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A Project portfolio
Redevelopment of the Central Transport Hub: A Strategic Regeneration Project for Urban Mobility

4. Scope & Boundaries
Project Scope (Included)
Project Boundaries (Excluded)
 Redevelop the central transport hub.
 Residential and commercial developments.
 Construct a new rail and bus interchange.
Upgrades to the wider national rail network.
Install smart ticketing and digital passenger information systems.
 Private transport infrastructure.
Improve accessibility and safety features.
 Future transport projects beyond the regeneration programme.
Deliver sustainable infrastructure aligned with Net Zero objectives.
Long-term operation and maintenance after project handover.








2. The Aim
To update the transport hub into a sustainable, safe, and accessible interchange that increases capacity and supports the city's rehabilitation.

3. The Objectives
-Improve structural integrity to meet current safety and legal requirements.
-Integrate real-time logistical coordination with digital passenger flow systems.
-Improve connectivity across train, bus, bicycle, and EV charging modes.
-Utilise net-zero principles and energy-efficient design to reduce environmental impact (APM, 2024).




1.Project Background & Rationale

-The central transport hub closed in November 2025 due to failing to meet safety and accessibility regulations. 
-Congestion, an economic downturn, and public discontent were all driven by capacity constraints.
-Restoring capacity and promoting urban expansion, aligning with sustainability goals and digital modernisation priorities.






        


                        
7. High-level risks and trade-offs
Risks
-Weather-related or supply-chain-related construction delays.
-Overspending due to unanticipated structural issues.
-Construction-related disruptions to nearby businesses and commuters.
-Issues with digital integration (cybersecurity, system compatibility).
Delays in regulatory approval.

Trade-offs

Time vs Quality: Completing tasks faster could mean less thorough testing.

Cost vs Sustainability: Sustainable materials cost more upfront but require less maintenance.

Disruption vs Progress: Long-term transport improvement requires temporary inconvenience to achieve better performance later.


	5. Quad Matrix

PURPOSE (Why are we doing this project?)
                                     
-Restore freight, bus, and rail transportation.
-Boost operational effectiveness, accessibility, and passenger safety.
-Create a sustainable, digitally enabled transport hub aligned with UK Net Zero objectives.
	CUSTOMERS / STAKEHOLDERS 

• Department for Transport (DfT).
• Transport Operators (Rail, Bus and Freight).
• Main Contractor and Subcontractors.
• Local Businesses.
• Residents and Commuters.
• Environmental Agencies.
• Emergency Services.
• Utility Providers.


	BENEFICIARIES 

• Commuters – safer, faster and more reliable journeys.
• Local businesses – improved accessibility and increased customer activity.
• Local community – improved public spaces and connectivity.
• Government – economic growth and sustainable infrastructure.
	MEASURES OF SUCCESS
• Project delivered on schedule and arrived on schedule.
• Complete adherence to accessibility and safety regulations in the UK.
• Lower carbon emissions because of environmentally friendly building and operation.
• A rise in client satisfaction.
•Minimal disruption during construction.


6. Stakeholders Analysis- Mendelow Matrix (Mendelow,1991)[image: ]









9. Work Breakdown Structure[image: ]
      8. Gantt Chart (Gantt, 1919)
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10. Raci Matrix (PMI, 2021)
Activity
Sponsor
Project Manager
Contractor
Transport Operators
Environment Agency
Project Approval
🟥 A
🟩 R
🟨 I
🟦 C
🟦 C
Planning & Design
🟦 C
🟥🟩 A/R
🟦 C
🟦 C
🟨 I
Procurement
🟨 I
🟥 A
🟩 R
🟦 C
🟨 I
Construction
🟨 I
🟥 A
🟩 R
🟦 C
🟨 I
Testing & Handover
🟨 I
🟥 A
🟩 R
🟦 C
🟨 I












13. Conclusion
- Restores public trust and increases transport capacity.
- Builds a safer, smarter, and more sustainable transport hub.
- Supports environmental goals and economic progress.
- Provides long-term advantages to all parties involved by strengthening outcomes over time.
- Achieves success through teamwork and efficient project management.


12. Project Triangle
[image: ]











11. Risk Assessment
Risk
Likelihood
Impact
Mitigation
Construction delays
High
High
Detailed schedule & contingency plan
Budget overruns
Medium
High
Cost monitoring & contingency budget
Public disruption
High
Medium
Phased construction & communication
Digital integration issues
Medium
Medium
System testing & cybersecurity measures
Regulatory delays
Low
High
Early stakeholder engagement
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[bookmark: _Toc235550187]Part B: Critical Reflection on Feedback Received
The inclusion of established project management tools and techniques within the recognised framework of a Work Breakdown Structure (WBS) for a project such as this redevelopment, in addition to a Gantt Chart, Mendelow’s Stakeholder Matrix, a RACI Matrix, and Risk Assessment, is a recognised core element of project management (Faloye, 2024). The content of the poster is of a high standard with clear written descriptions. The use of colour and the amount of space used to communicate the information to stakeholders in a very short period is also acceptable.

The poster was primarily descriptive and thus required more critical discussion of the tools and techniques reported in the final project management plan. An explanation of why certain tools and techniques were the most appropriate for use on the redevelopment project, and a critical evaluation of the effectiveness of each tool and technique in achieving the objectives of the project, were required.

With reference to the comments made regarding Stakeholder Management, the correct stakeholders were identified; however, further detail was required on the influence that each stakeholder would have throughout the lifecycle of the proposed redevelopment project, and how their expectations would be managed. This would include detail regarding communication with the stakeholders; how they would be engaged throughout the project, and how any conflicting views that the stakeholders may have would be managed. This information would be critical in ensuring the successful management of all stakeholders with influence on the proposed redevelopment project. Information of this nature would be utilised in the development of the project’s Stakeholder Management Plan and is in line with the guidance given by the Project Management Institute (PMI, 2021) regarding the key factors to project success, Stakeholder Engagement being one of the key factors.

Feedback also stated that more detail could have been added as to how the major risks for the project would be monitored and controlled. The final project management plan has provided more detail to the risk analysis for the redevelopment project. It outlines the likelihood and impact of each risk for the project and the measures that would be taken to mitigate and manage the risk. This is in line with the project management principles for risk management stated by the Association for Project Management (APM, 2024).

My final comment of feedback was to refer to more recent academic sources within the final report. I have attempted to source a wide variety of very recent publications within the final report. I have also referenced several well-established project management frameworks within the final report to demonstrate how the recommendations could be put into practice. I believe that using a wide variety of very recent sources, in addition to established project management frameworks, will aid the academic quality of the report and ensure that any recommendations made are based upon evidence rather than opinion.

In conclusion, the feedback provided from the assessment has greatly improved the final project management plan. The report has evolved from a project proposal that described a proposed development to a detailed, analytical report that applies relevant project management theory to a real regeneration project. The process of reflection has significantly improved the academic quality of the work and furthered the author’s understanding of effective project management of complex infrastructure projects.















[bookmark: _Toc235550188]Part C: Project Management Plan
[bookmark: _Toc235550189]1. Introduction
Project management has become crucial within large public sector projects involving many stakeholders, high value, and significant risks (Wirick, 2011). Providing technically competent individuals to deliver a project is no longer enough; successful projects require effective planning, stakeholder management, optimal resource use, and ongoing risk management throughout the project lifecycle. According to the Project Management Institute (PMI, 2021), a successful project balances Scope, Cost, Quality, Time, and Stakeholders and responds to change throughout the project. Thus, Project Management functions as both a technical and strategic function within large public sector projects.

The central transport hub redevelopment project is a strategic, large-scale public sector capital investment project that will restore transport capacity following the closure of an outdated facility that failed to meet safety and access requirements. The new transport hub will deliver a better passenger experience, support regeneration, and provide sustainable development by incorporating environmentally responsible construction practices and digital technologies to improve operational performance. Hence, there is a growing expectation that new infrastructure projects will deliver long-term social, environmental, and economic value, not just meet the current requirements of the operational environment.

This report is intended to provide a critical evaluation of the project scope, planning to date, stakeholder involvement to date, a detailed project schedule, a fully resourced Gantt chart, and a risk management strategy currently being implemented on the project. Furthermore, the report shall incorporate current best practice within the project management discipline as promoted by bodies such as the Project Management Institute (PMI, 2021) and the Association for Project Management (APM, 2024).



[bookmark: _Toc235550190]2. Project Description
The Transport Hub at the closed city centre site has been the focus of rail services, many bus services, and freight. Its closure has caused traffic congestion in the city, harmed business, and led to supply chain failures. It has also caused local people to lose confidence in the city’s transport infrastructure.

Unlike a short-term repair of a failed facility, the complete redevelopment of the Transport Hub offers a large-scale opportunity to develop a state-of-the-art transport facility using sustainable construction, up-to-date technology, and fully accessible facilities for all users. However, smart ticketing system will be developed for use throughout the Transport Hub, along with real-time passenger information for all services. Improved systems for coordinating freight movements of all types will also be created. Accessibility to the new facility will be improved for all users, with step-free access, tactile surfaces, and lifts among the features designed into the project. Environmental considerations will also be designed into the project, using low-carbon construction materials, energy-efficient plant and equipment, and provision for electric vehicle charging.

The Transport Hub redevelopment project will be very complex, with many different factors to consider. It will not just be a technical build project; financial, environmental, and political issues will also need to be considered. As described by Meredith, Shafer and Mantel (2022), uncertainty, stakeholder conflict, and scope changes can cause problems for large Infrastructure projects, causing delays and increasing costs. However, the government bodies and authorities, constructors, local and regional transport operators, local businesses, environmental agencies, and community groups will all need to be managed as stakeholders. 
[bookmark: _Toc235550191]3. Project Scope
Scope is a critical component for any project manager and needs to be clearly defined to prevent the scope of work from increasing as the project unfolds. PMI (2021) lists poor scope definition as one of the reasons a project may not meet its intended schedule, incur additional cost, and receive poor feedback from stakeholders. Clearly defining the scope ensures that the project manager can manage the project effectively and use all available resources optimally.

The main elements of scope for this project are the complete demolition of all structures that currently exist at the closed transport hub and the subsequent construction of a modern new central transport hub. The proposed new transport hub is to be a complete multimodal facility for rail, bus, and freight. It will incorporate new digital passenger information systems and the new smart ticketing system. Importantly, the new central transport hub will also increase accessibility to all modes of transport for people with disabilities. 

Uncontrolled scope of work has been identified as the root cause of many failed projects (Kerzner, 2022). Scope can develop in an uncontrolled manner, and the project can be delivered against a scope that does not match the original project brief and related project plans.

Therefore, many of these large Infrastructure projects can be impacted by circumstances that were not anticipated during scope development. This can result from changes in legislation that are required before the infrastructure can be put into service. It could result from environmental impacts discovered during construction that could not have been anticipated. Also, some of the technology that is available today was not available when the scope was developed. Consequently, a change control process will be in place to manage changes to the project scope. When a change is proposed to the scope of the work for this project, its impact on the project objectives will be assessed against its value. 

[bookmark: _Toc235550192]4. Work Breakdown Structure (WBS)
The Work Breakdown Structure (WBS) is a project planning tool. PMI (2021) describes the WBS as a purely functional decomposition of the whole project. It is therefore not only a planning tool for creating a schedule, but also a structure for the project work performed by the project team. The elements of a WBS are work packages, which are further divided into individual work tasks. Each task describes the deliverables, milestones, and person responsible for the work package. This hierarchical breakdown is particularly important for very large projects with many stakeholders, such as government authorities, contractors, and specialised suppliers. The redevelopment of the central city transportation hub is an example of such a complex project. The individual components of the project will be assigned to the various parties involved, who will work on their parts of the project at the same time.

These key work packages are further divided into five main project stages: initiation, planning and design, procurement, construction, and test and handover to client. Each stage has deliverables and associated milestones that clearly set out the project objectives and the work of the project team. The planning and design stage includes site surveys and all engineering design work for the structures and transport systems. It also includes the relevant environmental reports and applications for approvals from government and other authorities as required. The construction stage would include demolition of the existing buildings, structural works for the new building, and the various bridges. It would also include the transport systems, including roads, bridges, tunnels, and walkways, and the digital systems for the intelligent transport management system (Fewings and Henjewele, 2019).

The advantages of the WBS for communication are obvious. As mentioned before, many individuals and departments can be involved in a large public project. The biggest risk in such a project is ambiguity about responsibilities and work with no added value caused by duplication. Hence, by dividing the work in sufficient detail, the WBS clearly assigns responsibilities to team members, which the project manager can monitor and report on. In addition, this helps estimate costs and plan work in terms of time (Sukmono, 2023).

A Gantt Chart is a scheduling tool that can be used with the WBS. The activities outlined in the WBS are placed in chronological order and show when each activity will take place. The Critical Path Method (CPM) by Meredith et al. (2022) can also be used with the WBS, as it details the interdependencies between individual tasks and helps identify potential problems that could delay the overall project.
[bookmark: _Toc235550193]5. Quad Chart
A Quad Chart outlines four core elements for any project: purpose, stakeholders, benefits, and measures for success. The chart is useful for senior decision-makers, as they can quickly grasp a project’s fundamentals. More detail is available on the APM (Association for Project Management) website, which suggests using the Quad Chart alongside other project planning tools (Kerzner, 2023).

The primary purpose of this project is to develop new transport infrastructure to replace outdated facilities. The main aim is to ensure the safety of all users across all modes of transport and increase the ability to move all people in a sustainable manner. The project will support the sustainable development of the city and the surrounding area in line with Department for Transport policies and Net Zero objectives. All Department for Transport stakeholders, transport operators, contractors, local authorities, businesses, residents and other environmental regulators will be affected by this project in some way. It is therefore advisable to use Mendelow’s Matrix to identify the level of engagement each will require, prioritising those with high power and high interest, followed by those with high power and low interest, and then those with low power and low interest, who should be communicated with in an appropriate manner but with less time and resources.

On the other hand, there is limited information in the Quad Chart because it is a very summary of a project. Thus, it will not show all the complexities and nuances of a project or the key risks and challenges it will face. Therefore, it should be used as a tool for strategic communication and supported by detailed project documentation, the Stakeholder Management Plan, the Risk Register, and the Project Schedule, to deliver a project with effective project governance 
[bookmark: _Toc235550194]6. Gantt Chart
A popular project management tool, a Gantt chart graphically arranges project operations by displaying job sequences, durations, milestones, and dependencies (Gantt, 1919). It facilitates efficient coordination and allows stakeholders and project managers to track progress throughout the project lifetime.

The Gantt chart for the central transport hub renovation shows the project's progress from start to finish. Planning permission, purchasing, construction, digital infrastructure installation, system testing, and operational handover are key milestones. By coordinating contractors, specialised subcontractors, and suppliers, this timetable reduces the disruption construction causes to local businesses and transportation providers.

One of the key advantages of the Gantt chart is that it offers a clear visual picture of project progress. Stakeholders can quickly identify completed, ongoing, and upcoming tasks, which enables early detection of delays and the implementation of corrective measures. Additionally, it enhances resource coordination and communication among project teams (Sekuloska, 2025).

However, because large infrastructure projects are subject to unpredictability such as bad weather, supply chain interruptions, and regulatory changes, the Gantt chart has limits. As a result, if static schedules are not periodically reviewed, they may soon become out of date. To guarantee successful project delivery and protect stakeholder interests, the Gantt chart should be combined with ongoing risk management, project monitoring, and formal change control procedures (PMI, 2021).
[bookmark: _Toc235550195]7. Stakeholder Involvement
Stakeholder management is a key factor in project success. For the central transport hub project, a large public infrastructure project involving multiple organisations with different interests, effective stakeholder management is important to avoid conflict, maximise collaboration, and support informed decision-making throughout the project lifecycle. Organisations should consider all stakeholders' interests to create greater long-term value than focusing only on the needs of influential stakeholders (Freeman, 1984).

The project stakeholders would include the Department for Transport (DfT), local authorities, transport operators, contractors, environmental agencies, utility providers, local businesses, and commuters who use the transport hub daily. Each stakeholder will contribute to the project and have their own influence and expectations that the project manager will need to manage. The DfT and local authorities will be the most powerful stakeholders, as they will provide funding and grant the necessary approval. They will also have a strategic view of the project. Other stakeholders will have less power and influence, but their expectations will still need to be managed. Commuters and local businesses will be particularly important, as they will be most affected by the construction of the transport hub and its subsequent operation. 

Mendelow's Matrix (Mendelow, 1991) will enable the project manager to categorise stakeholders and manage them through appropriate communication, allocating communication resources according to stakeholders' power and interest.
Managing stakeholders’ expectations is crucial to a project and does not stop at its start (Chiwala et al., 2025). Throughout the project lifecycle, regular progress meetings, public consultations, online communication via a project website and/or other online platforms, and performance reports will ensure that stakeholders are up to date on progress. This will also help the project operate in a transparent and accountable manner, reduce resistance to change, and gain confidence in the project’s governance.

Nonetheless, the goals of projects like the hub transport project focus on environmental sustainability, value for money, and public expectations. However, contractors aim to deliver the project efficiently and profitably. The local community has different goals and will want protection from adverse effects of the construction work, as well as any permanent or temporary negative environmental impacts. Moreover, the project manager will have to address these different priorities and negotiate, consult with stakeholders, and make decisions based on facts and evidence. 
[bookmark: _Toc235550196]8. Allocation of Resources
After the project has been successfully delivered, resources must be distributed effectively to the project at the right time. If they are not, they will be underutilised, leading to delays, additional costs, and lower quality. Such scenarios are common on large, complex projects, especially when many contractors and suppliers are involved, each a specialist in their respective field (Kerzner, 2022).

When managing human resources on a project, ensure that the right number of personnel with the correct skills are available to manage the various tasks throughout the project life cycle. This redevelopment project will require a project manager, civil engineers, architects, environmental specialists, purchasing officers, health and safety officers, IT experts, and various contractors from different construction companies. A RACI Matrix will clearly outline the tasks to be completed by individual personnel to reach the project objectives. This will enable them to manage and complete their tasks in the best possible way by utilising their specialised knowledge and skills across all stages of a project’s life cycle. It will also prevent duplication of work, which could decrease productivity, and encourage teamwork throughout the project (Madauss, 2025).

A contingency will also be allocated to account for unexpected items that may arise during the project, such as structural problems, cost increases due to inflation, and supplier delivery problems. As Meredith et al. (2022) stated, contingency planning, or having a plan B, helps organisations become more resilient in uncertain times while remaining focused on the project's objectives. Technology is a further key resource that delivers several solutions to aid project management, including schedule support, improved co-ordination, measurement accuracy, and post-completion facility operation through real-time monitoring. 
[bookmark: _Toc235550197]9. Risk Analysis
Therefore, uncertainty can significantly affect project goals; risk management is crucial for completing complex infrastructure projects. Effective risk management entails recognising possible risks, evaluating their impact and likelihood, putting mitigation measures in place, and continually monitoring risks throughout the project lifetime, according to the Association for Project Management (APM, 2024).

There are a few significant dangers associated with the primary transit hub's reconstruction. Unforeseen structural problems, bad weather, or interruptions in the global supply chain can all cause construction delays, which might lengthen the project's timeline and raise labour expenses. Inflation, rising material costs, and unforeseen engineering difficulties can pose a serious risk of budget overruns. Additionally, the deployment of smart ticketing and passenger information systems may be delayed by digital hazards, such as cybersecurity concerns and system integration issues.

Risk management should be integrated into organisational decision-making and regularly assessed when project conditions change, according to ISO 31000 (2018). Phased construction, contingency funds, supplier diversification, frequent stakeholder engagement, and independent quality verification are all appropriate mitigating techniques. Thus, by anticipating possible problems, scenario planning may further enhance readiness.

Furthermore, proactive risk management increases organisational resilience by facilitating well-informed decision-making and raising the possibility that the project will be completed within the predetermined scope, budget, and timeline.

[bookmark: _Toc235550198]10. Conclusion
The central transport hub is currently being redeveloped as part of a strategic infrastructure project that aims, in the short term, to increase mobility; in the medium term, to protect life and health; and in the long term, to provide sustainable solutions. Effective project management, rather than the actual building work, is required to achieve these goals.

This Project Management Plan covers established project methodologies such as a Work Breakdown Structure, a Quad Chart, and a Gantt Chart, as well as the management of stakeholders, resources, and risks to ensure effective development of a new transport hub. These tools are not intended to be standalone and must be used in conjunction with each other within a project management strategy that promotes good decision-making and communication, and the ability to monitor and react to change and risk on an ongoing basis.
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