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[bookmark: _Toc233220039]1.Introduction
Project management (PMI, 2021; Burke, 2021) encompasses the planning, organising, monitoring, and controlling of resources to fulfil deadlines, costs, scope, and quality. Project management in the digital era is the utilisation of an organization’s technology solutions to achieve strategic goals. Digital transformation is a priority for the universities to improve learning, ease processes and adapt to the changing educational environment (Schwalbe, 2022; Turner, 2023). 
LMSs are important technical innovations in higher education.
A Learning Management System (LMS) is a software platform that enables institutions to administer teaching and learning activities from one digital environment. Such systems help students to access learning resources, submit assignments, complete tests, participate in discussion forums, contact the instructor and check their academic performance. LMS platforms empower academic staff to teach courses, create tests, track and grade student success. 
The COVID-19 outbreak has highlighted the need for resilient infrastructures for online learning and has proven that universities need systems that are adaptive to support both face-to-face and distance learning. Thus, many institutions have incorporated the adoption of LMS systems in their long-term digital transformation plans. LMS success can improve student engagement, access to educational materials, collaborative learning and boost communication among stakeholders (Schwalbe, 2022).
This project plan is concerned with the creation and deployment of a Learning Management System across the university. The reason for selecting the project is that it is a viable and strategically important project that involves careful planning, stakeholder management, resources allocation, risk management and performance monitoring. The Project will be managed in accordance with recognised project management principles as specified by the Project Management Institute (PMI) and Association for Project Management (APM). The principles stress the importance of clearly defining project objectives, identifying stakeholders, managing risks, reducing costs and ensuring quality throughout the project life cycle. 
            The project will be completed in 26 weeks and will have multiple phases such as project initiation, requirements collecting, system design, development & configuration, testing, training, deployment and project closing. Each phase will contain deliverables and milestones to help assure successful completion of the project. The sound design and execution will result in a new digital learning platform that will increase the academic quality and operational efficiency of the institution.
[bookmark: _Toc233220040]2. Purpose, Goals and Scope 
2.1 Purpose of the Project 
The objective of this project is to design, develop, test and implement a Learning Management System to improve the teaching and learning activities in the institution. 
2.2 Project’s Objectives 
Objectives of the project are: 
1. Gather stakeholder requirements within four weeks. 
2. To develop a secure and scalable LMS architecture. 
3. Install and configure the LMS platform. 
4. To connect the current university databases. 
5. Complete all testing activities before deployment. 
6. To provide training to the university staff and students. 
7. To launch the LMS in six months. 
8. To be implemented with minimum 90% user satisfaction. 
2.3 Coverage of the Project 
Within Scope 
• Stakeholders analysis 
• Requirement elicitation 
• Design of the system 
• LMS setup 
Database Integration 
• Test 
• User training 
• Deploying the system 
• Closing and assessment of the project 
Not in scope 
• Mobile application development 
• Replacement of current University hardware 
• Sustainment after project closeout 
• Development of non-university systems 
Clearly defining scope helps to prevent scope creep and keep resources focused on the project objectives.

[bookmark: _Toc233220041]3. Project Outputs (Deliverables)
The project will produce several important deliverables.
	Deliverable
	Description

	Project Charter
	Authorisation document

	Stakeholder Register
	Stakeholder information

	Requirements Specification
	Functional and technical requirements

	Communication Plan
	Stakeholder communication framework

	System Design Document
	Architecture and technical design

	LMS Platform
	Configured learning management system

	Integrated Database
	Connected student and staff records

	Testing Report
	Evidence of successful testing

	User Training Materials
	Manuals and guides

	Training Sessions
	User education activities

	Live LMS Environment
	Operational system

	Closure Report
	Project evaluation



Direct Results
The project will also generate the following outcomes:
· Improved access to educational resources. 
· Better communication between lecturers and students. 
· Improved assignment submission processes. 
· Enhanced monitoring of student performance. 
· Increased flexibility for remote learning. 
[bookmark: _Toc233220042]4. Stakeholder Identification and Analysis
Stakeholder management is seen as one of the most essential success criteria in project management (PMI, 2021; APM, 2023). Stakeholders are people, groups or organisations who may influence, be influenced by, or believe they are influenced by a project. Effective stakeholder management is managing the expectations of the stakeholders throughout the project lifecycle (Larson and Grey, 2021). Lack of effective stakeholder engagement can result in delays, opposition, cost overruns, and project failure (Kerzner, 2022).
The LMS implementation project has identified several stakeholder groups. These stakeholders have different levels of interest, influence, authority, and involvement in the operations of the project. A stakeholder study was therefore conducted to identify relevant engagement and communication techniques. 
Management University 
The project sponsor is university management and the most powerful group of stakeholders. The budget must be endorsed by senior management, resources are allocated and strategic direction is set. Their major expectation is that the project will provide measurable value, within agreed financial and time restrictions. They should be controlled attentively because of their tremendous authority and considerable interest. They require regular meetings and progress updates. 
Academic Staff 
Some of the academic personnel are the main users of LMS. They will use the system to upload learning materials, create exams, connect with students and track academic performance. Lecturers are very interested in this research as it immediately impacts their teaching duties. Their input during requirements collecting and testing phases is critical to guarantee the system meets operational needs. 
Students 
The students are the biggest stakeholder group and the final beneficiaries of the project. They need a user-friendly system that gives reliable access to educational information and communication tools. Student happiness will be a key measure of project success. Therefore, student representatives should be consulted throughout the project lifespan. 
IT team 
The IT department oversees technical installation, integration, maintenance and support. Their competence matters for the success of the project. They need to be engaged in the planning, design, development, testing and deployment activities. 
Software Vendors 
Technical support, licenses and implementation knowledge from external software providers. Their influence is less than the internal stakeholders, but they have a crucial role in ensuring successful system configuration and integration. 
The Power-Interest Matrix can be used to divide the stakeholders into four groups: Manage Closely, Keep Satisfied, Keep Informed and Monitor. University management and the project manager fall in the Manage Closely group. Students and lecturers should be kept informed and involved periodically during the project.
[bookmark: _Toc233220043]5. Communication Plan
Effective communication is essential to ensure stakeholders receive relevant information throughout the project lifecycle (APM, 2023; Maylor, 2019).
	Stakeholder
	Information Required
	Method
	Frequency
	Responsible

	University Management
	Progress, risks, budget
	Meetings & reports
	Monthly
	Project Manager

	IT Team
	Technical updates
	Team meetings
	Weekly
	Technical Lead

	Lecturers
	Training updates
	Workshops & email
	Bi-weekly
	Trainer

	Students
	Launch updates
	Email & website
	Monthly
	Communications Officer

	Vendor
	Technical requirements
	Online meetings
	As required
	Procurement Officer



The communication plan ensures transparency, promotes stakeholder engagement, and reduces misunderstandings.
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The project activities are grouped according to project phases.
Initiation Phase
· Develop project charter. 
· Identify stakeholders. 
· Define project scope. 
· Obtain project approval. 
Requirements Analysis Phase
· Conduct interviews. 
· Gather requirements. 
· Analyse business needs. 
· Produce requirements document. 
Design Phase
· Design system architecture. 
· Design database structure. 
· Design user interfaces. 
· Review technical specifications. 
Development Phase
· Configure LMS modules. 
· Integrate databases. 
· Configure user roles. 
· Implement security controls. 
Testing Phase
· Unit testing. 
· System testing. 
· User acceptance testing. 
· Resolve defects. 
Deployment Phase
· Prepare training materials. 
· Train lecturers. 
· Train students. 
· Deploy system. 
Closure Phase
· Conduct final review. 
· Document lessons learned. 
· Produce closure report. 
[bookmark: _Toc233220045]7. Work Breakdown Structure (WBS)
1.0 LMS Project
    1.1 Project Initiation
        1.1.1 Project Charter
        1.1.2 Stakeholder Analysis
        1.1.3 Scope Definition
    1.2 Requirements Analysis
        1.2.1 Interviews
        1.2.2 Requirement Collection
        1.2.3 Documentation
    1.3 System Design
        1.3.1 Architecture Design
        1.3.2 Database Design
        1.3.3 Interface Design
    1.4 Development
        1.4.1 LMS Configuration
        1.4.2 Database Integration
        1.4.3 Security Configuration
    1.5 Testing
        1.5.1 Unit Testing
        1.5.2 System Testing
        1.5.3 User Acceptance Testing
    1.6 Deployment & Training
        1.6.1 Training Materials
        1.6.2 Staff Training
        1.6.3 Student Training
        1.6.4 Go-Live
    1.7 Project Closure
        1.7.1 Evaluation
        1.7.2 Closure Report
The WBS decomposes project activities into manageable tasks and supports planning, scheduling, and cost estimation (PMI, 2021; Lock, 2020).
[bookmark: _Toc233220046]8. Deliverables, Milestones and Timeline
	Task
	Deliverable
	Milestone
	Duration

	Initiation
	Project Charter
	Approval
	Weeks 1–2

	Requirements
	Requirement Document
	Sign-off
	Weeks 3–6

	Design
	Design Document
	Approval
	Weeks 7–10

	Development
	LMS Modules
	Development Complete
	Weeks 11–18

	Testing
	Testing Report
	Testing Sign-off
	Weeks 19–22

	Training
	Trained Users
	Training Complete
	Weeks 23–24

	Deployment
	Live System
	Go-Live
	Week 25

	Closure
	Closure Report
	Project Completion
	Week 26



[bookmark: _Toc233220047]9. Responsibility Matrix (RACI)
	Activity
	PM
	IT Team
	Lecturers
	Students
	Management

	Planning
	A/R
	C
	I
	I
	C

	Requirements
	A
	C
	R
	R
	I

	Design
	A
	R
	C
	I
	I

	Development
	C
	R
	I
	I
	I

	Testing
	A
	R
	C
	C
	I

	Training
	R
	C
	A
	A
	I

	Deployment
	A
	R
	I
	I
	C

	Closure
	R
	C
	I
	I
	A


R = Responsible, A = Accountable, C = Consulted, I = Informed
[bookmark: _Toc233220048]10. Resource Requirements

         Personnel Resources
	Resource
	Quantity

	Project Manager
	1

	Business Analyst
	1

	Software Developers
	3

	Database Administrator
	1

	QA Testers
	2

	Trainer
	1

	System Administrator
	1


              Material Resources
	Resource
	Purpose

	Servers
	Hosting LMS

	Database Software
	Data storage

	Development Tools
	System configuration

	Network Infrastructure
	Connectivity

	Training Facilities
	User training
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	Resource
	Cost (£)

	Project Manager
	15,000

	Business Analyst
	8,000

	Developers
	30,000

	Database Administrator
	6,000

	QA Testers
	8,000

	Trainer
	4,000

	Servers
	10,000

	Software Licences
	5,000

	Training Materials
	2,000

	Contingency (10%)
	8,800



Total Estimated Cost = £96,800
The contingency reserve provides financial protection against unforeseen events.
[bookmark: _Toc233220050]12. Risk Management
	Risk
	Probability
	Impact
	Mitigation

	Scope creep
	High
	High
	Change control process

	Technical failure
	Medium
	High
	Early testing

	Resource shortages
	Medium
	Medium
	Resource planning

	User resistance
	Medium
	High
	Training and engagement

	Security breaches
	Low
	High
	Security audits



Risk management helps minimise disruptions and increases the likelihood of successful project delivery (Wysocki, 2020; Kerzner, 2022).

[bookmark: _Toc233220051]13. Project Monitoring and Control
Project performance will be monitored using a range of project control techniques to ensure that objectives are achieved within agreed time, cost, and quality constraints (PMI, 2021; Meredith, Mantel and Shafer, 2021).
The monitoring and control activities will include:
• Weekly progress meetings
• Monthly status reports
• Budget reviews
• Milestone reviews
• Quality assurance inspections
• Risk register updates
Key Performance Indicators (KPIs) used to measure project success will include:
• Schedule Performance Index (SPI)
• Cost Performance Index (CPI)
• Number of defects
• Training completion rate
• User satisfaction score
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The university’s investment in a Learning Management System is a large strategic one. This project plan has been written to show how the principles of project management may be used to a successfully conclusion. Effective planning, stakeholder management, communication, resource allocation, and risk management are key contributors to project success (Burke, 2021; PMI, 2021). 
The LMS will support the university's long-term digital transformation strategy and enhance educational delivery (Schwalbe, 2022; Turner, 2023), allowing for flexible learning, enhancing communication and supporting flexible learning. The successful completion of the project will bring major benefits to all stake holders i.e. students, faculty members and the management of the school and will also ensure value for money and efficiency of operation.
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