessment(s)? You can think about,
for example, your personal development and professional practice and whether or not
you enjoyed the process. [open text question]
6. How would you rate your confidence level in impact assessment? [scale from 1 - not
confident at all to 5 - completely confident]
➔

On reflection, we could have been more specific in this question, asking instead about
their confidence in collecting the data and/or the usefulness of the results.

7. If you have any other thoughts, recommendations or feedback, including ideas on
how to improve how we use impact assessment at Europeana, please share these here.
[open text question]

What we found
We learned that the approach helped everyone involved think more about how their
work contributes to sectoral impact. Other results were also broadly positive, but it did
show us areas where we should pay more attention, in particular:
● We need to communicate impact findings more clearly, including using more
visualisations and easy-to-share ways of presenting the data.
● We should collate the findings of all of the impact reports, and think about the
bigger narrative that can be drawn out from them.
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●
●

We need to more clearly communicate the value that the Europeana Impact
Framework approach can bring to colleagues’ work.
Colleagues would benefit from more training on impact assessment.

Figure 2. Chart showing the results of the survey of Europeana colleagues involved in Impact Assessment.

Tip. For more question examples and for guidance on how to ask survey questions, check out
Phase two of the Playbook and the accompanying Standardised Question Bank.
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Option 3. Team-Based Inquiry (TBI)

Pros: learn a new, simple methodology that you can use and apply across
different areas of your work, as well as in evaluating your impact
assessment evaluation; work with teams; improve your data collection
skills; focus from the outset on improvements you can make; the method
was designed for a museum context; focus on specific areas of
improvement.
Cons: it takes time to learn a new method; some colleagues may not want
to take part in something new; more challenging to evaluate your approach
at a high-level; better for specific areas where you want to improve; it takes
more time and effort compared to the previous two options.

Introduction
Throughout the different Phases of the Impact Playbook, we emphasise the importance
of involving your team and the value that multiple perspectives from different frames of
reference can bring. Team-Based Inquiry (TBI) is one way to grow, learn and improve
together as a team. This four-step approach helps you to isolate a key question,
investigate it, reflect on your progress, and prioritise improvements as a result. It’s a
perfect tool in the toolbox for Phase four, as the TBI process is designed to lead to
actionable improvements which you can embed straight away into Phase one - impact
design or other parts of your work.
We draw on the Mingei project’s approach to TBI which was in turn drawn from the
original creators of the TBI process, Nanoscale Informal Science Education Network (NISE
Net), who created it more than a decade ago. Mingei is a project dedicated to digitising
and finding ways to represent both the tangible and intangible elements of heritage
crafts. The Mingei partners adopted TBI as a method to help them support organisational
change (impact) for the heritage and technological partners involved.

31

Europeana Impact Playbook
PHASE FOUR

About Team-Based Inquiry
Team-Based Inquiry (TBI) was created in a heritage education context. It was designed to
be effective and light-touch. While you might think it’s difficult to add on another process
to the impact phases, TBI can be run as a part of each of the four phases. We introduce it
here and illustrate how it can be used to help you evaluate your impact approach in a
focussed, low risk, light-touch and team-based setting.
It requires more effort than the two options presented above but it may also lead to
greater return. In addition, you and your colleagues will be able to apply the methodology
to different areas of your work.

The four TBI steps: Question, Investigate, Analyse, Improve

Image 8. Mingei project visualisation of the TBI cycle. CC BY-NC-SA.

We outline the four steps, adapted for use in Phase four, below. In Appendix 1 and on
Europeana Pro you can download a template worksheet to use for your TBI cycle.

Using TBI to evaluate your impact assessment process
Who should be involved in your TBI cycle?
Ask yourself: for whom are you aiming to make an improvement? This stakeholder group
may be different from the audience that was involved in your impact assessment. You’ll
want to get a diverse range of people with different perspectives involved in your TBI
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cycle, if this is possible, and particularly the people who might have to implement the
changes you recommend at the end.
Tip: see guidance about stakeholder mapping in the Mingei Hands-on Guide to Increasing the
Impact of Digital Heritage Projects.

Step 1: Question
To evaluate your impact assessment approach, you need to formulate a research
question. What this question is depends on what is important for you to know. Consider
the elements in this checklist to ensure your question is relevant and useful.
Checklist for your question
● You are only asking one question (not multiple questions at once).
● You don’t already know the answer to the question.
● It is not a question you ask the participant, but a broader research question.
● Everyone needs to understand your question and why you are asking it.
● Your question is concise enough to be answered in the timeframe and with the
resources you have.
● Your question leads to information that you can act on, and improvements that
you can embed.
Here are some examples of questions you could use or adapt:
●

How have we used the findings of our impact assessment report in our organisation?

●

Have we embedded any of the recommendations from our impact assessment report?

●

How could our impact assessment be used in a conversation with prospective funders?

●

What is missing from our impact assessments?

●

What could we improve in our impact assessments Phases one to three?

Tips on writing a good research question
The guidance below shares different tips on how to create a good research question.
Though the links are mostly related to research questions in academic settings, the
principles of creating a clear, actionable research question are the same.
● Developing research questions - Monash University (includes an interactive
exercise asking you to evaluate research questions)
● How to Develop a STRONG Research Question | Scribbr 🎓
● 4 Ways to Write a Research Question - wikiHow
● (PDF) Guidance from the University of Waterloo, Canada
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Step 2: Investigate
Now you have formulated your question, you can set out how you will find the data you
need to answer it. Keep it simple. You can use data you already have and review it in a
different way. You can also collect data to answer the gaps in your knowledge.
Tip: Go back to Phase two of the Impact Playbook for some tips about data collection methods
and when and how to use them.
Remember, however, that this is not another Phase two data collection phase! Your data
collection approach should be light-touch. You are most likely collecting feedback, and
there is less pressure to collect a statistically valid sample. The more data you collect, the
more time needed to analyse them. You can collect data from both internal sources
(within your organisation) and external sources (e.g. your visitors).
Tip: You might be able to embed data collection into other ongoing projects or data collection
activities. For example, could you schedule a short brainstorm at the end of a team meeting?
Will there be a staff survey and could you add some questions into this that would collect the
data you need?
Checklist for your investigate stage
● Your investigation plan will collect data that can answer the question you are
trying to answer.
● You plan to treat anyone who you survey ethically and with respect. Review the
guidelines in Phase two if you are in doubt.
● You can explain why you are collecting data and what you will do with it.
● Your question drives your investigate plan and not vice-versa.
● Your plan is light-touch (can it be streamlined even more?).
● You have explored other creative ways to collect data.

Step 3: Reflect
You’ve collected your data. What next? You need to organise, analyse and interpret your
data and we recommend that you involve different people from your team.
1. Organise your data so that it’s easy to analyse (e.g. extract it from survey software
into Excel; input the data from your observation sheets; add the feedback cards at
the museum exit into a spreadsheet). Always make a back-up of the original data!
2. Analyse the data for what they tell you about your question. What patterns or lack
of patterns do you see? You should also ask: what limitations have you
encountered and how does this affect your analysis and interpretation?
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3. Interpret the patterns you have found in terms of what this means for your
research question.

Tips
●
●
●
●

If you’re not comfortable with analysing data, ask around in your team in case there
is someone who is.
If you are using survey software, there are often inbuilt analytical features that you
can use to speed up your analysis.
Even if you have a lot of data, try to boil down your reflection into a concise
discussion.
Remember that, if you have collected a small sample of responses, you might need
more data to back up findings from only one or two perspectives. In some cases, this
won’t be possible, but where it might be valuable, this could feed into a second TBI
cycle.

Step 4: Improve
You’ve collected the data, made your analysis and now you’re ready to make some
improvements to your impact assessment cycle! Making improvements is the core reason
why we use TBI, so make sure that you have the buy-in of your colleagues in order to
make the change you need to see.
You might want to start brainstorming improvements as you are completing your analysis
section. This might be when ideas are fresh in your mind (when you have just seen the
data) or you might want more objectivity, and draft some recommended improvements
once you have had a moment to step away from the data.
Remember, you don’t need to make big changes to have an impact. You can improve your
impact assessment approach and/or your activities by small tweaks in different areas.
Where big improvements are needed, you might need to put some thought into how
these are presented in order to make the path to them being implemented as smooth as
possible. For example, for each recommended improvement, you could write a summary
statement of the rationale that informs it.
Prioritising your improvements
You might have a big list; you might only have a couple of action areas. Either way, we
recommend that you prioritise the improvements, and in doing so, carefully think about
which resources should be directed to which improvements first. It’ll pay off in the longrun!
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Checklist for your improvement stage
● Document your recommendations and keep them safe so you can come back to
these at a later date.
● Each recommended improvement can be clearly explained and linked back to
the data and analysis from the previous step.
Take a look at the TBI template that guides you through each of these four steps in
Appendix 1 and download it from Europeana Pro.

Part IV.2 checklist
● I know what method I will use to evaluate my impact
assessment approach.
● I feel confident and have the resources at hand to apply the
evaluative method.
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IV.3 Analyse, learn and improve
You have collected your data. Now it’s time to
make your analysis, draft some
recommendations and improve your impact
assessment processes.

Step 1. Write-up and analyse your findings

WHAT YOU DO: document your findings and analyse them, drawing out
recommendations.
THE OUTCOME: SMART recommendations lead to improvements in your
impact assessment processes.
Whatever format you used above, you will have to document and analyse what you
have learned and how you want to use it. This means that you will have to arrange it in
some way so that you can analyse it and draw out recommendations.

Data analysis
Phase two of the Impact Playbook shares guidance and tips on data analysis. To keep
this Phase concise, we won’t replicate that here.

Write your summary
It is helpful to arrange the findings from the past steps, whether you undertook a
debrief, shared a questionnaire, or led a TBI cycle, into a summary - something short
and concise (like we did with Europeana XX above). You can then add in your
recommendations.
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Tip. Consider adding a review point to your document, and revisiting it at a later date to
reflect on what improvements have been implemented.

Developing actionable recommendations
Actionable recommendations should be SMART - specific, measurable, attainable,
relevant and timely. That means that you should:
●

Identify to whom they apply (e.g. the senior management team, curators).

●

Organise them according to a timeline for implementation. Consider short,
medium and long-term, or immediately, or a timeline (e.g. identifying specific
months of a project process).

●

Identify those recommendations which are essential in contrast to those which
are nice to have (not essential). Put essential and urgent recommendations first.

●

Be clear about the purpose/action that is being recommended.

●

Write in a numbered list or bullet-point format.

●

Be concise, but include explanatory text if necessary.

●

Include or begin with a modal auxiliary verb, for example by starting with ‘must,
should, could’, or using an active verb like ‘create a new digital archive’.

Checklist
● Document your write-up and recommendations so you can come back to these
at a later date.
● Each recommended improvement can be clearly explained and linked back to
the data and analysis.

Step 2. Improve and make changes

WHAT YOU DO: apply what you have learned by improving your impact
assessment.
THE OUTCOME: even more effective impact design and assessment, and
more impactful programmes.
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Remember, you don’t need to make big changes to have an impact. You can improve your
impact assessment approach and/or your activities by small tweaks in different areas.
Where big improvements are needed, you might need to put some thought into how
these are presented so that they are easily understood. For example, for each
recommended improvement, you could write a short statement explaining the rationale
behind it.

Prioritising your recommendations
You might have a big list or you might only have a couple of action areas. Either way, we
recommend that you prioritise the improvements, and in doing so, carefully think about
which resources should be directed to which improvements first.

Part IV.3 checklist
● I have completed my write-up and analysis.
● I have drafted my recommendations.
● I know what I need to improve in my next impact assessment.

Image 9. Hélène Keil (°1948), Ochtendgloren, 1980, olie op doek. by Keil, Hélène - 1980 - Het Stadsmus, Hasselt,
Belgium - CC BY-NC-SA. https://www.europeana.eu/en/item/2023010/71022A51_priref_4174
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IV.4 Embed impact assessment,
evaluation and improvement
This short final section will focus on light-touch
ways to embed impact into the design of your
future impactful activities and impact
assessment processes, and in doing so, support
organisational development, learning and
improvement.

Where do you go next?

You have evaluated your impact assessment approach and emerged with a set of
learnings that you can start to use to improve your impact assessments and how you
think about impact in your organisation.
Next steps could include:
Identifying the areas where you would like to conduct an impact assessment.
Identifying the areas where you might use impact design to create impactful
activities.
Considering the impact assessment you conducted as your ‘baseline’ and keep
collecting data, embedding your improvements (e.g. updating the change
pathway, improving your data collection) and emerging with an impact narrative
that tells you whether what you are doing is having more impact every year or in
every iteration. We do this in some instances, for example, every year in our
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annual conference and with the Europeana Network Association (see how we do
this in our impact assessment reports).
Taking the data you are collecting and use it to improve the key performance
(or other reporting) metrics that your organisation might be collecting. You might
be able to add more qualitative metrics, for example, relating to learning
outcomes, instead of metrics like visitor numbers and social media engagement.
This can help your organisation tell a fuller and more impactful story of its impact.
Embedding the five principles of the Europeana Impact approach (we share
the five principles below).
Exploring Theory of Change as a way to tell a richer story of your organisation’s
impact and to make sense of your project activities. We explore this in more detail
below and in Appendix 2.

Embed the five principles of the Europeana
Impact approach

The perfect scenario is to make the impact assessment a part of
every project design and implementation. When integrated from an
early stage of the work it can enrich the full experience making the
work more efficient and planned in an order. Open text survey response
from a Europeana Foundation colleague.

Our journey towards publishing the Europeana Impact Playbook began in 2012. Over
time, we have developed a number of informal principles that we follow to embed our
approach to impact design, assessment, narration and evaluation in our work more
generally. Though it takes time to embed any process, here we set out some guiding
principles that we aspire towards.
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1. Stakeholder-focussed
We focus on our stakeholders and the impact that we deliver for them
when designing, delivering, evaluating and improving our work.

2. Participatory and inclusive
We emphasise participation and the value of bringing together a variety
of perspectives in all stages of the impact assessment process.

3. Reflective and critical
We embed evaluative or reflective processes into all project activities
when we can and we are constructive when sharing criticism because this
increases our impact overall.
4. Efficient and effective
We use the different stages of the impact assessment approach in
different ways for different projects, contexts and scale. Different
circumstances can require different approaches and the Playbook (and
how we use it) should be flexible and adaptive.
5. Useful and proactive
We conduct impact assessments in order to learn from them and
improve. We identify areas that are a priority and for which we have a
gap in our knowledge about the impact of our activities, or for which we
see a need to research and demonstrate our value.

Question and review: are we having the
greatest possible impact?

It’s hard to put this into words, but the impact of working on impact has been that we are
now more regularly taking time to ask ourselves: ‘Are we having the greatest possible
impact?’.
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Embedding reflective moments into your work (like the debrief/retro format discussed
above) will help you in this way. You should reflect on your organisational strategy and
ask yourself:
●

Does this activity deliver against our strategic priorities?

●

Does this activity meet the needs of our stakeholders?

●

Could this activity be improved?

In some cases, you might need more structure to think about how you are contributing
to your organisational impact. That is where a Theory of Change comes in.

Theory of Change

Look at this definition of a Theory of Change.

A Theory of Change sets out ‘a comprehensive description and
illustration of how and why a desired change is expected to happen
in a particular context’.2
But that’s what a change pathway does, I hear you cry! To some degree, yes. The very
linear change pathway is based on a logic model or log frame, a format that, ‘has been
around for several decades and was the first widespread attempt to depict programme
components so that activities are matched to outcomes’ (Anne-Murray Brown). This is
what we see in the Balanced Value Impact Model. Yet a ToC builds on the main
components of the Change Pathway in a more comprehensive way. It is useful to map
out complex organisational-level or strategic change, rather than project-level change.
The two, however, are complementary.
We have put a short guide in the Appendix because in-depth guidance on ToCs might be
more than you were expecting in this Phase and because we at Europeana haven’t quite

2

Taken from Theoryofchange.org https://www.theoryofchange.org/what-is-theory-of-change/
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perfected our approach to them yet. In terms of the structure of Phase four, you are now
also at a natural point to move forward into your next impact assessment. We are
nonetheless including ToC because we also promised you ways to help develop your
organisation and embed an even stronger approach to impact. We also want to share
what we have learned in our explorations of how ToCs help us further embed impact into
our work. You can also read more about how ToC fits into the Balanced Value Impact
Model.

Find out more in Appendix 2.
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Thank you!
We have shared with you a number of ways to evaluate your impact assessment
processes and how to think about embedding the Europeana approach to impact in your
organisation, to help you support your organisation’s processes of learning and
development. We hope that it will be helpful and useful to you.
Please share your thoughts with us by emailing us at impact@europeana.eu. Don’t forget
to stay up to date via the Impact Community by joining the Europeana Network
Association. We want to hear from you!

Image 10. Landschap by Keil, Hélène - Provincial Center for Cultural Heritage, Belgium - CC BY-NC-SA.
https://www.europeana.eu/en/item/2023008/71022A99_priref_2406

45

Europeana Impact Playbook
PHASE FOUR

Appendix 1 - worksheets

All worksheets are available to download from
Europeana Pro.3
Debrief template
Question 1. What worked well?

Question 2. What didn’t go well?

Question 3. What can we improve next time?

3

Download all resources that accompany the Europeana Impact Playbook
https://pro.europeana.eu/page/europeana-impact-playbook
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Team-Based Inquiry template worksheet
This template is drawn from the template used in the Mingei project, which in turn was
drawn from the NISENetwork Question worksheet.
Tips for using this worksheet:
➔ Update the worksheet as you go so that it is a living document.
➔ We recommend that you save it as a document that everyone can access and
update (e.g. in Microsoft teams or Google Drive).
➔ Download and store a completed copy of the template once you are finished.

Step 1: Question
Date:
Initials of the person completing the form:
What is your question?

Checklist for your question
● Are you only asking one question (not multiple questions at once)?
● Do you know the answer to the question? If yes, try again!
● This is not a question that you ask the participant, but a broader research
question.
● Does everyone who needs to understand your question and why you are
asking it?
● Can you answer your question in the timeframe available and with the
resources you have?
● Does your question lead to information that you can act on, that is to say,
improvements that you can embed?
● Does it relate to impact assessment or the activities you were analysing, or
both?

Why is this question important?

What changes might you introduce if you have the answer to this question?
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Step 2: Investigate
Date:
Initials of the person completing the form:
What data will help you answer this question?

How will you collect data or do you already have access to this data?
● Is the data already available?
● Do you have to collect more data?
● How can you collect data from those who are involved?

What sort of sample can you collect?

Are there any limitations to your data collection approach? If yes, then list them
here.

Checklist for your investigate stage
● Will your investigate stage answer your question?
● Have you thought about how to ethically and legally work with anyone you
survey and with the data you collect?
● Have you explained to any participants why you are collecting data and what
you will do with it?
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●
●

Can you streamline your plan at all?
Have you explored other creative ways to collect the data you need?

Step 3: Reflect
Date:
Initials of the person completing the form:
Who should be involved in the analysis and interpretation of the data?

Did the data you collect answer your question?
●

Yes

●

Partly

●

No

What are your key findings?
Please share a summary - you can link to a longer report, if needed.

Where is your data (and analysis saved)?
Always make a back-up!

Was there anything unexpected in the data?
This could be that there was something you didn’t expect; or that something you expected
was missing. What does this tell you?
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If you could do Step 2 (investigate) and Step 3 (reflect) again, is there anything
that you would do differently?

Do you have any ideas for future TBI cycles? If yes, keep them here.

Step 4.1: Improve
Date:
Initials of the person completing the form:
Summarise the improvements that you intend to implement to your future
impact assessment approaches. How would you prioritise these?
● What is most urgent?
● What is most important?
● What is easiest or hardest to implement?
1.
2.
3.
4.

…

Summarise the improvements that you intend to implement to your future digital
heritage activities. How would you prioritise these?
● What is most urgent?
● What is most important?
● What is easiest or hardest to implement?
1.
2.
3.

…
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To help you prioritise, you could use the following matrix (e.g. on Jamboard or on a Miro
board, or on a piece of paper). You can change the descriptions in each part of the matrix
(e.g. replacing important with urgent).

Most easy

Most important

Most difficult

Least important

Step 4.2: Improve (review point)
Date:
Initials of the person completing the form:
Coming back to your list of improvements after a period of time will help you evaluate
what you have already implemented and what improvements are still outstanding.

What improvements have you implemented?

What improvements are still outstanding, and why?
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What are your next steps (if any) to fully exploit the recommendations of this TBI
cycle?
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Appendix 2 - Theory of Change
What is a Theory of Change (ToC)?
A Theory of Change sets out ‘a comprehensive description and
illustration of how and why a desired change is expected to happen
in a particular context’.4
But that’s what a change pathway does, I hear you cry! To some degree, yes. The very
linear change pathway is based on a logic model or log frame, a format that, ‘has been
around for several decades and was the first widespread attempt to depict programme
components so that activities are matched to outcomes’ (Anne-Murray Brown, 2016). Yet
a ToC builds on the main components of the Change Pathway in a more comprehensive
way. It is useful to map out complex organisational-level or strategic change, rather than
project-level change. The two, however, are complementary.
Tip: You should be familiar with the concepts of outputs, indicators, activity, outcomes and
impact by now. If you need a refresher, go back to Phase one or to our Glossary page.

Image 11. Europeana’s change pathway, from Phase one of the Impact Playbook

13 steps to a Theory of Change
The Theory of Change and Museums and Heritage websites each outline six different
steps in developing a Theory of Change. We have adapted this for our own purposes.
Many of these steps can be guided by using the Impact Playbook and you can see the
relevant phase highlighted in italics.
1. Define the target audience(s). Phase one.
2. Determine the vision of the overall impact or goal. Phase one.

4

Taken from Theoryofchange.org https://www.theoryofchange.org/what-is-theory-of-change/
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3. Identify your assumptions about the context. What is happening and how can your
activities contribute or not? Phase one.
4. Work backwards to brainstorm the changes that you want your project, activity or
organisation to have for your stakeholders. Phase one.
5. Make the connections between each outcome - line them up from short-term to
longer-term, just like you would in a change pathway, and draw connections
between them. Phase one.
6. Prioritise these outcomes and change pathways. Phase one and Phase two.
a. Interrogate the connections between each outcome. Are the connections
causal (that one causes the other) or likely, and is there evidence or
experience to back this up?
b. Identify your implicit or explicit assumptions about the changes that you
think will happen - this will help you focus on the areas where you need to
collect more data or focus on other areas.
7. Create individual change pathways if needed, to outline the areas that you are
focussing on. Phase two.
8. Develop indicators to help you measure change. Phase two.
9. Write the ToC narrative that guides your reader through the context.
10. Visualise the ToC in a way that is attractive and simple to understand for a reader.
Phase three.
11. Measure change through data collection. Phase two.
12. Report on your impact as evidenced through your data collection. Phase three.
13. Regularly review, report on and update your Theory of Change. Phase four.
There is no one-size-fits-all approach to developing a Theory of Change, as you can see in
the image below.

Image 12. image of search responses from Google search when searching for Theory of Change images.
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What is important is that you stay top-level. You can build individual change pathways
for different activities that map onto your theory of change. A ToC might also direct
where you pay attention to next in terms of impact assessment. Thus, it takes you
straight back into Phase one of the Impact Playbook.

How is a Theory of Change different from the Phase one Change
Pathway?
●

ToCs show more of the strategic picture around the change processes at play.
Different change pathways therefore can sit within one ToC.

●

ToCs help to show more complexity around processes of change. This is why it is
more suitable for organisational and sectoral activities, rather than individual
projects (where this level of detail may not be necessary).

●

A ToC has space for more detail. You can outline dependencies, circularities and
feedback loops, assumptions, and changes that occur that might not be related
to your actions. You can also highlight what change pathways are more
important or likely than others.

●

A ToC can also be more creative - you can use visualisations to best represent
the change that is taking place.

●

A ToC answers the ‘why’ and ‘how’ of why change happens - you have to explain
the connections between each activity and outcome in a more comprehensive
way.

●

A ToC (like a change pathway) should be updated as what you learn about your
stakeholders and the outcomes of your activities changes.

●

Our change pathway approach set out in Phase one says that you can begin
thinking first about the impact (from the right hand side of the change pathway
to the left) or by working through the change way of your planned activities
through to the impact (left to right). In ToCs, you normally start with the big
picture impact and work from right to left.

●

ToCs are usually more complex than change pathways and reflect more complex
situations.

●

Some ToCs also have accountability lines.

●

ToCs are accompanied by a narrative that explains the processes shown.
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Europeana case study
At any point during your impact assessment process, did you think to yourself: I
understand more about my project and whether it is meeting its goals. But do I need to think
more about how this project connects to the work of my organisation and its mission?
If you did, you’re not alone. In 2019-2020, we conducted a series of impact assessments
on different areas of our work, which, though related, could be assessed as individual
project activities or initiatives. We learned a lot about what we could say about the
impact of each of these activities, but we couldn’t easily summarise what this activity
meant for Europeana as a whole and how each example of impact fit in with
Europeana’s strategy and mission.
Working with external consultants, we took our first steps to tackle this by creating a
first draft of a Theory of Change (ToC). The Europeana ToC was designed to set out the
bigger change we want to have and to explore the outcomes, conditions, contingencies,
loops and complexity around this change process.
Where is Europeana now?
We have so far been through two ToC design processes at different times. In the first
design process, Covid got in the way of the validation of the Theory of Change; new
priorities emerged, existing priorities changed, and the entire PESTLE (Political,
Economic, Social, Technological, Legal and Environmental) context around us was
changing too.
At the same time, we realised that we had been too detailed. As we were creating the
draft ToC, our colleagues expected to see their work reflected clearly in the pathways,
but this meant that the ToC was not high-level enough. This meant that it was difficult
to operationalise. We left the exercise but learnt a lot from the experience.
Our second ToC exercise looked at one strand of the Europeana 2020 - 2025 strategy:
build capacity. This exercise was also led by an external consultant who brainstormed
with different representatives across the Europeana initiative to find out what our
priorities should be. This ToC is being validated by our Task Force on capacity building
for digital transformation. It will also need to be updated, and as such, it is not yet
publicly available. However, we can tell you about its high-level outcomes and impact.
It considered capacity building for Europeana at three levels: the individual, network
and at the institutional levels. It identified three long-term outcomes:
1. Improved access on open platforms.
2. Enhanced participation, diversity and inclusion.
3. Increased actions to digitise the cultural heritage sector.
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These would lead towards the identified impact: The ultimate aim or change that we
aspire for is the availability of diverse, inclusive and accessible content on open digital
platforms where persons can connect to be educated on (as well as to enjoy) the cultural
heritage in Europe’s heritage institutions.
What did Europeana learn through a Theory of Change process?
We learned a lot in the processes described above.
➔ External perspectives are really important. The ToC process relies on adequate
stakeholder input.
➔ It’s hard to find the distance to keep the ToC as top-level as it should be.
➔ The most value from a ToC comes when it is validated, used, reviewed and
updated regularly. It shouldn’t just be a document on a (digital) shelf.
➔ Plan the validation process and keep everyone up to date about your progress.
➔ Ensure that senior management sees the value in the process and that they
know how to read the ToC and commit to using and reviewing it. Make it a
standing agenda item at meetings, for example.
We haven’t quite perfected our Theory of Change at Europeana. When we have, we will
share it with you and share what we have learned and how we are using it! For now,
here are some links to more information. Happy reading!
More information
➔ Theory of Change: Back to Basics (Anne-Murray Brown)
➔ Theory of Change: From Flop to Top! (Anne-Murray Brown)
➔ Everything you (n)ever wanted to know about theory of change: an advanced
workshop on theory of change applications in the arts (Cultural Research
Network)
➔ How Does Theory of Change Work? (Theory of Change.org)
➔ Is Theory of Change relevant to the arts? | Nesta
➔ Getting to grips with the Theory of Change - Museums + Heritage Advisor
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