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Impact & Value for Networks



Who is presenting the webinar today?

Grace leads Impact, Research and Evaluation in the Sustainable 
Improvement team. She manages a team of evaluation and 
measurement staff , supporting the Sustainable Improvement 
team to capture and demonstrate the value and impact of its 
improvement programmes. Grace has over 20 years of 
experience in research and evaluation in the fields of NHS service 
improvement, patient safety and quality. Over the past three 
year, she has overseen and championed the development of the 
Sustainable Improvement team Impact Framework, and is 
convinced about the difference it can make to improvement 
programmes that are looking to evidence the impact of their 
work in a robust and meaningful way



Jo is a Research and Evaluation Facilitator in the Sustainable 
Improvement team. She has been involved in the evaluation of 
improvement programmes in the NHS for over ten years, and played a 
key role in developing the Sustainable Improvement team’s Impact 
Framework. Before joining the NHS, Jo worked in research and 
evaluation roles in both the public and private sectors and in a range of 

fields such as  policing, transport, brands and advertising.

Felix is a Research and Evaluation Facilitator for the NHS England 
Sustainable Improvement team. He has been working in research and 
evaluation roles in the NHS for over 10 years, helping improvement 
programmes develop robust evaluation strategies, and draw out insight 
and intelligence from evaluations to support continuous improvement 
and demonstrate impact. He is currently providing evaluation support 
to Sustainable Improvement team’s Networks and Capability Building 
programmes.



Liz Maddocks-Brown

Senior Improvement 

Manager

Rob Cockburn

Improvement Manager

Georgina Hamill

Networks Programme 

Facilitator 

The SI Team –Network development expertise



“Networks have become the predominate organisational

form of every domain of human activity.”

Castells (2011)

21st Century Health and Care- significance of networks 

and network leadership



“integration, collaboration, partnerships, coordination, joint working, cross boundary, hubs, 

scale, spread, system sustainability and resilience, federations, ”

The  Landscape – Networks , Sustainable Change and Improvement 

Its all about Networks 



Lead, champion and  support the 
effective use  of networks to drive 
improvement and transformational 
change

Provide access to tools, diagnostics, 
resources and expertise to strengthen, 
improve and sustain network impact 

Support network leaders to  
confidently lead their networks, in a 
complex and ever changing and 
challenging environment   

Sustainable Improvement our Network specialism and 

focus 



Diagnostic Tools





Measuring the impact of your network



Objectives

By the end of todays webinar, we would hope that you can:

• Identify the challenges and opportunities inherent in evaluating the impact 
of your network

• Explore some of the evaluation principles and practices that can support 
the work of your network

• Explore the steps of the SI Impact Framework that can provide a robust, 
structured and pragmatic approach to evidencing the impact and value of 
your network



What we will cover

Why it is important to measure impact and what is unique about networks

Highlight some of the challenges and some of the ways to overcome these

Introduce you to the Sustainable Improvement Team Impact Framework and 
walk though the 4 steps

Signpost you to some useful thinking and resources



Definitions

• Impact   | A marked effect or influence

• Value     |   The regard that something is held to deserve; 

the importance, worth, or usefulness of  something 



Why measure network impact?

• Understanding network needs

• Tracking progress and achievement of objectives

• Gauging network health and connectivity

• Demonstrating value

• Developing learning



Maturity Matrix Impact & Value Dimension:
What level would you like your network to get to ?

• The network reviews the impact is it having in order to understand and repeat its successes.

• Specific external stakeholders and influencers are targeted with impact stories.5
• The network tracks, captures and shares success stories, with evidence of benefits and impact.

• These stories are celebrated and communicated.

• Stakeholders understand the impact the network is having, and actively promote this.
4

• The network members have a shared understanding of the value they add. Some senior 
stakeholders visibly acknowledge this.

• Examples exist which clearly demonstrate clear impact, for example, on patient outcomes.
3

• Some members can point to examples of value and impact, but nobody has the big picture...2
• Impact is not really discussed. Members are comfortable just to ‘belong to the club’.

• Nobody takes responsibility for capturing and sharing successes or prompting the “Are we making 
a difference?” conversation

1



Aspects of networks that matter for 
measuring impact

• Networks are dynamic and adapt, often rapidly, to changes in 
their context 

• Work with numerous players/partners

• The chosen purpose and structure may evolve with changing priorities 

• It takes time to organize networks effectively and show results



Please enter comments 
into the chat

How do you 
currently 

measure the 
impact of your 

network?



Challenges of measuring impact

• Traditional approaches can underestimate impact and value

• Focus on spend can lead to us to missing some aspects of value 

• System change has multiple players

• System change takes time 

• Takes expertise and confidence 

• We tend to have a culture of ‘getting on with it’





Draft a theory of change to articulate what you expect to change, how the 
change may be achieved and why , given the wider context within which 
the network operates:

Be clear about what sort of change you 
want to see and what ‘impact’ means 
for your network

• Where are we now? 

• Where do we want to get to? 

• What we need to do to get there



Pictorial form 

• e.g. logic model; driver diagram; plan on a page

Written form 

• e.g. 30,60,90 day plan; narrative

You can capture and present your theory 
of change in any way that works for your 
network



Primary Care Improvement Community-Our Theory of Change

Engagement

Launch, 

Curate & 

Nurture

Co-design

Resilience, 

confidence & 

motivation

Learning, 

sharing & 

collaboration

Difference to 

practice

OUTCOMESACTIVITIES



Disney Pixar  TM

framework

Finding Nemo

Once Upon a Time There was a widowed fish named Marlin who was extremely protective of 

his only son, Nemo.

Every day Marlin warned Nemo of the ocean’s dangers and implored him not to 

swim far away.

One Day In an act of defiance, Nemo ignores his father’s warnings and swims into 

the open water.

Because of that… He is captured by a diver and ends up as a pet in the fish tank of a dentist 

in Sydney.

Because of that… Marlin sets off on a journey to recover Nemo, enlisting the help of other 

sea creatures along the way.

Until Finally Marlin and Nemo find each other, reunite, and learn that love depends on 

trust.

Based on a blog post by Khaled Allen https://www.causevox.com/blog/storytelling-secrets-pixar/ 





nce upon a time…

Across England there were many people working hard 

both changing, and trying to change, general practice for 

the better. They were tired but ambitious for the future 

of general practice.



very day…

GPs, Practice Managers , General Practice Nurses to name 
but a few were getting frustrated as they knew there was a 
better way of doing things. 



ne day…

The authors of the GPFV and associated development 

plan said “enough is enough!”



ecause of that…

The Primary Care Improvement Community was created 
linking colleagues from all across England who want to 
share and learn together. It was part of the T4C 
programme. Colleagues had access to online resources 
and forums to chat with others. Each year there were 
workshops  and conferences they could attend to meet 
other likeminded people. Coaching was available and 
access to QI experts for ongoing support.



ecause of that…

PCIC members were confident in their QI work, 

energised to keep on going and safe in their practice. 

They were co-designing and directing future activities.



ntill finally…

5000 PCIC members were able to support each other. 

They were linked to regional networks and specialist 

groups such as Q while benefiting from the 

knowledge/support of a national community.



Measuring your impact

Decisions about what to measure will be guided by 

• The stage of your network development

• The focus/purpose of measuring – what is the intended use, or 
who are the intended users

• Overall approach to measurement



Idea/ 
planning 

stage

‘start up’

Growing
Established/

Mature

Transitioning 
or 

transforming

Impact may mean different 
things at different stages of 
the network life cycle 



Stage

Start up

Growing

Established/
Mature

Key questions Evidence sources

Who are the network’s members and how are they 
connected?

What are the network’s initial value propositions?

What strategies will the network pilot?

How are the members working together to meet 
shared goals?

Is the network beginning to deliver on key value 
propositions?

What are the networks activities & outputs?

Is the network spreading effective strategies and 
structures?

Is the network delivering on key value propositions?

Are collective results being achieved?

Is there a sound sustainability plan?

Draft network theory of change

Network connectivity mapping

Survey of members’ initial value propositions

Network health survey

Interviews and/or focus groups members

Observation of network activities/meetings

Survey members’ value proposition satisfaction

Analysis of network documents

Adapting the theory of change as needed

Network health survey

Survey of members’ value proposition satisfaction

Analysis of network results and impacts

www.networkimpact.org/the-state-of-network-evaluation-a-guide/

http://www.networkimpact.org/the-state-of-network-evaluation-a-guide/


www.networkimpact.org/the-state-of-network-evaluation-a-guide/

http://www.google.com/url?sa=t&rct=j&q=&esrc=s&source=web&cd=3&cad=rja&uact=8&ved=2ahUKEwilocjOwvDgAhWLTxUIHcCZCRcQFjACegQICxAK&url=http://www.networkimpact.org/the-state-of-network-evaluation-a-guide/&usg=AOvVaw2cIj6NDtbe-aMlJBzfbrTP


Network connectivity analysis can provide 
useful information about the reach, 
activities and impact of your network



Social network analysis tools

NodeXL: is a free social network analysis 
software that operates as a plug-in for Excel.
https://archive.codeplex.com/?p=nodexl

NetDraw: a free Windows-based network 
diagram
https://sites.google.com/site/netdrawsoftwar
e/download

Cytoscape: an open source software for 
visualizing complex networks and integrating 
these with any type of attribute data 
(http://www.cytoscape.org/download.html)

https://archive.codeplex.com/?p=nodexl
https://sites.google.com/site/netdrawsoftware/download
http://www.cytoscape.org/download.html


The scope, depth and detail of 
measurement you use will depend on 
context
Things to consider:

• What are the types of evidence available?

• What are the sources of evidence?

• Should measurement be activity or programme-based measurement?

• Do we require baseline measures?

• Should our approach be formative or summative?



Health Care Improvement Network
Number of Engaged Organisations and Individuals

As of the end of December 2018 there are 4,526 delegates involved in the involved in improvement 

community.

Within these 4,526 delegates: 

83%

The delegates include:

929 Practice Managers

420 GPs

134 Locality Staff

46 Assistant / Deputy Practice Manager

41 Admin Staff

of CCGs have delegates from 
25% or more of their practices35%

21%
of CCGs have delegates from 
50% or more of their practices

1,451
of current practices* in England 
have at least one delegate

of CCGs in England have at least 
one delegate on the list

* Based on “Patients Registered at a GP Practice” December 2018 Data Release



Your role in achieving impact may 
not be straightforward

Things to consider:

• What role do your network play in achieving the observed impact?

• What is your contribution to the observed change?

• What are the unintended consequences or outcomes of the work of the 
network?

• Is it possible that impact will only be realised sometime after the work of 
the network is finalised?



How will you evidence your 
indirect impact? 

Contribution analysis

People consider the evidence you have 
collected and judge the size and value of 
the contribution your work has made, 
or will make to the shared outcomes 
and overall goal

Most significant change

Involves  collecting stories from the 
ground about the greatest changes 
experienced as a result of your work.  
These stories are then reviewed by a 
panel of people involved in your project 
or programme, to identify the stories 
which have the most importance for 
your understanding of the work.



Regular review of evidence will help you 
understand progress, challenges and 
unexpected outcomes

Reviews should be carried out at the beginning, middle and end of the 
work:

• Beginning: to help choose the most impactful activities

• Middle: to monitor progress and make changes to your plan

• End: to review overall impact and whether you’ve met your goal



Sharing the story of your impact

A strong message should be at the core of any good 
report, presentation or other piece of communication

Know your audience

• who are they and what do you want them to do with the information? 

Identify your key messages

• Use simple and clear  narratives  backed up by evidence



What do you think of the 
approaches just discussed? 

Really helpful – something my network will use to help 
evidence our impact

Helpful, but I am not sure how to apply it yet

A good idea, but we’ll achieve this in some other way

Not helpful



Your 
reflections, 

questions and 
next steps





The S4N programme
• In addition to planning the next round of the Developing 

Effective Networks on-line learning Programme that launched 
Jan 2019, we will be hosting a regular series of events called 
Focal Point. 

• To get the best from these events, please review the webinars 
run in 2017 that provided a grounding in networks, including

• What makes networks work? 

• What does it take to be a Network Leader?

• Creating value and impact in networks

• Sustaining your network 

https://www.source4networks.org.uk/resources/events/89-network-leadership-
webex-series

https://www.source4networks.org.uk/resources/events/89-network-leadership-webex-series


Call to Action

• Register on www.source4networks.org.uk

• Join the community and Network Together for future Focal Point events 

and 

https://www.source4networks.org.uk/s4n-community/network-together

Please complete the Exit Survey to help us improve future events

You can also test your knowledge from this webinar by taking the short 

multiple choice questions

http://www.source4networks.org.uk/
https://www.source4networks.org.uk/s4n-community/network-together


l.maddocks-brown@nhs.net

Rob.cockburn@nhs.net

georgina.hamill@nhs.net

england.si-networks@nhs.net

www.source4networks.org.uk

Thank You and Contacts

@Source4Networks  

#S4N

mailto:l.maddocks-brown@nhs.net
mailto:Rob.cockburn@nhs.net
mailto:georgina.hamill@nhs.net
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