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Part B – Critical Reflection on Tutor and Peer Feedback
The feedback on the project proposal was useful because it confirmed that the central idea was relevant, while also showing where the final project management plan needed more depth. Feedback is most valuable when a learner does not simply acknowledge comments but uses them to improve later work (Boud and Molloy, 2013). Carless and Boud (2018) similarly explain that feedback literacy involves interpreting comments, making judgements and taking action. This approach guided the changes planned for Part C. 
A main strength identified was the clear connection between the transport hub closure and the proposed digital passenger flow and logistics coordination system. The poster explained why a digital response could be delivered faster than full physical redevelopment. It also showed how passenger information, freight coordination, accessibility support and stakeholder updates would operate as connected workstreams. The six-month timeline made the proposal easy to understand and communicated a sense of urgency. Another positive feature was the defined scope. Separating the digital system from major rail construction, road widening and commercial redevelopment demonstrated that the project had realistic boundaries.
However, the feedback also indicated that several areas were too general. The SMART objectives included deadlines, but some lacked measurable performance targets. For example, the objective to “improve multi-operator communication” did not explain how improvement would be assessed. In the final plan, this objective will be supported by indicators such as system adoption rates, reductions in passenger enquiries, data-update response times and the percentage of transport operators sharing live information. These measures will make project performance easier to monitor.
The stakeholder section also required greater analysis. The poster grouped stakeholders according to their power and interest, but it did not explain their individual expectations, possible resistance or communication requirements. This is important because stakeholder engagement involves systematic identification, analysis, planning and action rather than simply listing interested groups (APM, 2019). Part C will therefore include a power-interest matrix, a responsibility allocation table and a communication plan covering the local authority, transport operators, disabled passengers, technology suppliers, freight companies and local businesses. 
Risk analysis was another area requiring improvement. Supplier delay, cybersecurity, poor adoption and data errors were identified, but probability, impact, ownership and responses were not presented. The revised plan will include a scored risk register with named owners, preventive controls, contingency actions and review dates. This follows PMI (2021), which treats risk and uncertainty as continuing project management responsibilities rather than a one-off list. 
Finally, the hybrid methodology needs stronger justification. Part C will explain which deliverables require fixed Waterfall controls and which digital components would benefit from Agile testing and user feedback. Overall, the feedback has made the project more specific, measurable and practical. The original concept remains suitable, but the final plan will provide clearer governance, stronger stakeholder involvement and more detailed evidence of how delivery will be controlled.















Part C: Project Management Plan
Digital Passenger Flow and Logistics Coordination System
1. Introduction
The closure of the central transport hub has disrupted passenger journeys, bus and rail connections, freight movement and local business activity. A full physical redevelopment will be necessary, but it cannot provide an immediate response because planning, procurement and construction will take considerable time. The proposed Digital Passenger Flow and Logistics Coordination System offers a faster intervention by improving information, coordination and accessibility while the permanent hub is being redeveloped.
The project will combine a passenger information platform, digital signage, accessible route information, a freight coordination dashboard and a shared communication process for transport operators. Project management is essential because delivery depends on several organisations, external suppliers, data-sharing arrangements, public communication and a fixed six-month deadline. PMI (2021) argues that project methods should be adapted to the project environment and focused on value. For this reason, the plan uses a hybrid approach, combining formal governance and procurement controls with iterative software development and user testing.
2. Project Description
2.1 Aim and expected outcomes
The aim is to implement a digital coordination system that improves passenger movement, freight planning, accessibility and stakeholder communication during the transport hub closure.
The main outputs are:
· a mobile-friendly passenger information platform; 
· digital signs at temporary transport locations; 
· a freight dashboard showing route changes and loading restrictions; 
· accessible journey information; 
· a shared data and communication protocol for participating operators. 
The Transport Data Strategy identifies accurate and timely data as important for improving passenger experience and transport decision-making (DfT, 2023). The proposed system therefore focuses on reliable information rather than attempting to replace physical transport infrastructure.
2.2 SMART objectives
The project will:
1. Launch the passenger platform by the end of Month 6. 
2. Install and test all approved digital signs by the end of Month 5. 
3. Connect at least 80% of participating operators to the shared data process before launch. 
4. Provide verified accessible information for all main temporary routes. 
5. Reduce route-related passenger enquiries by at least 20% during the pilot compared with the Month 1 baseline. 
6. Train all nominated staff before launch. 
7. Resolve all critical security and accessibility defects before final approval. 
These objectives allow progress and project success to be measured more clearly.
2.3 Methodology and governance
A hybrid methodology is appropriate because different parts of the project require different levels of flexibility. Predictive controls will be used for procurement, budget approval, hardware installation, data agreements and formal acceptance. These activities depend on fixed responsibilities and documented decisions. Agile methods will be used for platform development, dashboard design and user testing. Development will be organised into two-week cycles, with demonstrations provided to operator representatives and user groups.
Hybrid approaches can retain formal control while allowing digital products to improve through repeated feedback (Gemino, Reich and Serrador, 2021). However, project methods should fit the governance environment rather than being applied mechanically (Joslin and Müller, 2015).
The choice also recognises the limitations of both methods. A fully predictive model would provide strong documentation but could lock the project into early assumptions before passengers and operators have tested the platform. A completely Agile model would offer flexibility, although it may provide insufficient control for public procurement, hardware installation and data protection approval. The hybrid model therefore separates flexible product development from activities requiring formal authorisation. This reduces the risk of excessive bureaucracy or uncontrolled change.
The local authority will act as project sponsor. A project board will include the sponsor, project manager, finance representative, technology lead, transport operations representative and accessibility representative. Decision gates will take place at the end of Months 1, 3 and 5.
3. Scope and Boundaries
Clear scope is important because the closure creates many problems that cannot all be resolved by one six-month digital project. Uncontrolled additions can increase cost and delay delivery (Kerzner, 2022).
Table 1: Scope and boundaries

	In scope
	Outside scope

	Passenger information platform
	Full reconstruction of the hub

	Digital signage
	Major rail or road works

	Freight coordination dashboard
	New buses, trains or ticketing systems

	Accessible journey information
	Commercial redevelopment

	Operator data interfaces
	Long-term transport strategy

	Staff training and public communication
	Unrelated city projects

	Cybersecurity and privacy testing
	Permanent infrastructure works




The project assumes that operators will share agreed data and nominate staff for testing. Temporary sign locations must also be available. The main constraints are the six-month deadline, supplier capacity, data quality and an indicative budget ceiling of £1.25 million.
Acceptance will require more than technical completion. The platform must display agreed information accurately, digital signs must operate at approved locations, authorised staff must be able to update content, and the accessibility representative must confirm that core user journeys have passed testing. Benefits that depend on permanent redevelopment, such as increased station capacity, remain outside project accountability. This prevents the digital project from being judged against outcomes it cannot deliver.
Any change affecting cost, time, security or major deliverables will require a formal change request. The project manager will assess its effect, but the project board will approve or reject the change.
4. Work Breakdown Structure
The work breakdown structure divides the project into manageable work packages. This supports scheduling, costing and responsibility allocation (Nicholas and Steyn, 2020).
Table 2: Work breakdown structure

	WBS
	Work package
	Main output

	1.0
	Initiation
	Charter, governance and baseline

	2.0
	Requirements and procurement
	Approved requirements and supplier contract

	3.0
	Data governance
	Data-sharing and privacy arrangements

	4.0
	Solution design
	Architecture, prototypes and signage design

	5.0
	Development
	Passenger platform and freight dashboard

	6.0
	Integration and installation
	Operator interfaces and installed signs

	7.0
	Testing and pilot
	Functional, security and accessibility approval

	8.0
	Training and launch
	Trained staff, public launch and handover




Each package will have an owner, budget, completion date and acceptance criteria. Software work will be reviewed every two weeks, while procurement and installation will be monitored against the approved baseline.
5. Quad Chart
Table 3: Project Quad Chart


	Purpose and benefits
	Main deliverables

	Reduce passenger confusion
	Passenger platform

	Improve operator coordination
	Digital signage

	Support freight and local business
	Freight dashboard

	Improve accessibility
	Accessible route information

	Build capability for the future hub
	Data-sharing protocol

	Schedule and resources
	Risks and dependencies

	Six-month duration
	Procurement delay

	£1.25 million indicative budget
	Poor operator data

	Around 18 core and specialist staff
	Cybersecurity incidents

	Three decision gates
	Low user adoption

	Four-week pilot
	Accessibility defects




The value of the project is wider than time and cost performance. Success also depends on whether passengers, operators and local businesses experience practical benefits (Mir and Pinnington, 2014).
6. Gantt Chart and Schedule
The project will run for 24 weeks. Some activities overlap to meet the urgent deadline.
Table 4: High-level Gantt Chart


	Activity
	M1
	M2
	M3
	M4
	M5
	M6

	Initiation and requirements
	●
	●
	
	
	
	

	Procurement and data agreements
	●
	●
	●
	
	
	

	System and accessibility design
	
	●
	●
	
	
	

	Platform and dashboard development
	
	●
	●
	●
	
	

	Data integration
	
	
	●
	●
	●
	

	Sign production and installation
	
	●
	●
	●
	●
	

	Testing and accessibility review
	
	
	
	●
	●
	

	Training and communication
	
	
	
	
	●
	●

	Pilot, launch and handover
	
	
	
	
	●
	●



The schedule contains limited flexibility because installation and public launch depend on earlier technical work. Design and procurement overlap, but only low-risk preparation will begin before supplier approval. A dependency log will identify which activities can continue and which require formal sign-off. Where delay occurs, recovery options may include additional development capacity, prioritising minimum launch functions or installing signs in phases. Quality and security testing will not be removed simply to protect the launch date.
The critical path runs through supplier appointment, design approval, data integration, testing and launch. A delay in data agreements could prevent the platform from receiving accurate information even if software development is complete. High-risk activities will therefore be reviewed weekly.
Work-package managers will report milestone completion, overdue tasks and forecast finish dates. A delay of more than five working days will be escalated when it threatens final launch.
7. Stakeholder Involvement
Stakeholder engagement requires analysis and planned action, not only communication after decisions have been made (APM, 2019). Different groups may also judge success differently. Senior managers may focus on cost and schedule, while passengers may focus on accuracy, usability and accessibility (Davis, 2014).
Table 5: Stakeholder engagement plan

	Stakeholder
	Main concern
	Engagement

	Local authority sponsor
	Value and accountability
	Weekly report and monthly board

	Bus and rail operators
	Data accuracy and disruption
	Weekly workshops

	Technology supplier
	Requirements and decisions
	Daily technical contact

	Freight operators
	Route and loading access
	Fortnightly working group

	Disabled passengers and groups
	Inclusive and reliable information
	Design sessions and user testing

	Commuters
	Accurate journey information
	Surveys and pilot feedback

	Local businesses
	Customer and delivery access
	Monthly forum

	Emergency services
	Safe routes and access
	Formal design consultation





Disabled passengers will be involved from the requirements stage rather than only during final testing. The Inclusive Transport Strategy states that disabled people should be able to travel confidently and without unnecessary barriers (DfT, 2018). Accessibility will therefore be treated as a core acceptance requirement.
Trust is also important because the system relies on several organisations sharing information. Structured stakeholder management can improve trust in project environments (de Oliveira and Rabechini, 2019). Meeting records, decisions, responsibilities and escalation routes will therefore be transparent.
8. Allocation of Resources
The project requires technical, operational, financial, accessibility and communication expertise.
Table 6: Key resources

	Resource
	Responsibility

	Project sponsor
	Strategic authority and funding

	Project manager
	Planning, coordination and control

	Product owner
	Requirement priorities

	Technical architect
	System design and standards

	Four developers
	Platform and dashboard development

	Two integration specialists
	Operator data interfaces

	Cybersecurity specialist
	Security controls and testing

	Data protection adviser
	Privacy and data-sharing compliance

	UX and accessibility specialist
	Inclusive design and testing

	Procurement and finance officers
	Contract and cost control

	Communications and training leads
	Public information and staff preparation

	Installation team
	Sign installation and testing




Table 7: Indicative budget

	Cost category
	Amount

	Project management and governance
	£140,000

	Software and integration
	£420,000

	Digital signage and installation
	£300,000

	Security, privacy and testing
	£100,000

	Accessibility and user testing
	£70,000

	Training and communication
	£90,000

	Contingency
	£130,000

	Total
	£1,250,000



Resource decisions involve trade-offs. Increasing the number of developers may shorten coding activity, but it will not solve delays caused by unavailable operator data or governance decisions. Investment is therefore spread across integration, accessibility, security and communication rather than concentrated only on software. Supplier payments will be linked to accepted milestones, providing financial control where deliverables do not meet agreed standards.
The contingency will be controlled by the sponsor. Monthly reports will compare actual expenditure, committed costs and forecast final cost. Specialist staff will be booked early because accessibility and cybersecurity expertise may be limited.
9. Risk Analysis
Risk management will continue throughout delivery. Formal risk processes are most useful when risks are clearly communicated, owned and acted upon (de Bakker, Boonstra and Wortmann, 2010).
Table 8: Risk register
	Risk
	Score
	Response and owner

	Supplier appointment delay
	16
	Early market engagement and fixed deadlines; Procurement Officer

	Operator data cannot be integrated
	20
	Technical review and fallback formats; Technical Architect

	Cyberattack or unauthorised access
	15
	Access controls, encryption and testing; Security Specialist

	Inaccurate passenger information
	16
	Automated validation and emergency updates; Product Owner

	Low user or operator adoption
	12
	User involvement, training and communication; Communications Lead

	Accessibility requirements not met
	15
	Early specialist review and formal testing; Accessibility Specialist

	Scope increase
	12
	Formal change control; Project Manager

	Data-sharing approval delay
	15
	Early privacy and legal review; Data Protection Adviser

	Budget overspend
	12
	Monthly forecasts and controlled contingency; Finance Officer



Probability and impact will each be scored from one to five. Scores of 16 to 25 are very high, 11 to 15 are high, 6 to 10 are moderate and 1 to 5 are low. Scoring supports prioritisation but does not replace professional judgement. A privacy breach, for example, may require immediate attention even when its probability is considered low because the legal and reputational consequences could be severe.
Risk owners will identify early warning signs, such as missed data tests, delayed approvals or repeated accessibility defects. Cybersecurity will be organised around governance, identification, protection, detection, response and recovery, reflecting the NIST Cybersecurity Framework 2.0 (NIST, 2024).
Privacy will be considered from the design stage. The ICO explains that data protection by design should operate throughout the system lifecycle. Access will therefore be role-based, personal data will be minimised and data-sharing agreements will define permitted use.
High and very-high risks will be reviewed weekly. Once a risk occurs, it will become an issue with a named owner, action date and escalation level.
10. Monitoring, Quality and Change Control
Performance will be measured through schedule, cost, quality and stakeholder outcomes. The main indicators are:
· milestone and schedule variance; 
· actual and forecast cost; 
· unresolved critical defects; 
· percentage of operators connected; 
· platform availability; 
· time taken for information updates; 
· passenger enquiry levels; 
· accessibility test results; 
· training completion; 
· user satisfaction. 
Quality reviews will take place after requirements approval, prototype approval, technical testing, pilot completion and final acceptance. Agile development cycles will allow defects and user concerns to be identified before the whole system is complete. Agile practices can improve project success, but only when supported by clear objectives and disciplined governance (Serrador and Pinto, 2015).
A project dashboard will be issued weekly to workstream leaders and monthly to the project board. Change requests will identify the reason, cost, schedule effect, risk and effect on benefits. Governance is important because it connects project decisions with organisational accountability and strategy (Too and Weaver, 2014).
11. Conclusion
The Digital Passenger Flow and Logistics Coordination System provides a practical response to the transport hub closure. It will not replace long-term redevelopment, but it can reduce passenger confusion, improve freight coordination and support local businesses during the disruption.
The project has clear boundaries, measurable objectives, defined work packages and formal decision gates. A hybrid method gives control over procurement, budget, data and installation while allowing software to be tested and improved through feedback. Stakeholder involvement is planned according to influence and need, with particular attention given to disabled passengers and transport operators.
The main risks concern procurement, data integration, cybersecurity, inaccurate information and limited adoption. Early testing, named risk ownership and regular governance reviews make these risks more manageable. Subject to approval of funding, procurement and operator participation, the project should proceed as an urgent but controlled investment.
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Problem statement

A 40-year-old central transport hub has closed after safety and accessibility failures, disrupting commuters, freight logistics and local business activity (UWTSD, 2026).

1. Background and Rationale

In November 2025, a major UK metropolitan city closed its central transport hub after a structural inspection found that the site no
longer met modern safety and accessibility standards. The closure has disrupted commuters, bus and rail connections, freight
movement and local businesses. This has created pressure on the local authority to restore transport capacity while also

responding to environmental, accessibility and digital infrastructure needs.

4. Scope and Boundaries

Included: mobile information platform, digital signage, freight dashboard,
accessibility information, data-sharing protocol, stakeholder communication plan
and project dashboard.

The proposed project is a digital passenger flow and logistics coordination system. It is chosen because it can provide a fas ter

response than full physical redevelopment. Instead of waiting for the hub to be rebuilt, the city can use real -time information,
digital signage, alternative route updates and freight coordination tools to reduce confusion and support safer movement. A
structured project management approach is required because the project involves multiple stakeholders, public disruption,
technology suppliers, risk control and strict time pressure (Project Management Institute, 2021). N\

Aim: implement a digital coordination system that improves
passenger flow, logistics planning and stakeholder communication
during the closure.

SMART objectives:

« Launch a passenger information platform by Month 6.
« Install digital signs by Month 5.

« Create freight coordination dashboard.

« Provide accessible route information.

« Improve multi-operator communication (APM, 2019).

.

3. Proposed Methodology

Ahybrid project management approach is recommended.

Waterfall elements:

Used for fixed stages such as procurement, governance approval, budget
control and installation of signage.

Agile elements:

Used for digital platform testing, user feedback, dashboard
improvements and app updates.

This approach is suitable because public infrastructure projects need
control and accountability, but digital systems also need flexibility and
user testing (Nicholas and Steyn, 2021).

5. Digital Coordination Model

Four connected workstreams create one project solution (PMI, 2021).
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6. High-Level Timeline
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Initiate Design Build Test Install Launch

Six-month plan supports urgent delivery while leaving time for
testing and public launch (PMI, 2021).
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delivery time (Kerzner, 2022).

Outside scope: full station rebuild, major rail works, road widening and
commercial redevelopment. Clear boundaries reduce scope creep and protect

Key Stakeholders 9. Strategic Value

High power / high interest:

Local authority, transport operators, rail companies, bus
companies, technology supplier.

High interest / lower power:

Commuters, disabled passengers, local businesses, freight
operators, community groups.

Support stakeholders:

Emergency services, accessibility organisations,
environmental officers and local media.

Stakeholder engagement s central to the project because
transport disruption affects many user groups. Poor
communication could reduce public trust and increase
resistance (APM, 2019).

isks and Trade-Offs

High risks Trade-offs

« supplier delay
« cyber security
« poor adoption
« data errors

« speed vs quality
« costvs coverage
« data sharing vs privacy

Mitigation: phased testing before full launch (PMI, 2021)

‘www.gov.uk/government/publications/inclusive -transport-strategy/the-inclusive-

The project provides value in four main ways:

Operational value: improves passenger movement and freight
coordination.

Social value: supports disabled passengers, commuters and local
communities.

Economic value: helps local businesses and logistics operators continue
operating.

Future value: creates digital infrastructure that can support the
redeveloped hub.

Overall, the project gives the city a practical short-term response while
also supporting long-term transport modernisation.

N

Recommendation

Approve the digital coordination project as an urgent but
controlled response. It does not replace full
redevelopment, but it reduces disruption and builds
digital capacity for the future hub.
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