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Introduction
This project is aimed to create a straightforward process of gradually returning students to face-to-face delivery in class after lockdown at the London Campus of The University of Wales Trinity Saint David.
In order to achieve this plan and have effective results, the project will be using the following tools:
· PID Guide
· Project Charter
· Stakeholder Matrix
· Success Factors
· Risk Assessment 
· Project Milestones
In addition to that, the Iron Triangle has been used to prioritise the project’s resources and correctly integrate the outcomes within the three parameters.
According to Slack (2000), a project is a set of activities with a defined start point and a defined end state, which pursues a defined goal and uses a limited set of resources.
Delivering a project on time and within budget is the most critical factor in project management. Still, it also is finding methods and solutions when unexpected events happen, such as unassessed risks, new stakeholders, delays, etc.
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Figure 1. The logic behind a project (Newton, 2016)









Project Investigation
The pandemic had a drastic toll on academic institutions, with students not being able to access the same resources and materials. Therefore, adjustments have been made across the country. Returning to standard study practices can be challenging for many, involving traveling and considerable exposure to risks. 
This study will focus on how face-to-face reimplementation will develop, what risks we have to look at, the main stakeholders involved, what timeframes are realistic for the implementation, and the implicated costs. The project’s objective has to be stated clearly, as any miscommunication can affect its progress and decisions taken during the process.
The PID is the first step each project must take before making significant decisions and presenting to the board.
1. The University of Wales, Trinity Saint David, is switching to Hybrid delivery, where students will gradually return to regular study practices by attending face-to-face classes instead of virtual lessons. 
2. The step encourages students to have virtual and physical class experiences before returning to entirely face-to-face lessons. This will be by the Government regulations, where a certain number of people is allowed indoors together. Still, at the same time, students will have the opportunity to participate in a more engaging study environment.
The Iron Triangle is central to project management research and practice, representing the relationship between critical performance criteria. The model includes three primary resources needed in a project: time, cost, and quality. However, research has shown that project management has undergone considerable change since it emerged as an independent field of study and professional practice (Pollack & Adler, 2015).  
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Figure 2. The Iron Triangle

3. The budget for the project has not been specified. However, we can assume that this will involve the implementation of new technology, such as laptops and quality cameras installed in the classrooms for the virtual lessons to be possible, and multiple apps that would make the material accessible to students, such as the online library and video platforms (Zoom, Microsoft Teams). When calculating the total budget, information such as the quantity of the equipment and installation costs will be necessary.
· How many classrooms will have the equipment installed?
· Each student and tutor will need a Zoom/Teams license to join the online classes.
· Will the University use an agency to hire the tech team, or will they source it themselves? Another option will be using internal resources.
Table 1 represents approximate costs regarding installing new technology after researching the market and prices for similar products. A final cost cannot be predicted as most of the information is unavailable at this stage. 
	Implementation
	Cost

	Laptops
	£600 x lecturers

	Video accessories
	£500 x classrooms

	Zoom Licence
	£20 per 100 hosts x month

	Apps set-up
	Internal team


Table 1. Budget assumptions
4. Since online learning is nothing new, the assumptions about the project’s success are primarily favorable. While the Government regulations will be respected, students can also participate actively in their education process. When analysing this project, we must also look at student motivation and tutors’ implications in the project. 
5. Identifying the risks in a project is a critical step since they can impact the development of the process if not assessed correctly. I will evaluate the likelihood of these risks happening and rank them depending on the influence they might have on the project. A chance is an uncertain event characteristic of projects; it could cause positive or negative consequences if it takes place. I have chosen three risks that could impact the project’s objective– the implementation of a hybrid studying method that will ease the transition when returning to face-to-face delivery.




	Designation
	Description
	Impact

	High
	Student motivation
	Failing assessments and having to repeat them and the possibility of giving up on studying.

	Medium
	Traveling long-distances
	Delays in class and information not being transferred in the best way possible. Fatigue and lack of motivation.

	High
	High Level of Absences and Attendance Issues
	Failure of exams and assessments, the lessons, and the material will have less impact on attendance issues for students.


Table 2. Risk assessment	
The literature names four risk response strategies, and Table 3 will apply some of the strategies that can eliminate or minimise the risks as much as possible.
	Strategy
	Impact

	Avoid
	Risks cannot be avoided as they follow legal requirements, and total physical attendance is not an acceptable option.

	Transfer
	The risks cannot be transferred to a third party as most of them are related to students being a part of the project and actively being involved.

	Mitigate
	Reduce the absences by conducting workshops, brainstorming sessions, and teamwork in small groups, enhancing the need for students to attend.

	Accept
	The acceptance strategy can only refer to the risk of attendance as the University should not be held responsible for non-attendance if students choose to miss classes.


Table 3. Risk Strategies
6. Stakeholders – Knowing all the stakeholders involved in projects is critical. Stakeholders are people or groups that can positively or negatively influence the development of a project. In the attempt to a smooth transition from virtual to physical delivery in class, the University will have to go through a few processes to ensure everyone involved is on the same page. Everyone receives communication accordingly, and the risk of adverse impacts is minimum. I will create a stakeholder map, which will make the process easier to comprehend and the touch more approachable. The project environment is complex and changing (Karlsen, 2002). If stakeholder management is not effectively addressed in the project, this can mean unforeseen issues and uncertainty caused by stakeholders. The PMBOK Guide (1996) defines stakeholders as individuals and unions actively implicated in a project whose interests may be positively or negatively shaped due to project completion.
The stakeholder mapping used is splitting the importance of stakeholders’ influence and interest into four main groups. 
	Keep Satisfied
	Manage Closely

	 Lecturers and University Staff



	 Government

Health and Safety Associations


	Monitor
	Keep Informed

	 Finance department



	Students

Suppliers and Insurance companies




Figure 3. Stakeholder Management and Mapping
The first group is named ‘’Keep satisfied’’, which includes stakeholders with strong influence, but low interest, such as lecturers. They might find the project too risky for their well-being returning to face-to-face delivery when the pandemic is still present. They will have to be kept in the loop with all the updates on the project, presented with its benefits, and made aware of all the risks involved. The lecturers and university employees will probably have to return full-time as they deliver the lessons. The University might think of additional options that can keep everyone safe.
The second group is stakeholders with high interest and strong influence as well, and they have to be managed closely as they have a massive impact on the project. During the pandemic, the Government has been implementing rules, offering financial help to organisations and institutions, and being highly concerned with the population’s wellbeing. The Government decided on virtual studying and remote work to minimise the impact of COVID-19 and reduce mortality rates; Therefore, the Government and Health and Safety Associations will be part of the second group and will be managed closely.
The third group’s stakeholders have low interest and low influence on the project, but they will still have to be monitored with essential communication and updates. The finance department has a massive impact on starting and planning the project as the budget has to be approved and allocated accordingly. 
The fourth group comprises stakeholders with high interest but low influence, such as students. Hybrid delivery means that the students will have to split their time between the university and virtual classes. They will not be required to participate in physical interactions full-time. This option can be beneficial for the majority of them. The University might think of offering the choice to students to attend the classes physically or remain virtually. In this group, I have also included suppliers and insurance companies that will supply the equipment, such as laptops and video devices installed in classrooms. Their interest is high in terms of sales, but they do not significantly influence the project itself, as the University can choose from many suppliers on the market.
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Figure 4. Project stakeholder management process (Karlsen, 2002)



















Management Plan
Stakeholder management is another essential factor to be followed in delivering a project. According to Karlsen (2002), the stakeholders must first identify and analyse how they can influence the project. The next step is the communication plan to be carried out during the execution of the project and follow-ups accordingly.
	Stakeholders
	Plan of action
	Timeframe

	Government
	Emails and presentations of how the project is developing and how the regulations are being followed
	 Weekly

	Health and Safety Associations
	 Follow-ups on the well-being of students and staff, emails, and other forms of formal communication
	 Weekly

	Lecturers
	Emails and meetings regarding new implementations and aspects they have to be aware of
	 Weekly or as often as new updates are available

	Students
	 Emails and use of the student portal to send updates on timescales and new implementations monitored by the Government and the University
	When new updates are available

	Finance Department
	Written reports and spreadsheets explaining the costs involved and the development of the project
	Weekly

	Suppliers
	 Emails and calls regarding supply information
	 When necessary


Table 4. Stakeholders Communication Plan
7. Designing an organisational structure for a project may be challenging (San Cristobal et al., 2018). Many queries ascend at this early phase, such as what choices to be made at the beginning of the design stage, how is the organisational structure developing in time, how is the structure altered in response to the constantly changing environment, how are the project routines adapted to everchanging conditions, how is the design understood and adapted by project managers, and how is this specific type of project influencing the project organisational structure and the other way around. In the later years, elements of the organisational structure have been identified as success factors, and scholars have made distinctions between traditional factors and new ones. They still recognise the importance of the size of a project or the center of control. Still, elements such as flexibility and innovation have become more significant to the success of projects in the contemporary environment.
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Table 5. Success factors (Ashkenas, 1995)

This project will create a WBS scheme to clarify the organisational charter and responsibilities.

Figure 5. Organisational structure charter

The Organisational charter includes the University and its HR Department, which are in constant communication with the regulations implemented by the Government in the academic department. HR, alongside the student committee, will make sure that students are updated regularly on any changes in the project and will also be responsible for setting up introductory calls and inductions for new students. The finance department and HR will ensure the university staff is comfortable with their duties during the completion of the project and will contact suppliers regarding the equipment and the financial side.
8. The Project Manager’s role in implementing the new process across different departments. Successful project management is advised to be a set of nine knowledge fields that include management of project scope, time, cost, quality, HR, communication, procurement, risk, and incorporation of all the areas during the project’s life cycle (Project Management Institute, 2008).
	Stakeholder
	Description
	Responsible for the communication

	Project Board
	Making the essential decisions
	Project manager

	Finance Department
	Approving and allocating the budget
	Project manager

	HR Department
	Following Government Regulations and ensuring the process is implemented accordingly.
	Project Manager

	End-users
	Students and university staff adapting to the process
	HR Department


Table 6. Project Control Mechanism
9. An efficient approach to control a project is to constantly calculate the development of its work and the teams working on it, compare that progress against the initial blueprint, and then alter progress parameters to rectify any deviation from the initial plan. Monitoring performance is key to effective HR management to guarantee the anticipated outcome of the project. Performance monitoring provides management performance measures of the Human Resources Department, and these terms are linked to the final outcome (Naqvi et al., 2011).
10. The work breakdown structure (WBS) is a record of all work undertakings in hierarchic alterations, which establishes work to be done into brief and controllable responsibilities with measurable inputs, outputs, schedules, and assigned tasks (Tausworthe, 1980).
The goals expected for creating the WBS are to recognise work deliverables, desirable resources, and enactment constraints to a level of detail that produces the precision specified in the original plan. This step is made to ensure resources for early adjustments of this accuracy and corrective replanning if necessary.
The milestones in integrating hybrid delivery in the educational system as a transitional period before its end, which is the same timeframe as the end of lockdown, are:
· Understanding the financial cost
· Assessing risks and creating a strategy to minimise them
· Evaluating correct timeframes
· Delivering successful results during hybrid classes
· Motivating students in participating actively
· Allocating responsibilities to involved departments


Critical Analysis
The University of Wales has decided to implement hybrid delivery before returning to the original method, which is face-to-face. The objective of this gradual transition is to follow the Government regulations and keep their students and staff safe during the COVID-19 pandemic. The University Board has made the decision alongside HR Department. For this project to develop in an assumed way, the finance department will have to approve and sponsor it as they are responsible for allocating the budget across the institution.
After evaluating the costs involved, the project will not be a massive investment. The central part of assigning everyone with equipment and materials was executed at the beginning of lockdown when the University closed its doors for physical interactions. The costs are minimal, and an internal tech team will set everything up. 
The plan is to be fully integrated and accommodated with face-to-face delivery by the end of lockdown. Students and tutors should feel safe returning to regular classes and participating actively in the academic environment. Considering the minimal costs and the indefinite deadline, the project has the necessary means to succeed. In addition, the institution will benefit from positive influence from many stakeholders and other departments, such as Human Resources. Project Management is concerned with ensuring the project will achieve its objectives to a predicted time and predicted cost (Newton, 2016).














Conclusion
By identifying the objective, scope, and milestones, the project can keep a record of what tasks have been completed and which ones are outstanding or delayed. The execution of the project involves steps such as calculating the expenditure, comparing it to the available budget, and creating reports and charts that acknowledge the timeframes given. Still, the costs, quality, and time have been more abstract and inaccurate due to the limited information we have access to.
In conclusion, after identifying the project specifications and constructing a plan for its delivery, the project is considered to be a relatively small one. There are other dimensions to be identified and evaluated in the process, such as strategic objectives or sustainability. If we look at the benefits the project brings to the users, we can mention a more sustainable educational system, a progressively modern environment, lecturers that are up to date with technology, government support in the academic field, and the opportunity to create new findings on student motivation in virtual and hybrid education.  
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