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[bookmark: _Toc206965826]Introduction
Once an idea has been conceived and explored, further progress depends on more than the conceptual and the enthusiasm, positive intent or willingness to realise it. How an idea moves forward is shaped by the conditions, perceptions and practical support. 
 Under delivery conditions, the intent of the idea or project is tested against structure, shaped by expectations, and interpreted within the practical conditions needed for realisation.
This paper outlines how a proposed idea can be transposed into actionable delivery. It explores how to structure this around evolving priorities. Concepts to constrain or enable its progression are explored. The overall focus is on the practical realities of moving from concept to outcome, where structure and constraint shape the terrain to be navigated.             
1. [bookmark: _Toc206965827]Managing the Project
The project aims to reduce user frustration and improve operational efficiency by consolidating fragmented cyber data to be viewed via a dashboard on screen or via reporting output. The operating environment is a UK government cyber function where reporting draws on manual logs, spreadsheets, and system‑generated outputs such as SIEM alerts. Data handling is governed by the Civil Service Code, UK GDPR, and departmental policy aligned with NCSC guidance. Traditional Project Management (PM) involve stricter controls and more up-front planning. Effectiveness of delivery viewed as dependant on effectiveness of planning. Agile PM is a more flexible, a collaborative co-ordination approach with incremental delivery well suited for smaller projects. For the approach should selected to fit the project. [1]. A combined approach is proposed to balance governance needs with the quick turnaround on delivery needed through agile iterations. [2] [3]
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[bookmark: _Toc206965458][bookmark: _Hlk206961003]Figure 1: Planning exercise considering current to end delivery. Image created by Author.  
[bookmark: _Toc206965828]Scope and Schedule
To achieve this, clear scope boundaries are needed (Table 1), so delivery remains focused on visibility and reporting rather than drifting into irrelevant areas or becoming undeliverable due to time or resources limitations. The scope, (Appendix A), provides structure by defining inclusions, exclusions, and acceptance criteria. This ensures value is delivered securely and ethically within departmental practice [4] (Table 1).
[bookmark: _Toc206965450][bookmark: _Hlk206961009]Table 1: Shows professionally recognised approach to setting out Project Scope  [5]
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The proposed timeline is provided in a Gantt chart (Appendix B.1). This highlights task demand and dependencies, allowing early adjustment to prevent bottlenecks.
[bookmark: _Toc206965451]Table 2: Schedule with overlaps due to Agile iterations. Refer to Appendix B for visual timeline.
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The project timeline aligns with recognised life cycle stages [6], covering discovery, iterative build, compliance, and wrap-up [7]. A hybrid model incorporating agile elements enables early validation and feedback. Guidance from the Government Service Manual [8] highlights the importance of a discovery phase to baseline processes and identify inefficiencies before design, rather than retrospectively at testing. This also informed a decision to extend research question exploration during discovery and strengthen findings. Agile iterations during development will support creation of a Minimum Viable Product (MVP) [9], allowing both technical functionality and user interaction to be tested before spending limited resources on elements that may not meet requirements.  
Funding for licencing will be limited, sourced from departmental budgets rather than external funding bodies. This will require getting senior stakeholders invested conceptually, outlining the plan and discussion of aims and objectives with projected costs. Clear scope, research questions and promoting  the idea such as through a presentation or engaging proposal to gain buy in.
[bookmark: _Toc206965829] Design for action
A Requirements specification table (Appendix B.3) breaks down the individual items, processes etc for overall delivery and covers the life cycle of software. [10].  Each entry links a problem/ solution to a requirement.  This will inform where measurement is needed.  Aims and objectives override a technical feature that does not deliver the required improvements regardless of placement in requirements. 
A Consent and Data Handling Form (Appendix B.2) sets out how participation data will be collected, stored, and anonymised, reflecting GDPR and departmental policy. the form builds trust, supports participation, and ensures ethical, responsible innovation. It also functions as a data security control by enforcing the use of anonymised or test data only, protecting sensitive information during testing and development. 
. 
As delivery will be driven by iterations it may be useful to continue to consider and challenge thinking approaches (Fig X). The idea intends to meet aims and underlying needs, questioning further will hold that idea central even if elements of the environment or process adjust during the project. 
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[bookmark: _Toc206965459]Figure 2: Considering divergent and convergent thinking, challenge a way of thinking and approaching a problem [11].  
[bookmark: _Toc206965830]Practical Innovation
Analysis is required to dig deeper into aspects that could move delivery forward or impede it. Using methods to structure this encourages thinking around the core issues. 

[bookmark: _Toc206965831] Opportunities, Risks, and Readiness
Amazon Web Services ( AWS) was launched following observation that managing IT infrastructure was hindering innovation. Today AWS is used globally available to individuals private and public companies its scalable product used widely  including public facing government services. [12]
Two similar matrix-based methods show help diversify questions and achieve greater insight. Completing a PEST and a SWOT side by side compares perspectives. PEST (Fig 2) draws out types of impacts, while SWOT looks at them from positive and negative points of view (Fig 3). 
Mapping these Legal and ethical considerations (Figs 2-3) highlights the operating environment and conditions for aspiring innovators, supporting partners and investors. It allows businesses to explore and respond strategically. [13] Both techniques are well recognised and widely used strategic tools. [14]   Fig 2 quickly highlights an organisation working across legal jurisdictions with service accessibility required by clients including government. It also highlights that physical supply chain threats could have a direct threat to a digitally based business.  
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[bookmark: _Toc206965460]Figure 3: PEST Analysis for Amazon AWS [15]
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[bookmark: _Toc206965461]Figure 4: SWOT Analysis for Amazon AWS [15]

This analysis highlights the external pressures and internal conditions shaping the organisations position as a global cloud services provider. These frameworks demonstrate both the scale of opportunity and the resulting increased level of risk relevant to innovative business in practice.

[bookmark: _Toc206965832] Keeping it Running and Relevant 
Stakeholder engagement is central to delivery success and realising value. Value is understood to be here something to be measured and delivered [16]   Mapping stakeholders by influence and interest (Figure 5) ensures analysts, most affected by reporting frustrations, are engaged early. Operational leads are consulted at checkpoints, balancing oversight and workload. Broader stakeholders are excluded to preserve focus.
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[bookmark: _Toc206965462]Figure 5: Summary of concepts for building an effective network to strength innovation and delivery [17] Image created by Author.

Figure 5 categorises stakeholders into four quadrants. High-influence, high-interest actors (SOC, reporting analysts) are engaged early to shape design decisions. Operational leads are kept informed, while consultancy roles are monitored for passive impact. This makes it clear who has influence on the project and helps design communication strategies to suit. [18] 
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[bookmark: _Toc206965463]Figure 6: Stakeholder Map for project idea. Image created by Author

Communicating clearly and concisely  to stakeholders will be important. A line chart could provide  effective visualisations showing where frustration levels shift and in what direction. It does not explain why, but it makes change visible and easier to track. That supports the concept by giving stakeholders a quick way to see whether things are improving or deteriorating, without needing full analysis. Making use of stakeholders expertise can bring insights where there is open-minded willingness to learn from the others perspective and experiences.[19] 
Resources and technology choices include making use of options that are lower cost and can be adapted to changing usage. Power BI and Tableau will be the starting point to explore. Excel (familiar and available for users) will be explored as an option for cleaning datasets.  Software previously used in the Enterprise is more likely to meet security standard, less likely to hit delays through approval reviews. Safe development is enhanced using a standalone device with a virtual machine. Test data protects valuable and sensitive live data. 
The project objectives and the deliverables to achieve this can be updated and set out against the planning tools and techniques to ensure they are fully SMART (Specific, Measurable, Achievable, and timebound) For example placing on the Gantt chart (timebound) and documenting in more detail the data capture and statistical analysis steps. (Measurable). 
Lifecycle and maintenance considerations include testing entropy [20] by applying inconsistent raw data. This helps assess how outputs and processes respond in realistic conditions, supports the creation of user guides, and highlights ongoing maintenance demands. Documenting issues and lessons learned provides further insight. Considering setbacks as data in themselves encourages a learning culture and strengthens future approaches.
Moderated usability testing is proposed for the full prototype to identify usability issues and check user understanding of processes with the new tool. [21] Ensuring there is a suitable space for testing will require forward planning to book and ensure participants can attend location. [22] [23]
Cloud storage requires high level approval. While widely accepted as beneficial for storage the nature of the data, risk appetite and need for further controls,  must be considered against delivery timeframe. Iterative development provides opportunity to keep improvement momentum going for inclusion later. 
Accessibility considerations can be addresses by using WCAG standards as guide for features such as contrast.
Constraints are subject to review. Government policy or ministerial direction can alter priorities,  further constraints may emerge through stakeholder discussion. A section to track changes is included on the Scope document to address this. [Appendix A] 
The design stage translates aims into structured outputs that can be tested and validated. The focus is on practical materials that secure user input and ensure ethical assurance. It is also a learning and growth opportunity for personal and innovation development via discussion of the experience with participants [24]
A Requirements Table (Appendix B.3) documents problems raised in interviews and questionnaires, linking each to a requirement and corresponding dashboard feature. For example, duplication across reports is linked to a requirement for a consolidated single view, while inconsistent visibility is linked to grouped metrics. This provides traceability: each feature exists to meet an identified need rather than assumption. Requirements are written in clear terms so walkthrough participants can validate them directly.
Appendix B.3  provides an example of an initial requirements specification. These are structured to reflect good practice, such as outlined in ISO 21500 [25], where requirements are linked to scope boundaries and organisational constraints.
A Consent and Data Handling Form (Appendix B.2) sets out conditions for participation. It specifies how data will be collected, stored, and anonymised. It reflects UK GDPR and departmental guidance, confirming that only anonymised or dummy data will be applied. By making these commitments explicit, the form builds trust, supports participation, and demonstrates alignment with module emphasis on responsible practice.
The idea creates an ideal the process of getting there will be researched and planned but may still not be the ‘ideal’ environment, variables, timeframe things may not work as per intention. However, the process of exploring and fixing issues, should be documented as this provides valuable data to improve the idea and the process. It may inform approaches or test a usual way of thinking. Considering issues and hiccups as data too and documenting will support a lessons learnt exercise during completion stages. This could strengthen ideas, help identify and head off issues become or simply find more effective approaches and tools. Being open to feedback is important to learn personally and professionally from the experience
A line chart could show where frustration levels shift and in what direction. It does not explain why, but it makes change visible and easier to track. That supports the concept by giving stakeholders a quick way to see whether things are improving or deteriorating, without needing full analysis. 
These design outputs provide a practical foundation for testing. They allow users to judge whether proposed requirements reflect their frustrations and provide ethical assurance about their involvement. The design stage therefore moves the idea from abstract aim to accountable preparation for development.
[bookmark: _Toc206965833]Reflection 
The project demonstrates that innovation requires more than identifying inefficiency. It demands structure, accountability, and adaptability. Taking forward this idea provides opportunities for new skills, societal contribution, and reflection on risks.
Skill development includes applying structured project management while adapting methods to constraints. Previous experience in project delivery and business analysis will not reduce these learning opportunities. Keeping an open mind, avoiding assumptions, provides skills refresh, updating to reflect new methods and working environments or technology (AI).
Using hybrid lifecycles, MVP testing, and amendment tracking strengthens competence in scoping and assurance. Exploring Power BI and Tableau develops technical skills, while stakeholder engagement and consent documentation build professional accountability and reputation. 
Risks and challenges include limited stakeholder time, shifting ministerial priorities, and resistance to new processes. Ethical risks also exist if accessibility or transparency is not upheld (Appendix B.2) . 
Mitigation involves amendment tracking, documenting risks on a register, and applying controls such as regular monitoring and secure handling of data. These measures protect both the innovation and project progress.
The potential contribution to society lies in improving efficiency and reducing frustration in government cyber functions. Better reporting supports quicker, evidence-based decisions, allowing resources to be used where they matter most. At scale, this could enable public sector teams to focus less on administration and more on analysis, with positive impacts on service resilience and trust.
Risks include limited stakeholder time, shifting ministerial priorities, and resistance to new processes. Ethical risks also exist if accessibility or transparency are not upheld. To reduce these risks, the project integrates amendment tracking, influence–interest mapping, and consent documentation. These mechanisms support responsiveness without losing focus.
Design decisions shaped by operational feedback supports a transition from data administration to analytical helping teams make better use of existing resources and respond more effectively to threats.
If implemented within a large organisation, the dashboard would require a structured development and deployment strategy aligned with organisational  standards The dashboard would be built using modular components and support integration with AI-enabled analytics and anomaly detection.
Overall, the reflection shows how innovation must balance ambition with feasibility. Incremental improvement, delivered within clear boundaries and ethical assurance, offers a realistic route to creating value in practice.
[bookmark: _Toc206965834]Conclusion
Innovation in practice is about how solutions are used as much as the technology itself. Even where resources and processes seem adequate, it is worth asking what would add value and what could be done differently. The proposed dashboard prototype aims to explore how data consolidation can reduce frustration and improve efficiency, but its wider lesson is about the discipline of questioning assumptions and creating accountable solutions. By combining structure, iteration, and ethical assurance, projects can move from concept to outcome in ways that create real value for both organisations and society.
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[bookmark: _Toc206965464]Figure 7: Example Project Scope [5]
[bookmark: _Toc206965837][bookmark: _Hlk206965791]Appendix B: Supporting Project documentation

Appendix B.1: Project timeline
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[bookmark: _Toc206965465]Figure 8: Gantt Chart created in Excel, visualising resource demands over 3 periods of data gathering, design iterations and closing work

Appendix B.2: Data handling and consent
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[bookmark: _Toc206965466]Figure 9: Data Consent form. Provides focus on ethical handling of data.
.
Appendix B.3: Requirements documents

[bookmark: _Toc206965452]Table 3: Example Requirements with a unique reference for each item for tracking[26]
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[bookmark: _Toc206965467]Figure 10: Example Requirements with a unique reference for each item for tracking[26]


Appendix D: Brainstorming and Reflection exercises 
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[bookmark: _Toc206965468]Figure 11: Visualisation created to capture and organise thinking. Completed as a pre-planning ad-hoc exercise. [4] [5]
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