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The focus of my research on accountability and impact

Balancing Accountability Influencing Accountability Resisting Accountability
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Adaptive accountability
“Balancing act”

Aspects of imposed accountability
and felt accountability are adapted
to form hybrid regimes. Felt and
imposed accountability coexist
with their relative dominance
shifting over time.

A conceptual framework of accountability regimes
O’Dwyer and Boomsma (2015)

Imposed accountability
“Being held responsible”

Accountability as formal, external
oversight and control imposed on
individuals or organisations.

Felt accountability
“Feeling responsible”

Accountability as a voluntary
sense of “felt responsibility” to a
set of values or a mission
motivated by the ethical or value-
based concerns of individuals
within organisations.
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NGOs as passive subjects
Prior literature often depicts NGOs as docile 
subjects, who have no choice but to comply with 
the narrowly focused accountability demands of 
funders. 

Meeting the formalised accountability demands of 
funders – no matter how excessive or absurd – is 
often seen as essential to ensure organisational
survival.

Passive conformity  VS Active resistance
Boomsma and O’Dwyer (2019) & Boomsma (2023)

NGOs as proactive influencers
Recent studies indicate that some NGOs have 
been remarkably resourceful in working with or 
around externally imposed accountability 
requirements. 

NGOs have adopted tactics that seek to:
 Evade accountability
 Disguise accountability
 Shield accountability
 Negotiate accountability
 Shape accountability
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The focus of my research on accountability and impact

Impact Management Impact Measurement Impact Reporting
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Some preliminary insights…

Most impact reports focus on outputs (and sometimes outcomes)

Measurement is often disconnected from evidence needs
Drowning in data but still struggling to produce evidence of impact

Evidence gap analysis & priority evaluations to produce stronger 
evidence of impact
Taking stock of available evidence of impact
Identify evidence gaps
Focus evaluations on ‘plugging’ evidence gaps

A shift from ‘measuring’ to ‘managing’ impact?
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Who is measuring and demonstrating their impact? Everyone!

Business Schools Medical Universities Medical Companies



“It is a challenge, because everyone wants 
impact, but they actually have different 

ideas of what that impact looks like” 

- NGO evaluation manager -
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How to measure impact? 

Input Activities Outputs Outcomes Impact

Logical Framework Approach
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The impact of a climate change resilience project
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Input Activities Outputs Outcomes Impact

The logical framework approach: Climate change resilience

Funds
Staff
Equipment
Time

Awareness raising 
on slash and burn 
farming

Reduced slash and 
burn activities

Improved 
management of 
natural resources

Increased resilience 
to climate change 
effects

Increased income 
through sustainable 
farming methods

Sustainable farming 
methods 
implemented

Training sessions 
on sustainable 
farming
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Input Activities Outputs Outcomes Impact

The logical framework approach: Climate change resilience

Funds
Staff
Equipment
Time

Awareness raising 
on slash and burn 
farming

Reduced slash and 
burn activities.

Improved 
management of 
natural resources

Increased resilience 
to climate change 
effects

$ spent on staff and 
equipment

# of awareness 
raising meetings

# of households 
with reduced slash 
and burn activities

% of households 
with improved 
knowledge of 
natural resource 
management

% of households with 
increased resilience 
to climate change 
effects
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Outputs Outcomes Impact

The logical framework approach: Climate change resilience

Reduced slash and 
burn activities.

Improved 
management of 
natural resources

Increased resilience 
to climate change 
effects

# of households 
with reduced slash 
and burn activities

% of households 
with improved 
knowledge of 
natural resource 
management

% of households 
with increased 
resilience to climate 
change effects

But… should we always 
measure impact?

And how about measuring…
 Indirect changes?
 Unintended changes?
 Negative changes?

And how do we demonstrate 
our impact to stakeholders?
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Alternative ways to produce 
evidence of impact?

“A doctor does not have to prove that 
[…] the chemistry in the tablet works 
in this particular way in your body.

  
They have just got to demonstrate 
that they are handing out the right 

medication at the right time […]

The donors have an expectation that 
we demonstrate that the chemistry in 

the tablet works every time”

- NGO evaluation manager -
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How to demonstrate impact?
Monetary impact metrics
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How to demonstrate impact?
Quantitative impact metrics (1)
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How to demonstrate impact?
Quantitative impact metrics (2)
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How to demonstrate impact?
Stories of impact (1)
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How to demonstrate impact?
Stories of impact (2)
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How to demonstrate impact?
Impact case studies (1)
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How to demonstrate impact?
Impact case studies (2)
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How to demonstrate impact?
Impact graphs
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How to demonstrate impact?
Impact maps
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How to demonstrate impact?
Impact dashboards



The University of Sydney

Activity II: Measuring success

Develop a performance measurement 
framework for Vision Zero Cancer / 
Testbed Sweden. 

1) Use the logical framework approach.

2) Define the outputs, outcomes, and impact of a 
project on cancer prevention (advocacy) OR
earlier detection (diagnosis).

3) Propose indicators to measure the outputs, 
outcomes, and impact of a project on cancer 
prevention (advocacy) OR earlier detection 
(diagnosis).

4) How would you demonstrate the impact of a 
project on cancer prevention (advocacy) OR
earlier detection (diagnosis)?
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