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Part B – Reflection on Tutor Feedback 

My tutor, Dr Kareem Sani provided me with very positive and supportive feedback. His comments stated that my poster was successful in meeting all aspects of the Assessment Requirements (AR) for the Redevelopment of Central Transport Hub Project.
Strengths
Dr Sani’s comments showed that my poster displayed a complete understanding of the project. He said that there was a clear and strong project rationale, SMART Objectives, a well-defined scope and an excellent stakeholder analysis. Therefore, he believes that I successfully translated a broad project description into clear and measurable goals. Additionally, he stated that I had effectively communicated why the redevelopment needed to happen, and how it would benefit stakeholders.
One area where Dr Sani believed I was able to apply my knowledge of project management concepts included using Stakeholder Mapping, Hybrid Methodology, Risk Management, Development of a Project Timeline and Budget Allocation. He also commented positively regarding the supporting visuals and said that they added value to the academic and professional references used. He states that I successfully applied theoretical project management concepts to practical, real world applications. By grounding these tools in credible sources of literature, I increased the academic rigor of the report. Therefore, my decisions were based upon evidence rather than being random or un-influenced by previous studies.
Weaknesses/Recommendations for Development
Although the majority of his comments were positive, Dr Sani did identify two areas that required further improvement. Firstly, he suggested that certain areas of my poster could be improved to increase its readability. Specifically, he believed that some parts of my poster could be better organized to enhance visibility, as some parts of the poster were too wordy due to limitations in both visual and space availability. Although my poster contained all necessary information relative to the project, this comment implies that although I may have been too focused on providing a wide range of details relative to each topic, I possibly placed less emphasis on ensuring clarity and visually appealing presentation to stakeholders who will need to rapidly understand the material presented.
Secondly, Dr Sani believed that I should expand my coverage of trade-off discussions so that I can develop a deeper critical analysis of key project decisions. Trade-offs are one of the core challenges faced in managing projects. As such, developing a critical analysis of the trade-offs involved in making key decisions demonstrates more advanced analytical thinking skills.
Impact of the Feedback on My Final Project Plan
As a result of the suggestions made by Dr Sani, I revised my final project management plan. With respect to conciseness, I rewrote many sections of my plan into shorter narratives. When possible, I replaced lengthy explanations with visual aids including Gantt Charts, RACI Matrices and Risk Registers so that readers could obtain information as quickly as possible. Where lengthy written descriptions were absolutely necessary, I limited them to those areas that truly required additional documentation.
With regard to improving the depth of my analysis of trade-off decisions, I developed new paragraphs in which I examined the consequences of selecting one alternative method over another. For example, I discussed what the selection of a hybrid methodology has as a consequence compared to either a predictive or completely agile methodology. I also analyzed the costs associated with focusing time and money resources on stakeholder engagement activities as opposed to other uses. Finally, I reviewed my risk management plan to ensure that I not only listed potential risks but also explained why I chose one mitigation strategy over others.



PROJECT MANAGEMENT PLAN
Implementation of a Cloud-Based Enterprise Resource Planning System
at Meridian Fabrication Ltd
Project Catalyst
Prepared for: Executive Steering Committee, Meridian Fabrication Ltd
Prepared by: Project Management Office
Date: 25 July 2026
FLORIN LEFTER

Executive Summary
The Project Management Plan documents the management approach for Project Catalyst, a £2.1 million cloud-based Enterprise Resource Planning (ERP) Implementation project at Meridian Fabrication Ltd over a twelve-month period to replace three disparate site-specific legacy systems existing at the organisation's head office and within two of its manufacturing plants. The plan identifies the project scope, breaks down deliverables in a Work Breakdown Structure, schedules as a Gantt chart and defines stakeholder management, resource and risk management approaches consistent with established project management practice.
A single-page quad chart is presented monthly to the Steering Committee for review of governance. Stakeholders are engaged proportionate to their power and interest in the project, resources are allocated against WBS work packages, fortnightly-reviewed risk register tracks principal risk (data-migration quality / user adoption). The plan enables Project Catalyst to provide a step by step finance, procurement, production and supply-chain platform within the specified cost, schedule and quality parameters.
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1. Introduction
You are getting the attention that customers want a new generation of manufacturing organisation rely on integrated digital infrastructure to meet rising expectations amongst consumers for shorter lead times, greater visibility across production and closer control over costs. Meridian Fabrication Ltd, a mid-sized manufacturer of precision metal components serving the automotive and aerospace sectors, has siloed finance, inventory and production-planning systems based at its head office and two manufacturing plants. It leads to data duplication during entry, slow management insights and little in the way of real-time visibility on stock and capacity.
The Project Management Plan (PMP) provided herein defines the approach for Project Catalyst, an implementation of a cloud-based,Enterprise Resource Planning (ERP) system that integrates finance, procurement,production and supplychain functions across the organization. The plan employs established project management concepts as outlined by (PMI 2021) including the PMBOK Guide performance domains and Kerzner's systems approach to planning scheduling and control encompassing scope, schedule, resourcing stakeholder engagement and risk strategy needed for successful delivery. This document is developed for the Executive Steering Committee, departmental leads and the external implementation partner to serve as a baseline to measure project performance against.
2. Project Description
Project Catalyst provides a unified, cloud-based ERP system to retire Meridian's three separate legacy systems: a standalone financial system, an inventory tracking spreadsheet and a locally hosted production-scheduling tool. The new system has resulted in a single database that combines finance, procurement, inventory management, production planning and customer order management with real-time reporting throughout the head office and two manufacturing plants!
The project sponsor is the CFO and it has an Executive Steering Committee includes COO, IT Director and both plant managers. Meridian's internal project team is supplemented by an external implementation partner who provides configuration, data-migration and training services. Based on the systems approach by Kerzner (2022), this project follows a predictive life cycle, progressive through initiation designing the project configuration through the use of JIRA to data migration implementation and concluding with testing, training, go-live then closure.
The hopes associated with it are a reduction of manual data reconciliation, single-source financial reporting along with reduced inventory inaccuracies and faster order-to-delivery cycles. The total project budget is £2.1 million and will take twelve months from the point of contract signature to post-implementation review. Success is defined in terms of previously agreed user-adoption and data-accuracy targets with the Steering Committee, set against cost, time and quality (Atkinson 1999).
3. Scope
 Refers to guidance by Project Management Institute (2021) leading into boundary between in-scope work and out-of-scope work before configuration. Project Catalyst in scope includes: finance, procurement, inventory, production-planning and sales-order modules configurations; 24 months of transactional data and all master data migrated from the legacy systems; an interface to the existing customer relationship management system (CRM) and two automated/robotic machines; user acceptance testing (UAT); role-based training for roughly 180 users; four-week hypercare support post-go-live.
Explicitly out of scope are: replacement of the human resources and payroll system (now on its existing platform, pending a stand-alone review); construction of any custom mobile applications; and rollout to Meridian's overseas sales agents who continue using manual order forms until Phase 2 of the project is approved. Early exclusion of these items mitigates uncertainty and saves the twelve-month schedule from unwelcomed overstretching.
Section 4 explains how this scope is broken down into smaller and manageable deliverables/work packages using a Work Breakdown Structure (WBS). The change-request process is also formalized: no matter the nature of a successive scope or outcome from the agreement, writing an explanation, challenging its effect on cost and schedule, and signing off by the Steering Committee before any work can be done. This is consistent with Chapman and Ward's (2003) finding that uncontrolled scope variation is one of the key contributors to project risk, and with more general findings from the literature that suggest successful projects are those where cost and time and quality expectations are managed in conjunction rather than in isolation (Atkinson, 1999).
4. Work Breakdown Structure (WBS)
The Work Breakdown Structure (WBS): Project Catalyst is decomposed into eight Level 1 phases, each further decomposed to the Level 2 work package level; Kerzner (2022) and the PM Institute (2021) recommend a deliverable-oriented hierarchy, consistent with a planning-focused performance domain. Decomposition proceeds until all the work packages are small enough to: (1) assess a single owner, (2) estimate duration, and (3)estimate cost as per standard practice in any WBS. Table 1 shows the framework for Level 2 covering initiation and governance, requirements & design, configuration, data migration, testing, training & change management as well as go live&hypercare support and project closure.
Table 1: Work Breakdown Structure (WBS) for Project Catalyst
	WBS Code
	Level 1 Phase
	Level 2 Work Package

	1.0
	Project Initiation & Governance
	1.1 Charter and business case approval 1.2 Steering Committee formation 1.3 Procurement of implementation partner

	2.0
	Requirements & Design
	2.1 Current-state process mapping 2.2 Future-state process design 2.3 Functional and technical specification

	3.0
	System Configuration
	3.1 Finance module configuration 3.2 Procurement & inventory configuration 3.3 Production-planning configuration 3.4 Integration build (CRM, production machines)

	4.0
	Data Migration
	4.1 Data cleansing 4.2 Master data migration 4.3 Transactional data migration

	5.0
	Testing
	5.1 System integration testing 5.2 User acceptance testing

	6.0
	Training & Change Management
	6.1 Training material development 6.2 End-user training delivery 6.3 Communication and change readiness

	7.0
	Go-Live & Hypercare
	7.1 Cutover planning and execution 7.2 Hypercare support (4 weeks)

	8.0
	Project Closure
	8.1 Post-implementation review 8.2 Handover to business-as-usual support 8.3 Lessons-learned documentation


The WBS underpins the schedule, budget and resource plan described in later sections: each Level 2 work package in Table 1 corresponds to one or more activities on the project Gantt chart (Figure 2), and cost estimates are aggregated bottom-up from work-package level to produce the overall project budget. Ownership of each work package is assigned to a named role within the project organisation, ensuring accountability is traceable from the strategic objectives set out in Section 2 down to individual deliverables.
5. Quad Chart
Following both the common practice of placing the objectives, schedule, cost and risk status adjacent to each other so executives can quickly skim through (Kerzner, 2022) and condensing down accross a single page presentation for Steering Committee reviews we have drawn up the quad chart seen in Figure 1. The top-left quadrant is the project mission overall purpose and high level deliverables; the top-right quadrant gives a schedule of activities and next steps with big milestones, bottom left reports remaining budget against the £2.1 million baseline cost plan and bottom right highlights top risks now being mitigated with red/amber/green indicator of risk viability. The quad chart is distributed monthly (in advance of each Steering Committee meeting) with sponsors receiving an overview on progress at-a-glance, without reading a full written report.
	OBJECTIVE & SCOPE
• Implement cloud ERP integrating finance, procurement, inventory, production and sales
• Three UK sites: head office and two plants
• Sponsor: Chief Financial Officer
• Duration: 12 months
	SCHEDULE & MILESTONES
• Charter approved: Month 1
• Design sign-off: Month 3
• Configuration complete: Month 6
• UAT complete: Month 9
• Go-live: Month 11
• Closure: Month 12

	COST & BUDGET
• Total budget: £2.1 million
• Implementation partner fees: 45%
• Internal staff time: 25%
• Licences & hosting: 15%
• Hardware/network: 5%
• Contingency reserve: 10%
	RISK & STATUS
• Top risk: data-migration quality
• Top risk: user adoption
• Top risk: vendor resource availability
• Overall status: reviewed monthly (RAG rating)


Figure 1: Project Catalyst Quad Chart
6. Gantt Chart
Project schedule shown as a Gantt chart (chose due to its established track record of communicating overlaps and duration to technical and non-technical stakeholders alike) in figure 2 (Wilson, 2003). The twelve-month schedule lays out the eight WBS phases (in Table 1), with configuration and data migration somewhat overlapping to shorten the timeline, and testing starting before configuration is complete for modules stabilizing quickly.
The plan is anchored in five milestones: approval of the business case and charter at the end of Month 1; sign-off on the functional design at month-end, Month 3; completion of system configuration at month-end, Month 6; completion of user acceptance testing (UAT) by the end of Month 9; go-live with a four-week hypercare period before closure in Month 12.
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Figure 2: Project Catalyst Gantt Chart (shaded cells indicate active months)
The design phase, configuration of the production-planning module, data migration and user acceptance testing are on the critical path: slip in any of these activities translates directly to delay in go-live. The Project Manager conducts a weekly review of progress against the Gantt Chart and communicates any variances to the Steering Committee on the quad chart described in Section 5 so that corrective action i.e., reviewing resource allocation or scope, can be taken before delays snowball.
7. Stakeholders' Involvement
Stakeholder engagement follows Mendelow's (1991) power-interest framework, which classifies stakeholders according to their influence over the project and their level of interest in its outcome, allowing engagement effort to be targeted where it delivers the greatest benefit. Table 2 summarises the principal stakeholder groups for Project Catalyst.
Table 2: Stakeholder Power-Interest Analysis
	Stakeholder
	Power
	Interest
	Engagement Strategy

	CFO (Sponsor)
	High
	High
	Manage closely — monthly Steering Committee, decision authority

	Executive Steering Committee
	High
	High
	Manage closely — monthly reviews, escalation point for scope/cost/schedule

	Plant Managers & Dept. Heads
	Medium
	High
	Involve — design workshops, sign-off on process changes

	IT Department
	Medium
	High
	Involve — technical design and integration decisions

	End Users (c.180 staff)
	Low
	High
	Keep informed — training, bulletins, super-user network

	Implementation Partner
	Medium
	High
	Manage closely — weekly delivery meetings, milestone reviews

	Customers
	Low
	Low
	Monitor — periodic updates on service continuity

	External Auditors
	Medium
	Low
	Keep informed — data-integrity briefings

	Employee Representatives
	Low/Medium
	Medium
	Consult — change-impact briefings


Executive and CFO sponsor sit in the high-power / high-interest quadrant where they performed quad chart reviews monthly, combined with escalation rights over scope, cost and schedule decisions. Plant managers and heads of departments have high interest, moderate power; they sit in design workshops and approve process changes that will reach their teams. End users possess relatively low formal power but are critical to adoption, their involvement is facilitated through training, communication bulletins and a super-user network that feeds back into the project team addressing the risk of limited user engagement hindering uptake (Turner and Müller, 2005).
Implementation partner contracts their active partnership through weekly delivery meetings and set milestone reviews. Lower day-to-day interest is also exhibited by external stakeholders (for example customers who have order data migrated to the new system, and the company's auditors) but these must be monitored on an ad-hoc basis as described for this low-effort engagement quadrant. Sponsorship and stakeholder management are consistently highlighted as important success factors in large system implementations (Cooke-Davies, 2002; Umble, Haft and Umble, 2003) with this stakeholder plan being updated at each phase gate to ensure the levels of engagement remain adequate as interests and influence change over the project life cycle.

8. Allocation of Resources
Resource planning follows the estimate-to-complete logic embedded in the WBS, with human, financial, technological and physical resources assigned to each work package identified in Table 1. The core project team comprises a full-time Project Manager, a Business Analyst and a Change and Training Lead, together with functional leads seconded part-time from finance, production and supply chain, supplemented by the implementation partner's consultants for configuration and data migration.
Table 3: Resource Allocation Summary
	Resource Category
	Description
	Allocation

	Human resources
	Project Manager, Business Analyst, Change/Training Lead, functional leads, super-users, partner consultants
	Approx. 35 full-time-equivalent staff across 12 months

	Financial resources
	Implementation partner fees, internal staff backfill, licences, hardware, contingency
	£2.1 million total budget

	Technological resources
	Cloud ERP licences, integration middleware, test and training environments
	Ongoing subscription for project and post-go-live support

	Physical resources
	Training rooms at three sites; upgraded network infrastructure at two plants
	Site-based, procured in Months 2–7


The Table 3 shows all the resources needed during the project life cycle, broken down in detail. Effort is most heavily invested in configuration and data migration (Months 4 to 8), since implementation-partner consultants and internal functional leads work together, then training (Months 7 to 10), where the Change and Training Lead ramps up support with super-users nominated from each department.
The budget of £2.1 million is divided approximately as 45 per cent implementation-partner fees, 25 per cent internal staff time, 15 per cent software licences and cloud-hosting fees, 5 per cent hardware and network upgrades at both plants, and a management contingency of ten percent consistent with the guidance provided by Kerzner (2022) that complex system projects should maintain project contingencies in proportion to estimating uncertainty. Each fortnightly project board meeting reviews resource allocation, and the Project Manager retains discretion to allocate resources between work packages without needing Steering Committee approval as long as the change does not impact approved budgets or milestone dates.
9. Risk Analysis
Risk management is a structured process of identification, assessment, response planning and monitoring set out by Chapman and Ward (2003) and reflected in the PMBOK Guide uncertainty performance domain (Project Management Institute, 2021). Once risks are identified, workshops with the project team, functional leads and the implementation partner help assess the risks against probability and impact on objective as high, medium or low priority for response planning. This table lists the primary risk and mitigation strategies for you in Table 4.
Table 4: Project Risk Register
	Risk
	Probability
	Impact
	Mitigation

	Poor data quality / migration errors
	High
	High
	Early cleansing workshops, three migration rehearsals, finance reconciliation sign-off before cutover

	User resistance / low adoption
	Medium
	High
	Super-user network, phased communications, on-site hypercare support

	Vendor resource unavailability
	Medium
	Medium
	Contractual service-level commitments, escalation clause

	Key personnel turnover
	Low
	Medium
	Cross-training, documented processes, succession planning

	Budget overrun
	Medium
	Medium
	10% contingency reserve, monthly cost-variance review

	Scope creep
	Medium
	High
	Formal change-control process, Steering Committee sign-off

	Cybersecurity exposure during migration
	Low
	High
	Independent security certification review, penetration testing

	Production disruption during cutover
	Low
	High
	Weekend cutover window, rollback procedure to legacy systems


Data-migration quality is regarded as the most important risk: all ERP projects involve migrating old data, which often contains data-quality problems that may remain hidden, particularly if the legacy systems are being replaced (Aloini, Dulmin and Mininno 2007; Umble, Haft and Umble 2003). The second most important risk category is user resistance and insufficient adoption, in line with the evidence that leadership style and stakeholder engagement are key determinants of system-implementation outcomes (Turner & Müller, 2005; Markus & Tanis, 2000).
Contractual commitment helps manage vendor resource availability and cross-training of personnel reduces single points of failure from key-personnel turnover. Residual risks, such as cybersecurity exposure whilst in the cloud migration phase and possible disruption to production during cutover are accepted with contingency plans: rollback is enforced from the legacy systems until hypercare closes, and go-live can only occur once security certifications held by the cloud provider have been independently verified. One example of a risk register is shown in Table 4, but please note it remains a live document which is updated and re-scored at each fortnightly project board meeting throughout the life of the project.
10. Conclusion
Project Catalyst applies recognised project management approaches, from WBS decomposition and Gantt scheduling to stakeholder mapping and structured risk management, to the specific challenge of integrating Meridian Fabrication Ltd's finance, production and supply-chain functions onto a single cloud ERP platform. Clear scope boundaries, a phased twelve-month schedule and a resourcing plan aligned to the WBS give the Steering Committee a basis for consistent oversight, while the quad chart provides a concise mechanism for monthly review.
The plan recognises that technical delivery alone does not guarantee success: evidence from prior ERP and system-implementation research indicates that leadership, stakeholder engagement and disciplined change management matter as much to outcomes as configuration accuracy or schedule adherence (Cooke-Davies, 2002; Turner and Müller, 2005). Accordingly, the risk register and stakeholder plan receive the same governance attention as cost and schedule tracking throughout delivery. Regular review against this plan, particularly at the phase gates identified in the WBS, positions the project to deliver its intended outcomes within the agreed budget and timeframe.
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