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[bookmark: _Toc98259601]Introduction
University of Wales Trinity Saint David (UWTSD) is a university with several campuses at the primary locations of South West Wales and London, England. This report is based on establishing and analysing a virtual delivery system of education in the post COVID period. The UWTSD is planning to provide face 2 face (F2F) and virtual education delivery. This report will develop a comprehensive project plan for the delivery of virtual education and F2F along with a budgetary plan that would outline the costs of the project. The report will also highlight the constraints faced during the project and concise stakeholder analysis. The report will include project mechanisms, reporting framework, and milestones achieved during the project. 
[bookmark: _Toc98259602]Project scope
The project scope is written to provide insight into the project's objectives to the concerned stakeholders, including the business analysts and the audience (Collins, Parrish and Gibson Jr, 2017). The main objective of this project is to provide a comprehensive framework to UWTSD to commence with a hybrid system of education that includes virtual as well as F2F delivery system. This report aims to design a project plan for the commencement of this project. UWTSD aims to deliver a high quality of knowledge through their trained staff and this now aims to increase the reach of its education. It has been calculated that the total cost for the project will be €200,000. By introducing a hybrid delivery system, the university will be able to cater to a higher number of students from every part of the world without incurring high costs. The project is estimated to last for a year at least or until the lockdown restrictions are completely lifted and the students are allowed to return to the campus with full capacity.
[bookmark: _Toc98240017][bookmark: _Toc98259603]Construct the project management plan 
[bookmark: _Toc98259604][bookmark: _Toc98240018]Budget Assumptions 
There are several costs associated with the budget required for the Hybrid Delivery for teaching and learning for the Academic team University of Wales Trinity Saint David (UWTSD) London Campus and the allotted budget for the project is £200,000. Different parameters are involved for the project that involves MS teams, enabled computer, camera, microphones, speakers and control panel with HDMI and USB and the cost allocation of the project is as follows: 
Table 1 Budget
	Budget of virtual delivery system  

	 
	 £ 
	 £ 

	 Microsoft Team 
	 
	         100,000 

	 Computer  
	         10,000 
	 

	 Cameras 
	           5,000 
	 

	 Speakers  
	           5,000 
	 

	 Control Panel  
	         15,000 
	 

	 Total Equipment Cost  
	 
	           35,000 

	 Software cost 
	 
	           65,000 

	 Total Cost and Budget 
	 
	         200,000 



	The table above indicates the costs and allotted budget for the teams and the equipment and it has also been observed that the University would require a software for the development of the Hybrid system that would lead to the project goals and aims to be achieved in an effective manner. The two major costs of the project are related to Microsoft team and the software costs and the project aims to provide high quality services to the students that will enable the learning experience to be commendable. According to Lichtenberg (2016) budgets are developed to control the costs and helps to keep track of the additional costs and make amendments accordingly. As indicated in the table above, assumptions are important for all the tasks, and it enables the work breakdown structure to be developed effectively. It has also been observed that it is important for projects to develop budgets as it leads to delays and estimates to be countered effectively.
[bookmark: _Toc98259605]Assumptions
When undertaking a project, it is important to outline several assumptions that will be important to make the project achievable.
· The existing staff will have all the expertise in teaching online as well as F2F at the same time
· The company will be able to obtain all the required materials such as cameras, computers, speakers, software’s at the budgeted costs and that the other costs will not exceed from the expectations.
· Project coordinator will able to acquire all the resources.
· The report will be presented to all the concerned stakeholders.
[bookmark: _Toc98259606][bookmark: _Toc98240020]Constraints (Risk register) 
According to Korytárová and Hromádka (2020) risk register is important to be developed in a project as it enables the risks to be identified and mitigated in an effective manner. Moreover, it is also used as a tool to meet the criteria of the project. The risk register below has been developed based on the methods of SWOT analysis. In addition to the previous statement, the elements of the SWOT analysis will enable the opportunities for growth to be determined in an effective manner. The following table has been developed for the risk of the Hybrid Project: 
	Category
	Risk ID
	Risk Description 
	Risk Score 
	Rating

	Strength
	1.1
	One of the major strengths of the project is that the prototype has already been implemented in the university, however, there is a risk of software implementation and the equipment that are required for the project to be considered a success
	10
	Critical

	Weaknesses
	1.2 
	One of the main weaknesses of the project is that there are limited options available due to the restrictions and the availability of students will have an impact on the project. Another reason that can cause the risk to increase is the cost of the project as there can be delays 
	7
	Moderate

	Opportunities 
	1.3
	Despite the weaknesses and strengths, it has been observed that there is an opportunity of external investment, however, the trustees should ensure that it the project will be implemented in an effective manner. The investment would increase the risk of returns.
	8
	Moderate 

	Threats 
	1.4 
	One of the major threats associated with the project is that face to face classes will resume and it would lead to the hybrid project to be outdated and will not be used. This can lead to the project cost to increase
	12
	Severe



	The risk matrix above indicates that the severity of the risks of the high and they need to mitigated by the management in an effective manner. Moreover, supervisors need to be hired to monitor the project and ensure that the delay are mitigated which will lead to the costs to be reduced in the future. The risk register of the company also indicates that the severity of the risks can be reduced based on the monitoring and it would lead to the overall risks to countered and lead to the goals and objectives to be achieved.
[bookmark: _Toc98259607][bookmark: _Toc98240021]Stakeholder and their involvement 
According to Jayasena, Mallawaarachchi and Waidyasekara (2019), stakeholder analysis is considered important as it enables relevant investors to be identified and leads to effective valuation of the project. Therefore, a stakeholder matrix is developed to determine the actions that are required to align the goals of the project and the stakeholder matrix is as follows: 
Table 2 Stakeholder Matrix
	High Power High Interest
	High Power Low Interest

	· Students
· Staff
· Academic Team
	· Microsoft Team
· Panel

	Low Power High Interest
	Low Power Low Interest

	· Parents
	· Management



The table above indicates that different stakeholders have different powers and different interest terms. The table also indicates that the stakeholders with a higher power level and high interests are students, staff and academic team and this indicates that they have a direct impact on the completion of the project. The table also indicates that there are stakeholders have a higher power, however, their interest regarding the project is low which involves the panel and the Microsoft team and this indicates that they have a direct impact on the project based on the interest level. Moreover, there is a sub-category of the stakeholders that have low power and high interest and low power and low interest. The table indicates that parents of the students have a high power; however, the interest level is high and can impact the project based on the interest level. The table also indicates that the management of the university has a low power and low interest and this indicates that they indirectly influence the project. 


[bookmark: _Toc98259608]Project Organisation Structure and Roles and Responsibilities
The higher management of the university includes vice- chancellor, chief of staff, personal assistant and a university council (UWTSD). The above management is further divided into other layers of management. For this specific project, the university's vice chancellor might have to create another department that will be fully responsible for the management of the hybrid delivery system. This department will include lecturers who will teach within the system and a tech-management team that will overlook the online system for the virtual delivery of education.
[bookmark: _Toc98259609]Project Control mechanism 
A project control action includes creating adjustments to both the schedule and plan where changes are unavoidable (Martens, and Vanhoucke, 2019). However, to attain the predetermined success in the execution of new projects, certain project control practices are recognized to react and detect appropriately the non-conformities detected or presumed (Vrchota et al., 2020). In the context of the virtual project delivery system, the project manager needs to take the appropriate steps instead of deliberating these at length. Moreover, a study conducted by Bond-Barnard, Fletcher and Steyn (2018) support a linear model of collaboration including appropriate selection of partners, team building from project management, team building of stakeholders, proper implementation of a project and project completion. 
Therefore, the first and foremost step is selecting the right team. Since the needs of the virtual project have to be controlled, identified and approved by the project manager. However, this is not generally addressed since it is not a unique aspect of virtual teams. Therefore, selecting personnel is the key step where the virtual project delivery system deviates. In addition, all types of projects are exposed to a risk or threat of cost overrun, delay in schedule, and a likelihood of deteriorating in order to meet the standard of quality (Keng, Mansor, and Ching, 2018). Apart from this, it is identified in the study (Willumsen, et al, 2019) that planning parameters, milestone review, risk, and stakeholder’s involvement, while the control mechanisms consist of all those as mentioned above and the required actions that are taken to measure deviancies. 
[bookmark: _Toc98259610]Reporting framework 
The reporting framework provides a method to measure the effectiveness and efficacy of meetings between a project team by using an appropriate framework( Ahmed, 2019). In addition, the framework will provide a way to analyse the effectiveness of a conducted meeting by classifying discussion as those activities which will help the teams working on a project to shift from the descriptive tasks or explanative tasks to the more value-adding predictive and evaluative tasks by utilizing techniques and tools to share all the relevant information about the virtual project delivery system effectively and efficiently (Liu et al, 2020). 
In addition, the team members of a virtual project delivery system can report to the university's upper management that will implement the respected project in the systems of their university. In addition to that, since this project is a virtual project, in the case of any technical error, the team or the students can also report to the technical teams working on a project. However, it is identified in the study conducted by Choi, and Cho, (2019) that the team members working on the virtual project delivery system have a good understanding of identifying the state of affairs that may arise because of the differences in culture and their communications reflecting their sensitivity to other cultures. In addition, reporting should be implemented more frequently so that each individual is involved in a certain project within the timeframe of the project. Moreover, the students who are analysing the project provide feedback and concerns to the team associated with the project, who then provide upper management of the university. 
[bookmark: _Toc98259611]Project planning with milestones
When planning a project, the concerned personals must develop a project plan that will be used as a guide throughout the process. This project plan is used to outline the primary goals and the related timelines, costs, and scope (Vareilles et al., 2015). The project plan also includes an assumption about the required resources such as technology, staff, and funds that will be essential for adopting the hybrid delivery of education. Moreover, it will also be important to outline a communication strategy that will be used to inform all the stakeholders about the potential risks and other related matters (Pellerin and Perrier, 2019). In this part, a number of milestones for the virtual delivery project are established that will act as steps towards the achievement of the ultimate goal. 
[bookmark: _Toc98259612]Project approval
The first step when moving toward the hybrid delivery system will be to take approval for the commencement of the project from the concerned authorities. The project approval will be obtained from the trustees of the university to shift form all F2F to hybrid system. The trustees provide a project charter that highlights that all the concerned documentation has been completed.
[bookmark: _Toc98259613]Requirements review
In the next milestone, the project coordinator is required to prepare a list of requirements for the project such as software licence, cameras, computers and speakers. This requirement list is then reviewed, approved and orders are placed.
[bookmark: _Toc98259614]Design Approval
At this step, the design and model for the virtual delivery project will be prepared that will outline how the operations of the project will carry on. The higher faculty will approve the design of the university. These approving team will include the teachers who will be teaching and the university's tech team responsible for the management of the project.
[bookmark: _Toc98259615]Project Phase milestones
This is the step where the implementation of the project will be started and completed. This is one of the most crucial steps because true variances might occur and the management will have to look for ways to overcome them. Here the project might be divided into further sub-sections.
[bookmark: _Toc98259616]Final approval
At this stage, the project coordinator have fully readied the project and is available to be tested and inspection. This is where final approval form all the stakeholders is obtained.
[bookmark: _Toc98259617]Conclusion
The above project plan aimed to analyse the project of virtual delivery system at University of Wales Trinity Saint David (UWTSD). The report started with an introduction to the project and proceeded to outline the budget for the report along with the assumptions that were taken when developing the project. The report also outlined the constraints of the project and other key essentials like control mechanism, organizational structure and reporting framework for the project. A set of milestones is also created that will act as a guideline in achieving the project's main goal. 
.
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