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[bookmark: _Toc102140042]Introduction: 
The key objective of this project is to create a hybrid teaching and learning platform for the staffs and students of The University of Wales Trinity Saint David (UWTSD) during the post COVID-19 pandemic time. The project board of the university decided to conduct the lectures through both physical and virtual way. The goal of the project is to create a virtual learning and teaching platform for the students and staffs of the university in order to make them return to the university slowly as the pandemic situation has been normalized in the UK. The critical success factors that need to be considered while conducting this project are financial resources, technology, brand name recognition, accessibility to unique resources, accessibility to distribution channels, and similar others. 
[bookmark: _Toc102140043]Project Scope:
	Serial No.
	Items
	Details

	1.
	Project Name
	Virtual Learning System at UWTSD

	2.
	Sponsor Name
	UWTSD

	3.
	Project Duration
	8 weeks

	4.
	Project Budget
	GBP 7500

	5.
	Project Description
	The goal of the project is to create a virtual learning and teaching platform for the students and staffs of the university in order to make them return to the university slowly as the pandemic situation has been normalized in the UK.

	6.
	IN Scope/ Inclusion Criteria
	· Development of online education platform for the students
· Installation of the online education system at the university
· Providing training to the administrative staffs and lecturers
· Preparation of ‘Maintenance Policy’ for the online education platform
· Uploading existing administrative and educational files on the portal 

	7.
	OUT of Scope/ Exclusion Criteria
	· The project does not include any sales and marketing activity
· Offering training to non-administrative and non-teaching staffs is excluded

	8.
	Project Goals
	· To categorize existing subject and courses into suitable segments
· To develop an interactive online education platform
· To upload all details related to courses and subjects on the platform
· To develop a training manual for existing and new staffs at the university
· To prepare a ‘Maintenance Policy’ for the virtual learning platform

	9.
	Project Acceptance Criteria
	The project shall be accepted, if the administrative team and teaching staffs jointly agree that the virtual learning platform delivers the needful.

	10. 
	Project Barriers
	Lack of previous experience in working with virtual learning portal among the staffs could create resistance to change and this could be a potential barrier to the project.

	11.
	Project Assumptions
	It is assumed that the IT team of the UWTSD along with external professionals would be capable of creating the virtual learning system and that the administrative and teaching staffs shall cooperate in this regard.



[bookmark: _Toc102140044]Budget Assumptions: 
	Serial No.
	Budget Assumptions

	1.
	The price of electricity charges rate shall not increase in next 6 months.

	2.
	The Internal IT team can develop the online education portal in coordination with external professionals.

	3.
	The training sessions for the new online education portal can be provided by the internal IT team and therefore no external trainers are needed.

	4.
	The University currently has adequate software and hardware to facilitate the development of online education portal.

	5.
	Any extra hours worked by the internal IT and Administrative team shall be paid at the current overtime rate.



[bookmark: _Toc102140045]Assumptions: 
· It is assumed that the IT team of the UWTSD along with external professionals would be capable of creating the virtual learning system and that the administrative and teaching staffs shall cooperate in this regard.
· The proposed online education portal is expected to ease the process of delivering education between teachers and students.
· Full support can be obtained from the internal IT team for developing the online education portal.
· Sufficient existing data are available related to the University courses, subjects, and eligibility criteria.
· The University has sufficient funds to sponsor the project.
· The internal IT team is capable of delivering training sessions to the University staffs.
· The University has high end cyber security systems to mitigate threat of potential cybercrimes.
· All data shall be stored using cloud platform.

[bookmark: _Toc102140046]Constraints: 
The main purpose of this project is to deliver a virtual online teaching system along with the face-to-face teaching system (hybrid system) that can help the students and staffs of UWTSD to come back to the university slowly on a regular basis as the UK has almost overcome from the pandemic situation. In order to do so, the university has decided to use both the virtual and fulltime teaching system. While working in this project, there are various risks which need to be considered which depicted below in the risk register along with the mitigation strategies. 
Risk Register:
Zuo et al. (2018) stated that risk register is a risk assessment plan used in project management in order to identify risks and their probability, impact, and severity. In addition, Eller et al. (2020) mentioned that risk register is also prepared by project managers in order to mitigate the different risks identified in projects. The risk register for this current project is depicted below:
	Serial No.
	Risks
	Probability
(1-5)
	Impact
(1-5)
	Severity
 (P*I)
	Mitigation Strategies

	1.
	Cost overhead
	3
	4
	12
	Daily conduct of variance analysis

	2.
	Weak internet connection and absence of laptop
	4
	3
	12
	Ensure to subscribe a strong internet connection and provision of laptop from the university those who do not have laptop. Laptop price can be charged from the students or added to their tuition fees 

	3.
	Delay of supplies or resources from the suppliers
	4
	5
	20
	Maintaining safety stock level

	4.
	Loss of data, data tampering, or data stolen because of cyber attacks 
	3
	4
	12
	Formulating Cybersecurity Software

	5.
	Mismatch of time to attend classes by students
	4
	4
	16
	Specific time for each classes need to be set for reducing this risk

	6.
	Non-cooperation from students
	4
	5
	20
	Arranging weekly team meetings to make awareness about the importance of online classes during the COVID-19 pandemic situation and asking for daily feedback from the students regarding their virtual learning process.

	7.
	Scarcity of resource
	4
	5
	20
	Making contracts with more number of suppliers to reduce scarcity of resources

	8.
	Opposition from parents who prefer physical learning facilities for their children
	3
	4
	12
	The virtual and physical learning sessions shall be conducted on a rotational basis

	9.
	Failure to project completion within the timeframe
	4
	5
	20
	Application of time management techniques and tools that include Gantt chart, Prioritization Matrix, and Work Breakdown Structure (WBS)

	10.
	Lecturer absenteeism 
	4
	4
	16
	Adhering to the No Work No Pay Policy norms




[bookmark: _Toc102140047]Stakeholder analysis: 
Liphadzi et al. (2021) viewed that stakeholder analysis is conducted in order to identify the key stakeholders of a project along with their impact, influence, interest area, and contribution towards the project. In the present context, the below mentioned stakeholder analysis chart is for the current project. 
	Serial No.
	Stakeholders
	Impact
(Low, Medium, and High)
	Influence
(Low, Medium, and High)
	Interest area of the stakeholder
	Contribution of stakeholder in the project
	Way stakeholder block the project
	Stakeholder engagement strategy

	1.
	UWTSD
	High
	High
	Getting approval from the government bodies and board of the university to build the virtual online learning system for the students
	Create arrangements for the online classes
	Stop or postpone developing the new system
	Weekly or monthly meetings

	2.
	Lecturers
	High
	High
	Good facilities of online teaching to the students of UWTSD and perform all the duties within the allotted deadline
	Providing excellence teaching to the students over the virtual learning system
	Resign from the lecturer’s position
	On a daily meeting basis

	3.
	Parents
	Medium
	Low
	Receive better learning facilities for their children over the virtual learning system 
	Encouraging their children to learn and receive education through the virtual system and paying fees for their tuitions
	Complain to the principal of the university, if any complaint 
	Monthly meetings

	4.
	Commercial affiliates 
	High
	High
	Promotion of the new virtual online learning system 
	Give necessary funds for the project
	Stoppage of the funds
	Weekly meetings

	5.
	Government bodies
	Medium
	High
	Compliance with legislations relevant to the project
	Enabling to launch the project
	Cancelling licenses
	Quarterly meetings

	6.
	Students
	High
	High
	Provision of proper virtual learning facilities without any internet disruptions
	Attending the online classes as per the allotted times of the lectures and having a strong internet connection with laptop
	Stop attending the virtual lectures
	Daily meetings

	7.
	Supply chain
	Low
	High
	Avoidance of bottlenecks related to the supply chain
	Give essential resources at the right time
	Delaying in supplying the resources
	Monthly meetings





[bookmark: _Toc102140048]Project Organization Structure and Roles and Responsibilities: 
Project Board 
Of 
UWTSD



Project Manager



Training Manager
Administrative Head
IT Team Head


Trainers
Administrative Staffs
Development Team


Lecturers
Testing Team


Software Maintenance Team



The organizational structure chart consists of different stakeholders for this project such as:
Project Board of UWTSD:
The project board members of UWTSD are responsible for the failure or success of the project. These members are further accountable for showing the right directions to the project manager in order to complete and deliver the project successfully and effectively. In addition, the project board of the university further offers necessary resources and authorize budgetary funds for the project to the project manager. 
Project Manager:
The role and responsibilities of the project manager are to manage the resources and team members necessary for the project to be completed within the timeframe. In addition, the project manager is accountable for establishing and maintaining procedures, communications, methodologies, and tools for assuring that the project is managed and completed effectively within the timeframe and budget. 
IT Team Head:
The IT Team Head of the project is accountable for visualizing and preparing objectives related to the Information Technology (IT) and website development of the project. The IT team head processes, stores, transmits, and protects all information related to the development of the virtual learning and teaching system at UWTSD. 
Training Manager:
The training manager in this project is responsible for providing training to the team members regarding the implementation of the virtual learning software in UWTSD. In addition, the training manager is further responsible for offering training to the students and their parents and the lecturers regarding how to use the software. 
Trainers:
The trainers of this project develop schedule in order to evaluate training requirements. In addition, the trainer arranges the training programs which are offered to the administrative staffs and lecturers of the university. 
Development Team:
The development team performs the following such as plan, test, analyze, programming, and similar other activities throughout the overall starting and completion of the project. 
Testing Team:
The role of the testing team in this project is to design the testing scenarios related to the usability testing. In addition, the testing team is accountable for evaluating the testing results and further submit the report to the development team of this project. Moreover, the testing team is responsible for preparing test designs and processes, along with documentation of the case and test-product.
Software maintenance team:
Software maintenance team is accountable to change, customize, modify, and update software in meeting the requirements of the client such as UWTSD. 
Administrative Head:
The administrative is specifically responsible for guiding the tasks, goals, policies, and objectives associated with the project. In addition, the administrative head also prepares and reviews the operational reports of the project.
Administrative Staffs:
The administrative staffs of this project are accountable for planning and arranging meetings with the project team to discuss about the project with the project board of UWTSD. In addition, these professionals are required to take note of the meetings and prepare a minute meeting and distribute it further to the project team and project board. 
Lecturers:
The role of the lecturers of  UWTSD is to offer online teaching sessions to the students of UWTSD.
[bookmark: _Toc102140049]Project Control Mechanisms:
San Cristóbal et al. (2019) stated that in earlier some years, the usage of project management methodologies has highly increased such as Extreme Programming, PMBOK, Prince 2, DSDM, and similar others. Ma’arif et al. (2018) noted that having certification on one of these project management methodologies have added value to companies and individuals. Also, Ahmad et al. (2019) mentioned that project management methodology has become an extensive part of the criteria in order to determine to work with specific customers or clients. Goldenstein et al. (2018) viewed that project management methodologies consist of certain advantages to the companies or individuals such as:
· Structuring project time
· Supporting in managing and mitigating risks
· Offering tools in forecasting costs and times accurately
· Enhancing cost-benefit relationship related to resources
· Developing skills of team of a project 
In the present concerned project, the project manager has been benefited by using a project management methodology tool such as PRojects IN Controlled Environments (PRINCE 2). PRINCE 2 emphasizes on appropriate organizing and control of projects. Sulyman (2021) observed that it is a highly processed and linear based project management methodology which is an appropriate project management methodology for beginners. 
While using the PRINCE 2 to control and manage the project, the following individuals were involved such as customers (The University of Wales Trinity Saint David- UWTSD), project manager, team members, project board, and similar others.
Here, the project manager was assigned to plan, execute, and move the project. In addition, the project manager was responsible for supervising the manufacturing of the items and managing the workload and time of all the team members associated in the current project. In the present context, the customer or the clients of this concerned project is the UWTSD to whom the final project was needed to be delivered. 
On the other hand, team members were all the executives involved to create the virtual delivery system project. With the help of PRINCE 2, each member was assigned with their specific tasks to be performed in this project. Here, the project manager of this current project delegated the tasks to all the team members. In addition, the project board involves all the board members of the UWTSD who made high-level decisions for the project. 
PRINCE 2 consists of different aspects some of which have been used in managing and delivering the current project effectively. With the help of the PRINCE 2, a project scope was made where project deliverables, deadlines, and goals of the project were highlighted clearly to avoid any confusion. 
PRINCE 2 also helped in preparing budget for the current project. Through this project management methodology tool, the project manager has been able to estimate the costs of the budget in order to avoid cost overruns. 
Moreover, using this particular tool, a proper deadline has been set and agreed by the project board of this project. Based on the deadline, tasks were allotted to all team members within which each member had to complete their individual task in order to complete the project within the timeframe. 
Furthermore, application of PRINCE 2 has helped in creating a proper risk register to identify, manage, and mitigate risks. In addition, this project management methodology tool also helped the project manager in creating a quality register which describes the standards of production for each of the deliverable. 
[bookmark: _Toc102140050]Reporting Framework: 
In order to perform and complete the project within the timeframe, the key stakeholders of the university communicated through both verbal and written communication. Hirsenberger et al. (2019) stated that communication is an essential part in organization to complete or achieve organizational within the timeframe effectively. In the present project, written communication was done by preparing notices, memos, and letters to notify about the where about of the projects. Also, written communication was performed in order to highlight the roles and responsibilities of each stakeholders of this project. The written communication method that the project stakeholders use in this project was email. In addition, project managers and their team members also prepare reports in written documents to produce it to the project board for further approval. Moreover, suppliers, students, and their parents also communicate or place complaints with the project board or the principal of the university through emailing. Obradović et al. (2018) noted that written communication is necessary to record the documentation for future use or reference. On the other hand, the project stakeholders used the verbal communication among each other when there was any urgency to complete any tasks. Moreover, the verbal communication was also done over the call or face-to-face in order to save time in completing the tasks. In addition, the current project also used digital platforms to communicate. Here, the project managers, project board, project teams, and other stakeholders interacted with each other through Hangout, Google Duo, Skype, and similar others. 
[bookmark: _Toc102140051]Project Planning with Milestones: 
	Key Milestones
	Week 1
	Week 2
	Week 3
	Week 4
	Week 5
	Week 6
	Week 7
	Week 8

	Outline the project goals and objectives
	
	
	
	
	
	
	
	

	Preparing the project scope
	
	
	
	
	
	
	
	

	Budget preparation
	
	
	
	
	
	
	
	

	Assumptions of what is known and what is unknown to the project
	
	
	
	
	
	
	
	

	Identifying risks and mitigate the same
	
	
	
	
	
	
	
	

	Considering the stakeholders and engaging them in the project
	
	
	

	
	
	
	
	
	

	Developing the website
	
	
	
	
	
	
	
	

	Assigning the roles and responsibilities of the project team and the project board
	
	
	
	
	
	
	
	

	Project testing
	
	
	
	
	
	
	
	

	Validate the project and launch it
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