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ABOUT ENVISION

This guide was developed by USAID’s ENVISION project. 

ENVISION is an 8-year project, funded by the U.S. Agency for International Development (USAID) aimed 
at providing assistance to national neglected tropical disease (NTD) control programs for the control and 
elimination of seven targeted NTDs: lymphatic filariasis, onchocerciasis, schistosomiasis, three soil-transmitted 
helminths (roundworm, hookworm, and whipworm), and trachoma. ENVISION contributes to the global goal of 
reducing the burden of these targeted NTDs so that they are no longer a public health problem.

ENVISION is implemented by RTI International under cooperative agreement No. AID-OAA-A-11-00048 in 
partnership with CBM International, The Carter Center, Helen Keller International, Fred Hollows Foundation, 
IMA World Health, Light for the World, Sightsavers, and World Vision. The period of performance for ENVISION 
is September 30, 2011 through September 30, 2019. To learn more go to www.NTDenvision.org
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Overview of 
the Guide 
PURPOSE OF THIS GUIDE

It is easy to get caught up in just reporting data, but we need to make sure that we are using data to improve 
national neglected tropical disease (NTD) programs.  The aim of this guide is to facilitate this shift from data 
review to programmatic learning and adapting through data use. For example, how are we addressing low cov-
erage? How are we responding to disease-specific assessment (DSA) outcomes?  The process outlined in 
this Data for Action Guide (DAG) should bring together data, conversations, and recommendations for pro-
gram improvements for clear, actionable planning. 

This shift from data review to programmatic learning and adapting is important to  

• Ensure a more judicious use of limited resources

• Increase likelihood of achieving elimination and control goals

• Strengthen capacity for critical thinking

USAID has recently outlined principles of collaboration, learning, and adapting (CLA).1 The DAG is intended to 
facilitate learning but also to provide concrete steps to link that learning to programmatic adaptation for NTDs.  

TARGET AUDIENCE

• National, regional and district-level managers responsible for programmatic decision making, (i.e., 
programmatic decision-makers, aka “data users”)2

• Monitoring, Evaluation, and Learning (MEL) officers who are responsible for much of the data gather-
ing, analysis, and synthesis required to facilitate programmatic decision making (i.e., “data producers”)

1 https://usaidlearninglab.org/sites/default/files/resource/files/keyconcepts_twopager_8.5x11_v7_20160907.pdf
2 The concepts of “data users” and “data producers” come from Measure Evaluation; for example, see https://www.measureevaluation.org/resources/
publications/ms-18-134 and Nutley T, Reynolds HW. Improving the use of health data for health system strengthening. Glob Health Action. 2013;6:20001. 
Published 2013 Feb 13. doi:10.3402/gha.v6i0.20001
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WHO USES THE GUIDE

The goal is for the Ministry of Health (MOH) to lead all six steps of this process. Internal or external facili-
tators—e.g., implementing partner staff—may also work closely with the national program manager(s). In 
the short term, it may be necessary for an implementing partner to lead the process, while simultaneously 
strengthening the capacity of the MOH to carry out the processes going forward.  Sample scopes of work for 
implementing partner in-country and headquarters staff can be found in Appendix A. 

WHEN TO USE THE GUIDE

There are multiple options for when this guide can be used, including to the following: 

• Prior to or as part of work planning or an activity planning meeting

• Before developing information, education, and communication/social mobilization strategy, mate-
rials, and activities 

• After failing a DSA, when planning a DSA outcome investigation and/or a re-Mass Drug Administra-
tion (MDA) 

• When training subnational level staff on data analysis and use

The key to effectively operationalizing the DAG—and thereby, ensuring programmatic adaptation—is ensur-
ing that the Communicate and Facilitate Change steps occur with the active engagement of programmatic 
decision makers.  

HOW THE GUIDE WORKS

This guide presents the process of gathering and synthesizing relevant information in six steps:

1. Go

2. Gather all relevant information

3. Synthesize relevant information

4. Communicate the critical information to key stakeholders in a slide presentation with accompany-
ing handout

5. Facilitate Change by turning recommendations into planned & budgeted activities 

6. Evaluate whether activities were implemented as planned and intended outcomes achieved and 
include this report in the Gather stage next year

This process is summarized in Figure 1 and then explained in more detail.
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PROCESS: DATA FOR ACTION
FIGURE 1. PROCESS TO FACILITATE DATA FOR ACTION

GATHER

SYNTHESIZE

FACILITATE 
CHANGE

COMMUNICATE

EVALUATE

Data & recommendations

Achievements, data quality, populations 
with low coverage, reasons for low 
coverage (programatic, acceptance), 
recommendations

Present priority 
information at start of 
work planning workshop

Ensure recommendations 
are converted to budgeted 
activities

• Are activities implemented as planned?
• What was the result?
• Include report in next year’s process
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Step by 
Step Guide

STEP 1: PLAN 
Timing: 2-3 months in advance of making data-driven decisions; timing can be compressed if necessary

Identify the purpose, when the process should conducted, and who should be involved.

A key to successful data use is planning how to operationalize the process outlined in the DAG. This planning 
can be done by answering the following questions: 

• What is your purpose for engaging in the Data for Action process?

• What questions do you hope to answer with your data?

• Who is your audience?

• What would you like your audience to understand by the end of your presentation? 

• When should you begin the Data for Action process? 

• Who will be involved? 
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STEP 2: GATHER ALL RELEVANT 
INFORMATION

Timing: 1-2 months in advance of making data-driven decisions; timing can be compressed if necessary

Gather data, reports, and recommendations that have been generated during the year.  

It will be important to document where these pieces of information are located and what is the best source of 
the data.  

GATHER DATA

Since the last decision-making point, a lot of data will probably have been collected, analyzed, and compiled 
in a report by the program, including the following: 

• MDA results by district and sub-district, disease, gender, and age

• Survey results, including Data Quality Assessments (DQAs); coverage evaluation surveys; knowl-
edge, attitudes and practices surveys; etc.

• DSA results, including trachoma impact surveys, transmission assessment surveys for LF (TAS), 
and sentinel sites

• Denominator data, and if the validity of denominators is often questioned by the program, col-
lect information on denominators from different sources (e.g., national census bureau, other public 
health programs, community registers)

• Other

GATHER ACTIVITY REPORTS, MEETING REPORTS, AND MINUTES

It will also be valuable to gather any activity reports and meeting reports and meetings, as these may have 
documented these results that were discussed, findings interpreted, and recommendations made, including 
the following:

• Supervision reports

• Microplanning reports 

• Post-MDA review meetings 

• DSA after-action reviews 

• DSA outcome investigations 

• Steering group meetings

• Previous years’ work planning sessions

• Pause and Reflect sessions

• Other
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STEP 3: SYNTHESIZE 
RELEVANT INFORMATION

Timing: 1-2 months in advance of making data-driven decisions; timing 
can be compressed if necessary

Analyzing data and interpreting multiple data points to get a clear, 
evolved, and holistic understanding of a situation.

Synthesizing relevant information can be one of the most time-consum-
ing steps, and it involves a high level of critical thinking and analysis. 
Synthesizing relevant information includes the following steps: 

1. Raise key questions 

2. Analyze data

3. Interpret findings 

4. Draw conclusions that respond to key questions

RAISE KEY QUESTIONS

When asking key questions, you should refer to what was identified 
during the planning stage, including your purpose for engaging in the 
Data for Action process and what questions you hope to answer with 
your data.  

Key questions that should be raised include the following: 

• What is the progress towards NTD control/elimination? 

 » Progress toward completing mapping

 » Increasing geographic coverage (i.e., MDA scale-up)

 » Reaching sufficient epidemiological/program coverage (by dis-
trict, disease, subgroups)

 » Stopping MDA (e.g., DSA outcomes)

 » Progress toward validation of elimination

• How accurate are the data? 

• What are the barriers to achieving NTD control/
elimination? 

• What approaches are working well and should be 
continued?

How Accurate 
Are The Data?
We know that poor 
reporting will results 
in incorrect number of 
persons treated and lack 
of strong denominator 
estimates will impact on 
our calculated coverage. 
However, we are not 
striving for perfection 
in numbers; we need 
numbers that are good 
enough to guide the 
program.

If surveyed and reported 
coverage are reasonably 
similar, then the national 
NTD program should 
feel confident about 
using routinely reported 
coverage estimates. If 
surveyed and reported 
coverage are different, 
consider conducting a 
DQA to diagnose where/
how data quality is being 
compromised and make a 
plan to improve.  

Note that concerns with 
the population estimates 
used as the denominator, 
while sometimes valid, are 
often overused and worth 
understanding better. 
For example, one should 
compare denominator data 
from different sources to 
see how similar or different 
the values are.  

When the directly observed 
treatment policy is not 
enforced, there are likely 
to be large discrepancies 
between reported and 
actual coverage rates, 
and some validation of 
routinely reported rates is 
encouraged.
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ANALYZE DATA

To analyze the data, you may carry out some of the following processes: 

• Calculating mean/median/minimum/maximum/interquartile range across multiple data points 

• Identifying outliers

• Disaggregating and aggregating data (e.g., age, sex, geographical unit, funding source, disease)

• Analyzing trend data over time

• Sorting data (high to low, low to high)

• Creating charts to visually depict data

• Assessing accuracy of data

INTERPRET FINDINGS

There are several questions that can help you to interpret the data, including the following: 

• What were the results?  

• How do the results compare to targets?  If results are below the targets, why?   

• How do the results compare to previous years? 

• Are the results the same everywhere, or are there certain geographic areas or populations that 
have different results? If there are differences, what is causing those differences? 

• What are some of the best practices with conducting this activity, and were those adhered to? 

• What was done differently when implementing this activity compared to previous years?  Was it 
successful? 

• What were some of the challenges with implementation? 

• Are the data valid? How similar or different are coverage survey data to the reported coverage?

• Do related data from different sources give the same message? 

DRAW KEY CONCLUSIONS

Conclusions should come out of the data interpretation; they should provide evidence-based responses to 
the key questions that were raised.   
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Presentation 
Outline
•  Overview of situation: 2-3 

slides

•  Data quality: 1-2 slides 

•  Lessons learned from 
previous efforts: 1-2 
slides

•  Priorities going forward: 
1 slide

STEP 4: COMMUNICATE
Timing: During an activity where programmatic decisions are being made, 
such as work planning meeting, microplanning, etc.

Based on the data producer’s analysis (the Gather and Synthe-
size), prepare a presentation to be presented at a planning event, 
such as work planning, microplanning, etc.  Be very selective in 
the information that is shared—the purpose is to focus the group 
on the actionable information. 

A slide deck with examples of slides that can be shown is available as 
an attachment to this document.

It is important to determine the story that should be told with the data 
and to make sure the messages are crisp and clear. The presentation 
should include an overview of the key situation(s) to be highlighted, ob-
servations around data quality, a description of lessons learned from 
previous efforts, and proposed priorities going forward.  

Ideally the national NTD program manager would be the one to serve as 
the facilitator and make the presentation; however, it is possible for the 
information to be presented by an MEL Officer or an external facilitator 
(such as an implementing partner). The Communicate step should in-
clude a discussion with relevant programmatic decision makers to agree 
upon the key priorities that should be addressed as part of the Facilitate 
Change step. 
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STEP 5: FACILITATE CHANGE
Timing: During an activity where programmatic decisions are being made, such as a work planning meeting, micro-
planning, etc., and also as a plan is being further developed (e.g., writing of annual work plan).

This is the process of turning recommendations into planned and budgeted activities. After presenting, 
the facilitator’s role is to remind the group at relevant points during the planning of the priorities, en-
suring that the decisions made are based on the lessons learned.

This step ensures the “adaptation” phase of the program cycle.  

To ensure that the programmatic adaptation is able to take place, it is important to have a clear plan, which 
includes resources. Table 1 is an example of what information should be included in the plan.   

TABLE 1: PLANS TO FACILITATE CHANGE

Issue to 
address

Data that 
documents 

issue

What will 
be done 
(based 

on data)

Who is 
responsible 

for 
conducting

Where to 
implement

When will 
activity 

take place 
Resources 

required

How 
will you 

measure 
progress
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STEP 6: EVALUATE
Timing: After program implementation

Follow up to ascertain activities were implemented as planned and intended outcomes were achieved 
and include this report in the Gather stage next year.

Note: This step contributes to the “learning” phase of the program cycle for the next year’s activities. 

As part of this evaluation, it will be valuable to address the following: 

• Were activities implemented as planned? 

• Were intended outcomes achieved?  

• Identify lessons learned and best practices: 

 » What worked well?  

 » What should be improved?  

 » Should anything be completely changed?  

This step does not have to be—and likely should not be—a formal evaluation. Rather, it can be implement-
ed using a Pause and Reflect methodology, conducted after specific activities and/or a comprehensive 
annual review.

FIND THIS AND ALL ENVISION TOOLS AND RESOURCES AT  

NTDToolbox.org
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Appendix A

Sample scopes of work for implementing 
partner in-country and headquarters staff 
to facilitate Data for Action Guide process 
IN-COUNTRY RESIDENT PROGRAM ADVISOR (RPA) (OR CHIEF OF PARTY [COP]): LEADING THE 
PROCESS: VISION, STRATEGY, AND ENSURING DATA-DRIVEN ACTION

• Working with the MOH national program manager to identify the questions that they hope to an-
swer with data

• Assisting in-country MEL staff (MOH, project) to interpret data

• Working with the MOH national program manager and in-country MEL staff (MOH, project) to craft 
key messages

• Providing feedback to in-country MEL staff (MOH, project) on synthesized data 

• Supporting the MOH to present data at key meeting to inform decision making; presenting data 
as needed 

• Coordinating with the MOH, technical assistance (TA) staff, in-country MEL staff, with support from 
HQ MEL staff, to follow up throughout the year to ensure efforts are implemented and evaluated 

IN-COUNTRY MEL: OPERATIONALIZING THE DAG

• Providing on-the-job training for MOH MEL staff on DAG

• Providing to the MOH input on what data to gather and assisting MOH to gather as needed

• Providing guidance to the MOH on data analysis and interpretation to identify key messages and 
analyzing and interpreting data as needed
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• Reviewing draft slides and giving feedback to the MOH on how best to communicate the key 
messages; creating slides as needed 

• Coordinating with the MOH, TA staff, and the RPA, with support from HQ MEL staff, to follow up 
throughout the year to ensure efforts are implemented and evaluated 

HQ MEL: SUPPORTING AND STRENGTHENING THE CAPACITY OF IN-COUNTRY MEL STAFF

• Providing on-the-job training for in-country MEL staff on DAG

• Providing input on what data to gather

• Providing guidance on data analysis and interpretation to identify key messages

• Reviewing draft slides and giving feedback on how best to communicate the key messages 

• Coordinating with TA staff, the RPA, and in-country MEL staff to follow up throughout the year to 
ensure efforts are implemented and evaluated 

HQ TECHNICAL ADVISOR (TA): SUPPORTING RPA

• Reviewing draft slides and giving feedback on how best to communicate the key messages 

• Ensuring recommendations are converted into budgeted activities

• Coordinating with the RPA and HQ MEL staff to follow up throughout the year to ensure efforts are 
implemented and evaluated 

HQ OPERATIONS STAFF: SUPPORTING RPA

• Ensuring recommendations are appropriately converted into budgeted activities

• Coordinating with TA staff, RPA staff, and HQ MEL staff to follow up throughout the year to ensure 
efforts are implemented
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Example 
Timeline

When Using DAG During Work Planning

01

02

STEP

STEP

2-3 months 
in advance 

1-2 months 
in advance

• Make your Data for Action plan

• Ensure that key stakeholders will attend your work planning meeting

• Identify individuals who will contribute to the Data for Action process

• Identify relevant data

• Gather relevant data 

• Analyze your data

• Determine how your data will answer your original questions

• Make sure data is displayed appropriately to convey intended  
messages

GO

GATHER ALL RELEVANT 
INFORMATION
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03

04

05

06

STEP

STEP

STEP

STEP

1-2 months 
in advance 

during scheduled 
event

during scheduled 
event and following 

up as appropriate 

during the year 
following

• Continue data analysis and visualization

• Highlight relevant conclusions 

• Develop your presentation

• Present your data at the work planning meeting

• Identify issues that require follow-up and engage the appropriate 
stakeholders

• Ensure that your work plan reflects the lessons from the data 

• Ensure adaptation of activities is  budgeted for

• Ensure stakeholders are in agreement that the proposed  
programmatic changes will address the targeted problem

• Make sure activities were implemented as planned

• Measure whether intended outcomes were achieved

• Reflect on successes and identify areas for improvement

• Include any follow-up items in the “planning/gather” stages 
for next year

SYNTHESIZE RELEVANT 
INFORMATION

COMMUNICATE

FACILITATE CHANGE

EVALUATE




