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This report, commissioned by Rebecca Francis-Davis, lecturer for the Managing Projects in the Organisation module (BSMW5009_CARD) at the University of Wales Trinity Saint David, provides a comprehensive assessment of the tools, techniques, and project management methodologies used in planning, execution, and evaluation of the Bucovina & ROUCA Cultural Event. This community initiative aimed to reconnect children born in the UK with Romanian Culture and Heritage.
Coordinated with support from Bucovina, the event’s sponsor, and ROUCA, the cultural organisation facilitating logistics and community engagement, the report critically evaluates how project management tools, team roles, stakeholder engagement, risk management, and communication strategies contributed to the successful delivery of the event.
 Methodologies such as Gantt Charts, Stakeholder Analysis, Belbin’s Role Models, Risk Management Plans, and Effective Communication Strategies were employed to manage project phases, foster collaboration, and ensure clarity in external communication. The event was hosted in a local association and engaged children of all ages, including those with additional needs, alongside their families and volunteers.
The analysis seeks to assess the effectiveness of the project management strategies, drawing on real-world examples from the Romanian Cultural Event to illustrate how these tools facilitated project delivery and how stakeholder communication was maintained throughout in lifecycle. 
The report is grounded in established project management theory and literature, referencing the PMBOK® Guide (Project Management Institute, 2021), Turner’s Handbook of Project-Based Management (2014), Lock’s Project Management (2020), Kerzner’s Project Management: A Systems Approach (2022), and Maylor’s Project Management (2010). It also incorporates insights from peer-reviewed journal articles, including those from the International Journal of Project Management and the Journal of Management in Engineering, as well as relevant case studies.
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1.0 [bookmark: _Toc204373365]Introduction
This report evaluates the delivery and internal collaboration involved in the Bucovina & ROUCA Cultural Event Project, which took place in June 2025. The primary goal of the event was to connect children born in the UK with Romanian Culture through food, music, and tradition. The planning and execution were managed collaboratively by my team utilising formal project management tools to coordinate efforts, allocate resources, and engage stakeholders. The research supporting this report draws on a variety of project management literature, including works by Turner (2014), Kerzner (2017), Belbin (2010), Burke (2013), and practical guidance from the Project Management Institute (PMI, 2021).
This report examines the dynamics and tools employed by the team behind the Bucovina & ROUCA  Cultural Event, focusing on Romanian cultural education for Romanian children born or raised in the UK. The event was developed in response to a growing desire among Romanian diaspora communities to preserve their cultural identity while promoting inclusivity in multicultural Britain.
The goal of this report is to understand how formal project tools and informal dynamics worked together to deliver an event that was logistically sound, culturally rich, and well received. The report is guided by principles from project management theory and is grounded in the reflection on practice. The project aimed to blend structure with creativity, effectively managing budget, timelines, risks, and people to create a meaningful experience. The guiding questions for this evaluation are:
· How effective were the tools used?
· How did the group dynamics influence the delivery?
· And what improvements can be made for future events?

The research draws on project documents, such as Gantt Charts, Stakeholders Matrices, Risk Assessments, and Budgets, as well as team interviews and academic texts, including Kerzner (2017), Belbin (2010), and PMI (2021). The methods used reflect a hybrid model of agile and traditional project management, where collaboration, adaptation, and stakeholder responsiveness played a central role.
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[bookmark: _Toc204373367]2.1 Tools and Techniques used in Project Management

[bookmark: _Toc204373368]2.1.1 Aims and Objectives
Establishing clear aims and objectives was the project’s first milestone. The event was designed to offer children Romanian traditions through Storytelling, Music, Food and Games in an accessible, safe space. Using SMART framework (Specific, Measurable, Achievable, Relevant, and Time-bound), the project set key objectives such as confirming a venue, securing funding, achieving inclusive participation, and completing setup before the event date.
The measurable goals enabled effective evaluation and helped define the project scope, with strengths in relevance and timeliness. Key aims included hosting the event by 21 June 2025, ensuring inclusivity for children with disabilities, and delivering cultural impact within a budget of £2500. While all SMART principles were respected, goals around post-event impact measurement were less defined. Ultimately, the SMART goals provided clarity and alignment with stakeholders expectations.

[bookmark: _Toc204373369]2.1.2 Gantt Chart
The Gantt Chart was created during the planning phase by me (Elena), to outline five overlapping project stages: Initiation (Mariana), Planning (me), Execution (Ciprian), Control (Iosif), and Closure (Jaroslav). This visual tool allowed for tasks to be visualised with time allocations and dependencies, ensuring no gaps emerged between key tasks and supporting effective time management (Burke, 2013). Initiation and Planning briefly overlapped, while Control spanned nearly the entire project, running throughout all other phases. Despite its benefits in providing clarity on task distribution, encouraging accountability, and improving team performance through shared expectations (Westland, 2021), the manual updates made by Iosif, the Control lead, proved challenging as the event came closer. Delays in updating interdependencies caused minor misalignments in setup schedules, highlighting the time-consuming nature of manual updates (Mayor and Turner, 2017).

[bookmark: _Toc204373370]2.1.3 Stakeholder analysis
The concept of stakeholder theory has evolved significantly since it was first introduced by Stanford Research Institute (SRI) in 1963, expanding its emphasis from solely stakeholders to encompass a range of groups that affect or are affected by an organisation (Cohen, 1996). Stakeholders now comprise employees, customers, suppliers, governmental entities, and society at large (Clarkson, 1998). Effective stakeholder management requires the identification and mapping of stakeholders, comprehension of their possible impact on strategy, and a balance between their needs and the objectives of shareholders (Sachs et al., 2009). Businesses are progressively acknowledging the importance of managing stakeholders for sustained success (Huber, 2006).
Stakeholders were identified using the Power/Interest Matrix, a model developed by Mendelow (1991). This approach helped determine engagement strategies for various stakeholders, categorised as follow:
· Key Players: Bucovina and ROUCA (including funders and association coordinators)
· Keep Informed: Parents and Families
· Keep Satisfied: Local Community Leaders
· Monitor: Media and the extended Romanian Community
While the tool was effective during the planning stage, it became less useful during implementation. For instance, a local dance group expressed interest in collaboration, too late to be formally incorporated, highlighting the need for a more interactive stakeholder review to facilitate new partnerships (Bourne and Walker, 2005). Although the initial categorisation defined engagement strategies, it was static and did not adapt to include emerging stakeholders.

[bookmark: _Toc204373371]2.1.4 Risk Analysis
Risk analysis is a crucial process utilised to assess and handle uncertainties in multiple fields (Johansen, 2024). It encompasses the identification of possible risks, evaluating their effects, and estimating their probability (Aven, 2015).
A detailed risk analysis was developed to anticipate potential problems such as food allergies, overcrowding, venue accessibility, and weather disruptions. Risks were categorised by their likelihood and impact, and control measures were implemented, including allergy signage, crowd stewards, and an emergency contact list. While the plan proved adequate and no incidents occurred, it lacked a structured post-event review. As noted by Turner (2014), closing feedback loops in risk evaluation is essential, as post-event reviews are critical for learning and improving future events.

[bookmark: _Toc204373372]2.1.5 Communication Tools
The team initially used a free online Kanban board for workflow visualisation, but after it expired within seven days, it transitioned to Microsoft Teams and WhatsApp for coordination. Despite some short-term confusion due to the switch, Teams became essential for file sharing and meetings, while WhatsApp was used for real-time updates. However, the transition required adjustments to workflows, and while Teams facilitated file storage, communication overload sometimes compromised clarity.





[bookmark: _Toc204373373]2.1.6 Belbin Team Roles
To enhance group cohesion, Belbin’s model (2010) was utilised to assign roles based on members’ strengths, reducing friction and improving decision-making. The roles assigned were as follows:
- Mariana: Initiation (Resource Investigator)
- Elena: Planning (Coordinator / Monitor Evaluator)
- Ciprian: Execution (Implementer / Completer Finisher)
- Iosif: Control (Control Evaluator / Teamworker)
- Jaroslav: Closure (Finisher / Implementer)
Mariana led Initiation, I coordinated Planning, Ciprian oversaw Execution, Iosif managed Control and Jaroslav led Closure. Although Belbin’s roles aligned well with members’ strengths and increased ownership, some overlaps, particularly between Planning and Control, initially caused confusion and occasional task duplication. I addressed this issue quickly and gave Iosif instructions and the tools to take care of his stage smoothly, and recommended that he keep track through weekly alignment meetings.
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[bookmark: _Toc204373375]2.2.1 Belbin Application and Team Dynamics
Belbin’s Team Roles enhanced structure and ownership, enabling Bucovina Team to evolve rapidly through stages of forming, storming, norming, and performing (Tuckman, 1965). Clear roles and mutual respect were pivotal in this progression. Conflicts, such as the budget disagreement over decorations, were addressed collaboratively. With my mediation, I led the team to a resolution through budget relocation. Early challenges, including confusion over communication tools, were managed professionally. Each member took initiative: Ciprian anticipated logistical gaps and rearranged the activity flow, my planning prevented major overlaps, and Jaroslav’s reflection post-event provided insights for future improvements. This exemplifies Belbin’s Theory that role clarity strengthens productivity (Belbin, 2010).
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[bookmark: _Toc204373376]2.2.2 Gantt Chart in Use
The chart supported accountability and progress tracking, but manual entry in Excel became time-intensive. An online tool like Smartsheet could offer auto-notifications and shared editing (PMI, 2021). While the Gantt chart facilitated overlapping stage management and was essential for coordinating Planning and Execution, it lacked visual updates during the event, limiting its utility for live adjustments. I updated the chart regularly; however, not all members were comfortable navigating it. As Westland (2021) argues, Gantt charts can become cumbersome without digital automation. Despite these challenges, the project was delivered on time.
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[bookmark: _Toc204373377]2.2.3 Stakeholders Mapping in Practice
The stakeholder matrix informed targeted engagement, updating parents via email, involving the association staff in planning meetings, and informing local media via email. However, new stakeholders, like a local Romanian dance group that wanted to collaborate at a late stage, could not do so and therefore were not added to the grid. While hey players received weekly updates, the mapping remained static, necessitating solutions to accommodate new contacts or shifting influence levels, such as increased media interest. Implementing dynamic mapping would enhance responsiveness (Eskerod and Jepsen, 2013).
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[bookmark: _Toc204373378]2.2.4 Budget Management
The budget was well structured, with Bucovina covering food costs, which allowed flexibility in other areas. The allocation prioritised food (45%), with additional funds directed towards marketing and decorations. Iosif kept supervising the real-time spreadsheet that I created and tracked expenses through Excel, updating totals weekly, which helped avoid overspending. While financial transparency was high, external auditing was absent. To improve future budgeting, the adoption of cloud-based finance software, such as Smartsheet, is recommended to further enhance transparency (PMI, 2021). Overall, Bucovina’s funding reduced the risk for the event.
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[bookmark: _Toc204373379]2.2.5 Risk Strategy
Mitigating risks related to safety, allergy exposure, and crowd control contributed to delivering an incident-free event. Initiatives such as separated meal stations and visible allergy labels enhance allergen awareness and minimise congestion. Volunteers' briefings included emergency exit instructions and provided a roadmap for handling emergencies.
However, the team missed an opportunity for a structured post-event debrief and incident reporting, which could have reinforced learning and documented important lessons. According to Anantatmula (2010), the absence of structured reporting undermines long-term project learning.
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[bookmark: _Toc204373380]2.2.6 Communication and Execution
Switching from Kanban to Teams was disruptive but necessary, as the Teams platform enhanced overall control through structured discussion channels and documented storage. While WhatsApp was essential for rapid updates on a day-to-day basis, it sometimes led to overflow and confusion. Although the transition to Teams resolved some initial confusion, it required adapting workflows.
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[bookmark: _Toc204373381]2.3 Communication and Stakeholders
Internal communication was governed by two platforms: Microsoft Teams for documents and meetings, and WhatsApp for fast daily communication and task updates. While these platforms provided quick updates and flexibility, the volume of messages and sometimes the times at which they were sent caused overload, leading to inconsistent team communication. External stakeholder communication was managed via email, with priority given to Key Players and Families. Parents received logistical guides in advance of the event, while the association staff were informed through meeting minutes and setup meetings.
Feedback after the event was collected verbally, but a structured follow-up could enhance evaluation accuracy, as highlighted by Bourne and Walker (2005). Additionally, while the stakeholder matrix provided clarity in planning, it should have evolved during implementation. The recommendation for dynamic stakeholder mapping to reflect changing relationships would improve communication and planning processes. However, even though the attendees repeatedly expressed their happiness with the event and ROUCA sent a letter afterwards to express their utmost satisfaction with the delivery of the event by our Team,  no formal stakeholder satisfaction survey was conducted post-event, limiting the evaluation of success.
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The Bucovina & ROUCA Cultural Event successfully demonstrated how structured tools and human-centred collaboration can deliver meaningful outcomes. The team utilised Belbin’s model, Stakeholder Matrices, Gantt planning, and Risk Analysis to enhance focus and teamwork. As a result, the event was inclusive, on budget, and well-appreciated by attendees, achieving aims in terms of attendance, engagement and cultural immersion.
However, areas for development remain. Future improvements include:
· Use of Dynamic, cloud-based Gantt Charts and Budget platforms to enhance transparency
· Incorporation of real-time Stakeholder Updates and Live Stakeholder Mapping
· Formal post-event debriefs and Risk reviews
· A unified communication strategy for the team
By blending structured planning with adaptive collaboration, the Project Team demonstrated effective project management tailored to a cultural context. With these enhancements, future cultural events can further scale impact while maintaining cohesion, quality and accessibility context.
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Updates
please let everyone know if you have any updates on your work.

also send what you want to include in your slides before Friday to have it done by the weekend, best if you can send it by
wednesday.

losif Carpaci (1922471) i sent you a private message with my gannt chart and an initial budget estimate that you can use in
by adapting it to your stage. If you cahnge it and can later send it to Jaroslav Demeter (2240603) he will be able to add it to
his stage and analyse it
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