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Executive Summary
This report builds upon the finished project proposal poster to create a project management plan for the redevelopment of Birmingham Central Transport Hub. The feedback from the tutors that is available for the poster confirms that the poster is very strong and strategic but needs greater SMART objectives, project management tools, risk analysis and academic support. Part A is the Poster with the feedback also provided in that. Part B is a critical reflection of that feedback and is an explanation for the strengthening of the final plan. Part C uses a scope baseline, a WBS, a quad chart, a governance framework, a Gantt chart, a stakeholder power-interest matrix, a resource allocation plan, a risk heat map and a risk register. Full redevelopment is recommended over any temporary arrangements or digital upgrades as these will not address the structural cause of closure. The plan thus offers a pragmatic pathway from the proposal to controlled implementation, with a focus on the stakeholders.
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Figure 1: Part A project proposal poster
Feedback:
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[bookmark: _Toc234069506]Part B: Critical Reflection on Feedback
The tutor's feedback shows that the poster is professionally presented and conveys a clear argument for redeveloping Birmingham Central Transport Hub. The main asset is the logic of the structure: the poster connects the ageing of the transport asset with the aspects of safety, accessibility, operational, economic and environmental. The poster also has a suitable tone for the audience as it does not provide too much detail and makes the point that a complete redevelopment is more value for money in the long term than temporary transport solutions or piecemeal digital improvements. Another strength is the separation of project scope and project boundaries. This will help minimise scope creep by indicating what is included in the transport estate and what is not e.g. wider network expansion and non-related housing regeneration.
There are several areas of focus for development identified in the feedback, however. The first improvement is to transform the goals into a more unambiguous SMART structure with measurable goals, deadlines and indicators of success. While the poster clarifies the goal of the project, the final plan needs to define the project objectives in more measurable terms to enable stakeholders to track project progress along time, cost, quality, sustainability and accessibility parameters. The second improvement is the need for greater use of project management tools. The poster identifies stakeholders and risks and the final submission should demonstrate deeper professional practice with a Work Breakdown Structure, quad chart, Gantt chart, stakeholder power-interest matrix, resource allocation table, governance framework and risk heat map.
The feedback also indicates that there is a need to critically analyse the risk and trade-off discussion. The final plan is thus expanded with probability, impact, ownership, mitigation and contingency action for the risk area. This is because a re-development of a transport hub is vulnerable to cost increases, structural issues that are not visible, procurement delays, disruption, pressure from the supply chain and the risk of digital integration. Finally, the feedback identifies the need for stronger academic and professional references. This has been incorporated into the final plan, which includes recent literature and practice guidance on sustainable project management, WBS design, stakeholder engagement, risk prioritisation, smart mobility, resource allocation and carbon management. In general, the comments are positive as the poster has offered a good level of strategic foundation, and the final submission needs to take it beyond the level of proposal justification to implementation planning. The final plan is then made up of the poster's preferred option but enhanced by measurable objectives, practical delivery controls, critical risk analysis and enhanced academic support. The changes directly respond to the feedback received and maintain the original strategic logic and stakeholder focus of the poster.
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Part C: Project Management Plan
[bookmark: _Toc234069508]1. Introduction
This project management plan sets out how the redevelopment of Birmingham Central Transport Hub will be delivered following the closure of the building in November 2025. The project is regarded as a public infrastructure regeneration project because the asset has three safety critical, economic and social visible aspects. The plan directly addresses the feedback in the posters, transforming the proposal into a plan that has measurable goals, a scope baseline, delivery control, stakeholder arrangements, resource allocation, and risk governance. The plan is based on a tailored, value-focused project approach, because the existing project guidance focuses on the selection of methods that are suitable for the project context and not following a fixed template (Project Management Institute, 2021).
The best solution is full redevelopment, not a temporary multimodal solution or digital modernisation. The temporary provision could minimise disruption in the short-term and the digital upgrading could enhance the flow of information. None of these options eliminates closure's underlying structural defect. Full redevelopment is therefore the most realistic choice as it will reopen capacity whilst incorporating safety, accessibility, digital coordination, low carbon and inclusive urban design as one co-ordinated programme. Decisions on infrastructure must also enable modal shift, cleaner travel and long-term emissions reductions through transport decarbonisation policy (Department for Transport, 2021).
The report is intended for a multi-stakeholder audience – Sponsors want to know if the project is viable; Operators want to know how long the project will be available; Regulators want to know how the project will comply; and the community groups want to know about access, disruption and benefits. On the other hand, there is no excessive detail in the plan but enough evidence of project management to help in decision making. 
[bookmark: _Toc234069509]2. Project description
The project will involve the reconstruction of the unsafe central transport hub, and reopening it as an integrated rail, bus, pedestrian and freight transport hub. The hub will feature safe concourses and platforms, enhanced bus interchange, accessible lifts and ramps, accessible wayfinding, up to the minute passenger information, ticketing interfaces, freight coordination systems, EV infrastructure, drainage improvements and low carbon design features for the public realm. The desired outcome will be a node capable of carrying high flows of passengers safely, facilitating rail-bus transfers as planned, ensuring access to the node at predictable times for freight and enhancing the arrival experience in the city centre. The project integrates mobility, public realm and environmental objectives to balance node performance, place quality and ecological value (Yang et al., 2024).
There are three problems that form the basis for the strategic case. First, the existing asset does not meet the current safety and accessibility requirements. Secondly, it causes a loss of transport capacity, negatively affects local business use and creates an additional burden on alternative routes. Third, the lack of cohesion in the temporary solutions would lead to a failure to deliver the resilient, inclusive and digitally enabled gateway desired in a key UK city. For an increased level of integration of active travel and public realm design, walking, cycling, interchange quality and sustainability are therefore included as connected design outcomes of smart urban planning (Papageorgiou et al., 2024). 
Table 1: SMART project objectives
	Objective
	SMART target
	Success indicator

	Safety and compliance
	Secure structural remediation, fire strategy approval and safety certification before public reopening in Dec 2028.
	No unresolved safety-critical defects at handover.

	Capacity restoration
	Restore integrated rail, bus, pedestrian and freight interchange operations through staged commissioning by Dec 2028.
	Operational readiness certificate and trial operations completed.

	Accessibility
	Deliver step-free access, inclusive wayfinding, accessible toilets and user-tested passenger routes by fit-out completion.
	Accessibility audit signed off with action closure log.

	Digital enablement
	Install real-time information, ticketing interfaces and freight coordination systems by Oct 2028.
	Systems integration test and cybersecurity assurance passed.

	Sustainability
	Embed low-carbon design, drainage improvement, solar readiness and EV infrastructure by construction completion.
	Whole-life carbon register and sustainability acceptance report approved.

	Disruption control
	Maintain temporary transport continuity and publish disruption updates during all construction phases.
	Monthly disruption reports and stakeholder satisfaction tracking.



The key outcomes include a certified safe structure, a ready-to-use passenger concourse, accessible circulation routes, a cohesive bus interchange, passenger rail service interfaces, freight coordination arrangements, a digital passenger information system and a formal handover package. Signing and closing safety certification, accessibility audit report, systems integration testing complete, readiness of the operator, carbon reporting and communication with the stakeholders will be considered for acceptance. The project will be delivered via a series of gateways: mobilisation, investigation, design freeze, procurement approval, construction start, fit out, systems integration, operation trial and final handover.
[bookmark: _Toc234069510]3. Scope
The scope baseline is limited to the assets to be used to safely and effectively reopen the hub and the footprint of the hub. In scope include Structural demolition or refurbishment; Core reconstruction; Concourse works; Platforms; Bus interchange facilities; Passenger access routes; Lifts, ramps; Signage and wayfinding; Digital passenger systems; Freight coordination interfaces; Drainage works; Low carbon materials; Solar readiness; EV charging and public realm upgrades. Expansion of the citywide network, commercial development outside the remit of the citywide network, housing regeneration and permanent changes to freight routes are out of scope.
There are three scope control principles that direct the decision-making process. First, safety-critical work is more important than enhancing the aesthetics. Secondly, sustainability and accessibility are safeguarded where these go towards reducing the whole-life cost, operational carbon or user exclusion. Third, any other stakeholder requests are evaluated via a formal change process involving strategic fit, budget impact, schedule impact and operational benefit. Environmental and social criteria must be integrated into the decisions of a project – not added afterwards when budgets are tight – to be sustainable (Silvius and Schipper, 2020). Carbon control is also put in place via baseline testing, design decisions and whole-life value (British Standards Institution, 2023). 
Table 2: Scope boundaries and control approach
	In scope
	Out of scope
	Control approach

	Unsafe structure works; concourse; platforms; bus interchange; lifts; ramps; wayfinding; digital systems; drainage; EV and low-carbon features.
	Citywide network expansion; unrelated commercial property; housing regeneration; permanent freight-route redesign outside the hub.
	Scope changes must show safety, statutory, accessibility, net-zero or measurable operational benefit before approval.



[bookmark: _Toc234069511]4. Work Breakdown Structure (WBS)
The WBS is broken down into a clear three levels of work that are deliverable. This simplified structure is suitable since the project requires clear control and does not need to be overburdened with detail to stakeholders. There are five main packages: Project Initiation and Governance, Design and Approvals, Procurement and Temporary Operations, Construction and Systems Delivery and Commissioning and Handover.
The deliverable-based WBS (DWBS) facilitates planning because it relates the technical scope of the project to scheduling, budgeting, monitoring and change control. WBS and cost integration are useful in construction projects especially when they are associated with defined outputs and used to estimate project cost and measure project progress (Cerezo-Narváez et al., 2020). 
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Figure 2: Work Breakdown Structure
Figure 2 presents the WBS at a level appropriate for stakeholder review and project planning. Figure 2 presents the process of procurement and temporary operations as preparation for the delivery of the main project, including procurement strategy, contract award, setting up the temporary interchange, traffic management and communications. Demolition, utilities, structure, concourse, platforms, digital integration, sustainability and accessibility works are the subjects of construction and systems delivery. The last package covers testing, trial operations, safety certification, defects closure, handover and benefits baseline. 
[bookmark: _Toc234069512]5. Quad Chart
Figure 3 presents a quad chart for senior stakeholders. This chart summarises need, expected benefits, delivery controls and critical risks in one page. This is useful for sponsors, operators, contractors and accessibility groups, public representatives etc, to know what is happening in the project before they make detailed technical decisions. The benefits and controls include sustainability and stakeholder engagement as they are both factors that impact project success and knowledge transfer between project delivery teams (Blak Bernat et al., 2023).
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Figure 3: Quad chart
This quad chart is kept as simple as possible. The top left quadrant provides the justification for the project, the top right identifies the value delivered from the project, the bottom left summarises key outputs and governance controls and the bottom right identifies threats that need to be actively managed. This is an appropriate format for project board meetings, as it allows decision-makers to look at benefits, controls and risk as one document and not two separate ones.
[bookmark: _Toc234069513]6. Gantt Chart
The programme is expected to run from Month 1 to Month 36, with mobilisation at Month 1 and handover and benefits baseline at Month 36. Schedule overlaps include design development, approvals and procurement (where it is safe to do so), and maintains gateways for design freeze, contract award, construction start, systems testing, and operational readiness.
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Figure 4: High-level Gantt chart baseline
The Gantt chart is not a fixed document. The chart is an instrument to track slippage, report on exceptions, coordinate possessions, synchronize contractor interfaces and communicate with the public. Where multiple organisations require access to shared programme information, with a need for control, cross organisational scheduling tools can provide increased transparency (Li et al., 2022). Schedule control relies on monthly baseline updates, gateway review, critical path monitoring and escalation where there is a risk of disruption impacting upon public confidence.
A potential critical path is Intrusive Surveys, Design Freeze, Statutory Approval, Contractor Mobilisation, Enabling Works, Demolition, Major Structural Reconstruction, Systems Integration, Safety Certification and Trial Operations. Residual risk increases if procurement, stakeholder communication, safety certification and operational readiness are not properly coordinated before handover. 
[bookmark: _Toc234069514]7. Stakeholders' involvement
The importance of stakeholder involvement is key as the hub has an impact on public authorities, operators, regulators, contractors, commuters, residents, local businesses, accessibility groups and emergency services. It is important that infrastructure stakeholder involvement is done as an ongoing process and not as a one-off consultation exercise (Prebanić and Vukomanović, 2023).
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Figure 5: Stakeholder power-interest matrix
Strategic decisions are made by the project board; the project manager is responsible for the delivery integration; work stream leads are responsible for technical outputs; the change control ensures that the scope does not keep growing. This structure provides stakeholders with a clear course of action, escalation and accountability. Throughout the project, the project board will be meeting monthly, and will be reviewing the cost, schedule, safety, risk, carbon, and stakeholder confidence. 

Table 3: Governance framework and decision rights
	Governance level
	Decision rights
	Evidence reviewed
	Frequency

	Project board
	Approve budget, scope baseline, gateways and major changes.
	Cost, schedule, risk, safety, carbon and stakeholder dashboard.
	Monthly

	Project manager
	Integrate workstreams, escalate exceptions and control delivery baseline.
	Integrated plan, dependency log, issue log and change requests.
	Weekly

	Workstream leads
	Manage technical outputs and acceptance evidence.
	Design packs, method statements, test results and progress reports.
	Weekly / phase-based

	Change control
	Accept, reject or defer change requests against value and impact.
	Change form, cost/schedule effect and benefit justification.
	As required



During construction, there are close monitoring processes in place, including a monthly project board and weekly interface meetings, between high power/high interest stakeholders such as the City Council, transport authority and rail, bus and freight operators. Assurance packs will be given to regulators, and formal review points will be made available to emergency services. There is uncertainty about the perception of uncertainty across stakeholder groups, and it is important to evaluate uncertainty in the engagement, rather than just using categories (Machiels et al., 2023).
[bookmark: _Toc234069515]8. Allocation of resources
The allocation of resources follows the delivery phases and the WBS. A project management office, a project manager, a design manager, a commercial manager, a construction manager, a transport operations lead, a stakeholder/communications lead, a risk manager, a carbon lead, an accessibility advisor, a digital systems lead, a health and safety manager, and a contractor, among others, are required for the project. In the construction field, multi-objective resource allocation is significant because of the competition of time, cost, safety, access and quality for the same resources are specialized in construction (He et al., 2021).
Resource planning, therefore, involves surveys, design assurance, procurement capability, as well as communicating with stakeholders, prior to heavy construction. The construction labour, plant, utilities, specialist materials and digital integrators are then scaled in the enabling, demolition, reconstruction and systems integration. However, portfolio level visibility is also needed since some specialist resources could be common for multiple projects and be a constraint if the lead time is not addressed early on (Soleymani et al., 2024). The below table summarises the resource allocation plan.
Table 5: Resource allocation plan
[image: ]
Non-labour resources are also considered in the resource plan. These include any assets used for temporary transport, traffic management, welfare facilities, digital testing environments, public information channels, contingency budget and specialist assurance. Resource conflicts will be addressed through the fortnightly look-ahead planning process during construction and weekly coordination process during high-risk activities including the demolition, utilities diversion, possession windows, and digital cut-over.
[bookmark: _Toc234069516]9. Risk Analysis
The risk approach is a mix of a qualitative heat map and a risk register scored. The probability-impact logic is illustrated in the following figure, and the table below lists the key risks, ratings, owners and responses. While a heat map can be used to communicate, it should not be used like a mathematical tool for making decisions. Probability-impact matrices are not without their limitations, as suggested by recent research on risk and should be complemented by judgement, ownership and response planning (Acebes et al., 2024).
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Figure 6: Risk heat map
Table 6. Risk register and response plan
	ID
	Risk
	Rating
	Owner
	Mitigation and contingency

	R1
	Cost escalation from inflation, labour pressure and design changes.
	High
	Commercial Manager
	Cost-loaded WBS, contingency, value engineering by whole-life value and early supplier pricing.

	R2
	Hidden structural defects or utilities discovered after mobilisation.
	High
	Design Manager
	Intrusive surveys, utilities mapping, design risk workshops and schedule contingency.

	R3
	Planning, procurement or approval delay.
	High
	Sponsor / PM
	Early authority engagement, approvals calendar and gateway escalation route.

	R4
	Service disruption damages public confidence and local business activity.
	High
	Operations Lead
	Temporary interchange, phased works, disruption dashboard and business liaison plan.

	R5
	Health and safety incident during demolition or major lifting works.
	Extreme
	Construction Manager
	CDM controls, method statements, exclusion zones, independent safety audits and stop-work authority.

	R6
	Supply-chain constraints delay specialist materials or digital equipment.
	High
	Commercial Manager
	Early market engagement, alternative suppliers, critical spares and lead-time tracking.

	R7
	Digital systems fail integration, cybersecurity or data quality testing.
	Medium
	Digital Lead
	Architecture review, cybersecurity assurance, staged testing and fallback procedures.

	R8
	Sustainability features removed under budget pressure.
	Medium
	Carbon Led
	Carbon baseline, whole-life value tests and sponsor approval for sustainability trade-offs.



The biggest risks are structural defects, rising costs, delay in planning/procurement, construction disruption, health and safety issues, supply-chain restrictions and failure to integrate digital. These risks are common to urban infrastructure as the work is carried out in a limited operating environment, with live transport interfaces, public access requirements and reputational demands. Particular attention must be paid to digital risk due to the need for dependable flows of data and integrated communication systems for passenger information, ticketing interfaces and freight coordination (Mahrez et al., 2022).
Four risk response rules are applied. Firstly, there is a zero-tolerance policy for uncontrolled safety and statutory risks. Second, contingency and critical path are used to review cost and schedule risks. Thirdly, stakeholder and disruption risks are addressed through early warning, liaison forums and public communication. Fourth, digital and carbon risks are not considered end-stage compliance issues but are tested before handover. This makes the risk list provided by the poster into a tangible delivery control system.
[bookmark: _Toc234069517]10. Conclusion
The redevelopment of Birmingham Central Transport Hub is justified as it acts on the structural reason for closure and in turn makes the asset a safer, more accessible, more sustainable and digitally enabled public asset. The final project management plan reinforces the original poster with the addition of SMART objectives, controlled scope baseline, WBS, quad chart, governance framework, Gantt chart, stakeholder power-interest matrix, resource plan and risk heat map. The best method for delivering the governance is to implement it in a disciplined way while engaging stakeholders in a flexible way. This is to ensure that the project will be able to restore transport capacity without causing undue disruption, expense, carbon emissions and loss of public confidence. The key to success is a disciplined integration – design, construction, transport operations, digital systems, carbon management and public communication need to be managed as one coordinated programme. 
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To strengthen the work further, the project
objectives could be presented in a clearer SMART
format with measurable targets and delivery
timescales. Greater application of project
management tools and techniques, such as a
stakeholder power-interest matrix, risk heat map,
Work Breakdown Structure (WBS), Gantt chart, or
governance framework, would provide stronger
evidence of project management knowledge. The
discussion of risks and trade-offs could also be
developed further by including more detailed
mitigation strategies and stronger critical analysis.
Additionally, the inclusion of academic and
professional references would improve the
academic rigour of the proposal.

Overall, this is a strong poster that meets the
assessment requirements effectively. The clear
structure, well-justified project choice, and
strategic focus provide a solid foundation, while
greater application of project management
methodologies and supporting literature would
help elevate the work to a higher distinction level.
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Redevelopment of Birmingham Central Transport Hub

A sustainable, digitally enabled and inclusive regeneration project

4 Project Background and Rationale 3 Scope and Boundaries 4| KeyStakeholders
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e Local businesses and employers

« Citywide network expansion beyond the hub

footprint « Service disruption during construction

. .  Supply-chain constraints and contractor performance
» Non-essential commercial property developments.

issues
 Housing regeneration projects outside the transport o Cybersecurity and data integration risks in digital
estate. systems

2 Project Aim and Objectives

Aim: To deliver a safe, resilient and future-ready Trade-offs
central transport hub that restores capacity and
supports sustainable urban regeneration.

 Higher upfront capital cost versus lower life-cycle cost
and better resilience

« Faster delivery versus maintaining transport
o Restore integrated rail, bus, pedestrian and freight continuity during phased works

connectivity. « Extensive sustainability features versus short-term

budget pressure

b | StrategicValue

¢ Restores a critical economic gateway and improves
regional productivity

¢ Improves safety, inclusivity and passenger experience

¢ Supports net-zero transport objectives and modal shift

¢ Strengthens freight reliability and urban resilience

¢ Enhances civic confidence and attracts future
investment

e Achieve compliance with modern safety and
accessibility standards.

« Embed smart passenger information, ticketing and
logistics coordination.

¢ Reduce environmental impact through low-carbon
design and energy-efficient systems.

o Phase implementation to minimise disruption,
control cost and maintain stakeholder confidence.

] Preferred Option Justifica

This option is preferred because it provides a long-term solution with the greatest strategic benefit. Temporary transport measures and digital upgrades alone
would not remove the structural problem. Redevelopment allows the hub to reopen as a safer, smarter and greener public asset.

Prepared as a stakeholder-fa osal poster for Project M
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‘ Kareem Sani
To: Winston Hall (2422871)
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Feedback:

You have produced a clear and professionally
presented poster that effectively justifies the
redevelopment of Birmingham Central Transport
Hub as a long-term regeneration project. The
project background clearly explains the reasons for
redevelopment, linking the ageing infrastructure to
safety concerns, accessibility issues, transport
disruption, and economic impacts. The aims,
scope, stakeholders, risks, trade-offs, strategic
value, and preferred option are all well aligned with
the assessment brief and demonstrate a good
understanding of the project scenario.

A key strength is the logical structure and concise
presentation of information. The poster clearly
distinguishes between project scope and
boundaries, identifies the principal stakeholder
groups, and demonstrates awareness of key
project risks alongside realistic trade-offs. The
inclusion of a preferred option justification
strengthens the proposal by explaining why full
redevelopment provides greater long-term value
than temporary alternatives. The strategic value
section also effectively highlights the economic,
environmental, and social benefits of the project,
demonstrating good strategic awareness.
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