Evaluating INASP-Health as a Network  

Rick Davies, March 2004

Background

1. This document was an input into an evaluation of INASP-Health, conducted in late 2003.  INASP-Health's overall objective is to "improve access to reliable information for health professionals in developing countries". INASP-Health provides the following services to support the health information development community worldwide:

· Health Information Forum  

· INASP-Health Advisory and Liaison Service  

· HIF-net at WHO  

· INASP-Health Directory 

· INASP Health Links 

· Capacity-building programme 

· Publications 

· Health Library Partnerships Database 

· Examples of Impact 

For further information see their website at http://www.inasp.info/health/
2. The sixth question in the ToR for the INASP-H evaluation team asked: "What are the issues and challenges in evaluating a network activity? What are approaches and tools could be used by INASP-Health and other networking initiatives to review their work?"  This brief report addresses that question
Network analysis 

Levels of analysis

3. There are three levels at which networking aspects of INASP-H can be monitored over time, and periodically evaluated

· Macro: Linkages between INASP-H services and services provided by other organisations

· Meso: Linkages across the specific INASP-H services, especially those arising from overlapping participants E.g. HIF, HIF-Net, Health Links, etc.

· Micro: Linkages within groups of participants using specific INASP-H services e.g. HIF-Net, HIF, etc

4. There is also a temporal dimension to each of these levels.  How linkages at each level change over time.

5. Some examples are given of each of these types of analysis below. I have not had the time to do a comprehensive analysis of INASP-H networks at all three levels, and how they have changed over time.

Macro level linkages

6. These can be identified in at least three ways:  

a. by INASP-H itself (NPW), and 

b. by the participants / users of INASP-H services

c. by internet based search engines and related services

Macro-linkages defined by INASP-H. 

7. INASP-H is associated with a number of other organisations which can be influenced by INASP-H and which can influence INASP-H. These include:

a. Parent / host organisation: INASP, which may influence the future direction of INASP-H. E.g. by seeking more involvement in capacity building

b. Donors: Welcome Trust, British Medical Journal, Exchange, IICD, WHO, DFID, Danida.

c. The HIF Organising Group: Institute of Psychiatry, London School of Hygiene and Tropical Medicine, BMJ Clinical Evidence, Interactive Health Network, Health Informatics Europe, Partnerships in Health Information, Update Software, Journal Server Trust,  WHO / Information Waystations, Staging Posts Network, Healthlink, WorldwideWellcome Trust
· Information related discussion forums: HIPNET (Health Information and Publications Network), AHILA-NET (Association of Health Information for Librarians in Africa), AFRO-NETS (African Networks for Health Research and Development), SATELLIFE,  South Asia Public Health Forum, PHA-Exchange (People's Health Assembly)' Communication Initiative

d. HIF-like groups in Africa

No examples at this level, but…

8.  I have not done any analysis of network linkages at this macro level, but analysis could be done by:

i. Measuring (using ranking methods) INASP-H views of:

1. The relative priorities of INASP's relationships with each group. 

2. Tracking time spent on each of these relationships, relative to their perceived priority

3. The relative achievements with each of these relationships, relative to time spent 

ii. Graphing measurements

1. Priorities against time invested

2. Time invested against achievements

iii. Examining outliers

1. High priority low achievement relationships

2. Low priority high achievement relationships 

3. High time invested low achievements relationships

4. Low time invested high achievement relationships

Macro-linkages as defined by users of INASP-H services. 

9. In the case of HIF-Net it is highly likely that many of the users belong to other mailing lists (including HIPNET, AHILA etc). Information about these linkages could be found out via a one question email inquiry to HIF-net members

a. The first result would simply be a list of mailing lists members used. This itself could be fed back as an item of potentially user information to list members. Many members may not know of all the lists mentioned. Nor may INASP-H

b. A second email question could ask people to indicate which of the lists listed they use. This would give quantitative data on how the membership of the various lists overlapped, and this potentially interacted. This information could stimulate further brokerage activity by INASP-H, promoting further use of some lists by some groups not using them. It could also highlight gaps that INASP-H could help fill via HIF-Net 

Macro-linkages as defined by Internet search engines and related software

10. There is a web-based service called TouchGraph
, which uses Google search findings to map the connections between a given website and all others, and the connections between those other sites. Connections in this case mean the inclusion of a specific reference to a given website in another website. Figure 1 below shows its view of how http://www.inasp.info/health/ is connected to other related websites, according to TouchGraph's analysis in March 2004. Although not very readable at this scale of reproduction, when viewed on screen the individual nodes can be moved around, expanded, or contracted. 

Figure1: TouchGraph view of INASP-H linkages to other websites
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11. The same types of questions can apply here as above: what are the priority relationships, how much time is being invested in them and with what results. Free third party software such as Extreme Tracking can be used to identify which other websites bring traffic to INASP website. Web log statistics held by the INASP website hosts can indicate which other websites visitors have gone to after visiting the INASP website

Meso-level linkages

HIF-Net and HIF. 

12. During the evaluation a comment has been made that “ it should be pointed out that most of the people who come to HIF meetings are already on HIF-net. This statistic was provided but has not been indicated in the report" (NPW). According to the HIF spreadsheet 46% of those who have come to HIF meetings are HIF-Net members. This percentage rose from around 50% in the first few meetings up to around 80% in the 20-25th meetings. But since then it has gone down to around 60%

13. The question to ask here is “What sort of target figure would be appropriate? This is essentially a question about how much connectivity is appropriate between two different groups.  A high level overlap would prevent the HIF from being a means of finding new members of HIF, however it would be a means of meeting the needs of the existing HIF-net group. In James March's terms the choice here is between exploration (of potential new members) and exploitation (of the interests of the existing members).  See para 33 below, which also relates to this choice.

INASP-HEALTH DIRECTORY, HIF-Net and HIF

14. There is a potential overlap between the organisations listed in the directory, the target audience of the directory, and HIF-Net and HIF. I have not had time to investigate these types of linkages. It may be useful to think in terms of INASP's networking objectives here. What sort of linkages would be desirable between these sets of users / participants?

a. Are the organisations listed already known to each other, therefore not in need of the directory, or is the opposite the case?

b. Are those in need of the directory a completely different group?

c. While it would be easy to publicise the directory via HIF and HIF-Net are these groups the audiences that INASP wants to be able to access and use the Directory?

Analysing overlaps in participants and users in each of the INASP-H services

15. (taking above argument more generally…)Different services may deliberately try to reach different audiences in which case little overlap would be expected. For example, the readers of the Directory and the users of online information sources such as Health Links might be expected to be different. In other cases, overlap might be sought because complimentary forms of information might be sent by different means to the same audience.  At the minimum it might be expected that INASP-H would be able to say what sort of overlap (or not) was expected, in the membership of users of any two of its services. It may be helpful to construct and fill in a matrix summarising these expectations. For example, as shown in table 1 below. These achievement of these expectations can then be tracked by analysis of information about actual participation.
	Table 1: Expected overlaps in users / participants (actors in rows link to actors in cols)

	
	
	A
	B
	C
	D
	E
	F
	G
	H

	A
	Advisory And Liaison Service
	
	
	
	High
	
	
	
	Low

	B
	Health Information Forum 
	
	
	
	High
	
	
	
	None

	C
	INASP-Health Directory

	
	
	
	
	
	
	
	

	D
	HIF-Net At Who

	Low
	
	Low
	
	
	
	High
	

	E
	INASP Health Links
	
	
	
	
	
	
	
	

	F
	Health Lib, Partnership DataB
	
	
	
	
	
	
	
	

	G
	Website
	
	
	
	High
	High
	
	
	Low

	H
	HIF-Like Groups

	Low
	None
	
	
	
	
	Low
	


[table is incomplete]

16. Once this table is filled with actual numbers, or categorisations of degrees of overlap, it is possible to construct a network diagram, showing INASP as a network of networks. 
Micro-level linkages

17. These are about connections between participants using specific INASP-H services

Example: HIF meetings

18. The draft Evaluation report has commented that some HIF participants".. said that the meetings often attracted the same core of people"
19. The HIF spreadsheet data shows that the majority of participants had attended two to three meetings. Only three people had attended more than 66% of all meetings, making up 7% of participants in those meetings
. Eight people had attended more than 50% of the meetings, making up 20% of those meeting’s participants
.  A graph of participants per meeting is shown below.
20. With the eight most frequent participants the question to ask here is who do they interact with during these meetings? Themselves or the other participants who are less frequent attendees? If they are encouraged to do the latter then they could perform an important bridging role between a large number of people who will not have direct contact with each other. Given that the names of the members of this small group are known it would be worthwhile asking them, or asking them to document, if they are aware of any new connections they have helped to broker in the most recent meeting.
Figure 2: Participation frequency and its relationship to numbers of meetings
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21. Another question to ask here is what sort of overlap between participants in the different meetings does INASP-H want? None at all would mean opportunities for networking across different interest groups would be non-existing. On the other hand, complete overlap would mean that participants would not be meeting any new people at each subsequent meeting. 
22. One way of addressing this question would be go down to a further level of detail and look at what sort of linkages have been potentially created between different groups of people, simply by participating in the same meetings. Then asking where the linkages are the weakest and might arguably need to be developed .

23. Figure  2 below shows one analysis based on the classification participants in terms of their organisation type (as given by NPW). Lines show connections between groups based on joint participation in the same meetings. Thicker lines mean joint participation in more such meetings. Organisations closer together are more likely to have similar sets of  linkages
.

Figure 3: Linkages between organisations, via attendance at HIF meetings
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24. The organisations that have the smallest number of linkages with other types of organisations are: WHO-regional (8 links), UN agencies (10 links), Other (11 links) and faith-based organisations (12 links). The minimum number of linkages possible here is 15 (i.e. n -1).

25. Another basis for analysis of overlaps in participation is the country of origin of the participants. In the draft Evaluation Report it was noted that  "… southern participation in HIF is still very marginal" 
26. In the HIF spreadsheet the % of participants whose country is listed as "UK" has ranged from 56% to 97%
. There was no clear trend over time in this percentage (the correlation between percentage participation and recency of meeting was 0.1, i.e. insignificant). As above, it may be useful to look into participation in more detail, country by country, and identify which country participants are interacting the most, and which the least, and then reflect if that is grounds for trying to influence future participation in HIF meetings. 

27. Using the UCINET social network analysis software it was possible to identify two distinct patterns. One is a large groups of around 28 counties that are  highly interconnected. The other is a smaller group that is less interconnected. They are a heterogenous group consisting of Australia (11), Italy (10), Kirgizstan,  Brazil (10), Cameroon (10), Congo-Brazzaville(10) and Malawi (9). Sweden (7), and Norway (5). The maximum number of connections possible was 38 ( i.e. n –1). There is of course a third larger group of totally unconnected countries, representing those from which there have been no participants.
Figure 4: Linkages between countries through participants in HIF meetings
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28. Both the organisation and country analyses are likely to be overstating the actual number of connections made between groups. Most people who attended a particular meeting will not have met all the other participants in that meeting. Nevertheless the analysis is likely to be indicative of where linkages are strongest and weakest.

29. The INASP-H evaluation report noted that "Feedback from participants indicated that many of them had made or reinforced contacts at HIF meetings" These developments should be monitor able in principle, either by:

a. One page feedback survey forms at the end of meetings. Tracking links created may be of more value than simply getting a satisfaction rating. They can be analysed in some details, and followed up later, 

Changes over time

Example: HIF meetings

30. As of late last year there have been x HIF meetings. The membership of those meetings has overlapped from meeting to meeting. The following network diagram shows linkages between meetings in the form of one or more overlapping participants. 

31. The most recent meetings (HI29-31) are notable in the extent to which their participants do not overlap very much at all with earlier meetings. Earlier meetings had a much higher degree of overlap (e.g. HIF 2-18).

Figure 5: Linkages between HIF participants over time
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Objectives and performance within networks

32. Objectives within networks are problematic in a number of respects. If the network of concern is based on a voluntary membership then the existence of a common objective cannot be presumed to exist. Even if the network has an official statement of purpose. This is the opposite of a formal organisation, where agreement on objectives is presumed to be the starting point for any effective action. In a network of voluntary participants it is more appropriate to see agreement around common objectives as an achievement. The nature of that agreement, and changes over time in that agreement, can be measured and tracked. 

REMAPP example

33. REMAPP is a voluntary network of UK NGO staff with M&E responsibilities (along with a small number of consultants and academics with M&E concerns). In mid-2003 a list of topics of concern to the membership was brainstormed, and then sent out to members as a menu of topics. They were asked to identify which of these topics were of most interest to them. Those results were then aggregated into a spreadsheet and returned to the polled members for their information and use. The same information was also analysed from a network perspective, in two ways:

a. Which objectives (topics of most interest) were most closely linked to each other?

b. Which members were most closely linked to each other, by having the most similar topics of most interest?

34. This information, in graphical form, was also circulated back to members. And all new members joining the REMAPP mailing list (since the survey was undertaken) have been asked to complete the same questionnaire. This will make it possible to track changes in alignment of interests as the membership grows.

Figure 6: Linkages between objectives, through participants expressed priorities
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35. The REMAPP exercise may be appropriate to HIF and HIF-Net. As noted in Evaluation Report "The Senior Programme Manager sees INASP-Health as a network in itself and says that, as a network, INASP-Health needs to facilitate networking rather than implement projects in order not to compete with its members." Collecting, collating and feeding back information about common interests / objectives is one means of doing so.

Performance measures

36. The simplest performance measure of a network is the rate of growth in membership numbers. The assumption is that people are voting with their feet, on the value of the services of a network. In fact growth in membership is probably best seen as a measure of the perceived relevance of a network, but not of its effectiveness in meeting those needs. It is the combination of drop out rates and growth rates which would be more indicative of how members perceive the value delivered by the network. For example, high growth rates with low or even constant drop out rates would be a positive indicator. Drop out rates are measurable in both mailing lists and in meeting-based networks, such as HIF, but the difference in significance is substantial. The costs of participating when content is not appropriate are much lower in mailing lists.  Data on drop-out rates is available within INASP-H, readily for the HIF-Net and less readily for other services, such as circulation lists for the Directory 

37. These measures focus on the value of individual networks. But earlier in this brief report it was suggested that INASP can be represented as a network of networks. Each service has some degree of overlap with the other services, in terms of the participants involved. Associated with these overlaps are expectations and actual achievements in terms of number and types of people that do overlap (and thus link) each service. Achievement in relation to expectations of linkages between INASP-H's networks provide a second measure of performance, and one reflecting achievements on a much larger scale. 







� � HYPERLINK "http://www.touchgraph.com/TGGoogleBrowser.html" ��http://www.touchgraph.com/TGGoogleBrowser.html�


� Neil Pakenham-Walsh, INASP-H; Andrew Chetley, Exchange;  Chris Zielinski (Infomania Ltd).


� The above participants plus Healthlink Worldwide, International e-Health Association, Editor, Africa Health and Medicine Digest/ London School H&TM, ECHO International' Partnerships in Health Information (PHI)


� This network diagram was constructed from spreadsheet data using UCINET social network analysis software, available free on the Internet.


� This category could include non-British citizens.
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