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1. Introduction
[bookmark: _Toc233746743]1.1 Project Background
The concept of the Students' Business Pop-Up Market has been developed as a real enterprise project for students of the University of Wales Trinity Saint David. The main purpose of this project is to inspire students to be entrepreneurs, employable, and to run a business. The basis behind the development of this project is to provide practical experience to students regarding running a business by setting up a temporary marketplace wherein they could promote and sell their products/services.
[bookmark: _Toc233746744]1.2 Project Aim and Objectives
The main aim of this project is to provide practical experience of entrepreneurship to students and make them confident, good communicators, and team workers. In order to achieve this aim, this project has certain objectives, such as the selection of an appropriate location in central Cardiff, permission from the Cardiff Local Council and the University, identification of the right vendors among students, and promotion of the event through media organizations (Acebes et al., 2024).
[bookmark: _Toc233746745]

2. Project Overview
[bookmark: _Toc233746746]2.1 Students Business Pop-Up Market
The concept for this project is the creation of 1 day business event for the community to encourage an entrepreneurial mindset among the students of the university, resulting in the formation of the Students' Business Pop-up Market. The students in this project had an opportunity to display their business ideas and products or services in the real business environment in order to improve their customer service skills, marketing, communication skills, and much more.
[bookmark: _Toc233746747]2.2 Project Type
This project could be described as an event management project with community orientation featuring educational and entrepreneurial goals. The project was a short-term one consisting of such phases as start-up, planning, implementation, monitoring, and project closing. The project was managed by the project management method, which includes the following elements: goal setting, assigning roles, resource management, risk management, and project outcomes evaluation after project completion.
[bookmark: _Toc233746748]2.3 Project Sponsor (University and Cardiff Local Council)
This project has been mainly funded by the University of Wales, Trinity Saint David, and they have been playing a crucial role in supporting the project on their part, encouraging participation of students, promoting entrepreneurship, and providing academic consultations during the process of planning the project. Cardiff Local Council was an external stakeholder, and they gave permission for conducting this event in the center of Cardiff (Pomaza-Ponomarenko et al., 2023).
[bookmark: _Toc233746749]2.4 Organizational Structure of the Project
For this project, a collaborative teamwork approach has been used with differentiated responsibility depending on individual skills.
[bookmark: _Toc233746750]2.5 Project Lifecycle
The lifecycle of the project was used in managing the Students' Business Pop-Up Market which is made up of five phases such as initiation, planning, execution, monitoring and controlling as well as closure. The method of structuring adopted by the project team has been useful in ensuring the success of the project in all the five phases. Objectives, scope, budget, schedule, communication and risk management were well established during the initiation and planning phase while execution and monitoring were done successfully.
[bookmark: _Toc233746751]

3. Critical Assessment of Project Management Tools and Techniques
The application of project management tools and techniques is very important for the successful completion of projects in terms of achieving the scope, budget, and time. Various project management techniques have been applied within the Students Business Pop-Up Market project to organize the project, distribute responsibilities, and manage project risks.
[bookmark: _Toc233746752]3.1 Project Initiation
The need for the project was determined, and the objectives were set and distributed among the proper individuals. The project was then approved by the Cardiff Local Council and the University. One of the strengths of this phase was the ability to mention the expectations of the stakeholders before making any plans to eliminate the uncertainty in future phases. However, due to these external approvals, the project schedule was lengthened, exposing scheduling risks in the future.
Even if this is considered one of the weaknesses of this phase, this stage has still been effective for project management since the project goals and the stakeholder expectations were clearly defined, and it did not require many resources
[bookmark: _Toc233746753]3.2 Project Scope
Project scope is about efforts put in place in order to achieve the project results, but any activities that do not influence the performance of the project would not be part of the project scope. Project scope in this case of the Students Business Pop-Up Market comprised of: venue booking, vendor recruitment, health and safety plans, promotions of the event, stakeholder communications, and delivery of the event.
In Scope
· Venue booking 
· Vendor recruitment 
· Marketing and promotion 
Out of Scope
· Permanent retail operations 
· Long-term staff recruitment 
· Inventory management after the event 

[bookmark: _Toc233746754]3.3 Iron Triangle
The Iron Triangle is a very simple diagram used in project management to show the relationship between the scope, time, and cost of the project. The scope, time, and cost of the project have a lot of influence on the success of the project, and any change in one of the constraints affects the others (Acebes et al., 2024). 
For example, in the current project, there was a limitation in the budget and time needed to organize the Students' Business Pop-Up Market. Any increase in the number of vendors or promotions would mean an additional budget for the project or an additional time period.
[bookmark: _Toc233746755]3.4 Work Breakdown Structure (WBS)
The current project was split into several small units using the Work Breakdown Structure (WBS). The important activities of the project included project planning, venue organization, marketing, stakeholder management, vendor registration, execution of the project, and post-event evaluation. WBS helped in task distribution and clarification of the responsibilities, minimized confusion, and improved planning.
WBS can improve the allocation of resources since the assignments are assigned to the correct individual, thus eliminating any duplication and making the members more responsible for their work. This technique helped the Project Coordinator monitor the progress of the project and identify the unfinished tasks



[bookmark: _Toc233747041]Figure 1: Work Breakdown Structure
[bookmark: _Toc233746756]3.5 Gantt Chart
All activities of the project have been scheduled in the Gantt Chart during the period of 12 weeks. Thus, it was possible to determine the timing of activities and milestones, to find overlapping activities and time constraints for the project. It enabled the team to make up for any delays that might occur before they affect the project schedule. Additionally, the Gantt Chart was helpful in conducting multiple event planning, marketing, vendor acquisition, event preparation, and communication with stakeholders. The following milestones indicated by the Gantt Chart included approvals, vendor hiring, promotions, and delivery of the event. The Gantt Chart shows that there are dependencies between some of the tasks performed, including the delivery of marketing activities following the agreement upon the venue and project program. 
[image: ]
[bookmark: _Toc233747042]Figure 2: Gantt chart
[bookmark: _Toc233746757]3.6 Project Communication Methods
Effective communication was extremely crucial within the internal as well as external environment throughout the project process. Several methods of communication that were adopted for the purpose of the project include meetings, email, telephone, social media, posters, online announcements, and direct communication.
 A proper communication strategy was adopted in order to determine the needs of the stakeholders with respect to information, communication tools, and communication frequency. The students were kept informed about the ongoing events in the project through social media, while the sponsors as well as the university were kept informed about the progress on the project through meetings and email
[bookmark: _Toc233746758].3.7 Risk Management Techniques
The risk matrix was used to determine the risk based on the probability and the impact of the risk.
Delay in getting the approval of Cardiff Local Council, weather, lack of vendors, lack of volunteers, and lack of marketing/technical delivery, as shown in Table 1 (refer to the Appendix).

[bookmark: _Toc233746759]

4. Stakeholder Analysis
[bookmark: _Toc233746760]4.1 Stakeholder Identification
The stakeholders were identified depending on the level of interest in the project, their level of influence in the project, and their level of involvement in the project.  Students, project team, University of Wales Trinity Saint David, Cardiff Local Council, sponsors, academics, volunteers, local employers, local media, social media, and local community are the key stakeholders. (Ghimire et al., 2024).
[bookmark: _Toc233746761]4.2 Stakeholder Classification (Internal & External)
The project team, university support staff, and academic staff were classified as internal stakeholders in this project since they were part of the planning and organizing process of the project. The external stakeholders were Cardiff Local Council, sponsors, students, volunteers, local businesses, media houses, and the local community, as shown in Figure 3 (refer to the Appendix).
[bookmark: _Toc233746762]4.3 Power–Interest Grid
The adoption of the Power-Interest Grid proved to be very useful in prioritizing the stakeholders with respect to their interest and power, thus enhancing the decision-making processes in the project. Cardiff Local Council and the University played a crucial role with respect to approvals, funding, and allocation of resources and thus greatly influenced the planning and outcomes of the project. Some of the stakeholders who contributed immensely to ensuring that the project was completed successfully include the Project Team, Sponsors, and the students. Engagement of the stakeholders took top priority, and hence, not much conflict occurred. (Giaccone and Picone, 2026).
[bookmark: _Toc233746763]4.4 Stakeholder Communication Strategy/Plan
[bookmark: _Toc233747024]Table 1: Stakeholder Communication Plan
	
	Power - Interest
	Communication Content
	Communication Method
	Frequency / Time

	Students

	Low P / High I
		



	Event updates, participation opportunities, benefits, and schedules



	Email, social media, student portal, posters
	Before the event

	Project Team
	High P/ High I
	Project progress, risks, issues, tasks, responsibilities, and budget update.
	Team meetings, project management software, and email
	Regularly

	University Support Team
	Low P / Low I
	Operational updates, resource requirements, and facilities information
	Email
	In advance

	Dean


	High P / Low I
	Strategic progress, budget updates, outcomes, and reputational impact
	Email and meetings
	In advance

	Local Council

	High P / Low I
		



	Event plans, permits, health and safety, environmental impact, and community benefits



	Email and meetings
	In advance

	Academic Staff
	Low P / Low I
	Student engagement opportunities, event information, and academic benefits
	Email and meetings
	In advance

	Social Media Platforms

	High P / Low I
		



	Promotional content, event announcements, community engagement campaigns



	Online platforms
	Before the event

	Local Community
	Low P / Low I
	Community benefits, opportunities to participate, local impact, bilingual communications
	Online, flyers, posters
	Before the event

	Family and Friends
	Low P / Low I
	General updates, achievements, participation opportunities
	Online, flyers, posters
	Before the event

	Sponsors
	High P / High I
	Progress reports, sponsorship value, branding exposure, outcomes, and impact
	Email and meetings
	Weekly

	Local Media (Offline)
	High P / Low I
	Press releases, success stories, event announcements, and community impact
	Email, newspaper
	In advance

	Local Employers
	Low P / Low I
	Partnership opportunities, recruitment opportunities, and skills development benefits
	Email and meetings
	In advance

	Volunteers
	Low P / Low I
		



	Training, responsibilities, schedules, safeguarding, and health & safety information


Email
	Online / offline
	In advance


[bookmark: _Toc233746764]5. Project Management in Practice
[bookmark: _Toc233746765]5.1 Benefits of Project Management
Use of the project management concepts made the execution of the Students' Business Pop-Up Market project easier. WBS concept helped in distributing the work effectively, whereas the Gantt chart ensured that all the activities were properly planned. Effective communication and risk management made sure that good relationships were developed with Cardiff Local Council and University, which helped to ensure proper coordination and effective use of resources during the project execution. (Aryans, 2026).
[bookmark: _Toc233746766]5.2 Characteristics of an Effective Project Manager
Some of the elements that contributed to the success of the project are inspirational leadership, effective communication, sound organization, decision making, and problem solving. Inspirational leadership played an important role in creating a sense of team spirit during the implementation and planning of the project.
[bookmark: _Toc233746767]5.3 Leadership, Management, and Communication Skills
A culture of teamwork was built by the leaders among the members, who made them work and took important decisions for them. Communication played an important role in ensuring that no communication gap existed and involved the stakeholders.
[bookmark: _Toc233746768]5.4 Organizational Structure Supporting the Project
The project had an organizational structure, where there was an allocation of roles according to the skills and expertise of the project members. It was found to be very useful in terms of accountability, teamwork, and coordination among the internal and external stakeholders.
[bookmark: _Toc233746769]

6. Project Evaluation and Reflection
[bookmark: _Toc233746770]6.1 What Went Well
In general, the main objective of the Students' Business Pop-up Market project was achieved successfully because of the fact that the students were able to develop entrepreneurial skills in terms of business. 
[bookmark: _Toc233746771]6.2 Challenges Faced
Although the project has been successful, there have been some difficulties in the implementation process. The planning of the project and obtaining permissions from the Cardiff Local Council proved to be a difficult task for the project. Communication has also been challenging owing to various stakeholders.
[bookmark: _Toc233746772]6.3 Lessons Learned
Limitations that can be seen in this project are the need for external approval, limited time period, and collaboration of many parties. What can be learned from this project is planning, effective communication, and flexibility.
[bookmark: _Toc233746773]

7. Recommendations
[bookmark: _Toc233746774]7.1 Improve Planning and Stakeholder Communication
Projects in the future will require proper planning regarding the process to ensure there is sufficient time for obtaining necessary approvals and managing project risks. With reference to the lessons learned from this project, it is important to note that progress meetings, defining the roles of communication and producing status reports will be required.
[bookmark: _Toc233746775]7.2 Strengthen Marketing and Risk Management
Promotions of the events can be done through digital marketing, social media, and the communication channels of the university to ensure greater participation of the students in the future. Moreover, a contingency plan is required that takes into account all the possibilities, such as storms, cancellation of vendors, and other operations.

[bookmark: _Toc233746776]8. Conclusion 
The Student Business Pop-Up Market has demonstrated the potential for the successful use of project management in order to implement a business operation for the benefit of the community. Despite problems, various project management tools have been used, such as WBS, Gantt Chart, stakeholder analysis, communication, and risk management, which proved useful in project delivery.
Thus, the project helped the students to obtain the necessary entrepreneurship skills, teamwork, communication, and practical experience; it gave them important knowledge in planning and executing their future projects in the university.





[bookmark: _Toc233746777]
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[bookmark: _Toc233746778]Appendix
[bookmark: _Toc233747025]Table 2: Risk Register Table
	Risk
	Likelihood
	Impact
	Risk level
	Mitigation Strategy

	Delay in Council Approval
	Medium
	High
	High
	Submit applications early and maintain regular communication

	Poor Weather
	Medium
	High
	High
	Prepare an indoor backup venue or contingency plan

	Vendor Cancellation
	Medium
	Medium
	Medium
	Maintain the reserve vendor list

	Low Student Participation
	Low
	High
	High
	Increase digital marketing and university promotion

	Technical Problems
	Low
	Medium
	Low
	Test the equipment before the event





[bookmark: _Toc233747026]Table 3: Stakeholder Analysis Table
	Stakeholder
	Internal/ External
	Interest
	Influence
	Role in the project

	Students
	External
	High
	Medium
	Main target audience and potential customers/vendors

	Project Team
	Internal
	High
	High
	Responsible for planning, organizing, and delivering the project

	University Support Team
	Internal
	Low
	Low
		



	Provides limited support and assistance when required




	Dean
	Internal
	Low
	High
	Approves plans and influences key decisions

	Local Council
	External
	Low
	High
	May influence permissions, regulations, and event decisions

	Academic Staff
	External
	Medium
	Low
	Provide guidance, advice, and feedback

	Social Media Platforms
	External
	Medium
	High
	Support the promotion and advertising of the event

	Local Community
	External
	Low
	Low
	May attend the event and support student initiatives

	Family and Friends
	External
	Low
	Low
	Provide encouragement and informal support

	Sponsors
	External
	High
	High
		



	Provide funding, resources, or promotional support.




	Local Media (Offline)
	External
	Low
	Medium
	Assist with advertising and increasing event awareness

	Volunteers
	External
	Medium
	Low
		



	Assist with event setup, management, and operations.








Student Business Pop Up Market Project 


1.0 Project Initiation


2.0 Project Planning


3.0 Venue and Vendor Management


4.0 Marketing and Promotion


5.0 Event Preparation


6.0 Event Execution


7.0 Project Closure


1.1 Define project objectives and goals


1.2 Identify project scope and deliverables


1.3 Conduct feasibility assessment


1.4 Obtain University approval


1.5 Obtain Cardiff City Council permission


1.6 Form project team and assign roles


2.1 Develop project schedule


2.2 Prepare project budget


2.3 Develop risk management plan


2.4 Prepare communication plan


2.5 Identify and analyse stakeholders


2.6 Allocate project resources


3.1 Identify suitable venue


3.2 Confirm venue booking


3.3 Prepare venue layout


3.4 Recruit student vendors


3.5 Allocate stalls to vendors


3.6 Arrange equipment and facilities


3.7 Finalise logistics and site arrangements


4.1 Develop event branding


4.2 Design promotional materials


4.3 Launch social media campaign


4.4 Promote through university channels


4.5 Coordinate with local media


4.6 Monitor marketing performance


5.1 Open participant registration


5.2 Confirm vendor participation


5.3 Recruit and train volunteers


5.4 Conduct health and safety inspection


5.5 Prepare event documentation


5.6 Final team briefing


6.1 Set up venue and stalls


6.2 Register participants and vendors


6.3 Manage event operations


6.4 Monitor event schedule


6.5 Resolve operational issues


6.6 Dismantle stalls and clean venue


7.1 Collect stakeholder feedback


7.2 Evaluate project performance


7.3 Prepare final project report


7.4 Conduct lessons learned meeting


7.5 Submit project documentation


7.6 Officially close the project
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