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1.Introduction and Team Role
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Attend-X is a QR code-based attendance management system for university settings intended to allow for efficient and accurate methods of recording student attendance. It streamlines the whole process of recording attendance, replacing traditional attendance methods where professors manually input student attendance, which is time-consuming and subject to human error. Students can simply register for attendance on the basis of scanning a QR code, and a professor can view real-time accurate records of student attendance. 
The main users are students and faculty, with the following advantages: students will be able to take attendance more quickly and easily than before; while faculty will experience less administrative burdens and will have accurate attendance records. The University Administration indirectly benefits from this system as it is helping them to track and report on attendance more easily and accurately. These benefits to stakeholders are aligned with the Project Management Institute's (PMI) standards for project-related stakeholder value meaning that both student and faculty user experiences will create value for the organisation, as well as align with PMI standards for projects providing value to stakeholders that are effectively aligned with the organisation’s business objectives (PMI, 2021).
My involvement as part of the team covered areas such as project documentation, planning and research. Some of my responsibilities were identifying project requirements, supporting the stakeholder analysis and contributing to both reports and presentations. My key strengths of organisation, written communication and attention to detail were the foundation for my taking ownership of the documentation tasks we were responsible for, and also ensuring that the teams execution of their work was structured during the early stages of the project. In terms of my contributions moving forward, I believe that my organisational skills will be highly beneficial during the planning and documentation phases. However, I also recognise that having the ability to effectively contribute to a group also includes having confidence in verbal communication, which I continue to work on developing. During my early interaction with the project team, I observed that there was initial uncertainty with regards to clearly defined roles and uneven contribution levels to the project, which Tuckman (1965) describes as the "storming" phase. When the project team moved closer to explicitly laying out all of the individual responsibilities, a noticeable improvement occurred in collaboration efforts and, as a result, Tuckman's "norming" phase began. This early experience has led me to realise that both the success or failure of a project will be based upon the individual current skill levels; however, it will also be based upon how a given project team effectively manages its own group dynamics.


2.Goal, Objectives, and Scope
As the project progressed, the team worked to develop Attend-X in a more structured and deliberate manner. One of the most important things I understood during this stage was what a project means, not just a task or an assignment, but something that must have a clear goal, defined deliverables, and a fixed timeframe. Before this module, I had not thought carefully about the difference between doing work and running a project. Understanding this distinction changed how I approached everything that followed. The overall aim was to improve attendance management in universities through a secure QR code-based system. Developing this aim required the group to discuss what problem we were actually solving, which led to a clearer shared understanding of the project’s purpose. This process of defining the aim early was important because, as Kerzner (2022) notes, projects without a clear objective lack the direction needed to align team efforts and measure progress.
To translate the aim into actionable targets, the group developed four specific objectives: to design a user-friendly interface accessible to all students; to create a secure QR-based attendance registration process; to improve attendance recording accuracy compared to manual methods; and to reduce the administrative burden on lecturers. These objectives were developed through group discussion, where each member contributed ideas based on the problems, they had personally observed in university settings. According to Kerzner (2022), clearly defined objectives improve project control by providing measurable outcomes against which progress can be evaluated, something our team found useful when deciding which features to prioritise.
Key deliverables included the project proposal, system prototype, project plan, stakeholder analysis, technical documentation, and final presentation. The project scope was carefully defined to maintain realism. Included activities consisted of system design, security validation, user experience development, planning, and documentation, while excluded activities included full university-wide implementation and facial recognition technologies. One challenge the group encountered when defining scope was around user interaction with the QR code itself, specifically, how to ensure students could reliably scan and register without technical difficulties. This was acknowledged as a limitation of the prototype phase rather than a flaw in the concept. The Iron Triangle model was particularly useful in assessing feasibility at this stage: since scope, time, and cost are closely interconnected (Lock, 2020), the group recognised that expanding the system to address every technical scenario would require more time and resources than were available. Keeping the scope realistic allowed the team to focus on producing a functional and well-documented prototype within the given constraints.
 3.Stakeholder Analysis and Communication Plan[image: ]

 
Stakeholder management became increasingly important as the project developed. Stakeholders are defined as individuals or groups who can affect or be affected by project outcomes (Freeman, 2010). Key stakeholders for Attend-X included students, lecturers, university administrators, project sponsors, and team members.
Students are primary stakeholders whose main concerns are ease of use, accessibility, and reliability. Lecturers require accurate records and efficient reporting tools, while administrators focus on data security and compliance. Sponsors have a financial interest in project development. Students and lecturers were considered the most important stakeholders, as project success ultimately depends on user acceptance. Even a technically successful system may fail if end users are unwilling to adopt it.
To ensure effective communication, the group planned to use meetings, presentations, progress reports, and collaborative online platforms. However, balancing stakeholder expectations presented challenges, as students preferred simplicity and speed, whereas administrators prioritised security and control. This demonstrated that stakeholder management often requires negotiation between competing priorities, making effective communication essential throughout the project life cycle (PMI, 2021).

4. Project Planning Using WBS and Gantt Charts
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Effective planning is fundamental to project management as it provides structure and helps ensure objectives are achieved within agreed constraints. During the Attend-X project, two key planning tools were used: the Work Breakdown Structure (WBS) and the Gantt chart.
The WBS divided the project into smaller, manageable tasks including research, stakeholder analysis, budgeting, system design, testing, documentation, and presentation preparation. Importantly, the WBS was not just a planning document for us, it was the tool that actually solved our task distribution problem. Before using it, the team had struggled with uneven workloads and unclear ownership of tasks. Once we broke the project down into specific work packages and assigned each one to a team member, everyone knew exactly what they were responsible for. This removed the ambiguity that had caused friction earlier and made it much easier to hold each other accountable. According to Lock (2020), the WBS is one of the most effective tools for organising project activities and allocating resources, and our experience confirmed this directly.
 
The Gantt chart was then used to organise our time across the full project timeline. It showed each task as a bar across a calendar, which made it immediately clear when tasks overlapped, which ones depended on others being finished first, and where we were at risk of running out of time. This visibility directly helped us manage our time better, when we could see that two major tasks were scheduled at the same time, we were able to adjust before it became a problem rather than after. Personally, I found the Gantt chart more useful than the WBS for day-to-day awareness, because it connected tasks to actual dates in a way that made the deadline feel real and manageable. Kerzner (2022) argues that scheduling tools improve project visibility and support decision-making throughout the project life cycle, and in practice this is exactly what it did for our team. One honest difficulty we had was estimating how long tasks would take, we tended to underestimate, which meant the chart had to be revised. But even that process was useful, because it forced us to think more carefully about realistic timeframes.
 
5.Reflection, Challenges, and Personal Development
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Reflecting on the Attend-X project, several aspects went well. The team developed a clear project concept, established realistic objectives, identified key stakeholders, and produced structured planning documentation. Collaboration also improved over time as responsibilities became more clearly defined, allowing the team to work more efficiently in later stages. On a personal level, my contributions to documentation and research were consistent and well-received within the team.  However, there were also clear difficulties. One of the most significant challenges the group faced was ensuring that the QR code interaction worked reliably in practice. During testing, we encountered issues with students being unable to scan the code consistently, which raised questions about whether the technical solution was as straightforward as initially assumed. This highlighted an important gap between designing a system on paper and testing it in a realistic environment. From a risk management perspective, this was a challenge that could have been anticipated earlier through more thorough feasibility testing, which aligns with Hillson’s (2017) view that risk management should be a continuous rather than a one-time process.
 
On a personal level, one of the most significant challenges I faced was during the final presentation. I found it difficult to communicate ideas confidently in front of an audience, and I was aware that my delivery did not fully reflect the quality of the work I had contributed. This is a known area of weakness for me, and while I recognise that presentation skills develop with practice, I understand that effective communication is a core professional competency that I need to actively work on. One specific instance during the stakeholder analysis phase also illustrated a team-level risk: a communication delay between members led to duplicated research being submitted, requiring last-minute reorganisation before a deadline. These experiences, though difficult, were genuinely instructive.
 
Evaluating my own strengths and weaknesses, my strongest contribution was in organisation and written documentation, most visible when I helped restructure the WBS after the team’s initial draft lacked sufficient task granularity. It is also worth noting that the time management and task distribution challenges we faced earlier in the project were genuinely resolved once we properly applied the WBS and Gantt chart. These were not just tools we mentioned in a report, they actively changed how the team worked. After using them, everyone knew their responsibilities and deadlines, and the overlap and confusion that had caused friction earlier largely disappeared. This was a real outcome, not just a theoretical benefit. However, one weakness that remained throughout and was not resolved by any tool was my confidence in verbal presentations. I found it difficult to communicate ideas clearly in front of an audience during the final presentation, and I was aware my delivery did not reflect the quality of the work behind it. This is something I need to actively develop, as it cannot be fixed by planning tools alone. I also tended to hold back concerns in group discussions rather than raising them directly, which on a couple of occasions contributed to issues that could have been addressed earlier.
 
To support my development, the following self-development plan outlines three focused areas: First, to improve presentation confidence, I will seek opportunities to present in low-stakes settings, such as volunteering to lead a section in group meetings and will practise structuring spoken explanations before formal presentations. Second, to manage time more effectively under pressure, I will use time-blocking when juggling multiple academic deadlines, having found during this project that unstructured time led to last-minute task compression. Third, to become a more proactive team member, I will prepare talking points before group meetings rather than contributing only reactively and will raise concerns earlier rather than waiting for problems to escalate. These are not abstract intentions; each one is a direct response to something specific that did not go as well as it should have during the Attend-X project.
 
Overall, the Attend-X project moved beyond theoretical understanding of project management and made its frameworks genuinely practical. The difficulties encountered, particularly around QR code reliability, presentation delivery, and internal team communication, were as instructive as the successes. Engaging with tools such as the WBS, Gantt chart, and stakeholder analysis within a real team environment gave those concepts a relevance that coursework alone cannot replicate and has left me with a clearer sense of both my strengths and the specific areas I need to develop.
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