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[bookmark: _Toc231589796]Part B: Critical Reflection on Feedback Received from Tutor and Peers
The below reflection is aimed at evaluating the feedback provided after the presentation of the poster ‘Digital Modernisation of Passenger Flow and Logistics Coordination’. The Gibbs’ Reflective Cycle will be used to analyse the experience and feedback received, by going from description, evaluation, conclusion and finally planning action.
[bookmark: _Toc231589797]Identification of Key Strengths
Among key strengths identified in the feedback were those related to the project rationale being based on policy and practice. Peers highlighted the DfT (2024) Future of Transport Strategy and Net Zero 2050 strategy by BEIS (2023) as the main drivers behind the development of this digital innovation initiative. Furthermore, peers positively evaluated the digital logistics pipeline depicted in figure 2 with its six stages from IoT sensor capture to AI feedback – showing understanding of smart systems (Batty, 2023; Mukherjee, 2024). Finally, stakeholder analysis was also highlighted, including key stakeholders such as Transport for London, National Rail, environmental agencies and digital providers – recognising that lack of stakeholder involvement is a major cause of IT project failure in the public sector (Eskerod & Jepsen, 2022).
The tutor indicated that the risk register was properly calibrated with cybersecurity risks rated as critical. The mitigation measures of ISO 27001 and PPP funding demonstrated an excellent understanding of proper project governance which corroborates Flyvbjerg’s (2023) finding that optimism bias and poor risk planning are typical reasons why megaprojects fail.
[bookmark: _Toc231589798]Areas for Improvement
While the presentation displayed several strong elements, there were certain points identified as necessary improvements. First, the absence of the work breakdown structure and a Gantt chart was mentioned as the major weakness of the poster. Without more specific information on scheduling, it was hard to verify the feasibility of 18 months. As Turner (2014) argues, scheduling plays an important role in project management, thus lack thereof undermined the credibility of £18 million budget estimation.
A further issue that required development was digital exclusion. Although the poster had pointed out potential hazards for older and financially challenged customers, there was no more to be done about it except to maintain analogic interface. This was found to be inadequate, since the problem of digital exclusion predominantly applies to persons with disabilities and those who have fewer financial resources (Ragnedda & Muschert, 2023). Inclusion of co-design with accessibility organisations is necessary.
Lastly, the project proposal did not include change management strategy. According to Kotter and Cohen (2022), any technology-led project tends to fail when organisational culture and employee resistance are not properly managed.
[bookmark: _Toc231589799]Incorporation of Feedback into the Final Project Management Plan
The feedback influenced creation of Part C, which rectified the issues mentioned in previous tasks. The Gantt chart and work breakdown structure show all tasks that need to be completed throughout the 18 months. Risk analysis has added a new accessibility workstream with appropriate co-design mechanisms that conform to requirements of the Equality Act 2010 and WCAG 2.1. Change management process has been incorporated into the project using the Kotter’s (2014) eight steps approach, namely staff and communication strategies, as well as training.
[bookmark: _Toc231589800]Part C: Project Management Plan
[bookmark: _Toc231589801]Project Name: Digital Modernisation of Passenger Flow and Logistics Coordination
[bookmark: _Toc231589802]1. Introduction
The need for extensive reconstruction became apparent when a key metropolitan transport hub located in the UK had to be closed in November 2025 due to the failure of structural safety checks. The structure, which had been functioning as an important multimodal facility for rail, bus, and freight transport for more than 40 years, stopped meeting modern standards. Its unexpected closing caused economic turmoil, disrupted the supply chain, and provoked public dissatisfaction. Hence, it became necessary to provide a sustainable solution.
It is suggested to implement the Digital Modernisation of Passenger Flow and Logistics Coordination as the chosen project option. The reason for opting for such a strategy stem from understanding that only physical reconstruction will not solve the problem. In turn, digitalisation may become the instrument needed for ensuring effective performance while meeting budget constraints and deadlines. It is believed that digital modernisation can bring benefits that traditional improvements simply cannot afford to offer. According to Batty (2023), smart infrastructures create valuable positive network externalities which increase over time.

In this project proposal, proven approaches to project management are utilized to show how the proposed project will be accomplished and presented to stakeholders using such tools as work breakdown structure, Gantt chart, quad chart, stakeholder engagement model, resource matrix, and risk register.
[bookmark: _Toc231589803]2. Project Description
The Digital Modernization of Passenger Flow and Logistics Coordination project focuses on the creation of a comprehensive digital system for optimizing passenger and freight flows at the renovated transport hub using artificial intelligence, IoT sensors, data analysis, and MaaS system.
The proposed project includes five key objectives. Firstly, congestion of passengers at peak hours is supposed to be decreased by 35% in 18 months due to IoT sensors and crowd analysis based on AI algorithms (Menezes et al., 2022). Secondly, delays in transportation of freight are expected to be reduced by 40% due to digital logistics management systems with algorithms for dynamic route selection (Wang et al., 2023).
Third, a MaaS journey planner will be developed that adheres to the Equality Act 2010 and WCAG 2.1 accessibility guidelines (DfT, 2024). Fourth, 25% of carbon emission from the hubs will be cut through effective data analysis and use of electric vehicles, which are aligned with the UK Net Zero 2050 strategy (BEIS, 2023). Fifth, data handling related to passengers will comply with the requirements of GDPR and ISO 27001 standards (ICO, 2023).
The total budget for this initiative is expected to be £18 million. This project will run for 18 months. Governance will be conducted between Transport for London and DfT, with implementation conducted by a competent project manager with support from a project team.
[bookmark: _Toc231589804]3. Scope
The scope of the project is determined by the following:
The scope deliverables will consist of:
· IoT sensor network installation within all passenger concourses, platforms, and freight bays
· AI-enabled passenger traffic forecasting and crowd management solution
· A single logistics management platform for real-time freight scheduling and optimised routing
· Dynamic digital signage and wayfinding systems within the hub environment
· MaaS app development with API integration capabilities to all national rail and bus companies
· The establishment of a GDPR compliant and ISO 27001 certification for cyber security and data protection framework
· Conducting a structured staff training and organisational change management programme
Outside scope activities will be comprised of:
· Civil engineering activities including construction of new structures
· Regulatory policy changes or fare setting initiatives for transport providers
· Service route and schedule management outside the catchment area of the hub
· Addition of modes of transport that have not been approved in the United Kingdom yet
Geographical boundaries will cover the hub site as well as the five kilometres around it. The time scope of the project is from April 2026 until September 2027. These scope boundaries reflect the scope management concept proposed by the Project Management Institute (PMI, 2021).
[bookmark: _Toc231589805]4. Work Breakdown Structure (WBS)
The Work Breakdown Structure breaks down the project into work packages using hierarchies. This helps in planning, delegation of duties, and tracking progress. The WBS hierarchy has five levels as suggested by Kerzner (2022).

[bookmark: _Toc231589806]Table 1: Work Breakdown Structure
	WBS Code
	Work Package
	Key Activities
	Deliverable

	1.0
	Project Initiation
	PID, governance setup, stakeholder register, kick-off meeting
	Project Initiation Document; Approved baseline

	2.0
	Infrastructure - IoT & Sensors
	Procurement, installation, network configuration, integration testing
	Operational IoT sensor network across all zones

	3.0
	AI & Analytics Platform
	Algorithm development, ML model training, UAT, live deployment
	Deployed AI crowd management and prediction engine

	4.0
	Logistics Platform
	Platform build, operator API integration, dynamic routing module
	Unified freight scheduling and routing dashboard

	5.0
	MaaS Application
	App development, accessibility audit, WCAG 2.1 compliance, launch
	Live MaaS app; WCAG 2.1 and Equality Act compliant

	6.0
	Cybersecurity & Data Governance
	GDPR framework, ISO 27001 certification, penetration testing
	Certified data governance framework; Security audit report

	7.0
	Change Management & Training
	Stakeholder comms, staff training programme, change impact assessment
	Trained operational staff; Change management report

	8.0
	Project Closure
	Benefits realisation review, lessons learned, handover documentation
	Closure report; Benefits realisation baseline


Source: Author's own, adapted from PMI (2021) and Kerzner (2022)
[bookmark: _Toc231589807]5. Quad Chart
The Quad Chart is the brief and one-page representation of all important features of the project that will help in communicating with stakeholders and executives. This chart is divided into four quadrants.
[bookmark: _Toc231589808]Table 2: Quad Chart
	PROJECT OVERVIEW
Title: Digital Modernisation of Passenger Flow & Logistics
Budget: £18M | Duration: 18 months
Sponsor: TfL / DfT | PM: Mohammed Shahnawaz Afzal
Methodology: Agile-Waterfall Hybrid (PRINCE2 aligned)
	KEY OBJECTIVES
1. Reduce peak bottlenecks by 35% (18 months)
2. Cut freight delays by 40%
3. MaaS app - WCAG 2.1 & Equality Act 2010 compliant
4. Reduce hub carbon emissions by 25%
5. ISO 27001 & GDPR data governance framework

	KEY RISKS
1. High implementation cost - PPP model mitigation
2. Cybersecurity vulnerabilities - ISO 27001, zero-trust
3. Digital exclusion - inclusive design + analogue fallback
4. System integration failure - open API + cross-UAT
5. Stakeholder resistance - Kotter change model
	STRATEGIC VALUE
Ops: AI cuts peak dwell time 30%; freight errors down 40%
Safety: Real-time alerts, reduced incident response time
Environment: Aligned to UK Net Zero 2050 (BEIS, 2023)
Economic: Projected ROI 2.4x over 5 years
User Experience: 82% satisfaction improvement forecast


Source: Author's own, adapted from Flyvbjerg (2023) and PMI (2021)
The Digital Modernisation of Passenger Flow and Logistics is a £18M, 18-month project being funded by TfL and DfT and governed using Agile-Waterfall approach based on PRINCE2 framework. The main goals of this project include reduction of peak-hour congestion by 35%, freight delays by 40%, introduction of a passenger-friendly MaaS app and reduction in carbon footprint by 25%. Risk factors such as cost, cybersecurity, digital divide, integration and resistance to change are addressed by adopting PPP approach, ISO 27001 framework, accessibility principles, open APIs and Kotter’s change management strategy respectively.
[bookmark: _Toc231589809]6. Gantt Chart
The following Gantt chart depicts the overall schedule for this project from April 2026 to September 2027. There are four phases of work for this project: Initiation and Design (Month 1–3), Infrastructure Build and Platform Development (Month 4–10), Integration, Testing & Training (Month 11-15), and Go Live & Closeout (Month 16-18). It follows the PRINCE2 process management principle of managing by stages (Cabinet Office, 2023).
[bookmark: _Toc231589810]Table 3: Project Gantt Chart (High-Level Schedule)
	Work Package / Phase
	M1
	M2
	M3
	M4
	M5
	M6
	M7
	M8
	M9
	M10
	M11
	M12
	M13
	M14
	M15
	M16
	M17
	M18
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Key: Shaded cells indicate active task periods. Source: Author's own, adapted from Turner (2014) and PMI (2021)
The timetable clearly shows that cybersecurity and data governance processes occur at all stages of project implementation, underlining the importance of data security in an automated system dealing with confidential data of passengers (ICO, 2023). The integration process and the User Acceptance Testing (UAT) have been scheduled early in order to decrease deployment risks. Menezes et al. (2022) suggest doing so as transit hub digitalisation initiatives lacking phased UAT had much higher failure rates after being deployed.
[bookmark: _Toc231589811]7. Involvement of Stakeholders
Stakeholder management is crucial for project success in the public sector. According to Eskerod & Jepsen (2022), inadequate stakeholder management is the main reason for IT-induced transformation failure in governmental programs. This project has been employing the methodology of structured stakeholder engagement based on the Power-Interest matrix (Mendelow, 1991, cited in Johnson et al., 2023).
[bookmark: _Toc231589812]Table 4: Stakeholder Register and Engagement Strategy
	Stakeholder
	Power
	Interest
	Classification
	Engagement Strategy

	TfL / Local Authority
	High
	High
	Manage Closely
	Monthly steering committee meetings; co-governance of project board; monthly progress reporting

	Dept. for Transport (DfT)
	High
	Medium
	Keep Satisfied
	Quarterly policy alignment briefings; formal funding milestone reporting

	National Rail / TOCs
	High
	High
	Manage Closely
	Joint technical working group; API integration workshops; bi-weekly operational updates

	Commuters & Passengers
	Low
	High
	Keep Informed
	Public consultation events; real-time travel app updates; accessibility co-design sessions

	IT & Digital Providers
	Medium
	High
	Keep Informed
	Weekly delivery team meetings; technical governance board; SLA monitoring

	Environmental Bodies (CCC)
	Medium
	Medium
	Monitor
	Quarterly sustainability reports; Net Zero alignment review; CCC compliance submissions


Source: Author's own, adapted from Eskerod and Jepsen (2022) and Johnson et al. (2023)
This engagement of passengers as a stakeholder group despite their lack of power is ethical in terms of inclusive design. As noted by Ragnedda and Muschert (2023), the lack of inclusion of disadvantaged users in the process of co-design is a factor that leads to digital discrimination. Therefore, for this project, we shall conduct three co-design workshops with people with disabilities before implementing our MaaS application.
[bookmark: _Toc231589813]8. Resource Allocation
Resource planning for this project can be categorized into four broad groups: Human, financial, technological, and temporal resources. According to Kerzner (2022), one of the main reasons behind scheduling delays during digital transformation projects is the over allocation of resources, especially within technical specialist category.
[bookmark: _Toc231589814]Table 5: Resource Allocation Summary
	Resource Category
	Resource
	Allocation Period
	Estimated Cost

	Human - Leadership
	Project Manager (x1)
	Months 1-18 (full-time)
	£180,000 (salary + oncosts)

	Human - Technical
	AI/ML Engineers (x4)
	Months 4-15
	£1,200,000

	Human - Technical
	IoT Network Specialists (x3)
	Months 3-10
	£720,000

	Human - Governance
	Cybersecurity Analysts (x2)
	Months 1-18 (full-time)
	£480,000

	Human - UX
	UX / Accessibility Designers (x2)
	Months 7-14
	£320,000

	Human - Change
	Change Management Leads (x2)
	Months 9-18
	£360,000

	Technology
	IoT Hardware Procurement
	Months 3-6
	£4,200,000

	Technology
	AI Platform Licensing & Cloud Infra
	Months 4-18 (ongoing)
	£2,800,000

	Technology
	Digital Signage & Wayfinding
	Months 7-12
	£1,500,000

	Contingency (10%)
	Risk reserve
	Project-wide
	£1,800,000

	TOTAL
	
	
	£18,000,000 (approx.)


Source: Author's own estimates, benchmarked against TfL (2024) and EU comparable projects (Mukherjee, 2024)
The PPP approach is recommended as the main source of funding for this project by sharing the risk associated with the cost among the public and technology partners. According to Flyvbjerg (2023), infrastructure projects tend to incur higher costs than initially anticipated, owing to optimism bias and misrepresentation. Therefore, provision for a 10 percent contingency of £1.8 million has been made within the budgeting framework. A staggered release of investment, based on the Gantt chart progress points, will allow the project board to maintain expenditure control on a stage-by-stage basis.
[bookmark: _Toc231589815]9. Risk Management
The ISO 31000 risk management standard (ISO, 2022) is used to manage risks in this project. It calls for an iterative risk management process, including risk identification, assessment, treatment, and monitoring. The risks are assessed by means of a probability-impact matrix. Scores on the probability-impact matrix are classified as Low, Medium, High, and Critical.
[bookmark: _Toc231589816]Table 6: Risk Register
	Risk
	Likelihood
	Impact
	Risk Level
	Mitigation Strategy
	Owner

	High implementation cost overrun
	High
	High
	Critical
	PPP financing model; 10% contingency reserve; stage-gate expenditure approval (Flyvbjerg, 2023)
	Project Sponsor / CFO

	Cybersecurity breach or data exposure
	Medium
	Critical
	Critical
	ISO 27001 certification; zero-trust architecture; bi-annual penetration testing; GDPR compliance audit (ICO, 2023)
	Cybersecurity Lead

	Digital exclusion of vulnerable users
	Medium
	High
	High
	Inclusive co-design workshops; mandatory WCAG 2.1 compliance; retention of analogue interfaces (Ragnedda and Muschert, 2023)
	Accessibility Lead

	System integration failure across operators
	Medium
	High
	High
	Open API standards adoption; cross-operator UAT prior to go-live; dedicated integration workstream (Wang et al., 2023)
	Technical Architect

	Stakeholder resistance to change
	Medium
	High
	High
	Kotter (2014) eight-step change model applied from Month 9; staff engagement forums; champion network
	Change Mgmt Lead

	AI model inaccuracy or bias
	Low
	High
	Medium
	Diverse training datasets; quarterly model audits; human-in-the-loop decision validation (Menezes et al., 2022)
	AI Engineering Lead

	GDPR non-compliance
	Low
	Critical
	High
	Data minimisation by design; appointed Data Protection Officer; annual ICO compliance review (ICO, 2023)
	Data Protection Officer


Source: Author's own, adapted from ISO (2022) and Flyvbjerg (2023)
AI model bias is another risk which deserves special consideration. According to the findings presented in the paper by Menezes et al. (2022), the predictive model based on historical data might contribute to the persistence of inequality through the systematic provision of services to passenger subpopulations that have been historically excluded from the dataset used for model training. This project will employ a diverse dataset for training purposes and conduct a quarterly algorithmic audit in accordance with the framework provided by the AI Safety Institute (UK Government, 2024) on responsible AI governance.
Cybersecurity threats are considered the highest priority operational risks due to the nature of passenger data processed in this project. Nissenbaum (2022) explains that a digital surveillance system created for operation in a public space creates an intrinsic conflict between efficient operations and contextual integrity of the flow of information. This project will adopt a strategy based on data minimization in order to limit its ethical and legal risks.
[bookmark: _Toc231589817]Conclusion
The project management plan describes a detailed strategy for implementing the Digital Modernisation of Passenger Flow and Logistics Coordination project. Digital modernisation was identified as the solution to solve operational, environmental, and accessibility issues that caused the closure of the hub and create strategic benefits for the transport network of the UK. The plan uses project management methods like WBS hierarchical structure, Phased Gantt chart consistent with PRINCE2 approach, Quad Chart, Power-Interest Matrix of stakeholders, Resource Allocation Matrix using PPP model, and ISO 31000 Risk Register. Such challenges as efficient but equal digitalization, cybersecurity risks, and change management are tackled through evidence-based approaches. Implemented successfully according to time and financial criteria, the project becomes a model that can be duplicated according to DfT policy, Net Zero 2050 goals, and UK Levelling Up vision.
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Hub Crisis: Closure of a major UK metropolitan transport hub
(Nov 2025) after structural non-compliance exposed systemic
failure. Built 40+ years ago as a critical multimodal interchange for
rail, bus, and freight (Oladejo and Matieni, 2025)

® Global Digital Pressure: Digital twin technologies and Al-driven
crowd analytics are transforming urban transport (Batty, 2023).
UK DfT (2024) targets halving journey disruption by 2030 via
predictive analytics.

=  Systemic Failure: Analogue, reactive management is insufficient
for 21st-century demand. Infrastructure digitalisation requires
alignment of policy, operations and data governance (Gerrits and
Verweij, 2022).
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2. PROJECT AIMS & OBJECTIVES

Aim: Design and implement an integrated digital platform to optimise
passenger flow and freight logistics at the redeveloped hub, utilising
Al, loT, and real -time data analytics (Batty, 2023; Mukherjee, 2024).

Obj 1 - Ops: Reduce peak bottlenecks 35% in 18 months via loT sensors
& Al analytics (IBM, 2024)

0Obj 2 - Freight: Cut freight delays 40% via unified logistics platform &
dynamic routing (Wang et al., 2023)

Obj 3 - Access: Maas$ journey planning; Equality Act 2010 & WCAG 2.1
compliance (DfT, 2024)

Obj 4 - Enviro: Reduce hub carbon 25% via EV integration & data-driven
scheduling (BEIS, 2023)

Obj 5 - Data Gov: GDPR-compliant, ISO 27001 data framework; ethical
passenger data use (ICO, 2023)

Inadequate stakeholder engagement is a primary cause of public
sector IT project failure (Eskerod and Jepsen, 2022).
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IN SCOPE

loT sensor network across concourses, platforms & freight bays
Al-powered passenger flow prediction & crowd management
Unified digital logistics platform for freight scheduling

Digital signage & dynamic wayfinding infrastructure

Maa$ app & open API with national rail/bus operators
Cybersecurity & GDPR-compliant data management

Staff training & change management programme
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Physical structural rebuilding or civil engineering
Policy reforms or fare -setting for operators
Route/schedule management beyond hub catchment
New transport modes not yet UK -approved
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Budget: £18M | Timeline: 18 months | Geographic: Hub + 5km
catchment | Governance: TfL & DfT (2024)
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7. STRATEGIC VALUE

Ops Efficiency: Al cuts peak dwell time 30%; freight errors J,40% (TfL,
2024)
Safety: Real-time alerts prevent crush; loT cuts incident response time

Environment: Freight routing | emissions 25%; aligned UK Net Zero 2050 (BEIS)
Economic: Projected ROI 2.4x in 5 years (EU comparables)

User Experience: 82% satisfaction improvement via Maa$ app (IBM, 2024)
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