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Project Management Plan
Digital Modernisation of Passenger Flow and
Logistics Coordination
Introduction
The closure of a major central transport hub has created serious problems for passengers, transport operators, local businesses and freight services. These problems include longer waiting times, overcrowding, unreliable services, disruption to supply chains and economic losses. The proposed project will support the development of a modern transport hub by introducing digital systems that improve passenger movement and logistics coordination.
Project management is important because the project involves different organisations, technologies, resources, risks and stakeholder expectations. The Project Management Institute (PMI, 2021) explains that successful project management requires planning and control while also focusing on stakeholder value and project outcomes. ISO 21502 also recognises that projects may use predictive, iterative, adaptive or hybrid approaches depending on their needs (ISO, 2020).
This project will use a hybrid project management approach. Traditional planning will be used for activities with clear deadlines, such as infrastructure installation, procurement, budgeting and project handover. Agile principles will be used for digital systems because software, passenger information systems and data platforms may need testing and improvement based on user feedback. Serrador and Pinto (2015) found that Agile approaches can positively influence project efficiency and stakeholder satisfaction.
The project will run for 24 months. Its overall aim is to create a safe, accessible, efficient and sustainable transport hub supported by digital technology.
Project Description
The project is called Digital Modernisation of Passenger Flow and Logistics Coordination. It responds to transport disruption caused by the closure of an ageing transport hub that no longer meets current safety, accessibility and operational requirements.
The project will introduce digital technology into the replacement transport hub. The main systems will include real-time passenger information, digital wayfinding, integrated ticketing, passenger-flow monitoring, logistics coordination and data integration between transport operators and relevant city systems.
The five SMART objectives are to increase passenger throughput capacity by 30% within 24 months; reduce average passenger waiting time by 25% within 18 months; improve public transport on-time performance to 95% within 24 months; reduce logistics turnaround time for freight and deliveries by 20% within 18 months; and reduce operational carbon emissions by 20% within 24 months.
SMART objectives provide measurable outcomes against which performance can be reviewed. The percentage targets will be confirmed during project initiation using baseline operational data. This makes the objectives more credible and evidence-based. Success will not only mean delivering the project on time and within budget. It will also mean achieving benefits for passengers, operators, businesses and the wider community. Atkinson (1999) argues that time, cost and quality alone may not fully represent project success.
Project Scope
Clear scope management is important because uncontrolled additions can increase costs, cause delays and place pressure on resources. Scope will be agreed at the beginning of the project and controlled through a formal change-control process.
In Scope
· Digital passenger information and wayfinding systems, including a website, mobile application andreal-time information displays.
· Integrated digital ticketing and payment systems.
· Passenger-flow monitoring using sensors and data analytics.
· Logistics coordination for freight, deliveries and service vehicles.
· Data integration between transport operators and relevant city systems.
· Accessibility, safety and security improvements related to the digital hub.
· Energy-efficient digital infrastructure.
· Staff training and change-management activities.
· Testing, commissioning, implementation and performance monitoring.
· Project handover at the end of month 24.
Out of Scope
· Commercial property development around the transport hub.
· National rail network infrastructure upgrades outside the hub.
· Major policy changes outside the project's authority.
· Long-term operation and maintenance after project handover.
Any request to change the approved scope will be recorded through a change request. The project manager will assess its impact on cost, time, quality, benefits and risk. Significant changes will require approval from the project sponsor or project board. This control is important because large infrastructure projects can face cost and schedule problems when requirements are not managed carefully (Flyvbjerg, 2014).
Work Breakdown Structure (WBS)
A Work Breakdown Structure divides the project into smaller and more manageable work packages. It helps identify activities, responsibilities, costs and resources and provides a foundation for scheduling and monitoring.
	WBS
	Work Package
	Main Activities
	Main Output

	1.0
	Initiation and Planning
	Business case, requirements, governance, baseline data
	Approved project plan

	2.0
	Requirements and
Design
	User research, technical design, accessibility requirements
	Approved system design

	3.0
	System Development
	Software, ticketing, passenger information and data platforms
	Developed digital systems

	4.0
	Infrastructure Upgrades
	Sensors, displays, network and equipment installation
	Digital infrastructure

	5.0
	Testing and Pilot
	Integration, security and user testing
	Tested systems

	6.0
	Training and Change
	Staff training, communication and procedures
	Staff readiness

	7.0
	Go-Live
	System deployment and transition support
	Operational systems

	8.0
	Review and Handover
	Benefits review, lessons learned and handover
	Project closure


Each work package will have a responsible owner, defined outputs and completion criteria. The WBS will also support cost control because the budget can be allocated to individual work packages and problems can be identified early.
Quad Chart
	Project Objective
	Key Deliverables

	Modernise passenger and logistics coordination within 24 months. Improve throughput, waiting time, punctuality, logistics turnaround and carbon performance.
	Real-time passenger information; digital wayfinding; integrated ticketing; passenger-flow monitoring; logistics platform; data integration; staff training; operational handover.

	Major Risks
	Success Measures

	System integration failure; cyber-security breach; stakeholder resistance; installation delays; budget overruns; privacy issues; supplier delays.
	Delivery within 24 months; controlled expenditure; reduced waiting times; improved reliability; faster logistics; lower emissions; strong stakeholder satisfaction.


The Quad Chart will be used in project board meetings to give senior stakeholders a quick overview of the project's purpose, deliverables, risks and expected results.
Gantt Chart and Project Schedule
	Phase
	Months
	Main Activity
	Milestone

	Initiation and Planning
	1-3
	Business case, governance and baseline assessment
	M1: Project Kick-off

	Requirements and Design
	4-6
	Requirements gathering and technical design
	M2: Design Approved

	System Development
	7-9
	Development of digital platforms
	-

	Infrastructure Upgrades
	10-12
	Equipment and network installation
	-

	Testing and Pilot
	13-15
	System and user testing
	M3: Pilot Complete

	Training and Change
Management
	16-18
	Staff training and communication
	-

	Go-Live and Implementation
	19-21
	Full implementation
	M4: Go-Live

	Review and Optimisation
	22-24
	Evaluation, improvements and handover
	M5: Project Handover


The Gantt Chart will help the project manager monitor whether tasks are starting and finishing as planned. Dependencies will be monitored and a critical path approach will identify activities where delays could affect the final completion date. Progress will be reviewed monthly. Corrective action may include reallocating resources, changing activity sequences or escalating supplier issues. Some flexibility will be kept for digital development because testing may lead to changes.
Stakeholders' Involvement
Stakeholder management is important because the project affects public services and involves groups with different interests. Freeman (1984) argues that organisations should consider groups that can affect or are affected by their activities. Bryson (2004) also explains that stakeholder analysis can help public organisations develop practical and acceptable solutions.
	Stakeholder
	Power
	Interest
	Strategy

	Local authorities
	High
	High
	Manage closely

	Transport operators
	High
	High
	Manage closely

	Project sponsor
	High
	High
	Manage closely

	Government/funding bodies
	High
	Medium
	Keep satisfied

	Daily commuters
	Low
	High
	Keep informed

	Local businesses
	Medium
	High
	Involve/keep informed

	Community groups
	Medium
	High
	Involve/keep informed

	General public
	Low
	Medium
	Monitor/inform

	Suppliers/contractors
	High
	High
	Manage closely


Stakeholders will be involved throughout the lifecycle. Commuters and accessibility groups will take part in design and pilot testing. Transport operators will provide operational requirements. Local authorities and the sponsor will oversee governance, funding and major decisions. Communication will include monthly reports, workshops, consultation meetings, passenger surveys, staff briefings and digital updates.
RACI Matrix
	Activity
	Sponsor
	Project Manager
	IT Team
	Operators
	Suppliers

	Project approval
	A
	R
	C
	C
	I

	System design
	I
	A
	R
	C
	C

	Infrastructure installation
	I
	A
	C
	C
	R

	Testing
	I
	A
	R
	R
	C

	Go-live
	A
	R
	R
	R
	C

	Handover
	A
	R
	C
	R
	I


R = Responsible, A = Accountable, C = Consulted, I = Informed.
Allocation of Resources
Human resources will include a project sponsor, project manager, project support staff, business analysts, IT and systems specialists, cyber-security specialists, data analysts, engineers, procurement and finance staff, change-management staff, training specialists, contractors and technology suppliers.
The project manager will coordinate schedule, budget, risk and reporting. Technical teams will develop and integrate digital systems. Engineers and suppliers will install infrastructure, while change and training specialists will prepare staff for new ways of working.
	Budget Area
	Indicative Share

	Digital systems/software
	25%

	Infrastructure and equipment
	30%

	Staff/project management
	15%

	Cyber-security/data integration
	10%

	Training/change management
	5%

	Testing and implementation
	5%

	Contingency reserve
	10%


These percentages are planning assumptions and will be replaced by confirmed costs after procurement and detailed design. Financial performance will be monitored against the approved baseline. Earned Value Management may be used for major work packages by comparing planned value, earned value and actual cost. Technology resources will include information screens, sensors, servers or cloud infrastructure, communication networks, ticketing equipment, data platforms and cyber-security tools.
Risk Analysis
Risk management involves identifying uncertain events, assessing likelihood and impact, developing responses and monitoring them throughout the project. A probability-impact matrix using scores from 1 (very low) to 5 (very high) will support prioritisation.
	Risk
	Likelihood
	Impact
	Rating
	Response

	System integration failure
	4
	5
	Very High
	Early testing and phased integration

	Cyber-security/data breach
	4
	4
	High
	Security testing, encryption and access controls

	Stakeholder resistance
	3
	4
	Med/High
	Early consultation and communication

	Installation delays
	3
	3
	Medium
	Schedule contingency and supplier monitoring

	Risk
	Likelihood
	Impact
	Rating
	Response

	Budget overrun
	3
	4
	Med/High
	Cost monitoring and contingency reserve

	Supplier failure
	2
	4
	Medium
	Supplier assessment and backup arrangements

	Technology performance problems
	3
	4
	Med/High
	Pilot testing before full deployment

	Data privacy concerns
	2
	5
	High
	Privacy assessment and legal compliance


System integration failure is the most serious risk because ticketing, passenger information, logistics and transport systems must work together. Cyber-security is also important because connected systems will process operational and potentially personal data. Stakeholder resistance will be reduced through consultation, demonstrations, training and pilot testing. Budget and schedule risks will be managed using realistic estimates, contingency reserves, monthly monitoring and formal change control. Each major risk will have a risk owner and the risk register will be reviewed monthly.
Conclusion
This Project Management Plan provides a structured approach for delivering the Digital Modernisation of Passenger Flow and Logistics Coordination project over 24 months. A hybrid project management approach is suitable because the project combines predictable infrastructure activities with digital systems that require testing and user feedback. The WBS, Gantt Chart, Quad Chart, stakeholder analysis, RACI matrix, resource plan and risk register provide practical tools for planning and control.
Success will be measured through outcomes as well as project completion. Passenger waiting time, throughput, service reliability, logistics performance, emissions and stakeholder satisfaction will be monitored. By combining clear governance, stakeholder engagement, structured planning, risk management and flexible digital development, the project has a stronger chance of delivering long-term value for passengers, transport operators, businesses and the wider city.
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