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[bookmark: _Toc235922313][bookmark: _Toc235969204]Part B: Reflection on Feedback
The responses prove that the primary positive aspects of the poster include its visual appeal, rational structure and innovative approach to the transport-hub crisis. It further acknowledges that the proposal meets the assessment needs as it introduces the rationale, aims, and objectives, scope, stakeholders, risks, trade-offs and strategic value of digital modernisation. The participation of quantifiable performance goals and present-day transport and project-management instructions proved quite effective. These merits demonstrate that the chosen project is applicable to the situation and that the poster conveys a complicated proposal in a clear manner. The affirmative remarks also suggest that the main project selection should not be substituted but instead should be maintained when the ultimate plan is being developed.
The feedback however marks three related areas that can be improved. To begin with, the goals had to be more SMART, and every objective was to be attached to a measure of success. Though the initial proposal carried along performance ambitions, the connection between the aim, deadline, base line, target and owner to be accountable was not always apparent. The last plan, in turn, transforms the objectives into a table of benefits. It outlines, e.g., 95% live-data coverage by Month 6, 99% dashboard uptime, two-minute disruption updates, a 20% peak crowding hotspots reduction by Month 12, relevant staff training, and a quantifiable decrease in freight waiting and idling time. This renders accomplishment audit-able other than relying on general assertions.
Second, the feedback asked to use more practical project-management tools. The revised poster now contains a stakeholder power–interest matrix, high-level timeline and risk heat map. The last plan takes these tools further with a hierarchical structure of work breakdown structure, dependency based Gantt chart, quad chart, quantified budget, governance structure, stakeholder engagement schedule, and scored risk register. This will deal with the distinction between calling a tool and showing how it helps in making decisions, accountability and control. Every tool is related to a management purpose and not placed as an aesthetic necessity.
Third, the feedback demands further critical appraisal of strategic decisions. The last plan therefore justifies why a digital enabling project would be preferred over trying to make a one-step full rebuild, why a pilot phase would be preferred over big-bang launch, why open interfaces would be preferred over supplier-specific integration, and why privacy-minimised sensing with human support would be chosen over person tracking or an app-only service. Limitations are also recognized: the digital systems cannot prevent the structural flaws of the hub and thus need to facilitate, not substitute the more physical regeneration programme.
The presentation is also commended in the feedback but it is advised that the amount of text should be minimized in order to make important messages noticeable. This enlightens the final report with succinct subsections, terse sentences and decision-oriented tables. Generally, the feedback transforms the work into a more visually powerful proposal into a more evidence-based and manageable management plan. The last version maintains the innovation within a project but enhances the measurability, critical justification, practical usage, assurance and readability.
[bookmark: _Toc235922314][bookmark: _Toc235969205]Part C: Project Management Plan
[bookmark: _Toc235922315][bookmark: _Toc235969206]1. Introduction
The shutting of this main transport centre has derailed the movement of people, delivery of freights, local businesses and confidence of people. The chosen project is Digital Modernisation of Passenger Flow and Logistics Coordination. It will establish a common digital operating layer between the rail, bus and freight operations and the broader physical regeneration will be developed. The project enhances the situational awareness, available disruption information, crowd management and freight coordination without the need to have another full closure.
A digital project is done in strategic reasons. It is a more destabilizing capital programme and requires longer to get the structural flaws straight, which require a complete redevelopment. Interim multimodal facility can restore capacity and may leave discontinuous processes and incomplete temporary resources. Only a sustainability redesign assists in getting long-term net-zero goals but does not cope with the current coordination failures. Digital modernisation offers a more scalable and quicker intervention to enable temporary operations and relocate to the restocked hub. It has its own flaws: technology will not salvage unsafe structures. It is thus an enabling project, rather than a substitute to physical redevelopment.
A combination delivery model is embraced. Governance, budget, procurement, safety and stage approvals and the iterative development are related to predictive controls and dashboards, interfaces and user testing respectively. The pure waterfall would not be timely as unrestricted agile delivery would enable poor control over the public funding, data protection and operator dependencies. Research links the appropriate project-management skill and agile to more positive outcomes, and the need to adapt to the situation (Mir and Pinna, 2014; Serrador and Pinto, 2015). APM, PMI and ISO value, accountability, stakeholder engagement and lifecycle control guide the plan (APM, 2019; ISO, 2020; PMI, 2021).
[bookmark: _Toc235922316][bookmark: _Toc235969207]2. Project Description
The project defines a common data platform and application programming interface gateway between authorised rail and bus and freight feeds. Indicators of the service conditions, crowd and incidents and freight-slot will be displayed on a control-room dashboard. The sensors will be privacy minimised and they will detect the density as well as movement patterns but not the faces. The dissemination of passenger information will be done in the form of screens, web and mobile media, audio announcement and help point staffed. A freight-booking module will coordinate the delivery windows around the constrained hub.
The passenger-flow study aids in accurate movement forecasting and trial of terminal-management plans (Ahn, Kowada and Tsukaguchi, 2017; Luangboriboon et al., 2025). However, smart-city systems may result in technological lock-in and surveillance and vulnerable infrastructure in case of poor governance (Kitchin, 2014). Acceptance conditions are interoperability, cyber resilience, accessibility and privacy.
[bookmark: _Toc235922317][bookmark: _Toc235969208]2.1 Aim and SMART Objectives
The objective of the project is to develop evidence based multimodal operating model, which enhances safety, reliability, accessibility and logistics coordination and sustains the longer regeneration programme.






Table 1: SMART Objectives and Success Measures
	Aim
	SMART objective and success measure
	Owner

	Integrate transport data
	By Month 6, have agreed rail, bus and freight feeds; have no less than 95 percent live-data and 99 percent dashboard availability.
	Data lead

	Improve crowd management
	Install sensors on all pilot hot spots by Month 8; decrease the number of repeat peak crowding instances by 20% by Month 12 compared to Month 12-2.
	Operations lead

	Improve passenger information
	Provide disruption and routing information (Make available): By Month 9, provide disruption and routing information; send priority notifications in two minutes and pass WCAG 2.2 AA test.
	Product owner

	Improve operational readiness
	Educate the necessary personnel by March 12; achieve minimum competence-test pass rate and improve incident response compared to baseline exercises
	Change lead

	Improve freight efficiency
	Month 12, operate freight time slots, decrease average waiting/idling time by 15% compared to Month 12-2.	

	Freight lead



The objectives are a response to the feedback because they tie all the objectives with a deadline, baseline, a numerical goal and a responsible owner. Freight target also is one which correlates delivery with the environmental need of the situation.
[bookmark: _Toc235922318][bookmark: _Toc235969209]2.2 Governance and Success
The local authority’s Transport Director is the Senior Responsible Owner. The authority, Network Rail, bus and freight operators, finance, digital services, operations, the Data Protection Officer and accessibility representation make up a project board. Delivery is synchronized by the project manager. Stage gates occur at Months 2, 4, 7, 9 and 12. Good governance should not be the administration reporting only but a relationship of strategic direction, accountability of assurance and delivery (Too and Weaver, 2014).
The success is gauged in terms of outputs, operational results and gains. A failure of a low adoption-installed platform or unavailable services can still be caused by the bad data. The benefits management process is maintained then with the assistance of the mentioned owners and monthly reporting (Breese et al., 2015; Serra and Kunc, 2015).
[bookmark: _Toc235922319][bookmark: _Toc235969210]3. Scope
In-scope deliverables are:
· Shared transport-data platform and API gateway. 
· Operational control-room dashboard. 
· Data-sharing agreements and data-quality standards. 
· Privacy-minimised passenger-flow sensors. 
· Predictive crowd alerts. 
· Accessible passenger-information channels. 
· Freight time-slot coordination module. 
· Cybersecurity controls and resilience procedures. 
· Data Protection Impact Assessment. 
· Staff training and standard operating procedures. 
· Public communication and benefits-reporting arrangements. 
Out-of-scope work includes structural reconstruction, track or road engineering, acquisition of vehicles, fare reform, wholesale substitution of operator systems, facial recognition, tracking of individual passengers, commercial use of personal data and expansion citywide beyond approved interfaces. These exceptions introduce scope creep into the bigger regeneration programme.
The restrictions include the 12 months deadline, and the budget of 8.5 million, procurement, safe installation, compatibility of the legacy systems, data protection and accessibility. Some of the assumptions would include cooperation with operators, acceptable data feeds, adequate connectivity and representative user involvement.
The scope baseline is approved at Gate 2. Formal change request is required in cases where the cost changes exceeding by more than 100,000 pound, a key milestone exceeding by a greater number of than ten working days, a vital requirement or a new personal-data processing. The Change Control Board takes into consideration the cost, benefit, schedule and risk. This is a representation of Green Book principles that entail organised deliberation of costs, benefits, risks and alternative ways of realising public goals (HM Treasury, 2026).
[bookmark: _Toc235922320][bookmark: _Toc235969211]4. Work Breakdown Structure
The work breakdown structure breaks down the project into packages which can be estimated, assigned, scheduled and accepted. It connects the scope and the programme schedule, budget and risk register (ISO, 2020; PMI, 2021).
Table 2: Work Breakdown Structure
	WBS
	Work package
	Principal outputs

	1.0
	Governance and mobilisation
	Charter, governance controls, reporting and assurance

	1.1
	Discovery and baselines
	Passenger, freight, incident, data and environmental baselines

	1.2
	Stakeholder, privacy and cyber analysis
	User requirements, DPIA screening and threat model

	2.0
	Design and procurement
	Architecture, prototypes, standards, specifications and contracts

	3.0
	Platform and API development
	Shared platform, integrations, data-quality rules and dashboard

	3.1
	Sensor deployment
	Site surveys, devices, connectivity and calibration

	3.2
	Passenger and freight services
	Accessible information and freight time-slot module

	4.0
	Testing and assurance
	Functional, integration, cyber, accessibility and operational tests

	5.0
	Pilot, training and rollout
	Pilot, defect correction, procedures, competence testing and rollout

	6.0
	Benefits and handover
	KPI dashboard, support model, lessons learned and operational acceptance



Each work package has one accountable owner and defined acceptance evidence. Schedule or budget variance can therefore be traced to a specific project component.











[bookmark: _Toc235922321][bookmark: _Toc235969212]5. Quad Chart
Figure 1 provides a concise summary of the project’s strategic need, objectives, principal deliverables and governance arrangements.
[image: C:\Users\msi\Downloads\Figure_1_Project_Quad_Chart.png]

The concise quad chart responds directly to the feedback on readability and exposes the central trade-off. Rapid digital benefits are achievable, but structural regeneration remains essential.






[bookmark: _Toc235922322][bookmark: _Toc235969213]6. Gantt Chart
Figure 2 presents the principal activities, overlaps and dependencies across the 12-month project period.
[image: C:\Users\msi\Downloads\Figure_2_Twelve_Month_Gantt_Chart.png]
The critical path will cover requirements approval, procurement, API integration, end-to-end testing, pilot acceptance and operational readiness. A pilot launch is better than a big-bang launch since any technical failure can be localized and feedback included before it is used on a larger scale. Even though a single launch can seem to be quicker, it is a focus of cyber, operational and reputational risks. The evidence of continued exposure to optimism bias, schedule slippage and cost increase is found in a literature on large-scale projects, and justifies stage-gate go-ahead decisions (Flyvbjerg, 2014).
[bookmark: _Toc235922323][bookmark: _Toc235969214]7. Stakeholder Involvement
The stakeholders are ranked in terms of power, interest, legitimacy and urgency. Power would fail to capture sufficiently the disabled passengers and frontline users as they may lack much formal power, but whose needs will determine the legitimacy and acceptance of the projects (Bryson, 2004; Mitchell, Agle and Wood, 1997).

Table 3: Stakeholder Power–Interest Matrix
	
	Low interest
	High interest

	High power
	Keep satisfied: funders, regulators and emergency-planning bodies
	Manage closely: local authority, project board, Network Rail, operators and DPO

	Low power
	Monitor: occasional users and wider public
	Keep informed and involve: commuters, disabled passengers, businesses, freight firms and frontline staff


Table 4: Stakeholder Engagement Plan
	Stakeholder
	Involvement
	Frequency

	SRO and project board
	Gate, budget, change and risk decisions
	Monthly and at gates

	Rail, bus and freight operators
	Requirements, integration, testing and procedure approval
	Fortnightly

	DPO and cyber specialists
	DPIA, architecture review, testing and incident planning
	At design and assurance stages

	Disabled passengers
	Paid co-design, prototype evaluation and acceptance testing
	Months 1–3 and 7–9

	Frontline and control-room staff
	Process mapping, simulations, pilot and training
	Monthly; weekly during pilot

	Businesses and freight firms
	Access planning, communications and operational feedback
	Monthly

	General passengers
	Surveys, usability testing and public updates
	Discovery, pilot and rollout



Robotization is supported by human resources. The use of only apps would leave passengers without access to smartphones, consistent connectivity, or a level of digital trust. Inclusive transport infrastructure is a key focus in Department for Transport guidance and digital-accessibility requirements outlined in WCAG 2.2 are testable (DfT, 2021; W3C, 2023).
[bookmark: _Toc235922324][bookmark: _Toc235969215]8. Allocation of Resources
The core project team includes:
· Project manager and PMO planner. 
· Product owner and solution architect. 
· Business analysts. 
· Data and integration engineers. 
· Software developers. 
· IoT and sensor engineers. 
· Cybersecurity specialists. 
· Data Protection Officer support. 
· Accessibility and user-experience specialists. 
· Testing and assurance staff. 
· Commercial and procurement personnel. 
· Finance support. 
· Operations, change and training leads. 
Operator subject-matter experts are seconded part-time. Resource demand peaks during development, integration and testing at approximately 18–22 full-time-equivalent staff.



Table 5: Indicative Budget Allocation
	Budget area
	£ million

	Governance, PMO and assurance
	0.65

	Discovery, co-design, accessibility and DPIA
	0.55

	Data platform, APIs and dashboard
	1.70

	Sensors, connectivity and installation
	1.35

	Passenger information and freight module
	1.15

	Cybersecurity, testing and resilience
	0.70

	Integration and operational readiness
	0.65

	Training, change and communications
	0.55

	Controlled contingency
	1.20

	Total
	8.50


Open interfaces are preferred to a closed proprietary platform. A single-vendor solution may simplify initial accountability but could increase technological lock-in and future integration costs. Department for Transport policy emphasises accessible and high-quality transport data. TfL’s unified API also illustrates how a common interface can protect applications from changes in underlying source systems (DfT, 2023; TfL, n.d.). Supplier payments are therefore linked to accepted deliverables, documented interfaces and service-level performance. 
[bookmark: _Toc235922325][bookmark: _Toc235969216]9. Risk Analysis
Risk management is based on ISO 31000 and addresses the risk identification, analysis, treatment, monitoring and communication (ISO, 2018). The likelihood and the effects are found on the scale of one to five. The scores of 1525 are considered red, 814 amber and green. Opportunities are also considered as the uncertainty can also bring about positive outcomes that could be threatening as well as positive (Hillson, 2002; Ward and Chapman, 2003).
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Table 6: Priority Risk Register
	Risk
	Score
	Response and contingency
	Owner

	API or legacy integration failure
	16
	Conduct early proof of concept and establish data contracts; use staged manual exchange if required.
	Solution architect

	Cyberattack or service outage
	15
	Apply least privilege, monitoring, penetration testing and backups; activate manual control-room procedures.
	Cyber lead

	Privacy breach
	15
	Complete DPIA, minimise and aggregate data, apply retention limits and suspend affected analytics when necessary.
	DPO

	Digital exclusion
	15
	Use co-design, WCAG testing, audio, screens and help points; provide staffed support.
	Accessibility lead

	Supplier delay
	12
	Conduct early market engagement and use milestone-based contracts; resequence independent work.
	Commercial lead

	Cost or scope growth
	12
	Apply WBS cost codes, forecasting and change control; defer lower-priority requirements.
	Project manager

	False crowd alerts
	12
	Calibrate sensors, require human validation and conduct simulations; revert to manual assessment.
	Operations lead

	Insufficient staff readiness
	12
	Involve staff, appoint champions and conduct competence testing; extend supervised operation.
	Change lead

	Data-feed interruption
	12
	Use service-level agreements, quality checks and redundancy; clearly identify stale data.
	Data lead

	Benefits are not realised
	12
	Maintain baselines, benefit owners and monthly reviews; redesign processes or extend the pilot.
	SRO



Person tracking is also not used and privacy-minimised sensing is adopted instead because person identification is unnecessary as the density management would do, but would leave the company vulnerable to legal, ethical and reputational damage. ICO defines DPIA as an identification and minimisation of data-protection-risks. The cyber controls are based on NCSC Connected Places principles of secure design, supply chains, monitoring, incident management and recovery. Human judgment is still used with predictive tools, which will aid in being responsible and inclusive in the application of transport AI (ICO, n.d.; NCSC, 2021; DfT, 2025). 
The risk register is again reviewed after one month, weekly during integration and the pilot, and on the approval of a change or a critical incident. The possibility to reuse the platform in the re-built hub, to publish proper non-personal data, to improve the emergency coordination and to target the future capital investment based on the evidence are such opportunities.
[bookmark: _Toc235922326][bookmark: _Toc235969217]10. Conclusion
The project is a reasonable reaction to the temporary disruption as it can provide multimodal benefits in 12 months, and supplement temporary transport solutions and develop reusable potential in the future hub. Structural redevelopment is not substituted with digital modernisation.
The plan answers the tutor feedback in the form of the explicit SMART objectives, practical project-management tools and critical justification of strategic choices. The WBS, quad chart, Gantt chart, stakeholder matrix, resource plan and risk heat map are not a collection of diagrams that are independent of each other.
Delivery success entails the disciplined scope management, open interfaces, co-design accessibility, privacy, and cyber resilience, manual fallback, and responsible ownership of benefits. Through these controls, the 8.5 million pound project will be in a position to improve passenger safety, communication, accessibility and freight coordination in aid of the entire regeneration programme. 
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