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[bookmark: _Toc233658604]Part B: Critical Reflection on Feedback
The feedback (provided in Appendix) suggests that the Part A poster is professional, coherent and has a good fit with the redevelopment scenario. The clearest strength of the poster is its logical justification for full redevelopment rather than relying on temporary or purely digital solutions. Closing the hub is linked to commuter disruption, delayed freight, local economic impacts and public dissatisfaction, which makes the project not just a construction project, but a strategic recovery intervention. Another advantage is the well-defined scope boundary. The poster reduces the risk of scope creep by excluding unnecessary rail extensions, housing development and private fleet replacement, demonstrating project discipline. The stakeholder section is also effective because it considers authorities, operators, commuters, residents, businesses, contractors, accessibility groups and environmental interests.
The feedback also highlights some areas for improvement for the portfolio to achieve a higher distinction level. The first major improvement is to make the project objectives more measurable. The aims of the poster meet the criteria of relevance but are mostly stated as intentions. The final plan therefore converts them into SMART targets, including reopening the hub by December 2029, restoring 95% of core interchange capacity, achieving full step-free public access, and reducing embodied carbon by at least 20% against the baseline design. These targets provide stronger evidence for gateway decisions, increase funding confidence, confirm post-opening benefits and make success easier to monitor and evaluate.
The second improvement is the enhanced use of project management tools. The final plan will, therefore, feature a work breakdown structure, quad chart, Gantt chart, stakeholder power-interest matrix, resource allocation chart and risk heat map. These tools convert the poster proposal into a deliverable management system. They show scope, phasing, stakeholder priorities, resource demand and risk controls, while also explaining how theory can be applied to a real infrastructure project rather than described in isolation. This strengthens accountability throughout the project life cycle for sponsors and stakeholders.
The third enhancement is deeper risk and trade-off analysis. The poster identifies key risks, and the final plan covers their implications in terms of mitigation, ownership and delivery. Value engineering and contingency control are linked to cost escalation; critical-path monitoring is linked to schedule delay; interface testing and cybersecurity assurance are linked to digital integration; and business liaison and transparent communication are linked to public dissatisfaction. Overall, the feedback has influenced the final plan by increasing measurability, strengthening tool-based planning and adding deeper analysis. This enhances the portfolio as a whole, demonstrating skills in the practical application of project management.


[bookmark: _Toc233658605]Part C: Project Management Plan
[bookmark: _Toc233658606]1. Introduction
This project management plan is for stakeholders who are responsible for the MetroHub Renewal Project: the redevelopment of the entire closed central transport hub in a major UK metropolitan city. The chosen option is supported on the grounds that the current hub has become structurally and operationally unsafe, and any temporary or short-term digital solutions would not ensure safe capacity, accessibility or long-term resilience. The delivery strategy uses a hybrid project management approach, combining stage-gate control for construction with agile techniques for digital systems integration. Stage-gate governance from PRINCE2 helps justify the business case, roles and responsibilities, and decision-making control (PeopleCert, 2023). PMBOK performance domains support planning, stakeholder engagement, risk management and benefits focus (Dessi, et al. 2026). ISO 21502 reinforces structured project management guidance across planning, delivery, control and closure (Takagi, & Varajão, 2025). Structural construction requires predictive control because it depends on design approvals, safety assurance, procurement and physical sequencing. Digital passenger flow, ticketing and logistics coordination work packages require iterative testing with users. A purely waterfall approach would be too rigid for stakeholder engagement, technology integration and operational continuity.
The strategic case is also solid. Redevelopment needs to be designed with low-carbon considerations because transport remains a major source of UK emissions (Department for Energy Security and Net Zero, 2025). The project should also support an integrated and greener multimodal transport system (Department for Transport, 2021). The project therefore seeks to reopen an environment that is safe, inclusive and sets the foundation for digital access, whilst respecting public value.
The governance model will be through a Project Board led by the senior responsible owner. The Project Board membership will include the sponsor, finance lead, user representative, transport operators, commercial lead, design authority and safety assurance lead. This separation helps to facilitate delivery management and strategic decision making. The project manager will be responsible for the day-to-day delivery of the project, but the board will approve stage transitions, tolerances, major changes and exception plans. This is relevant as public infrastructure projects are political, operationally pressured and shaped by several funding interests. Clear governance minimises informal decision making and establishes an audit trail for value, safety and benefit decisions.
Project controls will be tailored and not cumbersome. The key controls are an integrated master schedule, cost baseline, risk register, issue log, change register, stakeholder log and quality plan and benefits realisation plan. A red/amber/green dashboard will be used for monthly reporting for safety, cost, time, scope, carbon, stakeholder sentiment and operational readiness. The dashboard will not be an analysis tool – it will be a tool to draw attention to what needs to be looked at in-depth. For large construction packages which may be reliably measured in physical terms, earned value will be utilized. In the case of digital work packages, it will be more appropriate to use milestone-based acceptance and user testing, as software value will be based on functional and usable and an integrated product, not on the number of units installed.
Embedded in quality management will be the design review, gateway assurance, inspection plan and test plan and commissioning records. The quality standard is not a technical one. It also covers the usability, inclusion, maintainability and operational resilience. Way finding can be confusing or transfer routes inefficient and a design may meet engineering needs but not user needs. Thus, quality reviews will feature walk-throughs by operators, disabled user review panels and outputs from passenger simulations prior to irreversible construction decisions. Benefits management is going to pursue post-opening. The first-year benefit review will involve a comparison of forecast and actual performance in the areas of passenger capacity, accessibility, service reliability, business disruption recovery, carbon performance and customer satisfaction. It ensures that the project isn't solely assessed when it is completed and it helps to promote learning for future urban regeneration ventures.
A brief lessons-learned review will be carried out at each gateway to document assumptions, incidents, stakeholder concerns and corrective actions before weaknesses are repeated.
[bookmark: _Toc233658607]2. Project description
The project will upgrade the 40-year-old, unsafe interchange to a modern multimodal interchange featuring rail, bus, active travel routes, freight interface areas, customer information points and accessible waiting facilities. The local authority is the project sponsor, with the transport authority, public funding partners and operating companies supporting delivery. A two-stage design-and-build procurement route is recommended. The factors that make complex infrastructure schemes buildable should be incorporated from the early stages of project design, and market intelligence and supply-chain risk visibility should help inform the final cost of the project (Memari, et al. 2025). It is planned to deliver from August 2026 to December 2029, and benefits monitoring will be carried out in the first year of operation.
Requirements to be used in procurement will be outcome-based, rather than overly prescriptive. A comprehensive assessment of tenderers will be based on price, programme credibility, safety performance, carbon reduction, social value, digital integration capability and experience in similar transport schemes. This reduces the risk of selecting a low initial bid that later becomes expensive through claims, redesign or poor collaboration. Contract incentives should recognise early risk reporting, whole-life performance and not just speed. The commercial approach will also protect competition by packaging specialist digital and civil works carefully, so interfaces can be coordinated by the main contractor without excluding capable suppliers. This is imperative because the project's success relies on integrated delivery across infrastructure, technology and operations.
The main outcomes and deliverables are a redefined structural concourse, safe platforms and bus interchange interfaces, step-free access, legible wayfinding, real-time information, smart ticketing, digital passenger-flow management, freight coordination interfaces, energy efficient lighting, low-carbon materials, and documentation for operation handover. There are measurable success criteria. The core rail-bus interchange facilities will be restored to 95% or more of the baseline design by December 2029; 100% of the public rail-bus interchange facilities will be step-free by December 2029; passenger information systems will be 99% available during testing; and stakeholder satisfaction through post-opening surveys will be more than 75%. These targets directly address feedback on the poster's objectives that they need to be better measured.
[bookmark: _Toc233658608]3. Scope
Feasibility validation, surveys, concept design, planning approval support, detailed design, procurement, temporary passenger management, enabling works, demolition (where required), structural renewal, utilities diversion, construction, digital systems integration, accessibility works, sustainability measures, commissioning and handover are included within the project scope. Citywide rail expansion, unrelated commercial development, wider housing regeneration, private fleet replacement and long-term operation after the defects-liability period are excluded. The discipline of scope is relevant because large projects can experience cost growth where requirements are weakly controlled (National Audit Office, 2020). Wider evidence on major projects also shows the importance of disciplined front-end planning and scope control (Flyvbjerg and Gardner, 2023).
Change control will be controlled with a Project Board. Before approval any proposed change must have an identification of the reason for the change, the cost of the change, the programme effect, the safety effect, the carbon implication and the benefit impact of the change. Minor changes may be approved by the project manager in his/her delegated tolerance. Any changes that involve changes to budget, completion date or user benefits must be approved by the sponsor. This is a flexible approach that is balanced with accountability.
[bookmark: _Toc233658609]4. Work breakdown structure
The project is broken into smaller manageable control accounts in the work breakdown structure shown in Figure 1. WBS is used because it breaks scope into deliverables that can be scheduled and monitored (Kerzner, 2022). It also supports cost assignment and control-account ownership (Lock, 2020). In this project, the WBS eliminates ambiguity between civil works, digital works and operational transition work packages (Maylor, 2022).
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Figure 1: Work breakdown structure for MetroHub Renewal

The first WBS branch relates to governance, business case, reporting and assurance. The second one relates to surveys, concept design, consultation with stakeholders and statutory approvals. The third one covers temporary operations, hoarding, traffic management and utilities diversions. The fourth is about demolition, foundations, structural frame, concourse and platforms interfaces. The fifth is related to passenger information, smart ticketing, digital flow analytics, cyber testing and logistics coordination. The sixth is concerned with finishes, accessibility, energy systems and carbon controls. The last branch deals with integrated testing, employee training, safety certification, opening readiness and defects management. The work packages will be assigned names and criteria. This helps accountability to be transparent and enables Earned Value reporting.
[bookmark: _Toc233658610]5. Quad chart
The Project is summarized in a quad chart (Figure 2). It is intentionally short as a sponsor needs to have a single page control view prior to looking through detailed schedules or registers.
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Figure 2: Quad chart summary of project purpose, scope, outputs and controls.
The key take-away from the quad chart is that it's not just a construction scheme. It is a regeneration and service continuity program that has safety, economic, accessibility, carbon and digital outcomes that are interdependent. The quad chart will be revised at each stage boundary to allow Project Board to verify if the business justification is still valid.
[bookmark: _Toc233658611]6. Gantt chart
An indicative Gantt chart for the project is shown in Figure 3, which shows the project initiated, designed, procured, enabled, constructed, integrated with digital, commissioned and handed over. A schedule baseline will be approved after detailed design. Optimism bias and schedule compression often contribute to infrastructure underperformance (Flyvbjerg and Gardner, 2023). Recent major-project lessons also emphasise the need for realistic governance and decision-making checkpoints (Burgess, & Foulcher, 2025).
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Figure 3: Indicative Gantt chart for MetroHub Renewal
The sequence of planned activities starts with mobilisation and governance set-up from August to October 2026. Surveys, concept design and stakeholder consultation will continue from October 2026 to March 2027, while approvals and detailed design will run from March to November 2027. Procurement and early contractor involvement will take place from June to December 2027. Enabling works and temporary operations will run from October 2027 to June 2028, with temporary passenger routes and freight arrangements in place before major works. The main construction period is from April 2028 to July 2029. Digital integration and testing will run from March to December 2029, allowing software, data and operational interfaces to be tested before opening. Commissioning and handover will take place from October 2029 to January 2030, with public opening targeted for December 2029. The primary constraint is the need for timely approvals, access to land and market capacity. Governance reviews will therefore check schedule realism at every stage rather than simply assuming that the first plan is correct.
[bookmark: _Toc233658612]7. Stakeholder involvement
The project has a significant impact on daily passengers, commercial operators, the local community and public funding agencies and therefore stakeholder involvement is a key element. The stakeholder matrix shown in Figure 4 classifies the stakeholders according to their power and interest. High-power, high-interest stakeholders include the local authority, transport authority, rail and bus operators, freight representatives and public funding partners. They need formal representation on the board, monthly reporting and early escalation processes. Lower-power but high-interest stakeholders include commuters, disabled passengers, residents and local businesses. They need easy access to consultation, disruption notices, design workshops and feedback loops.
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Figure 4: Stakeholder power-interest matrix
A stakeholder engagement plan will be employed that is based on transparency, inclusion and evidence. Accessibility groups will be engaged throughout the design process considering inclusive mobility guidance which focuses on barrier removal and good access for disabled, luggage and families (Dropkin, & Smith, 2021). Construction phasing briefings will be provided locally to minimise the impact of trading. Operators will participate in the planning of possession, as well as in the interface with safety and timetable coordination. One of the drawbacks to consultation is that decision making may be delayed. But under-consultation means that there is more risk of objections, redesign, and reputational damage. The engagement strategy is thus based on targeted consultations at appropriate design moments instead of guided conversations throughout the delivery.
[bookmark: _Toc233658613]8. Allocation of resources
The distribution of resources is depicted in Figure 5. The project is required to have a sponsor, a senior responsible owner, a project manager, a commercial manager, a planner, a risk manager, a stakeholder lead, a design manager, a construction contractor, a digital systems supplier, a safety assurance lead, a sustainability adviser and a commissioning manager. Functional teams will increase in the construction phase, decrease in commissioning and handover phases.
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Figure 5: Indicative resource allocation by phase
Resources will be allocated per project phase. Strong governance and planning capacity is required during initiation. Multidisciplinary engineering, cost, carbon and accessibility skills are needed for design. Commercial, legal and technical evaluation is required for procurement. Site management, civil engineering, mechanical and electrical specialists, logistics coordinators and safety supervisors are the most important elements of the construction phase because they are responsible for the most labour-intensive work. Software, data, cybersecurity and operational testing specialists are required for digital integration. For commissioning, safety assurance, training and handover support are required. The staged approach is in line with the principle of project capability being matched to the delivery challenge (Arar, et al. 2025). It also reflects the need to align people, resources and governance with project complexity (Huemann and Turner, 2024).
Budget control will be implemented through baseline estimating, contingency management and monthly cost reporting. Carbon management should be treated as a core project constraint rather than an optional enhancement. Carbon targets must be integrated into design reviews, procurement scoring and change control as part of lifecycle carbon thinking, early collaboration and integrated decision making (British Standards Institution, 2023). In addition, the public value of options will be evaluated using Green Book logic, where options are assessed on costs, benefits and risks rather than lowest initial price (Mishan, & Quah, 2020).
[bookmark: _Toc233658614]9. Risk analysis
Figure 6 shows a risk heat map, which ranks the major risks according to their probability and impact. The most significant risks are escalating costs, schedule delays, complexity of diverting utilities, poor contractor performance, dissatisfied public, and failures to integrate digital. The risk management will be based on the live register with named owners, response actions and target scores and review dates.
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Figure 6: Risk heat map for key project threats
Cost escalation will be addressed by involving the contractor early, providing inflation allowances, applying value engineering and maintaining change control. Schedule delay will be minimised by realistic baseline planning, possession coordination, critical-path monitoring and stage-gate reviews. Utility diversion risk will be minimised through advance surveys and statutory undertaker agreements. Contractor underperformance will be managed through prequalification, performance bonds, milestone payments and reporting. Public dissatisfaction will be reduced through phased access arrangements, clear signage, business liaison meetings and rapid response procedures for disruption-related complaints. Digital integration failure will be reduced through open standards, interface testing, cybersecurity assurance and pilot trials before opening.
Trade-offs must be explicitly governed. Faster delivery may reduce the quality of consultation, while increasing sustainability requirements can lead to an increase in initial capital costs, and keeping live transport routes can slow construction. The safest, most accessible and best whole-life-value approach is recommended, even if this increases planning time. This is legitimate because a poorly managed reopening that fails operationally would damage public confidence and could increase long-term costs. Project controls need to be geared toward benefits instead of just time and budget. This approach is underpinned by the value-oriented principles of PMBOK (Dessi, et al. 2026). It also reflects the PRINCE2 principle of ongoing business justification (PeopleCert, 2023).
[bookmark: _Toc233658615]10. Conclusion
The most suitable project response is MetroHub Renewal because it takes a holistic approach to the hub closure and tackles the underlying cause of the closure: unsafe, outdated and operationally inadequate transport infrastructure. The plan turns the poster proposal into a controlled project management plan by setting measurable objectives, scope boundaries, WBS, quad chart, Gantt chart, stakeholder strategy, resource allocation and risk analysis. The suggested hybrid approach is suitable because physical infrastructure needs disciplined stage control and digital infrastructure needs iterative testing. The main constraints are uncertainty over approvals, cost inflation, construction disruption and stakeholder expectations. These restrictions are controlled through governance, contingency, consultation and clear decision-making. The project, when implemented as intended, will deliver capacity, enhance safety and accessibility, assist local economic recovery and integrate transport infrastructure with the net-zero and digital modernisation agenda.
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[bookmark: _Toc233658617]Appendix: Feedback Received
“You have produced a professional and well-structured poster that clearly addresses the redevelopment of the central transport hub. The project rationale effectively explains why full redevelopment is the most appropriate long-term solution, linking the closure of the hub to disruptions in commuter travel, freight logistics, and local economic activity. The aims, objectives, scope, stakeholders, risks, and strategic value are all clearly presented and aligned with the project scenario. The inclusion of sustainability considerations and digital modernisation demonstrates a good understanding of contemporary transport infrastructure priorities.
A key strength is the clarity and balance of the content. The scope and boundaries are particularly well defined, helping to establish realistic project expectations and prevent scope creep. The stakeholder section recognises the diverse groups affected by the project, while the discussion of risks and trade-offs demonstrates awareness of the practical challenges involved in delivering a major infrastructure programme. The inclusion of supporting evidence, such as the emissions chart, also strengthens the strategic justification for the project and highlights the importance of sustainable transport investment.
To strengthen the work further, the objectives could be made more measurable by including specific performance targets and timescales. Greater application of project management tools and techniques, such as stakeholder matrices, risk heat maps, governance structures, or project schedules, would provide stronger evidence of project management knowledge. Additionally, the risks and trade-offs could be explored in greater analytical depth, particularly regarding mitigation strategies and their implications for project delivery.
Overall, this is a strong poster that meets the assessment requirements effectively. The professional presentation, clear structure, and good integration of strategic considerations demonstrate a solid understanding of project management principles. Further use of project management tools and deeper critical analysis would help elevate the work to a higher distinction level.”
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MetroHub Renewal Quad Chart

Purpose

Restore safe rail, bus and freight
interchange capacity after the hub
closure.

Main outputs

Renewed concourse; accessible
routes; operator interfaces; low-
carbon systems; smart ticketing;
passenger-flow analytics; freight
coordination.

SMART objectives

Open Dec 2029; 95% core capacity;
100% step-free public routes; 99%
information availability; 20%
carbon reduction.

Controls and risks

Stage gates; WBS; baseline
schedule; cost and change control;
risk heat map; engagement plan;
benefits review.





image4.png
Indicative Project Schedule

Mobilisation and governance -
Surveys, concept design, consultation -

Approvals and detailed design

2080
Procurement and ECI -
Enabling works and temporary operations _

Main construction _
Digital integration and testing _
Commissioning and handover -

Aug Jan Jun Nov Apr Sep Feb Jul Dec
2026 2027 2027 2027 2028 2028 2029 2029 2029





image5.png
High power
Keep satisfied Manage closely
Regulators Local authority
i Emergency services Transport authority
g Operators and funders
o
Q
=
o
3
2
) Keep informed
] Monitor Commuters
L] General public Residents
Wider media Businesses
Accessibilty groups
Low power

Lowinterest High interest
Stakeholder interest




image6.png
Indicative FTE / equivalent effort

50

40

30

20

10

I PM/Governance
I Design/Assurance
B Construction

B Digital systems
I Commissioning

Init

Indicative Resource Allocation by Phase

I
B B

Design Procure Enable Build Digital

Commission




image7.png
Impact (1 low - 5 high)

Risk Heat Map

@ Utility diversions @ Cost escalation

@ Digital integration

o Approvals delay @ Contractor performance @ Schedule delay

@ Public dissatisfaction

2 3 4 5
Probability (1 low - 5 high)




image1.png
Full redevelopment of the central
transport hub to restore capacity, improve
safety and accessibility, and support
sustainable urban mobility.

1. Project Background and Rationale

In Novernber 2025, the closure of a major metropolitan transport hub in the UK disrupted commuter movement, |
freight logistics and local trading activity. Structural inspections found that the 40-year-old interchange no longer |
met modern safety and accessibility standards, while outdated systems constrained operaticnal efficiency. Short-
term temporary measures could ease pressure but would not solve the underlying infrastructure failure. Full |
redevelopment is therefore proposed as the most effective long-term response because it addresses the physical
defects, restores confidence and creates a resilient base for future mobility.

2. Project Aim and Objectives

Project aim: To deliver a safe, inclusive, digitally enabled and environmentally responsible transport hub that
restores multimodal connectivity and supports economic recovery.

* Restore reliable rail, bus and freight interchange capacity.
* Meet current safety, accessibility and operational standards.
* Integrate digital passenger-flow management, real-time information and logistics coerdination. .
* Improve user experience through step-free access, clear wayfinding and efficient interchange design.
¢ Embed low-carbon materials, energy-efficient systems and sustainable travel principles. [
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3. Scope and Boundaries
Project scope covers design, procurement, construction and commissioning of the redeveloped hub; structural
renewal; accessible entrances, lifts and circulation routes; passenger information systems; smart ticketing; digital
flow management; freight interface improvements; and sustainability measures such as efficient lighting and
lower-emission design solutions. Boundaries are equally important. The project excludes citywide rail expansion,
private fleet replacement, unrelated commercial redevelopment and wider housing regeneration beyond the
immediate hub interface. These exclusions protect focus, budget discipline and delivery accountability.

4
4. Key Stakeholders
Key stakeholders include the local authority, transport authority, rail, bus and freight operators, commuters, residents,
local businesses, emergency services, contractors, design consultants, accessibility advocacy groups, environmental
bodies and public funding partners. Continuous engagement is essential because stakeholder expectations influence
approvals, service continuity, legitimacy and long-term operational success.
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5. High-Level Risks and Trade-Offs
Major risks include cost escalation, schedule delay, supply-chain disruption, regulatory approvals, contractor
underperformance, integration failure in digital systems and public dissatisfaction caused by construction-phase
disruption. Important trade-offs include speed versus consultation, cost control versus sustainability investment
and construction efficiency versus maintaining transport continuity. These tensions require phased delivery,
realistic contingency planning, strong governance and transparent communication.

Y

6. Strategic Value of the Project UK greenhouse gas emlssmns by sector 2024 (provisional) [

357 — ———— ———
The project provides economic, social and envirenmental value.
It restores a critical rmr:tmlnt;;I asset, supports local commerce
and supply chains, and limits the reputational damage caused
by prolenged service failure. It also improves inclusion by
enabling safer and more accessible travel for disabled users,

older people and families
The figure shows why sustainable design matters: transport ]
remains the largest emitting sector in the UK. By combining
digital modemisation with low-carbon design, the redevelopment
aligns with net-zero ambitions while improving resilience,
passenger experience and data-informed coordination.
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Transport accounts for the largest share of UK Transport Buuldmgs & Industry  Agriculture  Electricity

emissions (30%), reinforcing the need for Eociiiuses supply
sustainable transport infrastructure. Figure 1. UK greenhouse gas emissions by sector, 2024 (provisional).
Source: DESNZ (2025).
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