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Executive Summary

Following the abrupt closure of the 40-year-old Central Transport Hub due to critical structural failure, this Project Management Plan (PMP) outlines a comprehensive strategy to deliver a replacement multimodal interchange. The project aims to establish a net-zero operational, digitally enabled infrastructure asset that restores regional transit connectivity, spurs economic recovery, and promotes social inclusivity. Guided by PRINCE2 governance and PMBOK 7th Edition performance domains, this plan details the scope baseline, work breakdown structure, schedule schedule, stakeholder management framework, resource allocation matrix, and quantitative risk register. Execution will occur across a 36-month timeline with a target operational date designed to mitigate immediate urban disruption while delivering long-term environmental resilience.
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Urban public transport hubs act as vital economic catalysts, facilitating person-trips and freight mobility while shaping spatial developments (Cascetta et al., 2020). The abrupt closure of the Central Transport Hub—a critical multimodal junction constructed four decades ago—has severely impaired local transit networks, severed local supply chains, and imposed substantial revenue losses on surrounding commercial ecosystems (Department for Transport, 2023). Built under outdated building codes, the facility failed modern structural safety audits and lacked basic universal design standards required for contemporary accessibility (Douglas et al., 2020).
To address these compounding operational and economic vulnerabilities, the municipal authority has commissioned the Sustainable Redesign of the Central Transport Hub Project. Aligning with national decarbonisation targets and urban digital transformation agendas (HM Government, 2021), this initiative transitions a failed legacy asset into a climate-resilient, smart interchange.
This Project Management Plan (PMP) provides the structural framework necessary to guide the project from inception through commissioning. Integrating structured governance from PRINCE2 with the flexibility of PMBOK 7th Edition performance domains (PMI, 2021), this PMP defines project scope, structures work packages, sequences schedules, establishes stakeholder management protocols, allocates human and capital resources, and systematically mitigates critical risks.

[bookmark: _Toc235780054]2. PROJECT DESCRIPTION

[bookmark: _Toc235780055]2.1 Project Aim
To design, construct, and commission a net-zero operational, digitally integrated multimodal transport hub that restores transit capacity, elevates urban accessibility, and drives local economic regeneration.
[bookmark: _Toc235780056]2.2 Project Objectives
· Safety & Regulatory Compliance: Rebuild 100% of the physical structure to satisfy contemporary structural standards and achieve full universal accessibility compliance by Q4 2028 (Douglas et al., 2020).
· Decarbonisation & Net-Zero Operations: Incorporate renewable generation and passive thermal designs to reduce operational greenhouse gas emissions to net-zero, targeting a BREEAM 'Outstanding' rating (IEA, 2022).
· Digital Integration & Smart Logistics: Deploy an integrated Internet of Things (IoT) network, dynamic passenger information systems, and automated micro-logistics routing to optimise commuter flows and last-mile freight delivery (Gkiotsalitis & Cats, 2021).
· Stakeholder Satisfaction: Maintain a public approval rating exceeding 85% among commuters, local business owners, and advocacy groups through structured consultation mechanisms (Flyvbjerg, 2014).
· Schedule and Cost Baseline Execution: Complete the redevelopment within a 36-month timeframe and adhere strictly to the approved capital expenditure budget using disciplined governance.

[bookmark: _Toc235780057]2.3 Strategic Value & Alignment

The redevelopment directly supports regional economic stabilization by restoring public transit throughput to 120,000 passenger trips daily. By integrating solar photovoltaic arrays, rainwater harvesting systems, and geothermal heat exchangers, the hub acts as an urban carbon sink, contributing directly to local net-zero frameworks (HM Government, 2021). Furthermore, the facility establishes a digital urban mobility benchmark, leveraging real-time data feeds to adjust service frequencies dynamically, reduce station congestion, and improve climate resilience against extreme weather events (Gkiotsalitis & Cats, 2021).
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Clear scope boundaries prevent scope creep, maintain cost predictability, and align inter-disciplinary engineering efforts (Kerzner, 2017). Scope definition follows an exhaustive requirements analysis conducted with municipal planners, transport operators, and community representatives.
Table 1 details the definitive scope boundaries for the project.
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	Scope Domain
	In Scope (Included)
	Out of Scope (Excluded)

	
	Complete demolition of existing failed 40-year-old concrete superstructure.
	Off-site mainline rail track realignments or national rail signaling upgrades.

	
	Substructure reinforcement and deep foundation engineering.
	Structural remediation of surrounding municipal road bridges outside property bounds.

	
	Erection of a low-carbon mass timber and recycled steel terminal framework.
	

	Energy & Sustainability
	Installation of a 1.2 MW rooftop solar PV array and micro-battery storage.
	Construction or maintenance of off-site regional renewable power generation plants.

	
	Integration of passive ventilation, green roofs, and rainwater harvesting systems.
	City-wide municipal grid modernization projects.

	
	Deployment of EV charging infrastructure for bus fleets and private vehicles.
	

	Digital & Systems
	Real-time passenger information display network and automated ticketing gates.

	Commercial software development for personal mobile devices outside hub integration API.

	
	IoT sensor deployment for dynamic crowd density monitoring and HVAC control.
	Broad city-wide smart traffic signal synchronization projects.

	
	Urban micro-logistics drop-off and pick up automated locker systems.
	

	Urban Integration
	Fully accessible pedestrian plazas, tactile paving, and active travel hubs (bike docks).
	Private residential or external commercial property developments surrounding the hub.

	
	Commercial retail space within the primary concourse for local businesses.
	Broad city-wide transit tariff or policy reforms.
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The Work Breakdown Structure (WBS) decomposes the total project scope into manageable, deliverable-oriented components (PMI, 2021). Figure 1 illustrates the 100% Rule hierarchical breakdown, ensuring no work packages are omitted or duplicated.

1.0 Central Transport Hub Redevelopment 
1.1 Project Governance & Management 
1.1.1 Project Charter & Execution Plan 
1.1.2 Stakeholder Engagement & Communications  
1.1.3 Quality, Safety & Environmental Compliance 
       1.2 Site Preparation & Demolition 
 1.2.1 Environmental Abatement & Hazardous Material Removal 
 1.2.2 Demolition of Legacy Superstructure
 1.2.3 Substructure Excavation & Earthworks
       1.3 Core Hub Infrastructure & Construction 
 1.3.1 Deep Foundations & Substructure Concrete 
 1.3.2 Mass Timber & Steel Framework Erection 
 1.3.3 Building Envelope, Facade & Roofing Systems 
       1.4 Renewable Energy & Sustainable Building Services 
 1.4.1 Solar PV & Battery Storage System Installation  
 1.4.2 HVAC, Passive Cooling & Rainwater Harvesting Setup  
 1.4.3 Net-Zero Energy Performance Commissioning 
        1.5 Smart Digital Systems & Mobility Integration 
 1.5.1 IoT Sensor Network & Passenger Management Tech  
 1.5.2 Digital Ticketing & Automated Access Controls 
 1.5.3 Micro-Logistics Hub & Smart Freight Integration 
       1.6 Universal Design, Landscaping & Handover 
1.6.1 Universal Accessibility Features & Tactile Wayfinding 
1.6.2 Civic Plaza, Active Travel Hub & Green Spaces 
            1.6.3 Operational Testing, Training & Final Handover

Figure 1: Work Breakdown Structure (WBS) Decomposition Hierarchy
Figure 1 presents the 4-level hierarchical structural breakdown of the project scope, detailing the breakdown from top-level project governance down to specific executable work packages.
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Figure 2 provides a concise visual summary of the project's strategic intent, key milestones, high-level risks, and core performance deliverables.
	PROJECT GOALS & STRATEGIC VALUE  
· Deliver a net-zero operational transit hub.
· Restore multimodal transit for 120k daily users. 
· Achieve universal accessibility & safety.
· Integrate IoT smart mobility & micro-logistics.
· Target BREEAM 'Outstanding' accreditation.    
	WORK BREAKDOWN & KEY DELIVERABLES
· Governance: PRINCE2 stage gate management.
· Site Prep: Complete legacy structure removal.
· Construction: Mass timber/steel framework.
· Sustainability: 1.2MW PV + passive HVAC setup.
· Smart Systems: Dynamic ticketing & IoT sensors.

	HIGH-LEVEL RISKS & MITIGATION
· Ground Conditions -> Continuous geotechnical radar.
· Inflation/Supply Chain -> Fixed-price subcontracts.
· Stakeholder Opposition -> Bi-weekly open forums.
· System Obsolescence -> Open-architecture APIs.
· Cost Overruns -> 12% contingency allocation.
	SCHEDULE MILESTONES & PERFORMANCE METRICS
· Project Charter Approval: Month 1
· Demolition Complete: Month 8
· Structural Topping Out: Month 18
· Systems Integration Testing: Month 30
· Final Handover & Operations: Month 36




Figure 2: Project Quad Chart Overview
Figure 2 displays the four-quadrant summary overview, balancing core project goals against work package structures, major risk mitigations, and primary schedule milestones.

[bookmark: _Toc235780062]6. SCHEDULE MANAGEMENT & GANTT CHART

Project execution spans a 36-month timeline structured around six critical stage gates (PRINCE2 methodology). Network logic uses Finish-to-Start (FS) dependencies for structural progression, while digital systems integration runs 36 moswith interior fitouts.
[bookmark: _Toc235780063]Figure 3 illustrates the Level 2 Master Implementation Gantt Chart.

	Task Name
	Duration
	M01-06
	M07-12
	M13-18
	M19-24
	M25-30
	M31-36

	1.1 Governance & Approvals
	36 mos
	
	
	
	
	
	

	1.2 Demolition & Site Prep
	  8 mos
	
	
	
	
	
	

	1.3 Core Civil Construction
	12 mos
	
	
	
	
	
	

	1.4 Renewable Energy Systems
	  8 mos
	
	
	
	
	
	

	1.5 Smart Digital Systems
	  8 mos
	
	
	
	
	
	

	1.6 Fit-out, Testing & Handover
	  8 mos
	
	
	
	
	
	



Major Milestones: 
◆ M01: Project Charter Signed 	◆ M08: Site Clearance Done ◆ M18: Structural Topping Out 
◆ M30: Integrated Systems Test ◆ M36: Full Handover 

Figure 3: Level 2 Master Implementation Gantt Chart
Figure 3 depicts the timeline for the primary work streams across the 36-month execution plan, detailing work stream concurrency and key project milestones.
[bookmark: _Toc235780064]6.1 Critical Path Analysis

The critical path for this redevelopment runs sequentially through:

Any delay along this sequence directly impacts the target operational completion date. Non-critical tasks, such as passive landscape integration and commercial shell fit-out, contain a total float of 6 to 10 weeks, allowing resource levelling during supply shortages.
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Infrastructure projects often face public friction and conflicting stakeholder priorities (Flyvbjerg, 2014). To manage diverse interests, stakeholders are categorized using a Power-Interest Matrix, establishing tailored engagement strategies (Freeman, 2010).
Table 2 details the Stakeholder Power-Interest Matrix and engagement mechanisms.
[bookmark: _Toc235780066]Table 2: Stakeholder Power-Interest Matrix and Engagement Strategy
	Stakeholder Group

	Power / Interest
	Primary Expectations & Concerns
	Engagement Strategy & Frequency

	Department for Transport & Local Council
	High Power / High Interest
	Budget compliance, net-zero alignment, public safety, urban regeneration.
	Weekly steering committee meetings; monthly PRINCE2 stage-gate performance reports.

	Transport Operators (Rail, Bus, Freight)
	High Power / High Interest
	Operational continuity, platform capacity, functional digital dispatch syste
	Bi-weekly technical integration workshops; co-design interface reviews.

	Technology & Construction Prime Contractors
	High Power / Low Interest
	Clear specifications, timely payment milestones, safe working conditions.
	Daily site stand-ups; weekly progress monitoring and safety inspections.

	Commuters & Local Businesses
	Low Power / High Interest
	Minimizing transit disruption, clear detour communications, accessible facilities.
	Bi-weekly public town halls; real-time digital construction updates via mobile app.

	Accessibility & Environmental Advocacy Groups
	Low Power / High Interest
	Strict universal design execution, net-zero compliance, green space protection.
	Monthly co-design consultation panels; formal BREEAM audit reviews.

	General Public
	Low Power / Low Interest
	Minimal noise/traffic disruption, transparent spending.
	Quarterly public bulletins; online project dashboard access.
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Achieving project deliverables requires clear cross-functional accountability (PMI, 2021). The RACI Matrix defines exact operational boundaries across the core project team and key stakeholder representatives.
Table 3 details the RACI matrix for major project deliverables.

[bookmark: _Toc235780068]Table 3: RACI Matrix for Core Project Deliverables


	
WBS Deliverable Package

	Project Director
	Lead Structural Engineer
	Sustainability Specialist
	Digital Systems Lead
	Lead Contractor
	Municipal Liaison

	1.1 Project Execution Plan
	A
	C
	C
	C
	R
	I

	1.2 Structural Demolition
	A
	R
	C
	I
	R
	C

	1.3 Superstructure Framework
	A
	R
	C
	I
	R
	I

	1.4 Solar PV & Passive HVAC
	A
	C
	R
	C
	R
	I

	1.5 IoT & Smart Ticketing
	A
	I
	I
	R
	R
	C

	1.6 Universal Accessibility Fit-Out
	A
	C
	C
	C
	R
	R

	1.6.3 Final Handover & Audit
	A
	R
	R
	R
	R
	C




Legend: R = Responsible for execution; A = Accountable (single point of authority); C = Consulted; I = Informed.
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Infrastructure megaprojects face systemic cost overruns, optimism bias, and schedule delays (Flyvbjerg, 2014). To manage these vulnerabilities, a quantitative risk register incorporates likelihood and impact scoring (1-5 scale), defining clear risk scores and proactive mitigation controls.
Table 4 details the quantitative risk register and mitigation strategies.
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	Risk ID
	Risk Event & Root Cause
	Likelihood (1-5)
	Impact (1-5)
	Risk Score (L × I)
	Proactive Mitigation Strategy
	Contingency Plan

	

R-01
	Unforeseen underground utility conflicts during excavation.
	

4
	

4
	

16
	Conduct 3D ground-penetrating radar surveys prior to heavy excavation.
	Utilize a 10% schedule allocated to site preparation.

	

R-02
	Supply chain disruption for mass timber and specialized solar PV units.
	

3
	

5
	

15
	Establish multi-sourcing contracts and advance procurement of critical path materials.
	Substitute with pre-certified regional low-carbon suppliers.

	

R-03
	Cost inflation on construction materials exceeding baseline estimates.
	

4
	

3
	

12
	Implement fixed-price lump-sum subcontracts with inflation adjustment ceilings.
	Draw down from the allocated 12% financial contingency fund.

	

R-04
	Cybersecurity vulnerability in IoT digital ticketing and flow management networks.
	

2
	

5
	

10
	Integrate zero-trust architecture and conduct third-party penetration testing.
	Isolate ticketing servers into independent offline fallback subnets.

	

R-05
	Community opposition regarding temporary construction noise and bus detours.
	

3
	

3
	

9
	Implement acoustic barrier screens and maintain dedicated night-work restrictions.
	Deploy alternative green transport shuttles during peak disruption.










[bookmark: _Toc235780071]10. CONCLUSION

The redevelopment of the Central Transport Hub addresses a critical infrastructure failure by establishing a modern, sustainable asset. By replacing an obsolete, structurally compromised facility with a net-zero operational, digitally integrated interchange, the project restores vital urban mobility while supporting broader economic recovery and social inclusion.
Guided by this Project Management Plan, execution follows a structured, risk-aware approach balancing technical rigor with stakeholder collaboration. Implementing PRINCE2 governance alongside PMBOK performance domains ensures rigorous monitoring of schedule baselines, cost metrics, and quality standards. Ultimately, the project fulfills immediate transport needs and serves as a resilient, future-ready infrastructure benchmark for the city.


























[bookmark: _Toc235780072]Part A - Poster
	SUSTAINABLE REDESIGN OF THE CENTRAL TRANSPORT HUB
Net-Zero, Digitally Enabled Infrastructure for Future Mobility & Inclusivity


1. BACKGROUND & RATIONALE
The closure of the central transport hub following a failed structural inspection has disrupted commuter flows, supply chains, and local businesses (Department for Transport, 2023). As a key multimodal interchange built over 40 years ago, the hub no longer meets modern safety or accessibility standards, resulting in economic losses and public dissatisfaction. There is mounting pressure to deliver a regeneration project that not only restores capacity but also aligns with net-zero transport objectives and the city's vision for inclusive, digital, and sustainable infrastructure (HM Government, 2021).
2. PROJECT AIMS & SMART OBJECTIVES
	SAFETY & TRANSIT
Redevelop the hub to meet current safety and accessibility standards (Douglas et al., 2020).
	ENERGY INNOVATION
Integrate renewable energy and energy-efficient systems such as solar panels and green roofs (IEA, 2022).
	DIGITAL FLOW & LOGISTICS
Deploy digital technologies for real-time passenger flow management and logistics optimisation (Gkiotsalitis & Cats, 2021).


3. SCOPE & BOUNDARIES
	IN-SCOPE (PROJECT INCLUSIONS)
	OUT-OF-SCOPE (PROJECT EXCLUSIONS)

	• Demolition of obsolete infrastructure.
• Design and construction of a new, sustainable multimodal hub.
	• Broader city-wide transport policy reforms.

	• Installation of renewable energy systems (solar panels, green roofs).
• Implementation of smart mobility solutions (real-time info, digital ticketing).
• Stakeholder engagement throughout project lifecycle.
	• Private residential or unrelated commercial developments.


4. GOVERNANCE, RISK MANAGEMENT & TRADEOFFS
	KEY STAKEHOLDER MATRIX
• Core Authorities: Local government, urban planners, and transport operators (rail, bus, freight).
• End Users: Commuters, local businesses, and the general public impacted by closures.
• Advocacy Partners: Environmental groups, accessibility advocacy groups, and construction partners.
	CRITICAL RISKS & MITIGATION STRATEGIES
• Disruptions & Delays: Site conditions or design pushback. Mitigation: PRINCE2 control governance and phased construction.
• Costs & Tech Obsolescence: Overruns via inflation. Mitigation: Risk register tracking and contingency planning (PMI, 2021).
	STRATEGIC TRADE-OFF: SUSTAINABILITY VS FINANCIAL PRESSURE
Balancing long-term net-zero design assets against immediate operational, timeline, and economic constraints (Flyvbjerg, 2014).





5. STRATEGIC VALUE & ALIGNMENT
	ECONOMIC LINKAGES
Restores critical transport infrastructure channels and local supply chains.
	NET-ZERO & EMISSIONS
Supports municipal clean-air commitments and significantly improves local air quality metrics.
	INCLUSIVE RESILIENCE
Enhance universal design access for all user groups while strengthening urban resilience.



REFERENCES 
Department for Transport (2023) Transport Infrastructure Strategy Report. London: DfT. 
Douglas, M., Watkins, D., Gorman, D. (2020) 'Safe and Accessible Transit Hubs', Journal of Urban Transport, 44(2), pp. 112-125
Flyvbjerg, B. (2014) 'What You Should Know About Megaprojects', Project Management Journal, 45(2), pp. 6-19.
Gkiotsalitis, K. & Cats, O. (2021) 'Public transport planning adaptation', Transport Reviews, 41(3), pp. 374-392.
HM Government (2021) Net Zero Strategy: Build Back Greener. London. 
IEA (2022) Sustainable Recoveries in Transport. Paris: International Energy Agency. 
PMI (2021) A Guide to the Project Management Body of Knowledge. 7th ed.
[bookmark: _Toc235780073]Part B – Reflect critically on the feedback received from tutor and peers

Receiving this feedback provides clear, constructive guidance on how to elevate my poster submission into a comprehensive final Project Management Plan (PMP). Overall, the review highlights strong foundational work in strategic alignment and sustainability, while outlining actionable areas to refine our project controls, visual communication, and objective setting. 
Key Strengths Demonstrated 
The feedback validated several core areas of the proposal: 
· Strategic & Sustainability Alignment: The rationale successfully established why redeveloping the aging transport hub is critical for local economic resilience, commuter safety, and supply chain efficiency. Crucially, embedding sustainability—such as renewable energy integration, universal design, and net-zero operational goals—demonstrated a clear alignment with the city’s broader environmental targets. 
· Methodological Project Governance: The tutor highlighted the depth of the risk management section. Rather than just listing potential threats, I incorporated active mitigation strategies using established frameworks like PRINCE2 governance, phased construction sequencing, and structured stakeholder management. 
· Credibility & Scope: Grounding the rationale in relevant academic literature and local policy frameworks provided solid contextual weight to the project boundaries and stakeholder landscape. 
Key Areas for Improvement 
To elevate the work from a good baseline to an exemplary project management deliverable, the feedback pinpointed three primary areas: 
1. Objective Precision: While the sustainability and digital goals were clear in intent, they lacked explicit, quantifiable metrics and time-bound milestones. 
2. Visual Project Management Tools: The poster relied heavily on textual descriptions rather than high-impact visual controls to communicate complex project mechanics. 
3. Visual Structure & Readability: Layout density and color contrast required refinement to ensure content was easily scannable for diverse stakeholder groups. 
Action Plan for the Final Project Management Plan 
The feedback directly shapes how I will construct and format the final Project Management Plan: 
1. Refactoring Goals into SMART Objectives 
In the final plan, every high-level objective will be restructured using the SMART framework. For example, instead of stating a general aim to "integrate renewable energy," the plan will specify: "Achieve 100% net-zero operational emissions by integrating 2.5 MW on-site solar capacity and smart microgrids within Phase 2 (Months 12–24)." Each objective will feature explicit Key Performance Indicators (KPIs) and targeted completion dates. 
2. Embedding Visual Management Frameworks 
To strengthen evidence of practical project management application, I am introducing standard visual tools into the main text and appendices: 
· A Stakeholder Power-Interest Matrix to map engagement strategies across key groups. 
· A Risk Heat Map coupled with a detailed Risk Register to prioritize threat impact versus probability. 
· A Gantt Chart and Work Breakdown Structure (WBS) to illustrate construction phasing and critical path dependencies. 
· A PRINCE2 Governance Framework Diagram mapping reporting lines and decision gates. 
3. Visual Hierarchy & Accessibility 
I will reorganize the document structure using distinct sectioning, callout boxes for key takeaways, and strict WCAG-compliant contrast ratios for charts. This ensures technical details remain accessible to both executive sponsors and public stakeholders. 
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