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Reflections from the feedback received from tutor and peers 
Reflecting on the feedback received from my tutor, I now better understand both the strong points of my project and the areas where I need to improve for the final submission.
One of the main positive points mentioned by my tutor was the clear structure of my project. The way I organised the information into sections such as project overview, objectives, scope, timeline, and work breakdown structure made it easy to understand. The tutor highlighted that the layout was logical and that each section followed naturally from the previous one. This shows that I have a good understanding of how to present a project in a professional and organised way. Also, the use of visual elements like the timeline and charts helped make the project more engaging and easier to read, which is important when presenting information clearly.
Another strength identified was my ability to define clear project objectives. The tutor mentioned that my goals were specific and realistic, especially the aim to reopen the highways within four weeks. This shows that I understand how to set targets that are measurable and time-based. In addition, I included important elements such as stakeholders, risks, resources, and expected outcomes. This demonstrates that I am aware of the key components required in a project management plan.
However, the tutor also gave me some important suggestions for improvement. One of the main issues was that some sections lacked enough detail. For example, even though I identified risks like weather delays and lack of resources, I did not explain how these risks would be managed. In my final project, I will improve this by adding clear risk management strategies, such as backup plans and solutions in case problems appear.
Another point for improvement is the timeline. While it looks clear visually, the tutor suggested that I should explain better how each stage of the project connects to the next one. I need to show the order of tasks more clearly and explain how one phase depends on another. To fix this, I will add more detailed explanations and make the sequence of activities easier to understand.
The tutor also mentioned that my project scope could be improved. I clearly stated what is included and excluded, but I did not explain why. In the final version, I will justify my decisions, especially why I excluded long-term redesign. This will show that my choices are logical and based on the emergency nature of the project.
Finally, the tutor suggested that I should include more academic support. This means linking my work to project management theories and concepts. In my final project, I will add references to relevant models and explain how they relate to my plan.
In conclusion, the tutor’s feedback helped me understand that my project has a strong structure and clear presentation, but it needs more detail, explanation, and academic support. By making these changes, I will improve the quality of my final project and make it more complete and professional.



Project Management Plan: Emergency Highway Reopening Project (West Midlands Flood Recovery – July 2025)
1. Introduction
Project management plays a key role in ensuring that complex tasks are organised and completed in a structured and controlled way, especially when there are strict deadlines and high levels of uncertainty. According to the Project Management Institute (PMI, 2021), project management involves applying knowledge, skills, tools, and techniques to achieve specific project objectives. In standard conditions, projects usually follow a clear plan and sequence. However, in emergency situations such as natural disasters, this process becomes more challenging because decisions need to be made quickly, often with incomplete information. As a result, traditional project management approaches must be adapted to allow more flexibility, faster responses, and continuous adjustments during execution.
This project focuses on the emergency reopening of highways in the West Midlands following severe flooding in July 2025, as presented in the project poster. The flooding had a major impact on key locations such as Worcester, Shrewsbury, and Kidderminster, where important transport routes were either damaged or completely blocked. This situation not only disrupted daily travel but also affected emergency services, supply chains, and local businesses. Because highways are critical for both economic activity and public safety, restoring them quickly is a top priority. Therefore, the project requires a well-coordinated and efficient management approach that can handle both time pressure and operational challenges.
Another important aspect of this project is the level of uncertainty involved. Flood damage can vary across different areas, meaning that some parts of the project may require more time and resources than initially planned. This makes it necessary to combine structured planning with flexible decision-making. For example, while some activities such as debris removal can be planned in advance, others, like structural repairs, may depend on findings discovered during the project. This highlights the importance of adaptive project management, where plans are continuously reviewed and updated.
The purpose of this project management plan is not only to describe how the project will be carried out, but also to critically analyse the methods and tools used. The plan includes key elements such as the Work Breakdown Structure (WBS), Gantt Chart, project scope, stakeholder involvement, and resource allocation. These tools are widely used in project management because they help improve organisation, communication, and control. However, this plan will also consider their limitations, particularly in a fast-moving and unpredictable environment like flood recovery.
Overall, this project aims to demonstrate how project management principles can be applied in a real-world emergency context, where both efficiency and flexibility are equally important.

2. Project Description
The Emergency Highway Reopening Project is designed as a short-term recovery initiative with a strict deadline of four weeks, as outlined in the project poster. The main objective is to restore highways to a safe and functional condition as quickly as possible in order to minimise disruption to transport systems, emergency services, and the local economy. Due to the urgency of the situation, this project can be classified as a time-constrained infrastructure recovery project, where meeting the deadline is a priority, even if this means focusing only on temporary solutions rather than long-term improvements.
This type of project requires a high level of coordination and fast decision-making, as delays can have serious consequences. For example, blocked highways can limit access for emergency services, delay deliveries, and negatively affect businesses and residents. Therefore, the success of the project depends not only on technical execution but also on effective planning and communication between all parties involved.
The project follows a phased lifecycle, which includes assessment, preparation, execution, and finalisation. According to Harold Kerzner (2017), dividing projects into phases helps improve control, organisation, and monitoring of progress. Each phase has a specific purpose: the assessment phase focuses on understanding the extent of the damage, the preparation phase ensures that resources and teams are ready, the execution phase involves the actual repair and clearance work, and the finalisation phase ensures that the highways are safe to reopen.
However, in emergency situations like this one, these phases do not always follow a strict linear order. Instead, they may overlap to save time and increase efficiency. For instance, while assessment is still being completed in one area, preparation and even execution may already begin in another. This reflects a more flexible and adaptive approach to project management, which is often necessary in disaster recovery scenarios where conditions can change quickly and unpredictably.
The key deliverables of the project include restoring highways to a safe condition, removing water and debris, carrying out temporary repairs, and reopening transport routes for public use. These deliverables are focused on achieving immediate results that allow normal activities to resume as soon as possible. However, it is important to note that the repairs carried out in this project are mainly temporary, meaning they are designed to ensure safety rather than provide a permanent solution.
While the project is clearly defined and focused on achieving quick results, one of its main limitations is the lack of attention to long-term infrastructure resilience. By prioritising speed, the project does not address deeper structural issues or consider improvements that could prevent similar problems in the future. This creates a potential risk, as the same highways may be vulnerable to future flooding events. From a critical perspective, this highlights a common trade-off in emergency project management between immediate recovery and long-term sustainability.

4. Work Breakdown Structure (WBS)
The Work Breakdown Structure (WBS) is an important project management tool used to divide a project into smaller, more manageable components. This makes it easier to organise tasks, assign responsibilities, and monitor progress. According to Harold Kerzner (2017), the WBS is one of the most effective tools in project planning because it helps ensure that all required activities are clearly identified and structured.
In this project, the WBS is based on the four main phases shown in the poster: assessment, preparation, execution, and finalisation. Each phase includes specific tasks that contribute to the overall goal of reopening the highways within four weeks.
Assessment
· Site inspection 
· Damage analysis 
· Risk identification 
This phase focuses on understanding the extent of the flooding damage. It is a critical stage because the quality of information collected here will influence all later decisions. If the assessment is not accurate, it can lead to delays or incorrect resource allocation.
Preparation
· Resource allocation 
· Equipment mobilisation 
· Team coordination 
During this phase, all necessary resources are organised. This includes assigning workers, preparing equipment, and planning how tasks will be carried out. Good preparation is important to avoid delays during execution.
Execution
· Water pumping 
· Debris removal 
· Road repairs 
· Safety monitoring 
This is the main phase where most of the physical work takes place. Activities are focused on clearing the highways and making them safe for use. Safety monitoring is also essential at this stage to reduce the risk of accidents.
Finalisation
· Final inspection 
· Approval 
· Reopening 
The final phase ensures that all work has been completed correctly and that the highways are safe to reopen. Approval from relevant authorities is required before the roads can be used by the public.
Overall, the WBS is useful because it provides a clear structure and helps break down a complex project into smaller tasks. This improves organisation, accountability, and control. However, in this project, its effectiveness may be limited by the unpredictable nature of the situation. For example, unexpected damage or new risks may appear during the execution phase, requiring changes to the original plan.
This highlights a key limitation of the WBS. It is usually designed for projects with relatively stable conditions, where tasks can be planned in advance. In emergency projects like this one, conditions can change quickly, which means the WBS must be flexible and regularly updated. Therefore, while the WBS provides a strong foundation for planning, it must be used together with adaptive decision-making to respond effectively to real-world challenges.
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5. Quad Chart
The Quad Chart is a simple but effective tool used to present the main elements of a project in a clear and visual way. It summarises the project into four key areas: problem, solution, benefits, and risks. This makes it easier for stakeholders to quickly understand the purpose and importance of the project without needing to read detailed documentation.
In this project, the Quad Chart can be explained as follows:
· Problem: Flooding has caused highways to become unsafe and inaccessible, leading to major disruption in transport, emergency services, and economic activity. 
· Solution: The project focuses on rapid clearance of water and debris, followed by temporary repairs and reopening of highways using a structured project management approach. 
· Benefits: The expected benefits include improved safety, restored mobility, reduced disruption, and support for economic recovery in the affected areas. 
· Risks: Key risks include weather delays, resource shortages, safety hazards, and potential equipment failure during operations. 
The main advantage of the Quad Chart is that it provides a quick and easy overview of the project, which is especially useful when communicating with stakeholders who may not be familiar with technical details. It helps ensure that everyone has a basic understanding of the situation and the project’s objectives.
However, from a critical perspective, this tool also has some limitations. One of the main issues is that it can oversimplify complex aspects of the project. For example, risks such as weather conditions or resource shortages can have a much greater impact than what is shown in a simple summary. These risks may affect multiple phases of the project and can lead to significant delays or increased costs.
In addition, the Quad Chart only lists risks without analysing their likelihood or impact. According to the Project Management Institute (PMI, 2021), effective risk management should include not only identification, but also detailed analysis and response planning. This means that risks should be evaluated and strategies should be developed to reduce their impact.
Overall, while the Quad Chart is a useful communication tool, it should be supported by more detailed planning and analysis. In this project, it works well as a starting point for understanding the situation, but it is not sufficient on its own for managing the complexity of an emergency infrastructure project.

6. Gantt Chart
The Gantt Chart is a widely used project management tool that helps to organise and visualise tasks over a specific period of time. In this project, the Gantt Chart outlines a clear four-week timeline, which reflects the urgency of reopening the highways after the flooding.
The planned schedule is structured as follows:
· Week 1: Assessment – inspecting sites, analysing damage, and identifying risks 
· Week 2: Clearance – removing water and debris from affected highways 
· Week 3: Repairs – carrying out temporary repairs and ensuring structural safety 
· Week 4: Reopening – final inspections, approvals, and reopening roads for public use 
One of the main advantages of the Gantt Chart is that it provides a simple and visual representation of the project timeline. This makes it easier to track progress, understand deadlines, and communicate the schedule to stakeholders. It also helps project managers monitor whether tasks are being completed on time and identify potential delays early.
However, despite these advantages, the Gantt Chart also has limitations, especially in complex and uncertain projects like this one. The chart is based on the assumption that tasks will follow a fixed and sequential order. In reality, emergency projects often require more flexibility.
For example, some activities in this project may need to overlap to save time:
· Clearance work may continue while repairs are already starting in other areas 
· Inspections may take place at the same time in different locations 
· Resource allocation may change depending on priority areas 
This means that the actual project execution is likely to be more dynamic than what the Gantt Chart shows. According to Meredith et al. (2017), Gantt Charts can be too rigid for projects where conditions are unpredictable, as they do not fully represent task dependencies or uncertainties.
A more advanced technique, such as the Critical Path Method (CPM), could provide a better understanding of which tasks are most important for completing the project on time. CPM helps identify the sequence of activities that directly affect the project duration, allowing managers to focus on critical tasks and manage delays more effectively.

7. Stakeholders’ Involvement
Stakeholder management is a critical part of project success. According to PMI (2021), stakeholders can influence both the outcome and the process of a project.
Key Stakeholders
· Local Councils 
· Emergency Services 
· Environment Agency 
· Residents and Businesses 
Each stakeholder has different interests. For example:
· Emergency services need quick access 
· Residents want safety and minimal disruption 
· Councils focus on compliance and costs 
According to Lynda Bourne (2015), understanding stakeholder expectations is essential for effective management.
A potential challenge in this project is conflicting priorities. For example, reopening roads quickly may conflict with ensuring full safety. Therefore, communication and negotiation are important.

8. Allocation of Resources
Resource allocation includes labour, equipment, and budget.
Labour
· Engineers 
· Workers 
· Safety officers 
· Project managers 
Equipment
· Pumps 
· Excavators 
· Trucks 
Budget
Estimated at £2–3 million
Efficient resource allocation is essential due to time constraints. However, resource shortages are a major risk.
According to Kerzner (2017), poor resource planning can lead to delays and increased costs. In this project, flexibility is important. Resources may need to be reallocated quickly depending on priorities.
Another limitation is that high pressure may lead to overuse of resources, increasing the risk of accidents or equipment failure.


Conclusion
This project management plan provides a clear and structured approach to reopening highways in the West Midlands following the flooding event. By applying key project management tools such as the Work Breakdown Structure (WBS), Gantt Chart, and stakeholder analysis, the plan shows how complex activities can be organised, monitored, and delivered within a limited timeframe. These tools help improve clarity, coordination, and control, which are all essential in a project with high urgency and multiple stakeholders involved.
At the same time, a more critical analysis shows that these tools are not always fully effective in emergency situations. Many traditional project management methods are based on stable conditions and predictable processes, while this project operates in a highly uncertain environment. For example, unexpected damage, changing weather conditions, or delays in resource availability can affect the timeline and require quick adjustments. Because of this, the project cannot rely only on structured planning, but also needs flexibility, fast decision-making, and continuous monitoring throughout all stages.
Another important aspect highlighted in this project is the role of communication and coordination. Since multiple stakeholders are involved, including local authorities, emergency services, and the public, clear and consistent communication is essential to avoid misunderstandings and delays. Without effective collaboration, even a well-planned project may face difficulties during execution.
Although the project successfully focuses on achieving short-term recovery by reopening highways within four weeks, it does not fully address long-term infrastructure resilience. This means that while the immediate problem is solved, the same issues could appear again in the future if no further improvements are made. From a critical perspective, this can be seen as a limitation of the project, but it is also a realistic decision given the emergency context and time constraints.
In conclusion, this project highlights the importance of balancing structured planning with flexibility in real-world situations. It shows that while project management tools provide a strong foundation, their effectiveness depends on how well they are adapted to the specific context. Overall, the plan demonstrates a practical approach to managing an emergency infrastructure project, while also recognising its limitations and areas for future improvement.
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