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Executive Summary 

The PoliVisu Toolbox Deliverable 8.4 is the first of three deliverables capturing the evolvement of PoliVisu’s 
chief vehicle for sustainability - the PoliVisu Toolbox.  The Toolbox should capture the outputs and results of 
the research and innovation from the project and package them in a way that helps and encourages others to 
use big data to enhance the sustainability of mobility policy decisions.   

During the first year of the project, the Consortium worked to take insights gained from across the project 
work packages and use them to explore approaches for the development of the PoliVisu Toolbox, to illustrate 
potential pathways for use and valorisation (see D8.3 Exploitation Plan) and to create a first mock-up of the 
proposed site structure (see D3.6 Policy experimentation and functional design). From this point the team 
were able to adapt an agile methodology to further refine the design. Core elements of the Toolbox include: 

● Case Studies - examples of how big data has been used in a policy context by a range of cities will form 
the backbone of the Toolbox, linking all other content 

● Policy Process - the process of making policy using big data broken down into simple, easy-to-
understand steps 

● Policy Elements - examples of real-life mobility policy goals, objectives, strategy and actions for 
inspiration 

● Techniques - pragmatic tips for using big data for policy, from how to choose a visualisation type, how 
to read a visualization, to how to negotiate a big data contract with the private sector 

● Data - the Toolkit will not host any data but will link to metadata catalogues to help users search for 
and identify useful open data  

● Visualisations - examples of the visualisations developed by the pilots, these will include Visualisation 
stories to help users understand why a visual was created, how it works and its impact 

● Tools - the actual software tools that may be adopted by users to create their own visualisations for 
policy making 

The toolbox is being built in an agile manner, and a first version of the Toolbox was created in December 2018 
and made available at policyvisuals.eu.  This version contains first examples of Case Studies, the Policy Process 
and Policy Elements.  The content will be refined during the coming months. 

Year two will be spent expanding the content and functionality of the Toolbox, testing and refining the 
branding, navigation, usability and usefulness.  A second deliverable outlining the changes and progress made 
during this period will be submitted at the end of 2019. 
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Chapter 1: Toolbox Strategy 
 
This deliverable is designed to complement the functional analysis provided in D3.6 (Policy experimentation 
and functional design), the value proposition in D8.3 (Exploitation plan) and the implementation work of D5.2 
(Toolbox architecture) in building the PoliVisu Toolbox. It explains the premise behind the Toolbox, who it is 
aimed at, and how it will be built and enhanced over the next two years of the project. 

1.1 Toolbox Purpose 
Originally called the PoliVisu Playbox2 in the Description-of-Action, its primary aim is to provide an 
environment where Public Sector decision makers can understand how to use big data to create visualisations 
to support their policy work.  By using the PoliVisu Toolbox they should be able to create visuals that allow 
them to experiment with different policy options and bring in stakeholders to help analyse the challenges to 
co-create solutions.  Whilst the public sector is the primary audience, the PoliVisu consortium recognises that 
other stakeholders, data researchers, citizens, community groups can also benefit from the Toolbox and their 
needs should also be considered. 

During the first year of the project, discussions with the 6 pilot sites, surveys with potential adopters and 
desktop research showed that access to software tools was not the core problem in being able to create 
visualisations.  Bigger challenges were how to know a) what kind of visualisation is best used in different 
scenarios and b) how to get access to needed Big Data.  These will be the premier issues the Toolbox will 
address. 

1.2 Development Strategy 
PoliVisu’s Toolbox will only contain output carefully curated and packaged in a way that meets the needs of 
the intended audience to achieve the overall aim of the project.  If information/content is not useful for the 
audience then it will not be included in the Toolbox.  Central to the Toolbox will be city stories/case studies of 
how they used big data to solve mobility challenges, the techniques, tools and data they used, and the policy 
measure that resulted.  Stories will contain both positive and negative lessons from real city experiences, and 
will link to different visualisation techniques, processes and tools (see D3.6) to make them truly useful as a 
learning tool. 

The development strategy is as follows: 

Year 1:  Design Framework. Collate development requirements (D3.6). Build first simple version of the 
Toolbox with pilot case studies (D5.2). Begin branding development 

Year 2: Create initial content to populate Toolbox, test and refine navigation, usability and usefulness with 
pilot sites and potential adopters.  Refine branding, look and feel.  Begin building new story 
content (crowdsource from other projects/cities) 

Year 3: Continue building content (crowdsource from other projects/cities), integrate training module and 
enact sustainability plan 

  

                                                             
2 The name was changes from Playbox to Toolbox by a vote from the majority of the Consortium who felt the term Playbox whilst conveying a sense 
of fun would be too ambiguous for non-native English speakers. 
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Chapter 2: Toolbox Audience 

2.1 Personas 

Audience needs provide the starting point for designing the Toolbox.  To be able to better understand the 
target audience, the Consortium ran an internal persona3 exercise to explore the motivation, needs and 
frustrations of different types of potential Toolbox customers.  A results sample is provided below: 
 

Sara, Public Consultation Officer 
Multi-lingual and working in media and comms. Sara needs to survey people which is a big task. 
A colleague told her about PoliVisu and a tool called Truth Nest which could help her in social 
evidence gathering. Sara visits the Toolbox to find the tool. She eventually finds it after much 
searching which agitates her, so before she decides to buy a licence, she wants to find out who 
has used it before and their experience.   
> Need - real feedback and experiences of peers. 

 

Donald, 51, President of the Council 
Before entering politics, Donald had a career as a contractor. Donald is looking for popular 
solutions to city problems. He wants to make his own mind up and doesn’t always trust experts 
as he thinks they are always trying to sell him something. Three experts give him three different 
solutions to a mobility challenge, how can he choose the best one? He really doesn’t want yet 
another expert helping him to use the Toolbox. He hopes for an experience that shows and 
compares options, speaks in his language not IT or Geo speak, and focuses on new solution 
development. 

> Need - simple language and ability to create quick option comparison policy visualisations 
 

George, 30, Communication Manager 
George is an overworked civil servant working for a politician by managing lots of social 
networks. He needs to convey information to and extract information from the public in an easy 
and quick way and distil it into clear messages. He needs a visual impact solution and hearing of 
the Toolbox from the city website he decides to give it a try. Upon entering he realises it will 
take more time than he has available to understand how to use it, plus he doesn’t have a real 
interest in data so the metadata tools are off putting. He just wants to visualise policy quickly 
and see how people react. 
> Need - simple interface and easy to understand processes 

 

Katia, 45, Citizen Journalist 
Katia comes from a poor neighbourhood with too many people complaining about travel time 
as they don’t own private transport. She wants to highlight the unfair distribution of public 
transport in the area. She has a low/medium ability with tools but Google’s solutions to see if 
she can find something to help her.  She comes across a story about Plsen who have created a 
map. She enters PoliVisu from the Plsen story but ends up in a place that confuses here. Though 
she recognises this is a place that can give her support and guidelines there are too many things 
she doesn’t understand. After all she doesn’t think in a ‘policy making framework’ way. she just 
wants to do something.  Feeling disoriented and scared by the complexity she leaves the 
Toolbox and doesn’t return. 
> Need - layperson language, less text, an opportunity to create own visualisation 

                                                             
3 A persona in this case is a fictional character created to represent a set of users that will react to the Toolbox in a similar way. It helps our team by a) 
forming a specific, consistent understanding of our audience, b) showing a human “face” to create empathy, and c) providing an efficient shortcut for 
day-to-day conversation. Please note the persona photos are taken from the web under cc copyright. 
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John, 45, Community Group Member on Road Safety 
John is married with two children of school age and he is concerned about their safety as 
pedestrians when walking back from school hence he joined the school road safety group.  He 
hears about the Toolbox on social media and decides to take a look to see if he can gain some 
information about traffic accident levels around the school.  He is excited about the possibilities 
the Toolbox presents, however, upon arrival he finds the site overly scientific with policy-related 
terminology he doesn’t understand.  He doesn’t understand how to apply the info to his 
situation and there seems to be too many lengthy manuals involved in creating your own 
visualisation.  Daunted by the complexity and options he leaves. 
> Need - Ability to create policy visualisations based on his need 
 

Nia, Big Data Researcher 
Aristocratic roots, passionate about discovering new tools and data as as IT generation.  Wants 
to be able to just use and then throw away data. Focus on impact of noise of traffic on health. 
Obtained a link from a colleague. Expecting fast answers to questions and access to sources of 
info I can trust. Design too complicated, wants to be quickly aware that this is info I can trust. 
Took too long to find data so she switches off from using the site. 
> Need - quick access to data 

 

2.2 Core Needs 

The persona’s highlighted two key needs: 
 

● Simplicity 
Whilst the Toolbox is primarily for Public Sector decision makers, it also offers added value to a range 
of other users whose needs should be considered. Whatever their background, visitors to the Toolbox 
need to be able to quickly determine its purpose and navigate to the pages that matter to them. 
Language should be clear and avoid jargon from data/geo and policy making fields so the content is 
widely accessible and digestible. 

 

● Quick Visualisations 
To create effective visualisations for policy making, quick visualisations are not ideal. To have the best 
chance of success for achieving sustainable decisions, policy makers need to think through the exact 
question they are trying to answer and work out what kind of visualisation best meets their need. 
There is not a one size fits all approach. This is the premise the Toolbox development team are working 
to implement.  Having said that, there is a value in having some template visualisations into which 
standardised ‘policy ready data’ can be plugged to show quick results e.g. traffic accident data. These 
kinds of visualisations quickly show value to a user of a big data approach and can be used as a gateway 
by Partners to start more in-depth conversations around customisation and consultancy. The PoliVisu 
team will discuss this approach during round 2 of the Toolbox development after the first project 
review in January 2019. 
 

A third need was further reinforced: 
 

● Sharing of Peer Experience 
As evidenced by the PoliVisu Data Survey, there is a lack of case studies/stories/evidence of using big 
data in policy making.  Users want to know exactly how others tackled challenges, learning from both 
the pitfalls and the highlights.  This is a key area that PoliVisu will be focusing on in the Toolbox 
development and building process. 
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Chapter 3: Initial Toolbox Structure 

3.1 Structure 

The initial structure of the Toolbox went through multiple iterations.  As its primary purpose is to help the 
public sector use big data in making policy, the first idea was to provide entry to all PoliVisu’s tools and services 
through the three cycles of the PoliVisu making framework (1. Design, 2. Implementation, 3. Evaluation) as 
shown in the figure below.  It is important here to note that the Toolbox will not provide an interface for the 
user to directly create visualisations and maps, this service already exists via many multiple suppliers. Rather 
it is, as its name describes, a box where users can pick and choose from a selection of tools (content and 
software), the knowledge they need to use big data in their own policy making.  With this approach PoliVisu 
aims to help users understand how to use big data for policy making in a responsible and ethical way.  The 
Toolbox will help users understand what types of visualisations can be adopted, how to form policy questions, 
what kinds of data to aggregate and how to use visualisations for consultation and co-creation of policy 
options etc.  Users can then go on to create their own visualisations, either adopting and linking software 
components from the Toolbox, or by using their own existing tools. 

 
Fig 2: Initial Framework Design for the PoliVisu Toolbox 

 

However, when the initial 3-entry point idea was mocked-up into an interactive set of web frames using 
Balsamiq and tested internally through persona work, it became clear that users didn’t necessarily want to 
have to follow a set process/journey. Wherever they landed in the website they needed to know in a matter 
of seconds that there were relative content/tools for their needs without having to visit multiple pages. 
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The end-user feedback resulted in a partner meeting in Milan to critically rethink the approach for the Toolbox. 
As PoliVisu’s data survey highlighted case studies as a major need to help support other cities in adopting big 
data practices, and the fact that no such body of evidence existed elsewhere, it was decided to make the pilot 
stories the focal point of access into relevant tools and techniques. They would form the beginning of a new 
repository of evidence that could be drawn upon by other cities with similar policy challenges to solve.  With 
this approach in mind a new Toolbox structure was developed around the three key actions that a user could 
undertake on the site 1) Make better policy visualisations - access processes and tools, 2) Explore what others 
are doing - view case studies and real policy impact, 3) Share your experience - contribute your own cities 
story/case study.  However, users who had specific needs could quickly access process steps, techniques, data, 
visualisations and software etc. from the top menu. All content would link to other related content to create 
multiple pathways for users. To achieve this the Toolbox would be built as a content management site with 
each piece of content as a separate packet or article of information which could be easily tagged and linked 
to various other parts of the site.   

3.2 Content 
The new, more simplified content categorisation for the Toolbox is as follows: 

● Case Studies - examples of how big data has been used in a policy context by a range of cities will form 
the backbone of the Toolbox, linking all other content. The case studies will be designed to provide 
inspiration to others and will contain practical feedback on activities (both ones that were successful, 
and ones less so). All case studies will follow a set template with the following sub-headings: 

○ Policy problem being addressed 
○ Challenges encountered 
○ Stakeholders 
○ Actions steps 
○ Lessons learned 
○ Outcome impact 
○ Links 
○ Visualisations 

In addition, each case study will provide a link to relevant policy elements, the policy process stage it 
was at, relevant data, tools and techniques (all described below).  Initial case study content will come 
from PoliVisu pilots before seeking additional examples from other projects.   

● Policy Process - the process of making policy across the three policy making cycles - design, 
implementation and evaluation - using big data broken down into simple, easy-to-understand steps.  
The basis of this content will come from the Policy Making Framework developed in Work Package 3 
which will be refined based upon the outcomes of the pilots. 

● Policy Elements - are examples of real-life mobility policy goals, objectives, strategy and actions 
following the project glossary structure (D5.3) developed in Work Package 3.  The number of policy 
elements will be plentiful and users will be able to search elements based on interest, policy need etc. 
From the policy elements users will be able to link to relevant case studies. 

● Techniques - include pragmatic tips for using big data for policy, from how to choose a visualisation 
type, and how to read a visualization, to how to negotiate a big data contract with the private sector. 
The exact contents will be defined based upon feedback from the pilot sites on the challenges they 
encountered in using big data.  

● Data - the Toolkit will not host data but will link to metadata catalogues to help users search for and 
identify useful open data. 
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● Visualisations - links to visualisations developed by the pilots, these will also include Visualisation 
Stories that will walk users through a particular visualisations purpose, how it works and its impact.  
These stories will be complementary to the case studies. 

● Tools - the actual software tools initially from PoliVisu partners, and later other big data and policy 
projects, that may be adopted by users to create their own visualisations for policy making.  

The next envisaged approach can be seen from the Home Page wireframe mock-up on the next page. The top 
menu contains direct links to the individual content categories whilst three boxes provide quick access to core 
content based on the user needs.  A map is included as another way to provide easy access to the case studies. 

 

 

 
Fig 3: Reviewed Mock-up of the PoliVisu Toolbox After Milan 

 

The mock-ups sandbox for experimentation with various incarnations of the PoliVisu Toolbox can be accessed 
here. 
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From this point the wireframing work turned to design of the look and feel and went through several additional 
tweaks before being passed to WP5 for implementation. At this stage it was decided that the first version of 
the toolkit should only contain the core policy-related elements enabling the team to focus on getting this 
important implementation correct.  The rest of the content (data, tools, techniques, visualisations etc.) would 
be added in the next phase. 

Fig 4: Initial Design Before Further Simplification 
 

The final design for the Toolbox was simplified further to reduce complexity for the user.  This is shown via 
the live Toolbox at www.policyvisuals.eu .  
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Chapter 4: Toolbox Branding 
 
The Toolbox branding and look and feel had three simple objectives: 
 

● Have clear meaning - visitors should understand in seconds what the Toolbox is about 
● Be recognisable - align with the PoliVisu awareness material from over the past year 
● Be engaging and stimulating - look attractive and encourage users to explore 

 

With this in mind the following decisions were made. 
 

4.1 Name and Tagline 

The name and tagline needed to focus clearly on PoliVisu’s core subject. The Toolbox team agreed that the 
descriptive words policy, visual and data must be included, and potentially the word mobility. After 
experimenting with various combinations of words to create an easy-to-remember name, the Toolbox team 
agreed upon the balanced combination below: 
 

Policy Visuals Toolbox 
Data | Discuss | Decide 

 
The tagline plays off the previous tagline used during the project awareness dissemination phase - Visualise | 
Discuss | Decide - used to quickly explain the aim of the PoliVisu project. 
 

4.2 URL 

Two URLs have been adopted as entry points into the Toolbox to engage 2 different users’ types: 
 

Policyvisuals.eu - engaging those with an interest in policy making  
Policyreadydata.org - engaging for data researchers, and aligns with PoliVisu’s standards work 

 

4.3 Look and Feel 

To align with the ‘ethos’ of the project it was decided the Toolkit should minimise text where possible and use 
large relevant visuals to convey messages.  Maps and pictures would be used to attract and guide users from 
key pages to relevant content.   

Though re-named the Policy Visuals Toolbox, the site would still contain the PoliVisu logo which would link to 
the PoliVisu project site, explaining the background and history to the resource.  Both sites would share a 
similar colour pallet and look and feel to highlight their relationship.  The chosen colours of yellow, dark blue 
and grey were pulled from the project logo. 
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Chapter 5: Agile Development Process 
This chapter describes the approach to streamline the interaction and cooperation between technical teams 
and other PoliVisu consortium members regarding the planning, definition, implementation, testing and 
feedback of concrete tools and pilot use cases that will provide input for the Toolbox. 

5.1 Context 

The PoliVisu project is pilot driven and follows an agile approach: 
● Pilots define user requirements and functional needs in 4 consecutive iterations (called cycles) 
● Functional requirements are used to implement technical solutions incrementally in an iterative way; 
● These increments are then delivered to and tested by the pilots 
● Both the technical teams and the pilots have separate follow-up meetings (bi-weekly) 

 

The Product Owner is responsible for setting up dedicated agile teams for the different pilots and/or distinct 
visualisations that are being developed. In these agile teams the representative of the functional side / pilots 
(Product Owner) works closely with the technical team and coordinates following an agile process and using 
Jira as a project management and communication tool.  
 

For the PoliVisu Toolbox development. AIV (Gert Vervaet) acts as the Product Owner. The technical team exists 
mainly of ATC (Stratos Tzoannos, Tasos Kakouris, Marina Klitsi). Later HSRS might be more closely involved for 
the discovery and/or metadata part. All other partners are part of the review and feedback process. 

5.2 Agile Roles 
Product Owner 

● Represents the “customer”, the “owner” (requester, user) of the solution 
● Typically recruited from (group of) end users, pilots in PoliVisu case 
● Organises requirements gathering meetings to collect functional specifications - He/she represents 

the customer, targeted users 
● Documents these functional specifications as User Stories and cooperates with technical teams to 

refine them (incl. Designs, acceptance criteria, …) 
● Makes sure that the list of User Stories are documented and prioritised in Jira 
● Participates in the sprint planning to 

○ Explain to the technical team the functional requirements 
○ Indicate the priority 
○ Clarify any doubts, ambiguities 
○ Make certain design and priority choices that can be proposed by the technical team 

● Participates in the sprint review meeting to 
○ Review the finished user stories and provide early and constructive feedback 
○ Clarify and refine specifications for re-opened user stories 

 

Scrum Master 
● Manages the iterative and agile process (incl. Sprint planning and review) 
● Ensures that the team follows the agreed process (To do, In progress, In review, etc.) 
● Helps to remove any impediments that the technical team encounters (seeks clarifications with PO 

regarding design, expectations and priorities) 
● Raises any risks and/or issues with the PO and works with him/her to address and/or resolve them 
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● Ensures that the process (artefacts) are up-to-date in Jira 
● Ensure that any cross-team dependencies and technical interfaces are coordinated 

 

Scrum members (Technical team) 
○ Work together to convert User Stories into working software 
○ Follow the agreed process (whatever the team has decided in terms of scum board updates, 

coding standards, (unit) testing, documentation, etc.) 
○ Raise any impediments asap so that they can be addressed at the earliest 
○ Participates in the sprint planning and review meetings (ideally) to have early, first-hand and 

transparent communication with all stakeholders 

5.3 Use of JIRA 

The PoliVisu project Jira can be reached on: http://jira.geomajas.org/.  The PoliVisu project in Jira is named 
“PoliVisu” and abbreviated “PV”. 

 
 

PoliVisu is managed using an Agile Board which can be accessed from the Boards menu. The board is named 
“PoliVisu Kanban”. 

 
 
The board itself has two important views which are found on the left panel of the PoliVisu Kanban board: 

● Backlog - the inventory of all issues (including user stories for new functionality, bugs and tasks) for 
the different tools and/or pilot use cases that are not yet started or completed (backlog and To Do). 

● Kanban board - the inventory of all issues (user stories, bugs, tasks) currently in focus which means 
they will be started soon or and the teams are actively working on them. 
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Backlog view 
The Product Owner (PO) creates user stories in the backlog view. The PO makes sure that the user stories are 
sufficiently documented: 

● User story form (ideal) - As <User> I want <what?> so that <why?> → the what is typically a system 
capability, functionality / the why is the purpose of that functionality and describes the expected result 
or response 

● Acceptance criteria - describe how you intend to test and accept this functionality. As a representative 
of the User, when will you be happy? 

● Mock-ups, design documents, whatever information that helps to clarify the requirements 
and prioritized: 

● Highest priority stories should be on top of the list (you can drag them in the right sequence) 
● Groups of user stories can be created using Epics - typically new and vague ideas are first captured as 

“low priority” Epics and when they get more concrete, the PO adds specific user stories for the epic 
and the priority might increase. 

 

During sprint planning the PO together with Scrum Master (SM) and team decide which of these prioritised 
user stories (and bugs) will be tackled in the next iteration. This is done by dragging them in the “To Do” list 
on top of the Backlog. Once they are in the To Do list, they will also appear in the “To Do” column. 

Kanban board view 
The Kanban board is used by the scrum team to organise their work for the current iteration. All issues (user 
stories) that were committed during sprint planning meeting are in the board. The team will work on these 
and try to complete all by the iteration end and present them during sprint review and demo.  
 

The Kanban board features 4 columns: 
● To Do - these are user stories that have not yet started, but which are in scope for the current iteration. 

The team has committed to complete these by the end of the iteration. 
● In Progress - these are user stories that the team is currently working on. So this means, that there 

are design, development and/or testing activities taking place in order to build that functionality. 
● Review - after internal validation and testing (by technical team) the team drags the user stories in 

review, to indicate that they will be reviewed during the sprint review and demo meeting with the PO. 
They are considered to be ready for user acceptance testing (UAT). Reviewed user stories will be 
deployed in an intermediate release and made available to the PO and pilots. 

● Done - PO will finally drag user stories to “Done” to indicate that it has passed UAT. 
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The following flow describes how user stories “travel” through the agile process flow (4 columns). 
 

 

5.4 Content Management 

Content for the Toolbox initially comes from within the Consortium from existing Deliverables (e.g. Policy 
Making Framework 3.2 and 3.5) and new outputs (Case Studies) from the pilots. Content will be translated 
from technical form into easy-to-understand language before being added to the Toolbox.  Requests for 
content will be made as needs arise working through the Jira backlog. 
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Chapter 6. Conclusion & Toolbox Future 

The first version of the Toolbox (starting with limited functionality) was available from January 2019. Whilst 
appearing simple in style, the design had been through multiple iterations to arrive at a clean and easy-to-use 
format.  This approach will be tested with end-users and further refined during year 2 with the addition of 
new resources, including the development of data visualisation stories, and the crowdsourcing of new case 
studies from other projects and cities.   
 
The finalised Toolbox will bring together useful information that will enable a user to understand why and 
how (case studies, stories, policy elements, techniques and training) to use big data for policy making, which 
will be published via state-of-the-art metadata techniques via most common search engines. Plus, they will be 
able to use PoliVisu designed software components (tools - Sparq Traffic Modeller, WebGLayer, TruthNest) to 
build visualisation solutions outside of the Toolbox. 
 
Opportunities to test the usefulness of the Toolbox will take place on two levels: 
 

1. Pilot Level - the pilots are currently entering the Lab iteration, gathering more quantitative and 
qualitative information about using their local visualisations. The WP8 Exploitation Team will continue 
to work directly with the WP7 Evaluation team to include results from the workshops, focus groups, 
surveys and interviews conducted by the pilot partners, and use the information to bolster the 
Toolbox. 
 

2. Project Level - showcasing the Toolbox at conferences and soliciting direct feedback.  Two major 
opportunities during the next year to have a stand and enable policy-makers to be hands on with the 
Toolbox provide two useful development milestones - 1) Major Cities of Europe Conference, Venice 
in June (first end to end Toolbox) and 2) Smart Cities World Congress and Expo, Barcelona, in 
November (refined Toolbox). Please note, additional conferences targeting policy making and data 
experts will also be scheduled as during the previous year. 

 
The Toolbox will continue to be developed and refined using agile methodologies. A second version of the 
Toolbox deliverable highlighting the decisions and changes made during this period will be available a year 
from now. 

 


