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CRITICAL REFLECTION ON FEEDBACK RECEIVED
Introduction
The constructive feedback received regarding the project proposal poster for "Poster” (Aziz Coaches Birmingham) it provides an invaluable opportunity to critically evaluate academic performance against the assessment requirements outlined in Project management questions. This critical reflection systematically analyses identified strengths, acknowledges core structural deficiencies, and outlines precise smart strategic adjustments necessary for the comprehensive Project Management Plan required in Part C. (Project Management Institute, 2021)
Key Strengths Identified
The tutor feedback validated the excellent strategic alignment of the City Transport Smart Coordination Platform with the operational context of Aziz Coaches. By linking the sudden closure of Birmingham’s central transport hub to regional traffic gridlock, the poster successfully established a robust business rationale (Kerzner, 2022). A significant strength was the formulation of measurable and highly relevant objectives, specifically the targeted 30% reduction in commuter waiting times and localized route congestion through real-time data integration. This demonstrates a clear understanding of goal-setting paradigms in digital transport modernisation. Furthermore, the feedback commended the proactive identification of critical technology-led risks, including cybersecurity vulnerabilities, driver adoption barriers, and system integration complexities. Anticipating these digital risks proves an early awareness of the multi-faceted execution challenges inherent to large scale public private transport interventions (Association for Project Management, 2019)

Areas for Improvement
Despite these core strengths, the evaluation highlighted critical areas where project management depth must be enhanced immediately. While "Poster” (Aziz Coaches Birmingham) superficially bifurcated in-scope and out-of-scope activities, it lacked rigorous academic justification for excluding physical infrastructure repairs and vehicle procurement. Failing to robustly justify clear project boundaries increases the vulnerability to devastating scope creep (Meredith, Mantel and Shafer, 2021). Additionally, the tutor noted a critical deficit in the practical application of project management methodologies. The presentation layout was overly text heavy, which severely detracted from its overall visual readability. To demonstrate a professional mastery of project frameworks, the upcoming work requires explicit visual models, such as formal stakeholder mapping grids, risk probability matrices, and structured governance hierarchies.
Application to the Final Project Management Plan
To address these structural deficiencies, the feedback will directly restructure the 2,500-word Project Management Plan specified in (Part C). Firstly, the scope section will be significantly expanded to include an explicit justification matrix for all exclusions to secure tight stakeholder alignment. Secondly, I will transition from theoretical descriptions to actionable project management methodologies. I will introduce a highly detailed Work Breakdown Structure (WBS) to decompose deliverables, alongside a comprehensive Gantt chart to establish a logical scheduling baseline (Burke, 2018). Furthermore, an advanced stakeholder involvement matrix and a quantified risk analysis panel will completely replace the brief high-level summaries. Finally, the academic foundation will be expanded to a minimum of twelve scholarly sources to enhance overall critical depth.
Conclusion
In conclusion, the feedback provides a critical bridge between conceptual design and execution. Ultimately, incorporating structured frameworks, explicit scope boundaries, and professional project tools will significantly elevate the academic rigour, presentation layout, and operational viability of the final report, successfully ensuring higher assessment grades and better delivery.
(Association for Project Management, 2019)
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INTRODUCTION
Project management applies techniques to deliver projects within scope, time, cost, and quality constraints (PMI, 2021). Following Birmingham's transport hub closure, Aziz Coaches proposes a Smart Coordination Platform to improve passenger flow through real-time tracking and route optimisation. This Project Management Plan outlines key tools, stakeholder engagement, and risk analysis to support successful delivery (APM, 2019; Kerzner, 2022). Structurally, the report progresses from scope and work breakdowns to stakeholder matrices, scheduling timelines, resource plans, and risk frameworks.
PROJECT DESCRIPTION
The project proposes a City Transport Smart Coordination Platform for Aziz Coaches following the closure of Birmingham's central transport hub. By integrating real-time passenger information, GPS tracking, and route optimization, it enhances operational efficiency and reduces delays.
Compared to capital-intensive, slow-yielding alternatives like physical infrastructure reconstruction or vehicle procurement, this digital platform is the preferred approach. It offers a highly cost-effective, rapidly deployable, and sustainable solution that immediately restores transit resilience, improves customer satisfaction, and directly aligns with Birmingham’s smart city ambitions.
PROJECT SCOPE
Clearly defining project scope is essential because it establishes what the project will deliver while preventing unnecessary work and reducing the risk of scope creep (PMI, 2021). A well-defined scope also supports effective planning, budgeting and scheduling throughout the project lifecycle.
For the City Transport Smart Coordination Platform, the scope is limited to the design, development, testing and implementation of a digital transport coordination system for Aziz Coaches. The project excludes physical infrastructure redevelopment and instead focuses on improving transport efficiency through digital technologies and real-time operational data. Project execution operates under the strict constraints of a rigid 24-week timeline and zero physical engineering works, assuming that existing fleet assets and regional network connectivity remain fully stable

Table 1: Project Scope Statement	
	Project Element
	Description

	Project Name
	City Transport Smart Coordination Platform

	Client
	Aziz Coaches

	Project Duration
	24 Weeks

	Project Manager
	Appointed Project Manager

	Primary Objective
	Improve passenger flow and logistics coordination through digital technology

	Major Deliverable
	Fully operational Smart Coordination Platform

	Expected Outcome
	Improved journey reliability, reduced congestion and enhanced passenger satisfaction


In Scope
The project includes the design, development, testing and implementation of the Smart Coordination Platform. It will integrate real-time passenger information, GPS tracking, live traffic monitoring and route optimisation to improve operational efficiency and decision-making.
The platform will be integrated with Aziz Coaches’ existing systems and undergo system, integration and user acceptance testing before deployment. Staff training, stakeholder communication and technical support are also included to encourage successful adoption. In addition, project management activities such as planning, scheduling, budgeting, quality assurance and risk management will support the successful delivery of the project.
Out of Scope
To maintain project focus and control costs, the project excludes the reconstruction of Birmingham’s central transport hub, road improvements and other transport infrastructure works. It also excludes the purchase of additional vehicles, as these require separate funding and fall outside the project’s digital transformation objectives.
Changes to national transport policy and city-wide transport planning are also outside the project scope, remaining the responsibility of Birmingham City Council and transport authorities. Limiting the scope to digital solutions ensures resources remain focused on delivering the Smart Coordination Platform within the planned 24-week schedule.
Table 2: Scope Boundary Matrix
	Included (In Scope)
	Excluded (Out of Scope)

	Digital transport platform development
	Reconstruction of transport hub

	GPS vehicle tracking integration
	Civil engineering works

	Real-time passenger information
	Road infrastructure improvements

	Intelligent route optimisation
	Purchase of additional vehicles

	Traffic monitoring integration
	Expansion of depot facilities

	Staff training
	National transport policy changes

	User Acceptance Testing
	Future software upgrades beyond warranty

	System implementation
	Long-term maintenance contracts


Scope Justification
Limiting the project to digital transformation enables Aziz Coaches to improve transport coordination more quickly and cost-effectively than infrastructure redevelopment. Clear project scope supports governance, project monitoring and scope control, reducing the risk of scope creep through formal change control procedures (Meredith, Mantel and Shafer, 2021). This keeps the project achievable within the 24-week schedule while supporting the objectives of Aziz Coaches and Birmingham City Council.
WORK BREAKDOWN STRUCTURE
A Work Breakdown Structure (WBS) divides a project into manageable work packages to support planning, scheduling and resource allocation (Project Management Institute, 2021). For the City Transport Smart Coordination Platform, the WBS coordinates activities including software development, system integration, testing and deployment. It clearly defines responsibilities, improves stakeholder communication and supports effective scheduling, quality management and scope control, reducing the risk of delays and scope creep (Kerzner, 2022).
Table 3: Work Breakdown Structure – City Transport Smart Coordination Platform
	WBS Level
	Project Phase
	Main Activities
	Key Deliverables

	1.0
	Project Initiation
	Business case, project approval, appoint Project Manager, identify stakeholders
	Approved Project Charter

	2.0
	Project Planning
	Scope definition, budget, schedule, procurement plan, communication plan
	Project Management Plan

	3.0
	Requirements Analysis
	Gather operational requirements, stakeholder workshops, system specification
	Requirements Document

	4.0
	System Design
	Software architecture, database design, interface design, cybersecurity planning
	Technical Design Specification

	5.0
	Software Development
	Platform development, GPS integration, passenger information system, traffic monitoring
	Smart Coordination Platform

	6.0
	Testing & Quality Assurance
	System testing, integration testing, performance testing, User Acceptance Testing (UAT)
	Approved Tested System

	7.0
	Training & Change Management
	Staff training, user guides, stakeholder engagement, change support
	Trained Users

	8.0
	System Deployment
	Pilot implementation, full system launch, technical support
	Live Operational Platform

	9.0
	Project Closure
	Final evaluation, lessons learned, stakeholder sign-off, project documentation
	Project Closure Report





















Figure 1 - Simplified Work Breakdown Structure
City Transport Smart Coordination Platform
1. Project Initiation
2. Project Planning
 3. Requirements Analysis
4. System Design
 5. Software Development
 GPS Integration
 Traffic Monitoring
 Passenger Information
 6. Testing
7. Staff Training
 8. System Deployment
9. Project Closure
The WBS provides a structured framework for scheduling, resource allocation and budget planning. By clearly defining project activities and deliverables, it improves project control and supports successful delivery of the Smart Coordination Platform.

PROJECT QUAD CHART
The Project Quad Chart provides a concise overview of the project’s objectives, stakeholders and success measures. It is widely used to communicate key project information quickly to decision-makers and support effective governance (Project Management Institute, 2021). For Aziz Coaches, the Quad Chart summarises the purpose of the Smart Coordination Platform and provides clear criteria for measuring project success throughout implementation.

Table 4: Project Quad Chart
	Purpose
	Objectives

	Develop a Smart Coordination Platform that improves passenger flow and logistics coordination following the closure of Birmingham’s transport hub.
	• Reduce passenger waiting times by 30%.
• Improve route optimisation using real-time GPS data.
• Enhance communication between transport operators.
• Reduce congestion and improve operational efficiency.
• Support Birmingham’s sustainability objectives.

	Key Stakeholders
	Critical Success Factors / Measures of Success

	Birmingham City Council
Aziz Coaches
Project Manager
IT Development Team
Drivers
Passengers
Technology Suppliers
	• Project delivered within 24 weeks.
• Delivered within approved budget.
• 99% system availability.
• 100% staff training completed before launch.
• Passenger waiting times reduced by 30%.
• Increased customer satisfaction.
• Successful system integration.



The Quad Chart shows that project success depends on delivering measurable benefits, including improved operational efficiency, customer satisfaction and organisational resilience. It also supports project governance by aligning stakeholders with the project’s strategic objectives and reducing the risk of unnecessary changes during implementation.


GANTT CHART
A Gantt Chart is a project management tool used to schedule project activities and show task sequence, duration and dependencies (Gantt, 1919). For the City Transport Smart Coordination Platform, it helps coordinate software development, testing and implementation while supporting resource planning, stakeholder communication and progress monitoring to identify and manage delays.
Table 5: Gantt Chart – City Transport Smart Coordination Platform (24 Weeks)
	Activity
	1-2
	3-4
	5-6
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	9-10
	11-12
	13-14
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Key: █ = Activity scheduled during the period.
Major Project Milestones
	Milestone
	Week

	Project Approval
	Week 2

	Requirements Complete
	Week 6

	System Design Approved
	Week 8

	Software Development Complete
	Week 16

	Testing Complete
	Week 20

	Staff Training Complete
	Week 22

	System Go-Live
	Week 23

	Project Closure
	Week 24



The Gantt Chart supports progress monitoring, resource planning and project control, helping ensure delivery of the Smart Coordination Platform within the planned 24-week schedule.
STAKEHOLDER INVOLVEMENT 
Stakeholder management is vital as stakeholders influence project outcomes. While strategic entities like Birmingham City Council hold maximum power during initial approval, operational influence shifts significantly to drivers and passengers during testing and deployment. Using Freeman’s (1984) Stakeholder Theory, regular meetings and user testing will minimize change resistance and align the platform with diverse user needs.

Table 6: Stakeholder Register
	Stakeholder
	Role
	Interest
	Influence

	Birmingham City Council
	Project Sponsor / Strategic Oversight
	High
	High

	Aziz Coaches Senior Management
	Client / Project Owner
	High
	High

	Project Manager
	Project Delivery
	High
	High

	IT Development Team
	Software Development
	High
	Medium

	Technology Suppliers
	Software & Hardware Support
	Medium
	Medium

	Drivers
	End Users
	High
	Medium

	Passengers
	Service Users
	High
	Low

	Local Businesses
	Community Stakeholders
	Medium
	Low

	Transport Authorities
	Regulatory Support
	Medium
	Medium



Stakeholder Matrix (Power–Interest Matrix)
Stakeholder prioritisation enables the Project Manager to allocate communication efforts according to each stakeholder’s level of influence and interest. Mendelow’s Power–Interest Matrix is widely used within project management because it helps determine the most appropriate engagement strategy for each stakeholder group (Mendelow, 1991).
Figure 2- Power–Interest Matrix
                 HIGH POWER
                        ▲
                        │
 Manage Closely         │        Keep Satisfied
────────────────────────┼────────────────────────►
                        │
 Birmingham City Council│ Technology Suppliers
 Aziz Coaches           │ Transport Authorities
 Project Manager        │
                        │
────────────────────────┼────────────────────────
                        │
 Keep Informed          │        Monitor
 Drivers                │ Local Businesses
 IT Development Team    │ General Public
 Passengers             │
                        │
                   LOW POWER
                LOW INTEREST      HIGH INTEREST

The matrix identifies Birmingham City Council, Aziz Coaches and the Project Manager as key stakeholders requiring close management. Drivers and passengers should be involved during testing, while technology suppliers require regular consultation and local businesses periodic updates.
RACI MATRIX
A RACI Matrix clarifies project responsibilities by identifying who is Responsible, Accountable, Consulted and Informed for each major project activity. Clearly defining responsibilities reduces duplication of effort, prevents confusion and strengthens project governance throughout implementation (PMI, 2021).
	Project Activity
	Project Manager
	Aziz Coaches
	Birmingham City Council
	IT Team
	Drivers
	Suppliers

	Project Approval
	C
	A
	R
	I
	I
	I

	Requirements Gathering
	A
	C
	C
	R
	C
	I

	System Design
	A
	C
	I
	R
	I
	C

	Software Development
	A
	I
	I
	R
	I
	C

	GPS Integration
	C
	I
	I
	A
	I
	R

	System Testing
	A
	C
	I
	R
	C
	C

	User Acceptance Testing
	A
	C
	I
	R
	R
	I

	Staff Training
	A
	C
	I
	C
	R
	I

	System Deployment
	A
	C
	I
	R
	C
	C

	Project Closure
	A
	R
	C
	C
	I
	I



Key
· R = Responsible (performs the activity) 
· A = Accountable (ultimate decision-maker) 
· C = Consulted (provides advice) 
· I = Informed (receives updates)
The RACI Matrix assigns overall accountability to the Project Manager and Aziz Coaches, while the IT Development Team is responsible for technical delivery. Drivers support testing and training, ensuring the platform meets operational requirements.


COMMUNICATION PLAN
Effective communication is essential to project success, as poor communication is a common cause of project failure (Association for Project Management, 2019). A communication plan ensures stakeholders receive relevant information at appropriate times. For the Smart Coordination Platform, regular meetings, progress reports and training updates will keep both strategic and operational stakeholders informed throughout the 24-week project.


Table 8: Project Communication Plan
	Stakeholder
	Information Required
	Method
	Frequency
	Owner

	Birmingham City Council
	Progress reports, risks, budget updates
	Project Board Meeting
	Monthly
	Project Manager

	Aziz Coaches Management
	Schedule, budget, performance
	Management Meetings
	Fortnightly
	Project Manager

	IT Development Team
	Technical requirements, issues
	Agile Sprint Meetings
	Weekly
	Technical Lead

	Drivers
	Training, implementation timetable
	Workshops & Emails
	Monthly
	Training Manager

	Passengers
	Service updates, launch information
	Mobile App, Website & social media
	As Required
	Communications Team

	Technology Suppliers
	Integration requirements
	Technical Meetings
	Fortnightly
	Project Manager

	Local Businesses
	Service disruption updates
	Email Newsletter
	Monthly
	Communications Team



The communication plan promotes transparency through regular meetings, progress updates and risk reviews. Together with the Stakeholder Matrix and RACI Matrix, it supports effective governance, stakeholder engagement and successful delivery of the Smart Coordination Platform.
RESOURCE ALLOCATION
Effective resource allocation ensures projects are delivered within scope, budget and schedule by assigning appropriate human, financial and technological resources (Kerzner, 2022). For the City Transport Smart Coordination Platform, key resources include skilled personnel, cloud-based technologies and project funding to support development, testing and implementation. Resources will be monitored throughout the 24-week project to maintain efficiency and prevent over-allocation (Larson and Gray, 2021).
Table 9: Resource Allocation Plan
	Resource Category
	Resources Required
	Purpose

	Human Resources
	Project Manager, Business Analyst, Software Developers, System Architect, Cybersecurity Specialist, Trainers, Drivers
	Project planning, software development, testing, implementation and training

	Financial Resources
	Software development budget, cloud services, contingency reserve, training costs
	Deliver project within approved budget

	Technology Resources
	GPS systems, cloud infrastructure, databases, mobile applications, cybersecurity software
	Support platform functionality

	Physical Resources
	Office facilities, training rooms, computer equipment
	Support project delivery

	Time Resources
	24-week implementation programme
	Deliver project on schedule



Effective resource allocation enables Aziz Coaches to maximise operational efficiency while ensuring that project objectives are achieved without unnecessary expenditure or delays.
RISK ANALYSIS
Risk management involves identifying and mitigating uncertainties that may affect project objectives (ISO 31000, 2018). For the City Transport Smart Coordination Platform, risks have been assessed according to their likelihood and impact, with appropriate mitigation measures implemented for high-priority risks. Effective risk management reduces uncertainty, supports informed decision-making and improves the likelihood of successful project delivery (Hillson and Simon, 2020).

Table 10 - Project Risk Register
	Risk
	Likelihood
	Impact
	Risk Rating
	Mitigation Strategy

	Cybersecurity breach
	High
	High
	Extreme
	Encryption, MFA, penetration testing, security audits

	Resistance to organisational change
	Medium
	High
	High
	Staff engagement, communication, training

	Software integration failure
	Medium
	High
	High
	Pilot implementation, compatibility testing

	Project delays
	Medium
	Medium
	Medium
	Regular monitoring, milestone reviews

	Budget overruns
	Medium
	Medium
	Medium
	Cost control, contingency reserve

	System failure during deployment
	Low
	High
	Medium
	Pilot deployment, disaster recovery plan

	Supplier delays
	Low
	Medium
	Low
	Procurement planning, alternative suppliers


RISK MATRIX
Figure 3: Risk Matrix (Probability × Impact)

                    IMPACT
                         Low   Medium   High
Probability  
High                  M          H             E
Medium            L          M             H
Low                   L          L              M
Key
· L = Low Risk 
· M = Medium Risk 
· H = High Risk 
· E = Extreme Risk
The matrix demonstrates that cybersecurity represents the highest-priority project risk and therefore requires the greatest management attention. Medium-level risks will be monitored throughout implementation, while low-level risks will remain under periodic review.
SWOT ANALYSIS
A SWOT analysis identifies a project's strengths, weaknesses, opportunities and threats to support strategic planning and risk management (Gürel and Tat, 2017).
Table 11: SWOT Analysis – City Transport Smart Coordination Platform
	Strengths
	Weaknesses


	Improves passenger experience

	Initial implementation costs

	Real-time operational information

	Dependence on technology

	Reduces congestion

	Staff training requirements

	Supports sustainability objectives

	Complex system integration

	Opportunities
	Threats

	Smart city initiatives
	Cybersecurity threats

	Future AI integration
	Budget constraints

	Improved public transport partnerships
	Resistance to change

	Expansion across other transport providers
	Future technology changes



The SWOT analysis highlights the project's strategic strengths while identifying challenges that require effective management. Addressing these risks will enable Aziz Coaches to maximise future opportunities, including AI integration and wider transport system connectivity.

CONCLUSION
This Project Management Plan demonstrates how recognized methodologies support the successful delivery of Aziz Coaches platform. Focusing on digital transformation ensures a cost-effective solution to optimize passenger flow and operational resilience. 
Applying structured tools including the WBS, Gantt chart, and Risk Register, provides a robust framework for project control, stakeholder engagement, and risk mitigation. Post-implementation, a formal evaluation will measure waiting-time reductions to benchmark success. This review establishes a vital data baseline to guide potential future developments, such as AI-driven predictive scheduling and wider regional transit system integrations
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