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Where does Data-informed Decision Making fit?
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Data-Informed Decision Making Process

Data-informed 

Decision Making 

Process

Formulate a focused question

Ask

Search for the best available data

Acquire

Critically appraise and analyze the 

data

Analyze
Integrate the data with your 

professional expertise and be 

conscious about your mental model

Apply

Decide and communicate

Announce

Monitor the outcome

Assess

?
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Step 1: Ask



Asking the Right Question

• How important is the question to the business?

• Put questions in the right language

• Answers need to be quantifiable

• Create questions from your question

• Understand the data required to answer the question

?
When thinking about questions to ask, consider the following:



Formulating Good Analysis Questions

Should provide a clear understanding of what the 

answer for the question will look like.

Answerable

Should point clearly to what data will be required to 

answer the question.

Data Oriented

Should have a defined scope.

Scoped

May not be easily translated into a single analysis 

question. Create a set of analysis questions, each of 

which address a specific aspect to the business.

Specific

Clearly stated with as little ambiguity as possible. 

State any assumptions explicitly.

ClearClear

Specific

Scoped

Data Oriented

Answerable



Example:  Sample Analysis Question

Business Question: 

• “How was our Q3 marketing campaign?”

Additional Info (from requirements gathering):

• Interested in an assessment of response rates over all, and whether or not the different 

approaches, channels, etc. made a difference.

• Interested in how response rates varied across demographics.

Analysis Questions: 

• What was the overall positive response rate for the Q3 marketing campaign?

• What were the differences in positive response rate (if any) among the various 

approaches?

• What were the differences in positive response rate (if any) across different 

demographics?



8

Step 2: Acquire



DIKW Pyramid

Applied
Enrich through experiences

Context
Transform through personal application 

values and beliefs

Meaning
Understand, add meaning, relevance and purpose

Raw
Adapt it to your needs and capture your 

audience's attention 

Information

Data

Knowledge

Wisdom



Example

10,000’
Above sea level

10,000 ?



Example

SKU

Product ID

Supplier

Delivery Date

etc…

Information



Example

Alpha Beta
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Step 3: Analyze



Analytics Layer

Descriptive
Quantitatively describing data

Exploratory

Looking for previously unknown 

relationships in data

Inferential

Testing theories with a 

sample of data

Predictive

Analyzing current events to 

predict future events



Orient to and Critically Appraise the Data

6 QUESTIONS

1. What is the source of your data?

2. If you are reviewing a sampling of your 

data, how well does the sample data 

represent the population?

3. Does your data distribution include outliers? 

How did they affect the results?

4. What assumptions are behind your 

analysis? Might certain conditions render your 

assumptions and your model invalid?

5. Why did you decide on that particular analytical 

approach? What alternatives did you consider?

6. How likely is it that the independent variables are 

actually causing the changes in the dependent 

variable? Might other analysis establish causality 

more clearly?

by Thomas Davenport



5 Whys

Problem or Analysis Question Because…

Why Because . . .

Why Because . . .

Why Because . . .

Why Because . . .

Why Answer is the root cause.



5 Whys

What is the problem? Projects are taking too long to complete.

Why are they taking too long to complete?
Because the work is not done to meet 

deadlines as originally planned.

Why is the work not being done as originally 

planned?

Because the assignments are not being made 

early enough to individual team members, 

therefore they do not have the time to get them 

done by the original deadline.

Why are assignments not made early 

enough?
Because decisions made on the details of the 

assignment are taking longer than anticipated.

Why are they taking longer than anticipated?
Because project leaders are not reaching an 

agreement on what needs to be done in a 

timely manner.

Why are project leaders taking longer than 

anticipated to reach decisions?
Because they are not good at meeting regularly 

or communicating well, due to other obligations.
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Step 4: Apply



Balancing Data and Experience

Experience

Data



Balancing Data and Experience

Experience Data



Mental Models

“Mental models are deeply held internal 

images of how the world works, images 

that limit us to familiar ways of thinking 

and acting. Very often, we are not 

consciously aware of our mental models 

or the effects they have on our behavior.”

- Peter Senge

Meaning

Values   Ideas

Beliefs     Concepts

Premises    Representations

Previous Experience

Assumptions



Common Mental Models for Decisions

Model

Second-order Thinking

Helps us think farther ahead about our 

decisions and think holistically. 

Requires us to consider subsequent 

effects on our decisions.

Multiplying by Zero

Failure in one area of a system can 

negate great effort in all other areas. 

Fixing the zero often has a much 

greater effect than does trying to 

enlarge other areas.

Scientific Method

Testing the hypotheses with data and 

trying to disprove it instead of looking for 

data to try to prove it. 

10/10/10 Rule

Helps you think about long term 

consequences of decisions. How will 

you feel about it 10 minutes, 10 

months and 10 years from now.

Probabilistic Thinking

Trying to estimate the likelihood of an 

outcome coming to pass as a result of 

our decision.  Includes Bayesian 

method.

Game Theory

Pick the decision where the maximum 

advantage of your opponent is 

minimized. 



Cognitive Bias

Too much 

information

Not enough 

meaning

Not enough 

time

Cognitive Bias is a mistake in reasoning, evaluating, 

remembering or other cognitive process, often occurring as a 

result of holding onto one’s preferences and beliefs regardless of 

contrary information.



Examples of Cognitive Bias

The tendency to seek out information that supports 

your beliefs/hypothesis and ignore information that 

contradicts them.

Occurs when you are making a decision using only 

part of the data based off past successes, and not 

based off past failures. 

Humans typically tend to make decisions and solve 

problems by using the first solution that comes to 

mind.

Confirmation Bias

Survivor Bias

First-Conclusion Bias



Ladder of Inference

Data

Assumptions

Conclusions

Observations

Meanings

Selecting

Beliefs

Actions

• Am I drawing the right conclusion?

• Why did I assume this?

• Is my conclusion based on facts?

• Why do I think this is the right thing to do?

• Can I do this in a different way?
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Step 5: Announce



Announcing with Storytelling
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Step 6: Assess



Monitor the Outcome

It is important to assess the outcomes of your decisions and:

• Fail fast

• Fix fast

• Learn fast



OODA Loop

Action

(Test)

Cultural

Traditions

Genetic

Heritage

New

Information Previous

Experience

Analyses &

Synthesis

Implicit

Guidance

& Control

Implicit

Guidance
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Interaction

With

Environment
Unfolding

Interaction

With

Environment Feedback

Decision

(Hypothesis)

Feedback

Outside

Information

Unfolding

Circumstances

Observe Orient Decide Act

Observations

The collection of all 
relevant data

Analyze to form 
perspective and make 

judgements of the 
situation to understand 

what it means

Course of action based on 
perspective

Executing the course of 
action and monitor the 

decision



The Importance of Data and Speed

- Jeff Bezos

“Most decisions should probably be made with 

somewhere around 70% of the information you wish 

you had. If you wait for 90%, in most cases, you’re 

probably being slow. Plus, either way, you need to be 

good at quickly recognizing and correcting bad 

decisions. If you’re good at course correcting, being 

wrong may be less costly than you think, whereas being 

slow is going to be expensive for sure.”



Summary

Data-informed 

Decision Making 

Process

Formulate a focused question

Ask

Search for the best available data

Acquire

Critically appraise and analyze the 

data

Analyze
Integrate the data with your 

professional expertise and be 

conscious about your mental model

Apply

Decide and communicate

Announce

Monitor the outcome

Assess

?



Thank You

Stay in the know on Qlik product 
innovations. Register for our quarterly 
webinar series.

qlik.com/QlikInsider

Want to learn more? Check out these resources: 

Connect with Qlik enthusiasts around the 
world. Learn, share and explore. 
Register today.

community.qlik.com
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Breakout Session 
Survey

We strive to improve the event each 

year and are interested in hearing 

your feedback on this session.  

To access the session survey please 

log into the mobile app and click this 

session on your personal agenda. 

Click the Survey button in the top 

menu to complete the survey.

We thank you in advance!



Thank You


