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9 - 4	Best Practices for Data- informed Decisions



Decisions are often informed by many factors, data as evidence is one component. On the journey to being data ready, staff and volunteers shared the following best practices to support data-informed decisions. This handout was
co-created at the IFRC Data and Digital Week.
It is encouraged that organisations add to this list and co-create one with your network. It is not designed to be ‘comprehensive.’
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People
▶ Create a supportive environment for individuals, teams and the organisation as a whole regarding data literacy and the importance of data for informed decision making:

· Advocate importance of data driven process to non technical people;
· Make sure people within the National Society understand the full purpose of why we collect data (beyond just for reporting to donors);
· Understand exactly who uses the data and the decisions they face by developing and maintaining data-user personas.

▶	Choose the right team to work with:

· Allow coworkers to share and apply their best skills;
· Facilitate and allow the opportunity for upskilling within the team;
· Recruit for specific and different skill sets;
· And, most importantly: do all this with a vision; a people strategy (staff and volunteers) to support the shift.

▶	Have a clear overview of who the decision makers are, so that the level of decision making is clear:

· Prevent ‘information-overload’: have a clear overview of who the decision makers are, what data they require (quantitative vs. qualitative), how you will present the data;
· More information: The humanitarian decision makers taxonomy | ALNAP.

▶	Monitor how decision makers respond to the information presented to them by gathering feedback systematically; what works to the decision makers to adapt data presentation:

· Understand how decisions have been taken in the past and are being taken: don’t assume that more/new data is the answer or will change decisions or decision-making processes;
· Realize that data literacy is key for decision makers to be able to appreciate the role of previous collected data.

▶	Actively incorporate stakeholders:

· Establish a stakeholder ‘data and tech’-advisory board which collaboratively defines roadmaps for any new data creating tools within the organisation;
· Breaking down silos and creating understanding on what data is critical and what is not;
· Understand and gather feedback on how to package information to decision makers at different levels (country level, regional level, etc.) and donors: how to influence different structures
to make sure no interventions are done that cause harm.
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▶	Present data in an effective way:

· Always put the data into context: decision makers appreciate comparisons, instead of just showing quantitative. Without context, data is often unable to explain the “complex systems” we work in. More information: Complex systems modeling for humanitarian action – The Centre for Humanitarian Data (humdata.org)
· Do not present data in a complex way: clear connection to the data, make sure the data collected is relevant;

▶	Allow decision makers to connect data to decisions easily:

· Clearly explain and show the process of data collection and the outcome. The decision maker should understand the process to have trust in it;
· Have bilateral discussion between decision makers and technical people producing statistics and communication of goals;
· Decision-making is everyone (everyone makes data decisions), so strive to share this power and understanding throughout the organisation.

▶	Advocate the importance of market and needs assessment: helps inform how the response will look like in the community when presenting to the decision makers.
▶	Make sure to share back the processed data with those who shared it with you.
▶	Decision makers do not always understand what they need to know on beforehand:

· Accommodate sensible request for information; use observative and iterative approaches to develop info products;
· Involve decision-makers at the start, as many as useful.


Policy
▶ Realize the importance of data privacy and data security as part of everything we do;
▶ The management of data is essential: governance of systems needs to account for what the business needs in order to evolve. This includes a vision for the future, instead of looking only at the immediate needs;
▶	Develop proper protocols, ethical guidelines and a plan before starting the process of collecting and managing data.
▶	The whole team should be aware of these protocols, guidelines, and plan, so that it is known when, what, and how the work will be done;
▶ Consider different perceptions and approaches beforehand, such as cultural backgrounds, beliefs, and regulations. This empowers people and increases the acceptance of data-driven initiatives.

M 9	|	S ▷ 4	Best Practices for Data-informed DecisionsD
A
T
A
P
L
A
Y
B
O
O
K






Process
▶	Begin with the end in mind, identify the knowable outcomes and associated actions to alleviate some of the work:

· Know what questions you want to answer with the data, before finding ways to use data: What do we need/want to know? How is this going to inform our programs? Why do we need this data?
· Understand the needs before jumping on data collection and analysis.

▶	Visualise data to aid communication effectively by using visuals, graphs and other presentation formats to aid decision making:

· Make data accessible for all to profit from;
· Connect data from different branches (within national societies) and between national societies;
· Define data parameters.

▶	Involve yourself in the data collection to understand it better and use the right language to transmit results.
▶	Question and analyse everything, look from different perspective:

· Ask as many questions needed before we (data analysts) and program managers agree on the analytical needs;
· Analysing everything without being biased and without making value judgments, we just verify our information and make decisions from what we have;
· Find the right balance between proactive and reactive responses when having data-informed decisions to prevent analysis paralysis and/or reckless abandon.

▶	Be clear in designing data collection tools and collecting data with proper tools and guidance:

· Be SMART in the use of metrics;
· Use a centralized approach to data sharing to inform international policy;
· Make data accessible to all;
· Understanding what is quantitative and qualitative data;
· Keep data as simple and succinct as possible; less is more, unless that extra thing is bringing anything of value to the table.

▶	Define processes (who, when, where) to reflect on collected data and make it the actual base for decisions:

· Define data structure and the process for data collection
· Understand the data cycle as a circular process: from defining the research question to data collection, data analysis, reporting… and USING the results!
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