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Executive Summary 
This report critically evaluates the use of project management tools and techniques in the delivery of a charity project aimed to support Latch, a Welsh organisation that assists children with cancer and their families. The project involved cleaning the kitchen of a bakery called Riverside Sourdough, located in Cardiff, Cathays, to raise funds, with all proceeds donated to the charity. A variety of tools were employed to support project planning and implementation, including a quad chart, Gantt chart, stakeholder analysis, risk assessment and clearly defined aims and objectives. 
The report highlights the strengths and limitations of these tools both generally and in the context of the project. It also explores communication methods used with stakeholders and identifies opportunities for improving future project delivery. Time management and team availability emerged as challenges, and recommendations are made for improved scheduling and communication practices in similar future initiatives. 
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1.0 Introduction 
This report was requested by Rebbeca Francis Davies, module tutor for Managing Projects in the Organisations, as part of the assessment requirements for the course. The report was compiled by the student and completed on 18th July 2025. Its purpose is to critically assess the effectiveness of project management tools and techniques applied during the planning and execution of a team-based charity initiative. The project was designed and carried out in a real-world context to demonstrate practical application of the theoretical frameworks studied in class. 
The project involved a team-led kitchen-cleaning event, organised to raise funds for LATCH, a charity that supports children with cancer. The team took a practical approach, using key project management techniques to plan, execute and review the activity. The report explores role and effectiveness of tools such as aims and objectives, the Gantt chart, stakeholder analysis and risk assessments. It draws on relevant academic frameworks to compare theory with practice. Research was conducted through class materials, websites and textbooks, including works by Lock (2020), Kerzner (2018) and the PMBOK Guide (2021). 
This introduction sets the stage for a critical discussion of the methods used and reflects on lessons learned throughout the project process. 





2.0 Findings 
   2.1 Critical discussion of project management tools and techniques
This section evaluates several well-established project management tools and techniques. These methods support project planning, execution and monitoring, and are widely recognised within academic and professional literature. They provide structure, coordination and risk mitigation for successful project delivery. However, despite their benefits, no tool is without limitations, and effectiveness often depends on how they are imp and the nature of the project. 
 2.1.1 Aims and objectives 
Defining aims and objectives is fundamental to project initiation. As Lock (2020) explains, aims define the overall purpose or mission of the project, while objectives break the aim down into actionable steps. The SMART framework is often used to ensure clarity and focus. One major benefit of using clearly structured aims and objectives is that they align the team, keep the project goal-oriented, and serve as a benchmark for performance evaluation. In charity projects, especially, having socially impactful aims can motivate teams. However, as Meredith and Mantel (2017) point out, too much rigidity in objectives can be problematic if unexpected events arise, requiring the project to pivot or adapt. 
In academic literature, poorly defined objectives are linked to project failure (PMI, 2021). Therefore, the setting of initial aims must balance clarity with flexibility, particularly in student-led or voluntary projects, where constraints such as time and experience may affect delivery. 


2.1.2 Quad chart  
A quad chart is a simple visual planning tool that divides a page into four sections, often showing objectivbes, timeline and key resources or challenges (KANBAN, n.d.). According to Kerzner (2017), this tool is especially useful during the early stages of project development when concise presentation is required. The strength of the quad chart lies in its ability to present core information quickly, making it ideals for sharing the initial vision with team members or external stakeholders. It is less detailed than a Gantt chart or a work breakdown structure (WBS), (KANBAN, n.d.), but its simplicity improves stakeholder understanding during the decision-making phase. A full quad chart has been created for the project, and each section has played an important role in helping the group stay organised, solve problems ahead of time and focus on the goals. 
However, its simplicity is also its limitation, and because it offers only high-level information, it lacks the detail required for day-to-day implementation and tracking. It does not reflect dependencies, progress or real-time updates, making it unsuitable beyond the early planning stages. 

2.1.3 Gantt chart  
The Gantt chart is widely used in the planning and implementation phases of project management to visualise tasks across a timeline. It allows teams to understand what needs to be done, when, and by whom. It is especially valuable for identifying task dependencies and monitoring process (Martins J., 2025). One of the primary benefits of the Gantt chart is that it helps break down a project into manageable steps, which supports clearer task allocation and accountability. Additionally, visualising overlapping activities can assist in identifying potential bottlenecks or overcommitments. However, as Bruke (2013) points out, the effectiveness of a Gantt chart depends heavily on accurate initial planning, If time estimates are incorrect or tasks change significantly, the chart can become outdates quickly and may even obstruct project adaptability. 
Moreover, creating and maintaining a Gantt chart requires time and attention to detail, which can be a challenge for less experienced teams or in projects with limited time.
 
2.1.4 Risk analysis 
Risk analysis is a vital part of the planning phase, allowing project leaders to anticipate and prepare for potential problems. According to Hillson (2009), identifying risks early enables teams to develop mitigation strategies and assign appropriate resources to reduce their impact. 
The advantages of risk analysis are well established; therefore, it promotes proactive decision making, increases preparedness and encourages the team to think critically about what might go wrong. Risk registers and probability-impact matrices are particularly useful in prioritising which risks require the most attention (Courtney C., 2024). Nonetheless, there are drawbacks, for example, risk analysis can never fully account for unexpected issues, and predictions may be influenced optimism bias or lack of experience (Adam H., 2025). Student team may underestimate risks due to limited real-world exposure. Additionally, risk analysis often focuses more on negative outcomes, while ignoring opportunities that could arise during a project. 

2.1.5 Stakeholder analysis 
Stakeholder analysis helps identify all individuals or groups affected by the project and plan how to engage them. Freeman’s Stakeholder theory (1984) stresses the importance of managing relationships to avoid conflict and ensure alignment. Mapping stakeholders by power and interest helps prioritise communication efforts. Nevertheless, stakeholder expectations may change overtime, and failure to revisit the analysis can reduce its effectiveness. 

2.1.6 Project lifecycle 
The project lifecycle offers a structured approach with defines phases, those being initiation, planning, execution, monitoring and closure (Atlassian, n.d.). This structure ensures each stage is completed before it progresses further, and while it provides order and accountability, the traditional waterfall model is less adaptable to fast-moving or creative projects where iteration is needed (Highsmith, 2009). 













   2.2 Critical discussion of project management tools and techniques
During the bakery cleaning event for LATCH, the student team used several of the tool discussed above to guide the project from start to finish. 
The team began by defining their aims and objectives using the SMART framework. The primary aim was to raise funds for a good cause through a service-based activity. Objectives included identifying a location, securing supplies, marketing the event and completing the clean-up on a specific date. These objectives guided decision-making and made it easier to measure success after project completion. 
A quad chart was used at the start to summarise the project idea, which included the objectives, planned timeline, key tasks and available resources. This helped the team communicate their vision efficiently in meetings and via emails. 
The Gantt chart was developed using a basic template and divided the project timeline into weekly intervals. Tasks were allocated specific deadlines and owners. This helped coordinate key stages such as finalising marketing materials and conducting the clean-up. Although the chart was helpful, it had to be revised due to unforeseen delays caused by clashing work schedules amount team members. 
The team also a conducted a risk analysis to identify potential issues, such as missing supplies, last-minute cancellations or low turnout. Risks were ranked using a basic impact probability matric, and responses were agreed in advance. For example, the team brought extra cleaning materials in case the bakery forgot to leave them out for the team and assigned backup roles to prevent delays if someone was unavailable on the day of cleaning. However, the tea, acknowledged   that some risks, such as delays caused by transport or miscommunication were underestimated. 
A stakeholder analysis was also performed, primarily focusing on internal stakeholders (team members), external stakeholders (LATCH, the donor and bakery provider), and the public. Using a power-interest matrix, the team prioritised communication with high-power stakeholders such as the bakery owner and the charity. They were kept informed via email and text messages via WhatsApp. Meanwhile, the public were engaged through a leaflet distributed on social media. 
Finally, the team followed a standard project lifecycle. After initiating the idea and gaining approval from the bakery owner and lecturer, the planning stage involved tool selection, timeline development and task allocation. Execution occurred during the cleaning event itself, where the team dived tasks and ensured safety procedures were followed. A small debrief session served as the closing phase, during which the team reflected on the project’s impact and areas of improvement. 
All tools used contributed to the project’s success, but the time management remained a recurring challenge. The group adjusted deadlines and relied on informal reminders to stay on track, and while it wasn’t ideal, this adaptive approach enabled the event to go ahead as planned. 









   2.3 Communication and Stakeholders 
Effective communication is central to successful project delivery, particularly in team-based initiatives involving multiple stakeholders. In project management literature, stakeholder communication is described as a continuous process that ensures all involved parties are informed, engaged and aligned with the project’s goals (Krzysztof W., 2023). For this charity project, communication served two key purposes: coordinating internal team activities and engaging external stakeholders, including the bakery owner, the LATCH charity and the public. 
During the project, a combination of communication methods has been used. The tea, primarily relied on WhatsApp for internal coordination, as it allowed fast and informal updates. However, as messages could easily get lost in the chat, it lacked structure. Emails were used when contacting external stakeholders, such as the bakery owner and the charity organisation. This ensured professional communication and a record of formal agreements. While effective, some emails were sent later than planned due to time pressures, which reduced opportunities for early feedback. 
To promote the project, the team design a leaflet, which was put in the bakery kitchen door and on social media platforms like Instagram. This allowed the team to raise awareness about the cause and share information about the project in a cost-effective way. A stakeholder analysis was carried out early in the planning stage, and this helped the team to identify who to prioritise and how to tailor communication. Stakeholders such as the bakery owner and the charity were contacted directly, while the public was engaged through social media. 
Overall, the communication tools used were appropriate for the context and helped the project run smoothly, though some inconsistencies in timing and message management did affect the flow at times.





















3.0 Conclusion  
The findings of this report show that using a range of project management tools and techniques contributed significantly to the planning and delivery of the charity event. Tools such as SMART objectives, the quad chart, Gantt chart, risk analysis, stakeholder analysis and the project lifecycle provided structure, focus and clarity across different project phases. 
Each tool supported the team in different ways, from defining the project’s aim to coordinating tasks and communicating with stakeholders. While the tools were largely effective, the project also highlighted some limitations, such as time constraints, informal communication gaps and the need for more flexible planning. 
Overall, the project demonstrated how project management techniques can help teams organise, manage and complete real-world tasks effectively, even in small, time-limited settings. The tools worked the best when adapted to the team’s context and used alongside consistent communication and cooperation. 

   3.1 Recommendations for future projects 
Based on the experience of this project, the following areas could improve for future delivery. 
1.0 Begin stakeholder communication earlier, allowing more time for feedback.
2.0 Use a more structured platform, such as Teams, for internal communication and task tracking. 
3.0 Plan for flexibility, especially when team members have external commitments. 
4.0 Improve promotion efforts by starting earlier and using consistent schedule across social media. 
5.0 Review project tools regularly to adapt to changes during each phase of the project lifecycle. 
By implementing these improvements, future project teams can enhance both their performance and the overall impact of their initiatives. The experience from this project demonstrates that combining structured tools with flexible, people-centred approaches offers the best chance for successful project outcomes. 
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5.0 Appendices
SMART objectives. 
	Specific 
	Organise and carry out bakery-cleaning charity event to support LATCH.

	Measurable 
	Aim to raise at least £50 in donations from the cleaning service. 

	Achievable 
	Use the team’s own resources (time, skills, etc.) and complete the project without external funding.

	Relevant
	Aligns with the goals of the university module while making a positive contribution to the local community. 

	Time-bound
	Complete planning, execution and evaluation within the project’s deadline. 



Quad chart. 

	Objective
· Support Latch, a Welsh children’s cancer charity 
· Collaborating as a team using a checklist 
· Support a community charity 
· Clean a local bakery 
· Raise awareness about hygiene 

	Approach 
· Planned and assigned cleaning tasks carefully 
· Used food-safe cleaning agents and hygiene checklists 
· Communicated and coordinated in a small space
· Donated the raised money 

	Benefits
· Supported charity creatively through donated effort 
· Learned teamwork, organisation and planning skills 
· Realised even small actions can make a difference 
· Support a small business 

	Resources & Challenges 
· Using basic supplies, such as gloves, cloths, etc. 
· Main resources, which are time and teamwork 
· Challenges, such as scheduling, getting permission, staying organised 
· Making sure the donation process was clear 




Stakeholders 
	Keep satisfied 
	Actively engaged 
	Monitor 
	Keep informed 

	Univeristy lecturer 
Bakery owner 
	Team members 
Bakery owner 
Charity 
Public 
	Charity 
Public
	Public 
Bakery owner 



Risk analysis 
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Gantt chart 
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Social media (Instagram)
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Conclusion:

Cleaning in a bakery requires special attention to ensure both safety and food
quality. Risks can be mitigated with proper training, the right cleaning
equipment and chemicals, and a well structured cleaning schedule. Regular
checks and reviews of safety procedures are also crucial to ensuring that the
bakery environment remains safe, hygienic and compliant with all regulations.
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