Individual exercise 4 instructions: From HEMIS diagnosis to action plan for system strengthening
In this exercise, you will develop a preliminary action plan for strengthening your system-level HEMIS through a simplified methodology for moving from diagnosis to prioritisation and action planning.
Step 1. Complete a quick HEMIS diagnosis using Template 1. Assign a preliminary score from 1 to 5 to each HEMIS sub-dimension. Note: the aim is not to produce an exact score but to identify some of the strengths and areas for improvement in the HEMIS, you can use your best judgement.
· Score each sub-dimension using the following scale: 1=Very limited or non-existent, 2=Limited/emerging, 3=Partially in place, 4=Well-structured and operational, 5=Robust, systematic and sustainable.
· Then select three priority sub-dimensions for HEMIS strengthening. Start with the sub-dimensions that received the lowest scores. If several sub-dimensions have similarly low scores, prioritise those that are most important for addressing critical issues identified in exercises 2 and 3, or those that play a foundational role for strengthening other sub-dimensions. For the 3 sub-dimensions selected, briefly justify the reason.
Step 2. Using Template 2, identify one or two priority interventions for each of the three selected sub-dimensions. A priority intervention is a concrete action that could help strengthen the selected sub-dimension. The technical and policy requirements discussed in Exercise 3 can help your reflection. For each intervention, estimate:
· The expected impact: high, moderate or low;
· The expected timeframe for implementation: less than 6 months, 6–12 months, or more than 1 year;
· The key enabling conditions, risks or challenges: what would need to be in place, or what could make implementation difficult.
Step 3. Using Template 3, classify each intervention identified in Template 2 into one of the following categories:
· Immediate priority / quick win: the intervention can begin relatively quickly and produce visible benefits.
· Foundational priority: the intervention may require more time or effort, but is necessary to enable other improvements.
· Strategic medium-term priority: the intervention is important for HEMIS strengthening, but requires preparation, coordination or resources.
· Later priority: the intervention is useful, but less urgent or less central at this stage.
Use the expected impact, timeframe and enabling conditions or challenges identified in Template 2 to inform your classification. A longer-term or more difficult intervention may still be classified as foundational if it is necessary for other improvements to succeed. Add a brief justification where useful.
Step 4. Using Template 4, prepare a preliminary action plan based on the final ordered list of priority interventions. Use the classification from Step 3 as a starting point for the final ranking:
· Interventions classified as Immediate priority / quick win or Foundational priority will usually appear higher in the final action plan;
· Strategic medium-term priorities may also rank highly if they are essential for strengthening HEMIS or responding to important data needs;
· Later priorities will usually appear lower, unless there is a strong contextual reason to prioritise them earlier.
For the final ranking, you can also consider the enabling conditions, risks and challenges identified. The final ranking should reflect both the structured classification and your professional judgement about what should be addressed first in your system.
Step 5. Using Template 5, briefly reflect on how the preliminary action plan, and the broader HEMIS strengthening process, could benefit from regional or international alignment and cooperation. You can consider opportunities in terms of alignment with regional or international indicator frameworks; shared definitions, metadata, or reporting standards; technical assistance or peer learning; data exchange; support from international organisations, etc.
Note: This exercise is inspired by the logic of UNESCO’s EMIS-PATT methodology. For countries wishing to conduct a more in-depth assessment, the full tool provides dedicated institutional and system-level questionnaires to assess HEMIS maturity, identify priority areas for strengthening, examine interoperability between institutional and system-level HEMIS, and support the development of detailed, costed action plans. National teams interested in applying the full methodology may seek further guidance from UNESCO.

Individual exercise 4 templates
Template 1: Quick HEMIS diagnosis
	Dimensions and sub-dimensions of the data system (HEMIS)
	Score (1-5)
	Selected priority? 
(select 3 and briefly justify)

	1
	Governance
	

	1.1
	Policy and Governance Framework 
Existence of national HEMIS strategy, legal/policy framework, reporting mandates, data ownership and access rules, and alignment with regional and international frameworks.
	
	

	1.2
	Collaboration 
Coordination between the ministry, specialised agencies, higher education institutions and other key actors; mechanisms for consultation, participation and shared decision-making around HEMIS.
	
	

	1.3
	Financial resources
Dedicated and sustainable funding for HEMIS infrastructure, tools, staffing, maintenance, capacity-building and system development.
	
	

	2
	Management
	

	2.1
	Organisational structure
Clear roles and responsibilities among HEMIS actors; leadership, oversight and accountability arrangements for data production, validation, management, analysis and use.
	
	

	2.2
	Institutional processes
Existence of documented procedures for reporting and data flows, including reporting calendars, metadata, data dictionaries, common nomenclatures, validation procedures and feedback mechanisms.
	
	

	2.3
	Human resources
Availability of staff with relevant skills across ministries, agencies and institutions; training, knowledge sharing, technical support and peer-learning mechanisms.
	
	

	3
	Technical architecture
	

	3.1
	IT services
Capacity of the HEMIS to support data submission, validation, dissemination, user access and exchange between different systems.
	
	

	3.2
	Infrastructure and connectivity
Hardware, software, connectivity, storage, backups, cybersecurity and continuity arrangements needed to operate the system reliably.
	
	

	3.3
	IT standards and policy
Policies for IT equipment management, system security, and technical compatibility between applications and databases.
	
	

	4
	Data and information products
	

	4.1
	Data coverage and availability 
Extent to which the HEMIS covers domains and indicators to address data needs for policy planning, system monitoring, QA/accreditation, funding, equity, reporting, etc.; in a timely manner and with adequate levels of disaggregation.
	
	

	4.2
	Data quality
Accuracy, completeness, consistency, comparability and reliability of data across institutions, domains and years
	
	

	4.3
	Data use and information products
Production and use of dashboards, reports, official statistics, institutional feedback reports, QA/accreditation evidence, policy analysis and other outputs for decision-making and accountability.
	
	


Template 2: Identification of priority interventions
	Sub-dimension
Insert number from template 1
	Priority interventions
Identify 1 to 2 priority interventions for HEMIS strengthening on the selected sub-dimension. Briefly indicate, where useful, the main bottleneck the intervention addresses. The technical and policy requirements from exercise 3 can help your reflection.
(Note: items in parenthesis are optional) 
	Expected impact
(High / Moderate / Low)
	Timeframe
(< 6 months / 
6-12 months / 
> 1 year)
	Key enabling conditions, risks or challenges

	
	1.


(1b.)

	
	
	

	
	2.


(2b.)

	
	
	

	
	3.


(3b.)

	
	
	



Template 3: Classification of priority interventions
	Intervention ID 
From template 2 - items in parenthesis are optional
	Priority category 
(select/circle the category that applies)
	Comment/justification

	1.
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	(1b.)
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	2.
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	(2b.)
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	3.
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	

	(3b.)
	Immediate priority / Foundational priority / Strategic medium-term priority / Later priority
	


Template 4: Preliminary action plan
	Final Priority rank 
(items in parenthesis are optional)
	Intervention
insert intervention ID and short title
	Lead actor responsible
	Key partners to engage

	Priority 1.
	
	
	

	Priority 2.
	
	
	

	Priority 3.
	
	
	

	(Priority 4.)
	
	
	

	(Priority 5.)
	
	
	

	(Priority 6.)
	
	
	



Template 5: Opportunities for regional/international alignment and cooperation
	Which aspects of your preliminary HEMIS strengthening action plan could benefit from regional or international alignment or collaboration?
	

	Beyond this action plan, which other aspects of your HEMIS could benefit from regional or international alignment or collaboration?
	

	Which regional or international frameworks, standards, organisations or partners could be relevant?
	

	What could be aligned or supported? (e.g. indicators, metadata and definitions, standards, technical assistance, etc.)
	

	What would be the main benefit of this alignment or collaboration for HEMIS strengthening?
	




