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About me

Innovation Fellow

▪ Making research applicable

▪ Developing tools and sharing 

knowledge

▪ Running workshops 

Consultant

▪ Research and evaluation

▪ Strategic development

▪ Data literacy and data strategies



About you!

o Your name

o Your organisation

o A sentence or two about your role and how you 

currently are (or hope to!) use data



Today’s workshop:

1. The four stages of data use

2. What’s a data story?

3. Understanding your audiences (inc. a short break)

4. Shaping it into a narrative

5. Close and next steps



Pillars of stronger foundation practice:



The data pyramid

Reality
Messy, lacks structure

Information
Data that has been structured

Data
Observations of reality

Wisdom
Knowing when and how to apply 

knowledge

Knowledge
Information that tells a story. We 

can act on it.



Reality

Information

Data

Wisdom

Knowledge

Data: A representation of the world

Image from Carousell

https://www.carousell.sg/p/13-kg-of-mixed-lego-1018098898/


Image from New York Times / Michael Murtaugh

https://www.nytimes.com/wirecutter/blog/adult-lego-masters/?utm_source=extension&utm_medium=click&utm_campaign=muzli


Image from Dad Camp

https://dad-camp.com/about/


Reality

Information: Data that has 

been structured, but we don’t 

know what to do with it

Data

Wisdom

Knowledge

Information

Image from Heathered Nest

https://heatherednest.com/lego-storage-ideas/


Reality

Knowledge: Data organised in 

a way that helps us to tell a 

story

Data

Wisdom

Knowledge

Information

"Lego Weekend, Holt Hall" by Dave Catchpole is licensed under CC BY 2.0.

https://www.flickr.com/photos/yaketyyakyak/6023615382/in/album-72157627388264964/


Quantitative
• Based on measurement

• Typically numerical

• Showing how many, how much, 

how often

Qualitative
• Based on description

• Typically text-based

• Showing a perspective, or opinion

Operational
• Information about 

your core business 

processes

Financial
• Both project and 

organisational

Service User
• Who are your service users? 

• What are their characteristics?

Engagement
• The extent to which people use 

your service, or engage with your 

organisation

• What do people think of the 

service?

Outcomes
• What short and long term 

changes take place

• How have people been 

helped or influenced?



From Valuing Data: How to use it in your grantmaking

https://www.thinknpc.org/resource-hub/valuing-data-how-to-use-it-in-your-grant-making/


Values

Mission

Vision

Ethos

Data Strategy

Ethics and responsibility

Data quality and limitations

Ownership and culture

Sharing and storage

Capacity and tools

Strategy

Organisational 

Strategy

Theory of change

Strategic questions

Impact indicators

Project aims

Data actions

Collecting

Supplementing

Analysing

Communicating

Outcomes

Critical 

reflection 

and 

evaluation

Single-loop 

learning

Double-loop 

learning

Triple-loop 

learning

Are we doing 

things right?

Are we doing the right 

thing?

How do we decide what is 

right?

Double-loop 

learning

The Data Learning Loop 



Four data actions: Collecting, Supplementing, Analysing, 

Communicating

▪ What opportunities do we have to collect data? What are the ‘touchpoints’ that 

we can use?

▪ How you will use the data you collect (you have a responsibility to…), and 

how it links to your strategic aims

▪ Who you can use it to communicate with, and for what purpose

▪ How the data is collected, what it is really telling you, and what limitations it 

may have

Principles for collecting



Four data actions: Collecting, Supplementing, Analysing, 

Communicating

▪ If each record has a unique ID

▪ If your data is structured, and if so, 

does it make sense to other people

Three types of metadata:

▪ Descriptive (what is it about?)

▪ Structural (how is it structured?)

▪ Administrative (what type of data is 

it, when and how was it created?)

Structuring and metadata

Image from Heathered Nest

https://heatherednest.com/lego-storage-ideas/


Four data actions: Collecting, Supplementing, Analysing, 

Communicating

▪ How can you join your data to other 

datasets? What common properties 

are there? Inc. the DEI data standard.

▪ What data do other organisations have 

that you can use?

Image from WWF

https://www.worldwildlife.org/blogs/sustainability-works/posts/building-blocks-of-smart-climate-policy-lego-joins-climate-savers


Community Lens – map postcodes against IMD

Autogeomapper – aggregate postcodes by ward or Local Authority

Demonstrating why ‘where’ matters

Four data actions: Collecting, Supplementing, Analysing, 

Communicating

https://datakind-uk.github.io/community-lens/
https://datakind-uk.github.io/autogeomapper/


Four data actions: Collecting, Supplementing, Analysing, 

Communicating

https://www.thinknpc.org/resource-hub/local-needs-databank/
https://www.citizensadvice.org.uk/about-us/our-work/advice-trends/
https://fingertips.phe.org.uk/
https://lginform.local.gov.uk/dataAndReports/explorer
https://www.ons.gov.uk/
https://www.ons.gov.uk/
https://www.threesixtygiving.org/data/our-tools/
https://communitywellbeing.coop.co.uk/


Four data actions: Collecting, Supplementing, Analysing, 

Communicating

https://scholar.google.co.uk/?inst=6297097477975492460
https://commonslibrary.parliament.uk/?s=


Four data actions: Collecting, Supplementing, Analysing, 

Communicating

Two ways of making sense of 

data:

1. A hunch, hypothesis or 

strategy 

(deductive reasoning)

2. Observation based on 

the data and evidence
(inductive reasoning)

For exploratory data analysis and cleaning



Four data actions: Collecting, Supplementing, Analysing, 

Communicating

▪ This is when you tell a data story and demonstrate your expertise 

Data Story:

Communication in 

which data (qualitative, 

quantitative, or both) 

are used to either 

support your narrative, 

or are put at the centre 

of the narrative



Why a story?

▪ We’re used to hearing stories, and retelling them

▪ Communicate complex ideas in a simple way 

▪ Engage with people emotionally and not just rationally, moving us away from 

processes and towards people

Why data?

▪ Move from opinion to facts and evidence

▪ Show you understand the context in which you are operating and the change 

you are trying to create

▪ Demonstrate your expertise and gain legitimacy

▪ Engage people visually

Why a data story?



What makes a good data story?

▪ Narrative (people) first, data second

▪ Audience-centred

▪ There is a conflict, twist, or issue to be resolved

▪ Visually engaging

▪ Retellable by individuals and easy to transfer across media



Approach 1: Putting data at the centre of the narrative

Things to consider:

▪ Use of white space, colour, and positioning

▪ A point of comparison

▪ Include title and time frame (give context!)

▪ How can it be shared?

▪ How accessible is it?





Source: Access to Justice Foundation

https://atjf.org.uk/wp-content/uploads/2022/08/Specialist-Legal-Advice-Analysis-Report-June-2022-v2-FINAL.pdf


Source: Clothworkers’ Foundation

https://www.clothworkersfoundation.org.uk/media/1263/cecp-initial-insights-v2.pdf


Source: Impact on Urban Health

https://urbanhealth.org.uk/insights/data/a-tale-of-two-schools-bus-stops-junk-food-and-childrens-health


Approach 2: Using data to support your narrative. 

Uses for results and stories:

Evaluating, learning, and adapting

• Reflection on projects or initiatives

• Cycles of failure, adaptation, and learning

• Cycles of learning for program and grant design

• Evidence

• Illumination or support of findings or results

Illustrating value and impact (public relations)

• Demonstrate organizational values

and practices

• Promote and celebrate successes

• Reinforce peer organizations and sector

support for an issue

• Revive interest in an issue

• Persuade specific audiences and communities

of practice

Advocating policy and social change

• Decision-maker influence

• Policy and issue advocacy

• Narrative as civic action

• Field-building and sector advocacy
From: The Story Behind The Story

https://www.transparency-initiative.org/wp-content/uploads/2018/05/tai_storybehindstory_r12_final_compressed.pdf


Four stages to: building compelling data stories that can be used in 

different contexts

1 – Understand your audience(s)

2 – Articulate the ‘shift’ in attitude or action that you want to see

3 – Consider what data you can use to support your story

4 – Write takeaway titles which lead to a rise and fall…



1: Understand your audience(s)

What are their 

values?

Motivation for 

engaging with 

you?

Barriers to 

engaging with 

you?

Capacity to 

effect change?

Communication 

form that will 

engage them?

Stakeholder group, 

organisation or 

individual



2: Articulate the ‘shift’ in attitude or action that 

you want to see as a result of your story

From

not knowing we exist 

To

knowing who we are, 

what we do, and why 

we do this work

From

wondering why your services should 

be funded

To

agreeing that you provide a 

specialist service that has an impact 

and should be funded

From

not understanding the outcomes of 

a previous programme

To

understanding the outcomes, and 

what should be repeated / changed



Find further resources at www.jamesjbowles.com

Mapping stakeholders and the ‘shifts’ we want to bring 

about
Stakeholder group 

or org/individual 

name

Their values in three 

words or phrases

Motivation for 

engaging with you

Barriers to engaging 

with you

Capacity to effect 

change (1-5 scale)

Communication 

form that will 

engage them

The shift that you 

want your 

communication to 

create:

‘From…’ ‘To…’

Completed by: Date:



3: Consider what data you can use to support 

your story

Internal data

▪ Applicant / grantee 

information

▪ Application data

▪ Grants made

▪ Engagement / 

process

▪ Outcomes and 

impact

External - context

External – expert 

evidence

https://www.thinknpc.org/resource-hub/local-needs-databank/
https://www.citizensadvice.org.uk/about-us/our-work/advice-trends/
https://fingertips.phe.org.uk/
https://lginform.local.gov.uk/dataAndReports/explorer
https://www.ons.gov.uk/
https://www.ons.gov.uk/
https://www.threesixtygiving.org/data/our-tools/
https://communitywellbeing.coop.co.uk/
https://ocsi.uk/local-insight/
https://scholar.google.co.uk/?inst=6297097477975492460
https://commonslibrary.parliament.uk/?s=


A brief data audit may help…

What do 

we collect?

What 

format is it 

in?

Where do 

we store 

it?

How do we 

use it?

What is our 

lawful basis 

for 

processing 

it?

Who do we 

share it 

with?

How long 

do we plan 

to keep it 

for?

Who is 

responsible 

for 

managing 

it?

Data audit template



Beginning Middle End

Plot

Twist or 

Conflict

Ending

Source: Storytelling with data

4: Create a rise and fall in the narrative

“If  a story doesn’t have conflict, a 
twist, or point of tension, it’s just a 

report.”

The Story Behind The Story

https://www.storytellingwithdata.com/blog/2020/5/21/the-structures-of-story
https://www.transparency-initiative.org/wp-content/uploads/2018/05/tai_storybehindstory_r12_final_compressed.pdf


Telling a story with data – the narrative arc Completed by: Date:

Context

Rising 

Action

Climax

Falling 

Action

Ending

Stick the 

shift(s) over 

me or write 

them here:

The Big Idea, or the story in a sentence:

T
a
k
e
a
w

a
y
 T

it
le

M
a
in

 b
o

d
y
 o

f 

te
xt

D
a
ta

 v
is

u
a
li
sa

ti
o

n
 o

r 

d
e
sc

ri
p

ti
o

n

Set the scene, make sure the 

audience understands the 

background

What tension, issue, or conflict 

exists? How can you first 

describe it?

What’s the maximum point of 

tension, the biggest issue or thing 

the audience should care the most 

about?

Bring the audience down by 

suggesting a solution, or an 

outcome

This is the resolution, or the call 

to action. 

From not appreciating the 

scale of childhood obesity

To understanding the scale 

and feeling compelled to 

support our activities 

In fact, 

childhood 

obesity is 

getting worse

We know 

programmes 

like ours work Support our 

programme!

Childhood 

obesity rates in 

the UK are high
Similar programmes, 

and early 

suggestions form 

our own work, 

shows that our 

programmes work to 

reduce childhood 

obesity

By funding our 

programme, we can 

reduce childhood 

obesity rates. 

Our programmes 

leave a lasting 

impact on the 

children that take 

part:

When compared 

with other 

countries of a 

similar size, we 

can see that 

childhood obesity 

rates in the UK are 

high

Overall, childhood 

obesity is 

worsening, and 

particularly in 

deprived areas

We must act 

now!

To prevent 

substantial 

increases in heart 

disease, diabetes, 

cancer caused by 

obesity

In the UK, we have increasing rates of childhood obesity. We know that programmes like ours are 

part of the solution.
Find further resources at www.jamesjbowles.com

http://www.jamesjbowles.com/


Source: The Fore Trust

https://thefore.org/wp-content/uploads/2020/11/The-Fore-RAFT-Immediate-Response-Fund-Impact-Report.pdf


▪ Have a go at creating a story structure

▪ Feel free to tell each other your stories. As a listener, what else do you need 

to know? What do you like about it?

As you go through, consider some next steps:

▪ What format are we going to use to tell this story?

▪ Any data you’d like to collect, or find?

▪ Anyone you need to speak to about this internally?



Values

Mission

Vision

Ethos

Data Strategy

Ethics and responsibility

Data quality and limitations

Ownership and culture

Sharing and storage

Capacity and tools

Strategy

Organisational 

Strategy

Theory of change

Strategic questions

Impact indicators

Project aims

Data actions

Collecting

Supplementing

Analysing

Communicating

Outcomes

Critical 

reflection 

and 

evaluation

Single-loop 

learning

Double-loop 

learning

Triple-loop 

learning

Are we doing 

things right?

Are we doing the right 

thing?

How do we decide what is 

right?

Double-loop 

learning

The Data Learning Loop 



Find this sheet and further resources at www.jamesjbowles.com

Strategic Data Use Template

Specifically, we would 

like to use data to…
For these audiences…

Which supports these 

strategic aims…

Using this internal / 

external data…
To do this we need to…

• E.g. Demonstrate your 

expertise or impact, 

encourage a shift in thinking, 

explore a dataset

• The stakeholders which you 

think will respond to this

• How does it link to specific 

strategic or project aims?

• What internal data do you 

have, and what external 

data can you use to help 

you with this?

• What are the next steps for 

you? What are the 

blockers?

Li
n

e
a
r 

p
ro

ce
ss

Completed by: Date:

Page 1

Our mission statement: 



Theme Prompts Next steps for my organisation..

Capacity and 

tools

• What could be done to increase organisational capacity for data use 

and data literacy skills?

• Are we using the right software and approaches for the questions we 

are trying to answer?

Ethics and 

responsibility

• Who could be affected by us using data in this way?

• Do we have the necessary data policies and agreements in place?

• What steps could we take to minimise any risk of harm?

Data quality and 

limitations

• Is the data formatted in a standardised way?

• Do we know the source of the data, and any limitations of it or biases it 

may contain?

• What level of detail is provided, and what other data can it be linked 

to?

Ownership and 

culture

• Who is responsible for the use of data in the organisation?

• Is data use supported by senior management and trustees?

• Is data used to question practice?

Sharing and 

storage

• Do we know what data is stored where?

• Do the right people within the organisation have access to the right 

data?

• Who outside of the organisation would benefit from having access to 

this data?

C
y
cl

ic
a
l 
p

ro
ce

ss

Find this sheet and further resources at www.jamesjbowles.com Page 2



Building compelling data stories that can be used in different 

contexts

1 – Understand your audience(s)

2 – Articulate the ‘shift’ in attitude or action that you want to see

3 – Consider what data you can use to support your story

4 – Write takeaway titles which lead to a rise and fall…

j_bowles www.jamesjbowles.comj.bowles.2@bham.ac.uk



Strategy: What are the organisation’s strategic aims and what’s the role of this funding in 

achieving them?

Stewardship over resources

▪ Data; time; other funding

▪ Maintaining resources for use by others

▪ The earth’s resources

Sustainability - serving over time

▪ Organisations

▪ Projects and initiatives

▪ Social fabric and environmental impact

9

Reframing nonprofit tech and data initiatives: the three S’s

Sanders, M. L., & McClellan, J. G. (2014). Being business-like while 

pursuing a social mission: Acknowledging the inherent tensions in US 

nonprofit organizing. Organization, 21(1), 68-89.



11

Reframing community tech and data initiatives

The services and support required means we need to adapt our services to be more 

intergenerational and offer regular, sustainable support. Working with a wider range of 

agencies means our client base will continue to increase significantly. 

The database system is limited; for the sustainability and diversity of the organisation, we 

need a new system which can grow with us to enable us to confidently monitor and report 

performance for our funders. 

With a new database or CRM (Customer Relations Management) system, we would be able 

to confidently record essential information required by funders, and for our organisation, to 

develop our services and ensure we are GDPR compliant. Recording, storing, monitoring and 

analysing data is integral to identifying the needs of the community and essential to our 

resilience in taking our organisation in to the future.

Leeds CF funding of  £30,000 to Neighbourhood Elders Team
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