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1. Introduction


The closure of a major metropolitan transport hub in November 2025 has created significant disruption across the urban landscape of the city. Originally constructed over 40 years ago, the central hub no longer satisfies contemporary safety legislation, accessibility requirements, or environmental standards. The structural inspection, which triggered the closure, revealed critical deficiencies that render continued operation untenable (National Audit Office, 2020). The ensuing operational vacuum has exposed the fragility of the city's transport network, with cascading effects on commuter mobility, freight logistics, local business viability, and the broader regional economy.
This Project Management Plan (PMP) sets out the structured approach to the redevelopment of the central transport hub — the most strategically significant of the four available project options. The plan draws upon established project management methodologies, including PRINCE2, the PMI PMBOK framework, and APM Body of Knowledge, to deliver a comprehensive redevelopment within scope, time, cost, and quality parameters (Office of Government Commerce, 2009; Project Management Institute, 2021; Association for Project Management, 2019). The plan is directed at the relevant stakeholders, including the Local Authority, Transport Secretary, Network Rail, transport operators, and the wider public, who hold a vested interest in the successful and timely restoration of the hub.

2. Project Description


The project entails the full-scale redevelopment of the central transport hub to restore it as the primary multimodal interchange within the city. The redeveloped hub will serve rail, bus, and freight logistics, while integrating digital infrastructure, achieving net-zero operational carbon, and delivering fully inclusive, accessible design. The project is assigned an estimated total budget of £48 million and a programme duration of 36 months.
The project is justified on multiple grounds. First, from a strategic public services perspective, the hub underpins the city's transport connectivity and economic activity. Its continued closure represents an unacceptable cost to commuters, businesses, and the supply chain. Second, the redevelopment presents a generational opportunity to align transport infrastructure with contemporary environmental policy commitments, including the Department for Transport's Transport Decarbonisation Plan (Department for Transport, 2023). Third, permanent redevelopment offers long-term value for money compared with temporary or piecemeal alternatives; a fully modernised hub will serve the city for the next 40 to 50 years.
The project is selected over options (b), (c), and (d) because it addresses the root cause of the problem — obsolete and unsafe physical infrastructure — rather than mitigating its consequences. While digital modernisation (option c) and sustainable redesign (option d) are embedded as components within this project, they alone do not restore transport capacity. A temporary multimodal solution (option b) provides only short-term relief at disproportionate long-term cost (Bent Flyvbjerg, 2014).

3. Scope


3.1 Scope Inclusions
The project scope encompasses the following:
· Demolition and site clearance of the existing hub structure
· Full architectural and structural design of the new terminal building
· Construction of rail, bus, and freight interchange facilities
· Installation of passenger amenities, retail units, and accessible facilities
· Digital infrastructure, including smart passenger flow systems, real-time information displays, and Wi-Fi connectivity
· Renewable energy systems and low-carbon building fabric to target BREEAM Excellent
· Step-free access throughout all platforms, entrances, and concourses
· External works, landscaping, and active travel infrastructure

3.2 Scope Exclusions
The following items fall outside the project boundary:
· Upgrades to the wider rail or bus network beyond the hub's site boundary
· Procurement or operation of rolling stock or bus fleet
· Long-term facilities management (post-handover operational responsibility)
· Construction of additional car parking facilities beyond the site perimeter

3.3 Scope Boundaries and Constraints
The project operates within a fixed budget envelope of £48 million, a 36-month programme, and the statutory planning framework of the Local Planning Authority (LPA). All works are subject to Network Rail Technical Standards, the Equality Act 2010, and the Construction (Design and Management) Regulations 2015. Any changes to scope require formal approval through the Change Control process in accordance with PRINCE2 governance (Office of Government Commerce, 2009).

4. Work Breakdown Structure (WBS)


The Work Breakdown Structure (WBS) is a hierarchical decomposition of the total scope into manageable work packages (Project Management Institute, 2021). Table 4 presents the WBS for the central transport hub redevelopment, organised across six top-level deliverable groups. This structure enables systematic assignment of resources, responsibilities, and budgets, and provides the foundation for scheduling (Maylor, 2010). Each work package is discrete and measurable, facilitating progress monitoring throughout the project lifecycle.

Table 4: Work Breakdown Structure (WBS)
	WBS Code
	Work Package
	Description

	1.0
	PROJECT INITIATION
	

	1.1
	Project Charter
	Formal authority to commence project

	1.2
	Stakeholder Identification
	Map all stakeholders; conduct power-interest analysis

	1.3
	Feasibility & Options Appraisal
	Structural surveys; optioneering; cost-benefit analysis

	2.0
	PLANNING & DESIGN
	

	2.1
	Concept Design
	Outline architectural and structural design proposals

	2.2
	Planning Application
	Preparation and submission of planning documentation

	2.3
	Detailed Design
	Technical drawings, BIM model development, specifications

	2.4
	Procurement Strategy
	Tender documentation; contractor selection; contracts

	3.0
	PRE-CONSTRUCTION
	

	3.1
	Site Preparation & Enabling Works
	Demolition, site clearance, utilities diversions

	3.2
	Temporary Transport Measures
	Coordination of alternative commuter routes

	3.3
	Environmental Baseline Studies
	Ecological survey; contamination assessment

	4.0
	CONSTRUCTION
	

	4.1
	Substructure Works
	Foundations, drainage, groundworks

	4.2
	Superstructure & Frame
	Structural steel/concrete frame; cladding; roofing

	4.3
	Fit-Out & MEP Services
	Passenger facilities, ticketing systems, mechanical/electrical

	4.4
	Digital & Connectivity Infrastructure
	Smart systems, wayfinding, CCTV, Wi-Fi networks

	4.5
	Accessibility & Landscaping
	Step-free access routes, tactile paving, external works

	5.0
	COMMISSIONING & HANDOVER
	

	5.1
	Systems Testing & Integration
	Full commissioning of transport systems and digital assets

	5.2
	Snagging & Defects Resolution
	Quality inspections; remedial works

	5.3
	Regulatory Sign-Off
	Safety certification; accessibility compliance sign-off

	5.4
	Operational Handover
	Transfer to transport operators; staff training

	6.0
	PROJECT CLOSURE
	

	6.1
	Post-Occupancy Evaluation
	Performance review against KPIs

	6.2
	Lessons Learned
	Documented review for future projects

	6.3
	Final Accounts & Close-Out Report
	Financial reconciliation; formal project closure



5. Quad Chart


The Quad Chart (Figure 2) provides a single-page executive summary of the four primary project control parameters: scope, schedule, cost, performance and quality. This tool is widely used in programme management to communicate project status at a glance to senior stakeholders (Kerzner, 2022). The project targets a BREEAM Excellent rating, 100% step-free access, a 40% increase in passenger throughput capacity, and net-zero operational carbon by 2030.

Figure 2: Quad Chart – Central Transport Hub Redevelopment
	SCOPE
4 Full redevelopment of central transport hub
5 Rail, bus and freight interchange capacity
6 Passenger facilities and step-free access
7 Digital infrastructure and smart systems
8 Environmental sustainability measures
	SCHEDULE
9 Total programme: 36 months
10 Phase 1 – Initiation & Design: Months 1–8
11 Phase 2 – Pre-Construction: Months 7–12
12 Phase 3 – Construction: Months 11–32
13 Phase 4 – Commissioning: Months 30–36

	COST
14 Estimated total budget: £48 million
15 Design and professional fees: £2.4 million
16 Construction works: £38 million
17 Fit-out and systems: £1.6 million
18 Contingency (13%): £6 million
	PERFORMANCE / QUALITY
19 BREEAM Excellent rating target
20 100% step-free access across all platforms
21 Passenger throughput capacity increase of 40%
22 Net-zero operational carbon by 2030
23 99.5% system uptime on digital assets



6. Gantt Chart


The Gantt Chart (Figure 3) illustrates the planned programme across the 36-month project duration, broken into phases and work packages aligned with the WBS. The chart identifies the sequence and overlaps of activities, enabling the project team to manage dependencies, resource loading, and critical path activities (Kerzner, 2022). Key interdependencies include the requirement for planning consent (Phase 2) before construction mobilisation (Phase 4), and the completion of structural works before fit-out commences. The programme incorporates float within non-critical activities to accommodate risk and change. Temporary transport measures (Work Package 3.2) are scheduled to commence in Month 8 and run through to Month 13, ensuring commuter continuity throughout the early construction phase.

Figure 3: Gantt Chart – Central Transport Hub Redevelopment Programme (36 Months)
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7. Stakeholder Involvement


Effective stakeholder engagement is a critical success factor in complex infrastructure projects (Freeman, 1984). The stakeholder register presented in Table 1 maps the principal parties according to their role, level of influence, and appropriate engagement strategy. A power-interest analysis informed the classification of stakeholders; those with high power and high interest — namely the Local Authority, Department for Transport, Network Rail, and the main contractor — require intensive engagement through formal governance mechanisms.

Table 1: Stakeholder Register
	Stakeholder
	Role / Interest
	Level of Influence
	Engagement Strategy

	Local Authority / City Council
	Project sponsor; statutory planning approval
	High
	Regular steering committee meetings; formal reporting

	Transport Secretary / DfT
	National policy alignment; funding approval
	High
	Quarterly briefings; compliance documentation

	Commuters & General Public
	Primary service users; disruption is felt daily
	Medium
	Public consultation events; digital engagement portal

	Local Businesses & Supply Chains
	Dependent on hub for freight and footfall
	Medium
	Business liaison forum; impact assessment updates

	Network Rail / Transport Operators
	Technical integration partners
	High
	Joint technical working groups; interface agreements

	Construction Contractors
	Delivery partners for build works
	High
	Contract management; progress review meetings

	Environmental Agencies
	Net-zero compliance; ecological protection
	Medium
	Environmental impact assessments; regular audits

	Accessibility Advocacy Groups
	Inclusive design requirements
	Medium
	Co-design workshops; accessibility sign-off

	Media & Press
	Public narrative; reputation management
	Low
	Press releases; designated communications lead



Commuters and local businesses, although lower in formal authority, carry significant political influence and reputational risk if their concerns are not managed proactively. A public consultation portal and a business liaison forum are therefore central to the communications plan. Environmental agencies and accessibility advocacy groups will be engaged through co-design workshops and formal compliance sign-off processes, ensuring that their requirements are embedded in the design rather than addressed retrospectively. Cleland and Ireland (2006) note that stakeholder mismanagement is among the most common causes of project failure; accordingly, the stakeholder register will be reviewed at each stage gate throughout the project lifecycle.

8. Allocation of Resources


Resource allocation ensures that the right personnel, funding, and equipment are available at the right time to deliver each work package (Project Management Institute, 2021). Table 3 presents the principal resource categories, their responsibilities, the phases in which they are active, and their estimated cost allocation against the £48 million budget envelope.

Table 3: Resource Allocation Summary
	Role / Resource
	Responsibility
	Phase Active
	Estimated Cost Allocation

	Project Manager
	Overall delivery, governance, reporting
	All phases
	Included in management fees

	Structural & Civil Engineers
	Design, structural survey, technical oversight
	Phases 1–3
	£3.2 million

	Planning Consultant
	LPA liaison, pre-application engagement
	Phase 1
	£180,000

	Main Contractor
	Construction delivery, sub-contractor management
	Phase 2–3
	£38 million

	Environmental Manager
	BREEAM compliance, ecological mitigation
	All phases
	£250,000

	BIM / Digital Co-ordinator
	BIM management, clash detection, data management
	Phases 1–3
	£200,000

	Accessibility Consultant
	Inclusive design review, DDA compliance
	Phases 1–2
	£90,000

	Communications Manager
	Stakeholder engagement, public relations
	All phases
	£160,000

	Quantity Surveyor
	Cost planning, procurement, financial control
	All phases
	Included in management fees

	Contingency Reserve
	Unforeseen costs and risk drawdown
	All phases
	£6 million (13%)



Human resources are organised across a multi-disciplinary project team led by the Project Manager, who maintains overall responsibility for delivery, governance, and reporting. The appointment of a dedicated BIM Co-ordinator ensures that digital design coordination, clash detection, and asset data management are embedded from the design stage, reducing the risk of costly design errors during construction (British Standards Institution, 2019). An Environmental Manager ensures that sustainability commitments are monitored and reported against BREEAM requirements throughout. A 13% contingency reserve of £6 million has been set aside in line with HM Treasury guidance on major infrastructure projects (Cabinet Office, 2011). All resource deployments will be formally tracked through the project's earned value management (EVM) system, providing real-time visibility of cost and schedule performance.

9. Risk Analysis


Risk management is a continuous and iterative process throughout the project lifecycle (Ward and Chapman, 2003). The risk register in Table 2 identifies ten principal risks, assessed against likelihood and impact, with corresponding mitigation strategies. Risks are rated as High, Medium, or Low based on a qualitative risk matrix, consistent with the APM Body of Knowledge (Association for Project Management, 2019).

Table 2: Risk Register
	Risk
	Likelihood
	Impact
	Risk Rating
	Mitigation Strategy

	Cost overruns due to material inflation
	Medium
	High
	High
	Fixed-price contracts; contingency reserve (15%)

	Programme delays from planning disputes
	Medium
	High
	High
	Early pre-application engagement with LPA

	Structural surprises during demolition
	Low
	High
	Medium
	Comprehensive structural surveys pre-works

	Supply chain disruption (post-Brexit)
	Medium
	Medium
	Medium
	Diversified procurement; early procurement strategy

	Stakeholder opposition / public protests
	Low
	Medium
	Low–Medium
	Proactive community engagement; transparent comms

	Inadequate temporary transport provision
	Low
	High
	Medium
	Early mobilisation of contingency routes (Option b)

	Environmental compliance failure
	Low
	High
	Medium
	Dedicated environmental manager; BREEAM target

	Digital system integration failure
	Low
	Medium
	Low–Medium
	Phased testing; BIM co-ordination protocols

	Key personnel changes / turnover
	Medium
	Medium
	Medium
	Knowledge management plan; succession planning

	Force majeure (extreme weather, pandemic)
	Low
	High
	Medium
	Insurance; flexible programme float built in



The highest-rated risks — cost overruns and programme delays from planning disputes — reflect the systemic challenges inherent in large-scale urban infrastructure projects (Bent Flyvbjerg, 2014). Mitigation of cost risk is achieved through fixed-price contracts where feasible and an early procurement strategy that locks in material and labour costs ahead of potential inflationary pressures. Planning risk is mitigated through proactive pre-application engagement with the Local Planning Authority, aligning the scheme with the Local Development Plan from the outset.
Environmental compliance failure, while low in likelihood, carries a high impact given the reputational and regulatory consequences. A dedicated environmental manager and a BREEAM Excellent target embedded in the project brief mitigate this risk effectively. The risk register will be reviewed monthly at the Project Board and formally updated at each stage gate, with risk ownership assigned to the most appropriate member of the project team (Atkinson, 1999).

10. Conclusion


The redevelopment of the central transport hub represents the most strategically significant and enduringly beneficial response to the hub's closure. This Project Management Plan demonstrates that, through the rigorous application of structured project management methodologies — including PRINCE2 governance, PMI PMBOK frameworks, stakeholder engagement principles, and evidence-based risk management — the project can be delivered within a 36-month programme and a £48 million budget to the highest standards of quality, sustainability, and inclusivity.
The WBS, Gantt Chart, Quad Chart, Stakeholder Register, Resource Allocation Plan, and Risk Register collectively constitute a robust planning baseline that provides transparency, accountability, and control for all stakeholders. The project's strategic value extends beyond the restoration of transport capacity: it positions the city as a leader in sustainable, digitally enabled, and accessible urban infrastructure, in alignment with national decarbonisation commitments and inclusive design principles.
Continued proactive stakeholder engagement, disciplined change control, and monthly risk review processes will be essential to maintaining project performance and public confidence throughout the delivery period. The successful completion of this project will deliver lasting economic, social, and environmental value to the city and its communities for decades to come.


11.IntrospectiveEssay

Creating the project proposal poster for the transport hub redevelopment was a challenging but rewarding task. I had to take a complicated real-world situation (a hub that was closed due to safety concerns, causing disruption to commuters, businesses and supply chains) and present it clearly in one document. Looking back, I think the poster did a good job of this, and receiving distinction-level feedback was really encouraging. That said, the parts of the feedback pointing out what could be better are the ones I have found most useful to think about.

The feedback said the project management principles in the poster were a clear strength. The objectives covered the right areas, such as safety, restoring transport capacity, sustainability and digital technology, and each one linked back to why the project was needed. I was glad this came through, because I put thought into making sure the objectives were not just a list, but actually connected to each other and to the bigger picture. The scope section was also picked out as being clear and thorough. Being specific about what is and is not included in a project matters a lot in practice, if the boundaries are not clear from the start, projects tend to grow beyond what was originally planned, which causes delays and budget problems.

The section on strategic value was highlighted as one of the strongest parts of the poster. I tried to show that this project is about more than just fixing a building. Getting the hub back open helps local businesses recover, rebuilds trust between the public and local government, and gives the city a chance to build something better than what was there before. By designing it to meet net-zero targets from the start, rather than adding green features later, the project also contributes to the city's environmental goals in a meaningful way. I think this broader way of thinking about value is what made that section land well.

One of the main areas for improvement mentioned in the feedback was that the poster could have included more visual project management tools, such as a stakeholder power-interest matrix, a risk heat map, a Work Breakdown Structure, or a project timeline. Thinking about this now, I can see why. Writing about stakeholders in a table tells the reader who they are, but a matrix showing how much power and interest each one has would make it much easier to understand the relationships between them at a glance. The same goes for risks, a heat map gives an instant visual picture of which risks are most serious, rather than asking the reader to work through a written list. I now understand that these tools are not just extras; they are often the clearest way to communicate certain types of information.

The feedback also pointed out two other areas to work on. First, some of the objectives could have been more specific, for example, rather than saying the hub should reach net-zero carbon, it would have been stronger to include a target year or a specific standard to measure against. This would have made the objectives more genuinely SMART. Second, the poster relied mostly on describing the project rather than connecting the ideas to academic sources or frameworks. Referencing established project management thinking, such as recognised models for stakeholder engagement or risk management, would have added more depth and shown that the approach was grounded in research, not just common sense.
Overall, this task has helped me understand more clearly what a good project proposal needs to do. It is not just about covering all the right topics, it is also about presenting information in the most useful way for the people reading it, backing up ideas with evidence, and being specific enough that others can actually measure whether the project has succeeded. The distinction grade is something I am proud of, but the feedback on what to improve is equally valuable. The gaps around visual tools, measurable targets and academic references give me a clear sense of what to focus on going forward.
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