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1. [bookmark: _Toc102588527]Introduction
Project management can be defined as the organizing, doing strategic planning and implementing necessary action required to successfully complete a project or a task despite having project constraints (San Cristóbal et al., 2018). Also, project management is important because, it allows a systematic and streamlined approach to finishing and project and assists in combating and overcoming project constraints and/or barriers (San Cristóbal et al., 2018). For this project report, a Virtual Delivery System Project within the education system of the University of Wales Trinity Saint David London Campus has been selected.                                                        
 Due to the Covid-19 pandemic and subsequent lockdowns, the brick-and-mortar campus was closed, and the mode of education was switched to online for the entire campus. Now as the government protocols are changing and life is coming back to normal, a Hybrid Delivery Mode of education has been decided where some students will be coming on campus and some students off-campus. This project will revolve around how to implement this Hybrid delivery system that at a later stage slowly be changed into a face-to-face delivery system via the implementation of successful project management within February 2022. The remote learning technology imposed on academia by the Covid-19 pandemic introduced new features to the classroom experience that have the potential to reshape the classroom of the future as well as international legal education. On our own campus, pandemic pedagogy has prompted us to reconsider the traditional classroom in favor of a more interactive and flexible experience known as “HyFlex” (Graffy, 2021).

2. [bookmark: _Toc102588528]Construction of Project

2.1. [bookmark: _Toc102588529]Project Goal
To successfully integrate a Hybrid Education Delivery Project within February 2022 in the University of Wales Trinity Saint David London Campus.


2.2. [bookmark: _Toc102588530]Project objectives and scope
The project objectives have been defined in form of SMART objectives below.
	Specific
	Measurable
	Achievable
	Realistic
	Time

	To set hybrid classrooms for 500 students
	Increase in the satisfaction of the students

	Yes, and complete availability of resources
	Yes, the time frame is realistically feasible.
	Yes, it is time-bound and must be completed within February 2022

	To enhance the student-teacher engagement
	Student engagement in lectures to be increased up to 80%
	Yes, as limitations of both offline and online learning modes have been understood
	Yes, the mentors and professors have enough resources and experience to make this objective reality.
	It is time-bound but further improvements can also be added along the way

	To install Microsoft Team Technology to support the Hybrid Education Delivery system
	The entire installed system runs smoothly without any technical glitch
	Yes, it is achievable as all the required funds and resources are accessible.
	Yes, it is realistic. Although chances of technical issues will persist.
	Yes, it must be completed within January 2022


(Source: self-made)


2.3. [bookmark: _Toc102588531]Project parameters
The project parameters include the setting up a total of 8 lecture halls with 30 students each in physical classroom education. The rest of the students will be provided online education mode with a batch of 30 students in each batch. Microsoft’s Teams technology will record all the lectures in brick-and-mortar classrooms and use standard Hy Flex configuration to do that. A high-quality PC system, audio-video recorders, speakers, and HDMI control panel would be part of the system requirements along with several USB cables.

2.4. [bookmark: _Toc102588532]Expected quality
In order to ensure international quality standards, all the Microsoft Teams Technology PC to be used will be PAT tested and audio-visual recorders would be TASCAM DR - 40X which is known for exceptional audio-visual quality. Microsoft Technology provides an HDMI control panel with its top of the range equipment and Amazon Basics USB for HDMI use will be bought as it is both high in quality and affordable in price.
2.5. [bookmark: _Toc102588533]Budget Assumption and Cost break-up
The estimated cost to implement this project including staff expenses, miscellaneous costs and equipment merchandise costs is around 150,000 pounds. Cost Break-up has been provided below. The costs for the required equipment have been assumed as per the market price research for the products’ make and model in the present market of the UK.
    
	Equipment
	Cost (in Pounds)

	HDMI cable of Amazon Basics (30 pieces)
	180

	Audio-visual recorders (20 pieces)
	3,100

	Speakers (25 pieces)
	1,000

	Microsoft Technology commercial PC system (12 pieces)
	3,600

	HyFlex Classroom set-up (10)
	20,000

	Miscellaneous expenses
	1,500

	Staff expenses
	120,000

	Total =
	149,380


(Source: Self-made)
2.6. [bookmark: _Toc102588534]Time
The project will start in the first week of January 2022 and its end will commence in the last week of February. The Hybrid Education Delivery will in effect start from March second week.
2.7. [bookmark: _Toc102588535]Expected benefits from the project
The project will include 500 students and around 240 students per week will get to learn in offline physical classrooms which will improve students’ concentration and dedication, increase attendance, enhance student-teacher engagement during and after the lectures, improve academic grades in assignments and end of the term exams and be able to provide a more satisfactory learning and teaching experience for both students and teachers respectively.
2.8. [bookmark: _Toc102588536]Assumption of the project
The assumptions of the project have been listed below.
· The university authorities are assumed to have agreed to enlist the professional help of Microsoft’s Teams Technology.
· It is assumed that the board members and stakeholders have agreed to the fund requirement and allocation for the Hybrid Education Delivery Project.
· It is also assumed that the project is dealing with a total of 500 students at UWTSD London Campus.
· It assumes that the campus has the capacity to increase the virtual teaching and brick and mortar learning classrooms by June 2022.
3. [bookmark: _Toc102588537]Critical analysis 
3.1. [bookmark: _Toc102588538]Critical success factors
All the critical factors that can influence the success and sustenance of this Hybrid Education Delivery Project have been described and categorized below in a table format.
	Substantial
	Large
	Medium
	Small
	Negligible

	Competency of the project Head
	Support of top Management and board members
	Successful and detailed consultation with Microsoft Reams Technology
	Size of the project
	Technical glitches arising during the lectures in physical classroom (Bergantz and Gale, 2021)

	Leadership of the Project manager (Cornelius-Bell et al., 2021)
	Agreement of all primary stakeholders (Sanchez-Pizani et al., 2022)
	Ability of the people involved in the project to work as a team (Cornelius-Bell et al., 2021)
	Performance evaluation of the PC system and other equipment
	Nominal increase/change in budget during the implementation of the project

	Obtaining complete funds required (Sanchez-Pizani et al., 2022)
	Risks management and handling the project constraints (Cornelius-Bell et al., 2021)
	Urgency to implement project within 2 months
	Strategic planning in audio-visual recording
	

	Level of teacher-student engagement and students attendance level (Sanchez-Pizani et al., 2022)
	Technical ability of the university staff to record the lectures
	Technical errors arising in recording the lectures (Sanchez-Pizani et al., 2022)
	Motivation level of the professors and their leadership skills (Bergantz and Gale, 2021)
	

	
	Feedback from the students and an evaluation of their satisfaction level (Bergantz and Gale, 2021)
	Regular assessment of performance of professors and mentors
	Performing a SWOT analysis to find out the bottlenecks
	

	
	Motivation levels of the students
	Implementation of proper project management tools and technique
	
	

	
	Resource and budget estimation through effective RBS and CBS
	Developing SMART objectives
	
	


(Source: Self-made)
3.2. [bookmark: _Toc102588539]Project Constraints
Project constraints can be termed as the limitations and/or barriers in the implementation of a project which can defer, hinder and even, result in abolition of a project altogether. According to the project Management theory, there are 6 types of project constraints and for this project case report, the budget and customer satisfaction are the most relevant ones. From the Cost Breakdown structure, it can see viewed easily that the initial investment for this Hybrid Delivery project is substantial and owing to Covid-19 protocols, the University has seen a significant drop in the enrollment of 2020 and 2021 academic year batches thereby, lowering the profit margin while increasing the operating costs (significant investment was incurred to shift towards complete virtual delivery mode) (Nilson and Goodson, 2021). And hence, another substantial fund requirement would be seen as an issue by several stakeholders and even some of the investors. The next constraint that can be discussed is the customer satisfaction which in this case are the students themselves. The virtual delivery mode of education has resulted in loss of concentration, lower attendance, de-motivation and lower academic grades from the previous year’s records. As it has been almost two years, it would be difficult for the professors to engage the attention of the students in class and there is a high chance that the students would feel tired after attending a whole day of offline class. Moreover, the students who would be attending the lectures online may also feel disengaged with the lectures combined with feeling of isolation (Smith-Hawkins, 2021).
4. [bookmark: _Toc102588540]Investigation of the Project
4.1. [bookmark: _Toc102588541]Stakeholders and their involvement
If the Stakeholder’s theory is used to identify all the stakeholders in this Hybrid Education Delivery project, then, the primary stakeholders of UWTSD London Campus can be divided into 4 segment- a) Government, b) Suppliers, c) Investors, and d) Private owners (Lohmann et al., 2021). Now all the aforementioned stakeholders are actually part of the external stakeholder group. In UWTSD London Campus, government has a significant shareholding in the University along with some private owners. They hold the most power and the highest interest in this project (Al Pop et al., 2020). For the project, these stakeholders themselves decided this initiative and hence, managing or convincing them was not required. The next category forms of the high power but low interest groups that is the suppliers and the investors (Falqueto et al., 2020). There were selected for this category because all the investors of this university have investment in many businesses thus, any profit or loss would not lead them to financial default. Whilst for the suppliers like Microsoft, amazon, HyFlex, etc. the financial numbers spent for this project are too small but they do have the power for negotiating the price range and after-sales service and repair costs. The investors were made to understand the importance for the 50-50 virtual-offline classes via meetings and by a demonstration of students and parental feedback.
Also, the merchandise amount for equipment being moderate helped convincing the investors. The suppliers were negotiated successfully by showing them the possibility of doing future government projects and tenders of UWTSD London Campus thereby, steering them to view a long-term professional relationship and goodwill gain (Falqueto et al., 2020).             The next category consists of high interest but low power people and that includes the students because ultimately, it is they who would be at the receiving end of this project (Falqueto et al., 2020). And although, they have no direct power over how the project is formed or assessed but they do have indirect way of exercising power by providing feedback. It is only by the implementation of a successful project that this category can be convinced. The next category are the professors and employees who belong to the low                  interest and low power category because even with failure or ravishing success of the project, nothing much would change for this category of stakeholders but interestingly, it is them who actually provides the education, form materials and thus, they would need managing by an expert supervisor maybe, the educational head of the university or the chancellor (Cheshmberah, 2020). Both, the strong and the modest interest low power stakeholder groups, that is, students, employees and professors form the internal stakeholder category. All the stakeholders: internal or external are playing a very important role in the project cycle because their involvement is a key step which guarantee that project communication is operating accordingly (Murray and Simon, 2007).
4.2. [bookmark: _Toc102588542]Project Control Mechanisms
To control and supervise the project Vice-Chancellor and the head auditor was selected as the persons to head this Hybrid Delivery Project. Any shift in Project Milestones were to be notified to the Vice-Chancellor by the departmental heads and the suppliers with immediate effect. Therefore, it would the Vice-Chancellor who would decide how to mitigate the issue and/or to call meeting of all the stakeholders. Any increase in the budget estimation must be informed to the Head Auditor of the University and he/she would then have assessed the risks and the benefits of added monetary strain. The equipment delivery was checked by the departmental heads and also by the head of the technical staff recruited by the university and the quality checking and monitoring would be performed by the head of the technician. However, it is the duty of the Chancellor to motivate all the staff, employees and students so that resistance of the change management is minimum.
4.3. [bookmark: _Toc102588543]Communication Framework
As almost all the universities still run on a hierarchical system, it can be said that most communication occurs in a streamlined manner, that is, in a unidirectional manner resulting in more delegation than communication. However, as the entire education system has been turned upside down by Covid-19, it is necessary to develop an open communication plan based on reciprocal approach so that it benefits both the students’ career and the university’s brand name and value in the future. In London Campus, the entire academic system falls under the direct supervision of the Vice-Chancellor and hence, it is him that all the departmental academic head would report the project’s progress, monitoring and evaluation report. The report will be provided as sift copy through online mode. The next communication falls under the Chancellor where all the major stakeholders will provide their input, agreement and disagreement. They can be done both face-to-face and on telephone (Jongmuanwai et al., 2018). The head of the various suppliers will also directly communicate with him. But the employees of the suppliers will communicate with the technical staff of the university and with the finance department employees and subordinates (Thompson, 2018). This communication would be performed face-to-face. The next communication category is between the professors, administrators and the students and it is included students’ engagement, academic assessment, project performance, student satisfaction, etc. For students and administrators, the communication would be via email whilst, for professors and students, it would face-to-face or via facetime call during lectures (Jongmuanwai et al., 2018). The last category of communication is between professors and the departmental heads and technicians. This report and communication would be carried out by face-to-face, email, and via telephonic conversations.
4.4. [bookmark: _Toc102588544]Project milestones
	Milestones
	Duration

	Persuasion and agreement of primary stakeholders and investors
	Week 1-2

	Approval of Budget and allocation
	Week 2-3

	Assessments of risks and benefit
	Week 2-3

	Confirming the inbound supply chain
	Week 3-4

	Notification to professors and the students regarding Hybrid Education Delivery Project
	Week 3-4

	Completion of payment for the equipment
	Week 5-6

	Delivery and installation of the equipment
	Week 5-6

	Completion of quality check by the technicians
	Week 6-8

	Starting of the Hybrid Education delivery mode
	Week 9-12

	Obtaining feedback from students, professors and parents
	Week 12-14

	Evaluation of the Project performance and necessary improvements
	Week 15-19


(Source: Self-made)

5. [bookmark: _Toc102588545]Conclusion
In conclusion, it can be deduced that Hybrid Education Delivery Project was need of the hour for both the University and the students and the project scope was well within the realistically feasible range. This inference can be drawn from the critical success factors and project constraints that budget, leadership abilities and students-teacher engagement are extremely important in developing, controlling and monitory of this project. It can be concluded that the project milestones are extremely important to comprehend the success and progress level of this project and the communication and report play a crucial role in decoding the actual real-life problems and success involved with the project.
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