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Part B – Critical Reflection on Feedback 
The feedback I received on my project proposal poster has helped me critically evaluate the quality of my initial work and identify clear improvements for my final project management plan. Although the poster addressed the main requirements, the feedback showed that the final plan needs to be more structured, measurable, academically supported, and professionally presented.
One key strength of my poster was that it presented a relevant and practical project idea. The proposal clearly focused on the digital modernisation of passenger flow and logistics coordination after the closure of a major UK transport hub. It included real-time travel information, passenger-flow monitoring, freight scheduling, cybersecurity controls, stakeholder communication, and risk management actions. The stakeholder section was also detailed, as it considered local authorities, transport operators, commuters, businesses, residents, digital infrastructure providers, accessibility groups, funding bodies, and regulators. This showed that I understood the wide impact of the project and the importance of stakeholder engagement in successful delivery. 
However, the most important improvement is the need to make the aims and objectives clearer and more measurable. In my poster, some objectives were repeated and were written in a general way, which made it harder to understand how success would be measured. In the final project management plan, I will improve this by using SMART objectives so that each objective is specific, measurable, achievable, relevant, and time-bound. For example, instead of saying that the project will “reduce overcrowding,” I could state that the project will reduce passenger congestion at temporary transport points by a defined percentage within a set period. Modi (2024) explains that clear project goals should be specific and measurable so that progress can be tracked and outcomes can be assessed. This will help make my final plan more focused and easier to evaluate.
Another improvement is the need to apply more project management tools and academic literature. The poster described the project well, but it did not use enough formal project management concepts. In the final plan, I will include a stakeholder matrix to show levels of interest and influence, a risk register to assess probability and impact, a Gantt chart to present the project timeline, and a RACI matrix to clarify roles and responsibilities. These tools will make the plan more professional and show how the project will be planned, monitored, and controlled.
The feedback also showed that I need to improve the visual and written presentation of my work. The poster contained too much text and some repeated content, which affected clarity. In the final project plan, I will reduce repetition, use clearer headings, and present key information through tables, diagrams, and charts where appropriate. This will make the plan easier to follow and more suitable for a project management audience.
Overall, the feedback has helped me understand that a strong project proposal must go beyond identifying a relevant problem. The final project management plan must show measurable objectives, stronger academic support, clearer use of project management tools, and a more concise professional structure.

Part C – Project Management Plan
Executive Summary
This Project Management Plan proposes the digital modernisation of passenger flow and logistics coordination following the closure of a major UK metropolitan transport hub. The closure has disrupted rail, bus, commuter and freight operations, creating pressure on local authorities to restore service coordination, reduce public dissatisfaction, support local businesses and contribute to wider regeneration objectives.
The selected project focuses on the delivery of a digital transport coordination system rather than physical redevelopment. This approach is justified because it offers a faster and more practical operational response while supporting longer-term transport recovery. The project will deliver real-time passenger information, passenger-flow monitoring, freight scheduling, an integrated operational dashboard, cybersecurity controls, secure data-sharing arrangements, staff training and stakeholder communication.
The plan applies key project management tools to support successful delivery. The scope defines the required digital outputs, while the Work Breakdown Structure divides the project into manageable work packages. The Quad Chart summarises the project purpose, stakeholders, desired results and success measures. The Gantt Chart sets out a nine-month schedule, and the stakeholder analysis and RACI matrix clarify involvement, responsibility and accountability. The resource plan identifies the human, technical, financial and specialist resources required, while the risk register highlights key risks including system integration failure, poor data quality, cybersecurity threats, supplier delays, low adoption and digital exclusion.
Successful delivery depends on strong governance, stakeholder cooperation, secure data management, accessible communication and continuous monitoring. If implemented effectively, the project will reduce disruption, improve passenger and freight coordination, support economic recovery and strengthen public confidence in the wider regeneration programme.
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The closure of a major UK metropolitan transport hub has disrupted commuters, freight operators, local businesses, residents, transport providers and public authorities. Because the hub supports rail, bus, passenger movement and freight logistics, the closure creates immediate concerns around safety, accessibility, service continuity and economic impact.
This Project Management Plan focuses on digital modernisation of passenger flow and logistics coordination. The option is justified because it can be delivered faster than full physical redevelopment while supporting the wider regeneration programme. The project includes real-time passenger information, passenger-flow monitoring, freight scheduling, operational dashboards, cybersecurity controls, staff training and stakeholder communication. These functions are prioritised because they respond directly to the disruption experienced by passengers, businesses and operators while the wider regeneration programme is developed.
Effective project management is required because delivery involves technical complexity, public accountability, operational risks and multiple stakeholders. Structured planning coordinates scope, time, cost, resources, quality, risk and stakeholder engagement across the project lifecycle (Kerzner, 2022). This plan applies a WBS, Quad Chart, Gantt Chart, stakeholder analysis, RACI matrix, resource allocation and risk register to demonstrate controlled delivery. The plan is written for relevant stakeholders who need assurance that the digital response is practical, measurable and aligned with service recovery priorities.
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The selected project is the digital modernisation of passenger flow and logistics coordination following the closure of the transport hub. It addresses disruption to rail, bus, commuter and freight activity by improving how transport information, passenger-flow data and freight scheduling information are collected, shared and acted upon.
The project is selected because the closure creates an immediate coordination problem and a longer-term regeneration challenge. Full redevelopment requires planning approval, design, procurement, construction and major capital investment. In contrast, digital modernisation can be implemented more quickly while remaining useful during future redevelopment. Digital transformation can reshape organisational processes, services and value creation (Vial, 2019), while digital business strategy supports coordinated use of technology across organisational boundaries (Bharadwaj et al., 2013).
The project introduces an integrated digital approach. Commuters need reliable route information, operators need coordinated service updates, freight companies need predictable delivery arrangements, businesses require supply continuity and local authorities need oversight of network performance. Expected outcomes are improved passenger confidence, reduced uncertainty, stronger freight and transport coordination, better visibility of operational risks and wider public value through accessibility, resilience, sustainability and economic recovery. The project also provides data that can inform later physical redevelopment, such as passenger demand patterns, congestion points and freight movement pressures. This makes the digital system valuable beyond the emergency closure period.
The expected outcomes are improved passenger confidence, reduced uncertainty, better freight and transport coordination, and stronger visibility of operational risks. The project also supports wider public value by contributing to accessibility, resilience, sustainability, and economic recovery. Success depends not only on installing a digital system, but on whether it improves decision-making, supports affected stakeholders, protects data, and helps manage disruption effectively.
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The scope covers the planning, procurement, development, testing, implementation and handover of a digital transport coordination system. Scope management clarifies the work required to deliver agreed outcomes and provides a baseline for controlling time, cost, quality, resources and stakeholder expectations (Project Management Institute, 2021). The table below will provide further information regarding scope and deliverables.
Table 1: Project scope and deliverables
	Scope area
	Included deliverables
	Purpose

	Passenger information
	Live updates via displays, web and mobile channels
	Reduces uncertainty and supports journey planning

	Passenger-flow monitoring
	Monitoring tools and crowding dashboards at temporary points
	Supports safer movement and congestion response

	Freight coordination
	Booking and scheduling platform for logistics users
	Improves delivery planning and business continuity

	Operational dashboard
	Shared dashboard for approved operational stakeholders
	Enables joined-up disruption management

	Data governance
	Data-sharing protocols, access controls and reporting rules
	Supports lawful and consistent information use

	Cybersecurity
	Security testing, authentication and incident response procedures
	Protects connected systems and operational resilience

	Training and communication
	Staff training, briefings and accessible public guidance
	Supports adoption and effective use



The scope also includes requirements gathering, supplier selection, stakeholder engagement, schedule control, risk monitoring, quality checks and reporting. Cybersecurity and data governance are included from the start because the system depends on connected infrastructure, live operational data and public-private information sharing. Secure design helps protect services and maintain trust in connected transport systems (National Cyber Security Centre, 2021). The scope assumes that the local authority provides sponsorship, funding and access to transport data; operators and freight partners support testing and data sharing; suppliers provide technical capacity; and accessibility groups review public communication. Scope success will be measured through accepted digital deliverables, successful pilot testing, reliable live updates, active dashboard use, secure data sharing, completed training and improved passenger and freight coordination.
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The Work Breakdown Structure (WBS) divides the project into smaller work packages and deliverables. This supports planning because the project manager can identify what must be delivered, how work is sequenced, who contributes and how progress will be monitored. Turner (2014) argues that structured work packages connect project objectives with delivery activities, improving planning and control. The table below will outline the WBS.
Table 2: Work Breakdown Structure
	Code
	Work package
	Key activities
	Deliverable

	1.0
	Initiation and governance
	Confirm business case, appoint project manager, establish reporting
	Approved project brief

	2.0
	Requirements and stakeholder analysis
	Gather user, operator, freight, authority and accessibility requirements
	Requirements specification

	3.0
	System design and procurement
	Define specification, assess suppliers, agree contract
	Supplier contract and system design

	4.0
	Digital platform development
	Configure information, monitoring, freight and dashboard functions
	Working platform

	5.0
	Data governance and cybersecurity
	Develop controls, access rules, security testing and incident response
	Secure data framework

	6.0
	Testing and pilot
	Test functionality, user acceptance, accessibility and pilot use
	Tested pilot system

	7.0
	Training and communication
	Train staff, brief stakeholders, produce public guidance
	Trained users and materials

	8.0
	Implementation and handover
	Roll out, monitor performance, resolve issues and close project
	Operational system and closure report



The WBS treats the project as more than a technology installation by including governance, stakeholder engagement, cybersecurity, testing, training and handover. This allows responsibilities to be allocated and progress to be tracked against clear deliverables. It also supports later schedule and resource planning because each work package can be linked to activities, owners, dependencies and acceptance criteria.
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The Quad Chart summarises project logic by linking purpose, stakeholders, desired results and success measures. This supports early clarity because project success depends on stakeholder value as well as output completion (Larson and Gray, 2021; Shenhar and Dvir, 2007).
Table 3: Quad Chart
	Quad element
	Summary

	Purpose, aims and objectives
	Digitally modernise passenger-flow and freight coordination after hub closure. Objectives: live passenger information, flow monitoring, freight scheduling, dashboard reporting and secure data sharing.

	Key stakeholders
	Local authority, transport authority, rail/bus operators, freight companies, passengers, businesses, residents, emergency services, suppliers, cybersecurity specialists, accessibility groups, regulators and funders.

	Desired results
	A functioning digital coordination system that improves disruption management, service visibility, freight planning, passenger confidence, accessibility and public accountability.

	Measures of success
	Delivery within schedule and budget; successful pilot; reliable live updates; dashboard use; completed training; secure data-sharing; positive feedback; fewer information complaints.


	Work package
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The Gantt Chart converts the WBS into a nine-month schedule by showing activity duration, sequencing and overlaps. Gantt charts support progress control because they present task timing and dependencies in a simple visual form (Maylor, 2010).
Table 4: Gantt Chart
The schedule starts with initiation, governance and reporting, followed by requirements analysis and procurement. Early requirements work is essential because inaccurate assumptions about passenger behaviour, freight demand or operator data could weaken the technical design. Development occurs in Months 3-5, while data governance and cybersecurity run alongside design, build and testing. Pilot testing occurs in Months 5-6, training in Months 6-7 and full rollout from Month 7. The staged approach reduces delivery risk by testing the system before wider implementation. The overlap between cybersecurity, development and testing also prevents security from becoming a late correction, which is important where public confidence depends on reliable and protected digital services.
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Stakeholder involvement is essential because the project affects public services, business continuity, accessibility, passenger experience and local recovery. Stakeholders can influence success through resources, cooperation, expectations or resistance. Freeman (1984) defines stakeholders as groups that affect or are affected by organisational objectives, while Bourne (2016) emphasises active engagement to build support and reduce opposition.
Table 5: Stakeholder involvement plan
	Stakeholder
	Interest
	Influence
	Required involvement

	Local authority/city council
	Service recovery, funding, accountability
	High
	Sponsor, approve budget, govern and report

	Transport authority
	Network coordination and safety
	High
	Lead operations and share data

	Rail, bus and coach operators
	Service continuity and route planning
	High
	Provide live service data and test systems

	Freight operators/local businesses
	Reliable delivery and supply continuity
	Med/High
	Use scheduling platform and provide feedback

	Commuters/passengers
	Accurate information and reduced delay
	Medium
	Provide feedback and use information channels

	Residents/community groups
	Reduced disruption and accessible communication
	Medium
	Consultation and feedback

	Accessibility groups
	Inclusive design and communication
	Medium
	Review formats and advise on needs

	Digital suppliers
	Technical delivery and system performance
	High
	Design, build, test and support

	Regulators/safety bodies
	Compliance, safety and data protection
	High
	Review compliance requirements


High-power stakeholders require close management because they control funding, compliance, data or delivery capability. Passengers, residents, accessibility groups and businesses require consultation because the system must meet practical user needs. Engagement will combine governance meetings, operational workshops, supplier reviews, public updates and feedback channels. This approach helps build ownership, reduce resistance and improve design quality before full rollout.
Table 6 uses a RACI matrix to clarify participation in key activities. R means responsible, A accountable, C consulted and I informed.
Table 6: RACI matrix
	Activity
	PM
	Sponsor
	Transport Authority
	Supplier
	Cyber/Data
	Comms

	Approve brief and budget
	R
	A
	C
	I
	I
	I

	Gather requirements
	A
	C
	R
	C
	C
	C

	Select supplier
	R
	A
	C
	C
	C
	I

	Design system
	A
	C
	C
	R
	C
	I

	Establish data/cyber controls
	A
	C
	C
	R
	R
	I

	Pilot and testing
	A
	I
	R
	R
	C
	C

	Training and public communication
	A
	I
	C
	C
	I
	R

	Handover and closure
	R
	A
	C
	C
	C
	I
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Resource allocation ensures that the project has the people, technology, finance and specialist expertise required to deliver agreed outputs. Poor allocation of skills, budget or responsibilities can cause delay, cost growth and quality issues (Lock, 2020). Competence is also important because project performance depends on technical, contextual and behavioural capability (Crawford, 2005).
Table 7: Resource allocation plan
	Category
	Resources
	Purpose

	Project management
	Project manager, support officer, board
	Controls scope, schedule, budget, reports and risks

	Technical delivery
	Developer, data analyst, integration specialist, dashboard designer
	Builds information, monitoring, freight and dashboard functions

	Cybersecurity/data
	Cybersecurity specialist, DPO, governance lead
	Ensures secure design, access control and compliance

	Transport operations
	Authority, rail/bus leads, freight lead
	Provides service data, routes and scheduling input

	Stakeholder engagement
	Communications officer, accessibility adviser, business liaison
	Supports consultation, accessible communication and adoption

	Training/support
	Training lead, helpdesk, supplier support
	Trains staff and resolves early issues

	Financial resources
	Budget, contingency fund, procurement allowance
	Funds supplier contracts, software, testing and risk response


Technical resources peak during design, development, testing and rollout, while communication and stakeholder resources remain active throughout. A contingency allowance is required for supplier delay, integration issues, extra testing or accessibility improvements. Resource use will be reviewed against the Gantt Chart so that specialist support is available at the right stage and inactive capacity is avoided. This is important in a public-sector project where budget control and value for money must be visible to sponsors and stakeholders.
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Risk analysis is required because the project is delivered under public pressure, relies on connected digital systems and depends on cooperation between organisations. Risk management should identify, assess, respond to and monitor uncertainty throughout the lifecycle (Hillson and Simon, 2020). Broader risk thinking also supports decisions where uncertainty affects cost, time, quality and stakeholder outcomes (Chapman and Ward, 2011).
Table 8: Risk register
	Risk
	Likelihood
	Impact
	Mitigation/response

	System integration failure
	Med
	High
	Early technical mapping, phased integration and interface testing

	Inaccurate or delayed live data
	Med
	High
	Set data standards, owners and quality monitoring

	Cybersecurity breach
	Med
	High
	Access controls, supplier checks, penetration testing and response plan

	Low user adoption
	Med
	Med
	Training, guidance, stakeholder briefings and feedback channels

	Digital exclusion
	Med
	Med
	Screens, printed guidance, helpline and accessible formats

	Supplier delay or weak performance
	Med
	High
	Milestones, service levels, reviews and contingency

	Stakeholder disagreement
	Med
	Med
	Governance meetings, escalation routes and data protocols

	Public dissatisfaction during rollout
	Med
	High
	Pilot first, communicate clearly and resolve issues quickly


The highest-priority risks are integration failure, poor data quality, cybersecurity threats and supplier delay because they affect system reliability and public confidence. Risk control will use regular reviews, supplier performance meetings, pilot testing, issue logs and stakeholder reporting. The register remains live throughout procurement, development, testing and rollout. Each high-priority risk requires a named owner, review date and escalation route so that warning signs are acted on early rather than after disruption becomes visible to passengers or freight users.
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In conclusion, this Project Management Plan proposes a controlled and structured approach for delivering the digital modernisation of passenger flow and logistics coordination following the closure of a major UK metropolitan transport hub. The project is justified because the closure has created urgent disruption for passengers, freight operators, local businesses, transport providers and public authorities. While full physical redevelopment is likely to require significant time, funding, planning approval and construction activity, digital modernisation offers a faster and more practical operational response. It can improve coordination during the closure period while also supporting the wider regeneration programme.
The proposed project will deliver real-time passenger information, passenger-flow monitoring, freight scheduling, an integrated operational dashboard, secure data-sharing arrangements, staff training and stakeholder communication. These outputs are designed to reduce uncertainty, improve operational visibility and support more effective decision-making across the transport network. The project also contributes to wider strategic objectives by supporting accessibility, resilience, economic recovery, sustainability and public confidence.
The plan applies a range of project management tools to demonstrate how the project will be delivered successfully. The Work Breakdown Structure defines the main work packages and deliverables, while the Quad Chart summarises the project’s purpose, stakeholders, desired results and success measures. The Gantt Chart provides a nine-month implementation schedule, and the stakeholder analysis and RACI matrix clarify involvement, accountability and communication requirements. The resource plan identifies the people, technology, financial resources and specialist expertise needed, while the risk register supports proactive management of technical, operational, cybersecurity, supplier and adoption risks.
Successful implementation depends on strong governance, clear responsibilities, secure data sharing, stakeholder cooperation, accessible communication and continuous monitoring throughout the project lifecycle. If delivered effectively, the digital coordination system will reduce disruption, improve passenger and freight coordination, support affected users and provide local authorities with better evidence for managing the wider regeneration programme. Overall, the proposal provides a realistic and value-focused project response to the transport hub closure.
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