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[bookmark: _Toc234496111]Part B – Reflect critically on the feedback received from tutor and peers
[bookmark: _Toc234496112]Overview
I have demonstrated the poster pitching regarding the purpose project to the stakeholders in class in front of my peers and tutor. The project is based on - Digital transformation programme at Leeds City Transport Hub to integrate passenger flow and the freight coordination system.According to the feedback of the tutor, I have evaluated that the overall demonstration of the poster is coherent and effective in the fulfilment of the requirement of assessment criteria. The proper understanding of the overall role of digital transformation in the maintenance of passenger flow and freight coordination is marked as a relevant, clear and measurable topic associated with the theme of modern safety and accessibility standards. 
[bookmark: _Toc234496113]Key strengths
The estimated key strength from the feedback is found in the clear focus on digital modernisation and operation and efficiency covering relevant and measurable objectives. The particular area of congestion reduction, real time data dashboard, system integration and service improvement are identified as relevant in terms of removing the challenges of passenger flow. 
It is clarified from the feedback that the execution of the stakeholder table becomes another strength to provide an overview of the interference of the stakeholders along with the discussion of strategic value that demonstrates the part of economic, operational and customer service awareness. The overall benefit will eventually help to figure out the delivery area of digital transformation providing customer benefits which are evaluated as good alignment with the scenario of the project.
[bookmark: _Toc234496114]Areas of improvement 
I would like to reflect the areas of improvement that are associated with the application of project management tools and techniques in a more in-depth way. Apart from the requirement in the brief, I have got the instructions to include some additional areas like stakeholder mapping, risk matrix, governance structure and project schedule to support the evidence of project management knowledge. The stronger application of project management methodologies are suggested to me for deeper critical analysis along with a more visually engaging presentation to achieve a higher grade. 
[bookmark: _Toc234496115]Changes in final project management plan 
I have to perform the subsequent part of the project management plan following the provided feedback. The overall area of planning, the theme of the project, aim and objectives along with the rationale will remain unchanged since they are relevant and coherent as per the feedback of the tutor. I have discussed with my peers regarding the visual engagement and decided to use more project management tools to make it clearer with a high level of critical analysis. 
It is obvious from the feedback that I am in the right way to proceed with the project management plan where the project rationale is clearly linked to the challenges of modern times. I will bring changes in the engagement of the stakeholders bringing different diagrams and graphics to make it more attractive and informative. 
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[bookmark: _Toc235110825]Executive Summary 
A digital transformation program is designed in this program plan at Leeds City transport hub to look into the development of an integrated digital platform along with the synchronisation of freight-coordinated activities. The project is associated with the purpose of addressing the current challenge of congestion, limited visibility and operational inefficiency to deal with the purpose of safety concerns. 
The development of a structured approach and also the involvement of planning and design are associated with the purpose of integration, procurement, development of the system, training and also the purpose of fulfilling the options of a centralised dashboard. The project is going to be done focusing on the agile approach and the core elements of agile techniques, which will look into the system of enhancing service quality, along with the development of safety standards to optimise the overall freight movement, and support the purpose of Leeds City Transport's ambition.
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[bookmark: _Toc235110826]Part C: Project Management Plan 
[bookmark: _Toc235110827]Introduction 
Project title - Digital transformation programme at Leeds City Transport Hub to integrate passenger flow and the freight coordination system.
Project description 
The project of this digital transformation program is designed at Leeds City transport hub for the implementation and integration between digital platforms, which will coordinate the movement of the passenger and look into the freight operations through an integrated intelligent system (Tengilimogluet al., 2024). The project looks for the overall development of operation and efficiency, along with the reduction of congestion during the peak time to maintain the overall safety and enhance the process of real-time monitoring, along with the estimation of data-driven decision-making (Champion and Lee, 2025).
The purpose of this platform is to provide the stakeholders and the transport managers with a proper dashboard, the system of predictive analytics and also the process of automated coordination tools to ensure the assurance of smooth progression of passenger flow, along with the maintenance of efficient movement of the freight. The conceptual area of the program eventually helps to support the concept of modernisation along with the transport infrastructure to contribute to the development of a smart, safe and sustainable transport hub (Leong et al., 2024).
[bookmark: _Toc235110828]Approaches and techniques 
The assurance of the successful completion and delivery of the project will be associated with the selection of a proper approach. 
An agile approach is selected for the overall progression of the project, focusing on the structure, planning, adaptability, delivery and risk handling process of the overall research. The iterative cycles of this approach will be helpful to deliver functional increments of the project, along with the flexibility of adopting changes with new ideas and also the incorporation of the purposes at any stage. The review of the clients and the continuous process of feedback will be helpful for the dynamic projection of digital transformation with the constant process of evolving. Along with the rapid iterative process, there will be cross-functional alignment and data-relevant feedback that will be effective for the system of estimating new technology, along with the purpose of qualitative feedback and ensuring and delivering practical value(Leong et al., 2024). 
The key technique of this agile approach will be associated with the system of effective project management. The core processes of agile iteration, realistic planning, beneficial management and continuous governance are related to the actionable breakdown with a foundational framework to look into the system of digital transformation (Naji et al., 2024).
The process of priority management of the project will be followed by the core technique of iteration. The estimation of product backlog, the assurance of valuable functionalities and the system of fast delivery will be associated with the agile approach to deal with the process of system integration and also the collaboration with the stakeholders through the identification of the project life cycle (Samuelsonand Stehn, 2023).
[bookmark: _Toc235110829]Project aim and objectives
The project aims to integrate a digital platform which will maintain the balance between passenger flow and the coordination of the freight system. 
Objectives 
· To integrate the flow of the passengers and freight operational system within 20 months. 
· To reduce the congestion of the passengers through digital operation by 20% at the peak time
· To provide real-time dashboards for the operation and maintenance of the transport manager and stakeholders 
· To maintain modern safety and improve efficiency across the Leeds City transport hub by at least 15% within 2 years
[bookmark: _Toc235110830]Scope 
In scope
The design and development of the Integrated digital platform for the passengers and freight management will be helpful for the implementation of real-time monitoring. The scope of integrating the existing passenger flow and the deployment of data analytics tools will be helpful for the management of congestion and the optimisation of operations. The possible area of installation and integration of different types of sensors through the execution of a digital transformation program will eventually help to develop the network of communication and to look into the process of system administration. The system of performance monitoring, the commissioned purpose of the integrated system and improvement of operation and efficiency will help to look forward to the maintenance of safety and security.
Desirables 
Some desirables are there to be followed for the management and betterment of the City transport hub, which are associated with complicated operations. The major physical expansion of the hub, construction of new infrastructure, changes in the area of regulations and development of unrelated systems are all associated with the out-of-scope that need proper investment and ample amount of time.
Key deliverables 
Integrated flow of passengers along with the management of freight through a digital system 
Real-time operation dashboard 
Prema for data integration 
Management of efficiency and safety monitoring 
Completion of the project and evaluation of performance 

Boundaries 
The measurement of success will be associated with the objectives of reducing congestion by 20%. The only focus of this project is on the implementation of the operation and efficiency of the transport hub. Time and budget constraints are also found in the overall planning of the project that needs to be completed within 20 months.
[bookmark: _Toc235110831]Work breakdown structure (WBS)
The work breakdown structure is associated with the activities of the project, which are divided into small components to estimate the overall progress along with the area of deliverables. 
	Level 
	Project areas 
	Sub-areas 
	Activities 

	1.
	1.0 Project Initiation
	1.1 Initiation and planning 
	1.1.1 Development of the business case, estimation of project objectives and preparation of the charter

	
	
	
	1.1.2 Development of an agile project management plan along with the system of communication and risk management

	
	
	
	1.1.3 Analysis of the existing passenger flow, along with the dashboard design to deal with the process of platform development and system integration.  

	2.
	2.0 Designing and analysing the process
	2.1 process of system design
	2.1.1 Proper analysis of the passenger flow

	
	
	
	2.1.2 Design System Architecture

	
	
	
	2..1.3 the dashboard interface of the database

	
	
	
	2.1.4 Estimation of the Cyber Security Framework

	3.
	3.0 Implementation
	3.1 Testing 
	3..1.1 functional testing

	
	
	
	3.1.2 Security Estimation

	
	
	3.2 training and development  
	3.2.1 The process of staff training workshop

	
	
	3.3 Assurance of quality 
	3.3.1 Correction and validation of the defect

	
	
	
	3.3.2 operational process of supporting

	4. 
	4.0 Monitoring and control
	4.1 KPI 

	4.1.1 Estimation of the congestion level

	
	
	
	4.1.2 Monitoring the coordination performance of the freights

	
	
	
	4.1.3 Accumulation of stakeholder feedback

	
	
	
	4.2.1 Safety and efficiency of the KPIs

	5
	5.0 Closure 
	5.1 Final evaluation and submission
	5.1.1 Final review of the project
5.1.2 Documentation of the learned areas 
5.1.3 Approval of the closure of the project 


Source: Author
[bookmark: _Toc235110832]Quad Chart 
Theexplanation of this project is associated with the highlighting area of a specific research to provide the opportunity of concept, value and the overall preparation of the work.
	Overview 
	Objectives 

	The development and implementation of an Integrated digital platform for the maintenance of passenger flow, along with the management of freight operations. 
The systematic purpose of identifying visibility, the improvement of operational efficiency and the development of safety standards are all related to the area of the transport hub (Tengilimogluet al., 2024).
	To integrate the flow of the passengers and freight operational system within 20 months. 
To reduce the congestion of the passengers through digital operation by 20% at the peak time
To provide real-time dashboards for the operation and maintenance of the transport manager and stakeholders 
To maintain modern safety and improve efficiency across the Leeds City transport hub by at least 15% within 2 years


	Deliverables 
	Success measurement

	The overall integration of the transport system
The process of passenger flow monitoring 
Estimation of a real-time operational dashboard 
Staff training programmes looking into the system of the interactive dashboard, along with operational data analytics, testing, and deployment 
Development of an IoT network for optimisation of performance
	The beneficial area of this project will be found in the improvement of safety compliance of monitoring. 
The overall project is associated with the reduction in passenger congestion. 
The improved process of decision-making, the enhanced level and area of passenger experience with freight efficiency, and the improvement of the safety and operational performance of the company will be followed by the increasing process of sustainable operations (Lamand Tang, 2023).


Source: Author
[bookmark: _Toc235110833]Gantt Chart 
The implementation of this visual management tool will be associated with the illustration of the schedule of the project by mapping the tasks according to the estimated timeline.
	Activities 
	Months 

	
	1-2
	2-4
	4-8
	8-10
	10-12
	12-14
	14-16
	16-18
	18-20 

	Initiation and planning
	
	
	
	
	
	
	
	
	

	Analysis of the requirements
	
	
	
	
	
	
	
	
	

	Design and system
	
	
	
	
	
	
	
	
	

	Hardware and software procurement 
	
	
	
	
	
	
	
	
	

	Establishment of the platform 
	
	
	
	
	
	
	
	
	

	Integration of the system
	
	
	
	
	
	
	
	
	

	Staff training
	
	
	
	
	
	
	
	
	

	Evaluation 
	
	
	
	
	
	
	
	
	

	Closure
	
	
	
	
	
	
	
	
	


Source: Author
[bookmark: _Toc235110834]Stakeholders' involvement
Stakeholder involvement is associated with the completion of the overall project since the project deals with multiple groups of responsibilities for the transportation of the passengers and the system of digital implementation (Mutambik, 2024).
	Stakeholders 
	Power 
	Interest 
	Grid
	Engagement strategies 

	Project manager
	High 
	High
	Manage closely 
	The involvement of the project manager in strategic decision-making will relate to the approval of the milestones with a regular process of reporting.

	Product Owner
	High
	High
	Manage closely
	The continuous process of engagement in the management of priorities for the backlogs, and also the acceptance of proper deliverables.

	Transport operation managers 
	High
	Medium
	Keep informed 
	Engagement and participation in the full film of the sprint review and testing regarding the overall system of digital transformation. The operation and process of decision-making will also be associated with the duty of the transport operation managers (Liu and Li, 2022).

	Freight operators
	High
	High
	Keep informed
	Involvement of workshop and feedback session to ensure the overall process of operation and requirements.

	Suppliers 
	Medium 
	High
	Keep informed
	The execution of priority management according to the necessity of the project, and also maintain the overall system of supply chain to deal with the process of smooth operation (Jalkanen, 2023).

	Agile project team 
	High 
	High
	Manage closely 
	The proper process of participation in daily stand-up, along with the system of development, retrospection, and proper testing.

	Technology vendor 
	Medium 
	Medium
	Keep satisfied
	Maintenance of regular communication to deal with the process of external suppliers about delivery and look into the requirements of integration for technical support.

	Local authorities 
	Medium 
	Medium 
	Keep satisfied
	Provision and compliance of reports along with different types of safety updates, and the systematic progression of required status information.


Source: Author
[bookmark: _Toc235110835]Allocation of resources
Resource allocation is associated with the strategic purpose of assigning available assets, focusing on capital, budget, technology and a specific area of projection. The goal of this process is associated with the maximisation of project efficiency, prevention of the challenges to fulfil the aim and objective of the project, along with the balancing of the workload of the team members (Wanget al., 2024).
	Category of the resources
	Persons/tools
	Responsibilities

	Management of the project
	Project manager and coordinator
	Overall planning and monitoring of the project for its smooth progression, along with the purpose of managing risk and dealing with stakeholder communication. 

	Business analysis
	Business analysts
	The proper analysis of the requirements and their gathering. The analysis process will also help to deal with the concept of process mapping, along with the purpose of consultation with the stakeholders.

	Technical team
	Software developers 
Architect 
System integrator 
	The design of the platform will be done by the architect. The software developer will look into the development of the relevant software, and integration management will relate to the purpose of managing the flow of passengers and the overall freight system.

	Data analytics
	Engineers and specialists
	The establishment of the dashboard follows the requirements of the system and the process of data integration by the specialist to deal with the concept of real-time analytics.

	Overall infrastructure
	IT Engineers and specialists
	The installation of hardware, systematic progress of the overall cloud service and also the purpose to maintain the security of the network.

	Quality assurance
	Quality tester
	The successful completion of the project focuses on the purpose of functional performance and proper maintenance of security with testing.

	Training and change management
	Training manager
	Adoption of different types of changes and their eventual application through training and development to enhance the purpose of operational support.

	Additional team for the operation 
	Transport manager 
Freight coordinator 

	The estimation of system validation, identification of operational efficiency, and the overall acceptance of testing.

	Resources of technology
	Database management system and software 
Cloud platform 
Dashboard
	Real-time monitoring will be estimated for covering the overall system of passenger tracking, freight coordination and reporting.


Source: Author
[bookmark: _Toc235110836]Risk Analysis 
The implementation of the RACI Matrix is associated with the process of risk management, which will be continuous in the process of the agile approach. The view of the risk and the estimation of the areas will be associated with the risk register and coordination to deal with the process of risk-related priorities (Gimmer et al., 2024).
R = Responsible 
A = Accountable
C = Consulted
I = Informed


	Deliverables 
	Project manager 
	Product owner 
	Agile team 
	Digital infrastructure 
	Transport operation manager 
	Local authorities 

	Identification of the risk 
	R
	I
	R
	R
	A
	R

	Assessment and priority 
	C
	R
	R
	C
	A
	R

	Mitigation plan 
	C
	A
	R
	R
	R
	C

	Cybersecurity risks 
	A
	C
	R
	C
	R
	I

	Operational disruption 
	C
	R
	I
	C
	R
	I

	Regulatory compliance 
	R
	R
	C
	R
	I
	C

	Critical risks 
	R
	A
	C
	I
	R
	A


Source: Author
[bookmark: _Toc235110837]Conclusion 
The overall planning of the digital transformation program at Leeds City Transport Hub is designed for the development of a unified digital system. The integration between the flow of the passenger and its overall management, and also the coordination of the freight, will be significantly effective for the overall management and deployment of the intelligent digital platform. The overall regeneration of the Central hub and also the maintenance of modern safety with the accessibility standard will be followed by the development of this project. The coordinator of the redevelopment project will be associated with the Restoration of transport capacity, along with the maintenance of inclusive urban design principles and the maintenance of digital infrastructure. The estimation of the project enhances the purpose of operational visibility, reduction of congestion, real-time decision support and improvement of efficiency within the estimated timeline. The successful completion of the overall estimated project will be beneficial for the development of a smart and safe, digitally transformed central hub for the overall management of the challenges.
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