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[bookmark: _Toc237791259]Executive Summary
This Project Management Plan presents the proposed redevelopment of the Central Transport Hub into a safe, accessible, sustainable and digitally connected multimodal interchange. The existing hub has been in operation for about 40 years, and the decision to close the hub was made due to structural inspection, as it no longer meets the current safety and access standards. The closure impacts rail, bus and freight operations, resulting in disruption to passengers, delays to logisticians and economic fallout. Full redevelopment is thus proposed rather than the temporary repairs.
This project accounts for demolition and reconstruction of the existing facility, the development of rail, bus and freight interchange facilities, implementation of digital ticketing and passenger-information systems, and integration of sustainable measures including renewable energy, low carbon materials and green infrastructure. The delivery is delivered in eight quarters consisting of four main phases: Assess and Plan, Design, Construct and Deliver and Handover and Operate.
The plan implements the known project management techniques of scope definition, Work Breakdown Structure (WBS), Quad Chart, Gantt scheduling, stakeholder analysis, RACI responsibility allocation, resource planning and risk management. Demonstrating a particular focus on the issues of disruption, escalating costs, structural uncertainty, stakeholder conflict, regulatory approvals, safety and sustainability. Key to successful delivery identified factors are effective governance, phased construction, communication with stakeholders and continuous time/ cost quality/risk/sustainability monitoring.
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[bookmark: _Toc237791260]1. Introduction
The Central Transport Hub is a crucial component of the city's transportation system, connecting various modes of transportation, including rail, bus and goods services. The current building has been in use for approximately 40 years and has closed following a structural inspection and as the building was not up to current safety and accessibility standards. The closure affects the flow of passengers, goods, traffic and inventories and results in costs and delays. A temporary repair or limited upgrade in the digital realm may alleviate the problem for the time being but will not remedy the structural and operational deficiencies. Therefore, complete redevelopment is proposed.
Massive infrastructure initiatives need systematic administration due to their complex technicalities, monetary requirements and the involvement of numerous stakeholders. Cost overruns and delays are one of the primary issues in a large-scale project (Flyvbjerg, 2014). It requires clear goals, limited scope, realistic timelines, sufficient resources, involvement of stakeholders, and ongoing risk management to handle it effectively.
The purpose of this Project Management Plan is to establish how the Central Transport Hub redevelopment is organized and controlled. The plan is implemented based on the following project management approaches: scope defining, Work Breakdown Structure (WBS), Quad Chart, Gantt Chart, stakeholder analysis, resource allocation and risk analysis. The project will be delivered over eight quarters with the assessment and planning phase, design phase, construction and delivery phase, testing phase, and operational handover.
[bookmark: _Toc237791261]2. Project Description
The project will see the redevelopment of the current Central Transport Hub into a modern, multi-modal interchange that will combine rail, bus and freight services. The primary objective is to create a safe, accessible and sustainable interchange, whilst maintaining the full transport capacity within budget and programme.
The project has five key aims. First, the current structure is replaced to comply with the current structural, safety and accessibility requirements. Second, digital passenger flow and logistics systems are put in place. Third, sustainable design principles are used to promote the achievement of a net zero. Fourthly, construction is provided on a phased basis wherever possible to reduce disruption. Last but not least, the project is finished within the approved time and budget, and approvals are secured from stakeholders. The goals are clearly linked to the goals of the original project proposal.
There are four major steps of delivery. Assess and Plan includes the structural surveys, stakeholder consultation, business case and funding approval. Design is the development of structural, digital and sustainability solutions and planning consent. 
Construct & Deliver: Phased physical construction / installation of systems. Testing, commissioning, staff training and transfer to the operational teams (Handover and Operate).
The Transport Authority is the project sponsor with the project manager overseeing the delivery of the project. The importance of defined governance is that project governance is the means of translating the strategic objectives into project decisions and accountability (Too and Weaver, 2014).
[bookmark: _Toc237791262]3. Scope
Project scope is the work needed to achieve the purpose and goals of the Central Transport Hub redevelopment and sets boundaries for the delivery of the project. One of the reasons that scope management is a critical factor is that the scope can be expanded or modified beyond control, which can lead to overspending, project delays and added strain on resources. The scope therefore recognizes the physical redevelopment, project activities, digital enhancements and sustainability considerations that need to be achieved over the next 24 months. Clear scope boundaries also provide a basis for the Work Breakdown Structure (WBS), resource allocation, scheduling and risk management.
[bookmark: _Toc237791263]3.1 In Scope
Digital ticketing and transport coordination and passenger-information systems will also be introduced as part of the project. These systems are designed to enhance movements for passengers, access to travel information and coordination of various transport services. Digital infrastructure is thus seen as a part of the project, not an improvement to be pursued in the future.
Another aspect of scope is the use of sustainable elements in the design that help achieve the goals of a net-zero home. These include the consideration of renewable-energy systems, low-carbon construction materials and green infrastructure. Sustainability is embedded in the design, procurement and construction process and not addressed post the main facility construction. Silvius and Schipper (2014) suggest that sustainability should become more of a competence of project-management, and Banihashemi et al. (2017) conclude that sustainability integration into project-management in the construction industry is an important factor for achieving sustainable outcomes.
Supporting activities to help deliver the redevelopment are also included in the project scope. These consist of structural surveys, condition assessments, accessibility assessments, detailed engineering and design, stakeholder consultation, regulatory approvals, procurement and contractor selection. The scope during the construction phase is construction management, health and safety control, quality inspection and project progress monitoring.
The last delivery activities are the system test, commissioning, staff training and operation handing over. These activities verify that the finished transport hub and its associated systems are tested and prepared for use before the operational teams take over their responsibilities.
[bookmark: _Toc237791264]3.2 Out of Scope
The project has very clear cut-outs to avoid the unnecessary expansion of the project objective. This does not include the expansion of the wider city rail, bus or freight network, but is only for redevelopment within the Central Transport Hub boundary. Also excluded is infrastructure for private vehicles outside the perimeter of the hub. Furthermore, it is not part of the project scope to manage the long-term operation of the facility after the formal handing over to the relevant operational organizations after the commissioning.
Proposed activities, features and modifications outside of these boundaries must go through a formal change-control process. Any proposed changes are evaluated prior to approval for potential impact on project cost, schedule, quality, resources, sustainability and risk. This 
method helps to avoid scope creep and only includes extra requirements if they are relevant, have value to the project, and fit into the approved project boundaries.
[bookmark: _Toc237791265]4. Work Breakdown Structure (WBS)
The WBS divides the project into smaller work packages for the purpose of assigning responsibility, defining resources and monitoring the project's progress. This WBS for the redevelopment is detailed in Table 1.
[bookmark: _Toc237654281]Table 1: Work Breakdown Structure
	WBS
	Work Package
	Main Activities

	1.0
	Initiation and Planning
	Governance, objectives and mobilisation

	1.1
	Site Assessment
	Structural survey and accessibility assessment

	1.2
	Stakeholder Consultation
	Requirements and operational needs

	1.3
	Business Case
	Cost planning, benefits and funding approval

	2.0
	Detailed Design
	Integrated design development

	2.1
	Structural Design
	Structure and transport facilities

	2.2
	Digital Design
	Ticketing, information and logistics systems

	2.3
	Sustainable Design
	Renewable energy, low-carbon materials and green infrastructure

	2.4
	Approvals
	Planning and regulatory consent

	3.0
	Procurement
	Tendering and contract award

	4.0
	Construction
	Demolition and phased reconstruction

	4.1
	Systems Installation
	Digital, electrical and sustainability systems

	4.2
	Quality Control
	Inspection and corrective actions

	5.0
	Commissioning
	Integrated testing

	5.1
	Training
	Operational staff preparation

	5.2
	Handover
	Final acceptance and transfer

	6.0
	Closure
	Evaluation and project reporting


The WBS creates a link between the project objectives and the activities that will result in the delivery of each project package and ensure that each project package can be managed in terms of cost, schedule and quality.
[bookmark: _Toc237791266]5. Quad Chart
The following quad chart provides senior stakeholders with a quick overview of project objectives, deliverables, programmed and principal risks.
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[bookmark: _Toc237654273]Figure 1:Project Quad Chart
The Quad Chart highlights the relationship between project benefits and delivery constraints. There needs to be a balance between the three criteria of sustainability, cost and speed and disruption throughout the project.
[bookmark: _Toc237791267][image: ]6. Gantt Chart[bookmark: _Toc237654274]Figure 2: Project Gantt Chart

This is a period of 24 months, starting from January 2027 and ending with December 2028, indicated in the project schedule, Gantt chart. The activities are broken down into 4 phases: Assess and Plan, Design and Approvals, Construct and Deliver, and Handover and Operate. The following benefits can be gained from overlapping activities: Design, procurement and construction preparation can proceed efficiently. The chart also points out the sequence of activities that will be undertaken during construction or before the project is finished, which may take a longer time and include final testing, commissioning, staff training and operational handover.
[bookmark: _Toc237791268]7. Stakeholders Involvement
Stakeholder management is crucial as transport infrastructure extends beyond the construction site to affect organizations and communities. Stakeholder analysis has been recognized by Olander (2007) as one of the important tools to determine the influence of stakeholders in construction projects. 
It identifies key stakeholders as the Transport Authority, rail operators, bus operators, freight and logistics, commuters, contractors and consultants, regulators and government funding agencies. Local businesses, residents and disability/accessibility groups are also secondary stakeholders that are important in inclusive design.
[bookmark: _Toc237654282]Table 2: Stakeholder Involvement
	Stakeholder
	Interest
	Influence
	Engagement

	Transport Authority
	Sponsor, funding and benefits
	High
	Governance meetings

	Project Manager
	Project delivery
	High
	Continuous coordination

	Rail/Bus Operators
	Operational continuity
	High
	Design and planning workshops

	Freight Firms
	Logistics continuity
	High
	Logistics coordination

	Contractors/Consultants
	Design and construction
	High
	Progress meetings

	Regulators
	Compliance
	High
	Formal consultation

	Funding Agencies
	Value for money
	High
	Performance reporting

	Commuters
	Reliable transport
	Medium
	Public consultation

	Accessibility Groups
	Inclusive design
	Medium/High
	Accessibility design reviews

	Residents/Businesses
	Local impacts
	Medium
	Community engagement


A RACI (Role, Responsibility and Authority) matrix helps to further define responsibilities. As per the original proposal, the Project Manager will have responsibility for scope definition, assessment, procurement and monitoring. The Transport Authority has an ongoing responsibility for key decisions. Detailed design and construction is the responsibility of contractors and consultants, and compliance is discussed with regulators.
[bookmark: _Toc237791269]8. Allocation of Resources
Resource allocation will ensure that appropriate human, financial and technical resources will be in place throughout the project's 24-month programme (from January 2027 to December 2028). Table 3 includes indicative percentage allocation for management planning, and the proposal does not include an approved monetary budget.
[bookmark: _Toc237654283]Table 3: Resource Allocation
	Resource Area
	Indicative Allocation

	Surveys, planning and approvals
	8%

	Engineering and design
	12%

	Project management and procurement
	8%

	Construction and civil works
	50%

	Digital and sustainability systems
	10%

	Testing, training and handover
	5%

	Management contingency
	7%

	Total
	100%


The bulk of the allocation is attributed to construction and civil works, as this is the primary project activity. The project will need a Project Manager, Engineers, Architects, Quantity Surveyors, Contracts, Sustainability, Digital, quality and health and safety professionals.
The resources required are listed in the Gantt chart phases. Resources for Assess & Plan are focused mainly in early 2027 and Design & Approvals are focused mainly in 2027. The resources needed for Construct & Deliver are the highest from mid-2027 until 2028, with the resources needed for Handover & Operate increased by the end of 2028 for testing, commissioning, training and final operational handover.
[bookmark: _Toc237791270]9. Risk Analysis
Risk management defines uncertainty can be a barrier to attaining project goals. Construction delays, budget overruns, disruption of commuters and freight traffic and stakeholder conflict and regulatory approval delays are identified as significant risks in the original proposal.
A mathematics-based method of probability-impact is used. Probability of risk and impact are given values of 1-5.
Risk Score = Probability × Impact
Scores of 15–25 are High, 8–14 Medium and 1–7 Low.
[bookmark: _Toc237654284]Table 4: Project Risk Register
	Risk
	Probability
	Impact
	Score
	Level
	Response

	Unexpected structural conditions
	4
	5
	20
	High
	Detailed surveys and contingency

	Cost escalation
	4
	5
	20
	High
	Cost monitoring and change control

	Construction delay
	4
	4
	16
	High
	Programme monitoring and phased delivery

	Passenger/freight disruption
	4
	4
	16
	High
	Temporary arrangements and communication

	Safety incident
	3
	5
	15
	High
	Safety plans, audits and controls

	Regulatory delay
	3
	4
	12
	Medium
	Early regulatory engagement

	Stakeholder conflict
	3
	4
	12
	Medium
	Consultation and escalation process

	Digital integration problems
	3
	4
	12
	Medium
	Interface testing and staged commissioning

	Sustainability target failure
	3
	3
	9
	Medium
	Sustainability monitoring

	Supply-chain delay
	3
	4
	12
	Medium
	Early procurement and supplier alternatives


The financial threats are most significantly structural uncertainty and cost escalation. As Flyvbjerg, Holm and Buhl (2002) show, the cost of infrastructure projects can be underestimated by a large amount, and this is why it is important to have realistic contingency planning and periodic cost reviews.
There is also a significant impact on operational disruption due to the impact of the project on active rail, bus and freight networks. Phased delivery and ongoing communication will therefore minimize disruption. The project also acknowledges the necessity of balancing time and sustainability, as well as minimum disruption and cost efficiency, in the original proposal.
The risk register is reviewed throughout the project. Owners, response actions and review dates have been allocated to each of the major risks. Where the emerging risks pose a threat to the approved cost, programme, safety or quality tolerances they are assessed and escalated.
[bookmark: _Toc237791271]10. Conclusion
The redevelopment of the Central Transport Hub is a complete solution to overcome the shortcomings of the current facility in terms of safety, accessibility, operation and sustainability. The Project Management Plan will describe a methodic approach to use scope, Work Breakdown Structure, scheduling, stakeholder participation, resources and risk management. The recommended 24-month programme combines the four main phases of the process Assess and Plan, Design and Approvals, Construct and Deliver, and Handover and Operate. The Gantt chart is useful for effective scheduling because it can help you determine duration of each of the activities, how the activities overlap, and the order in which the activities need to be completed to be scheduled in such a way that they can be finished on time. Stakeholder engagement facilitates the needs of transport operators, regulators, passengers, freight operators and local communities are taken into consideration during delivery. Structural uncertainty, cost overruns, construction delays, safety issues and transport disruption are given special attention and mitigated through early assessment, phased construction, contingency plans and ongoing monitoring. Efficient delivery also is provided by appropriate allocation of resources throughout the project phases. In summary, the plan is a feasible approach to meeting the project objectives and establishing a safer, more accessible, digitally connected and sustainable multimodal interchange that benefits stakeholders and the broader community for many years to come.
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[bookmark: _Toc237791273]Appendix A – Reflection on Project Proposal Poster Feedback
The development of my project proposal poster “Redevelopment of the Central Transport Hub” was great practice for me to incorporate project management principles into a realistic challenge facing infrastructure. The project is a response to the closure of a forty-year-old transport hub due to the results of the structure inspection which revealed that it no longer meets current requirements and standards for safety and accessibility. The proposal is thus directed towards reopening the transport capacity and the development of a safer, more accessible, sustainable and digitally connected interchange.
The one thing that my poster did well, according to the assumed feedback, was the project structure. I have outlined the project scope by adding demolition and reconstruction, rail, bus and freight facilities, digital ticketing and passenger-information systems, renewable energy, low-carbon materials and green infrastructure. I also clearly established the boundaries of what would not be included, such as the wider spread in the city network and operational management of the services over the longer term once handed over.
Another important component was the stakeholder analysis. Residents, local businesses and accessibility groups are acknowledged as secondary stakeholders, with the local transport authority, transport operators, freight and logistics companies, commuters, contractors, consultants, regulators and accessibility funding bodies identified as primary stakeholders. The RACI matrix also enhanced the proposal by identifying Responsible, Accountable, Consulted and Informed (RACI) roles for each activity in scope definition, structural assessment, funding approval, design, procurement, construction, monitoring, commissioning and post project assessment phases.
The Gantt chart and delivery method helped me to understand the concept of sequencing activities. The programme was structured into four phases (Assess & Plan, Design, Construct & Deliver, and Handover & Operate) that spanned 8 quarters. This gave a high-level overview of the project and illustrated the way in which works could be phased to minimize disruption to existing operating services.
The poster also identifies key project risks such as construction delays, cost overrun, unexpected building complexity, disruption of commuters and freighters, conflicts and delays among stakeholders and regulators. It acknowledges key trade-offs between speed of delivery and sustainability; and minimization of disruption and cost efficiency.
The feedback also identified opportunities for improvement. I can have the proposal be more measurable by defining detailed risk matrix with mitigative measures, and setting better performance measures for cost, schedule, accessibility and carbon reduction. There is also a need for more detailed description of the methods of stakeholder consultation.
Overall, this poster helped me to increase my understanding of how scope, scheduling, stakeholder management, risk management, sustainability and responsibility allocation and strategic value need to play together in a large-scale infrastructure project. The project's final goal is to work towards restoring the necessary transport capacity and ensuring economic growth, net zero goals and public trust in transport services.
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