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[bookmark: _Toc202281619]Executive Summary
This report offers a reflective commentary upon the project management tools and techniques deployed during the planning and delivery of the "Bay Brighteners" community clean-up project on Swansea Bay Beach. In the analysis, the report introduces and reviews different methodologies, for example, Work Breakdown Structure (WBS), Stakeholder Analysis, Risk Assessment and more concerning their application to this environmental project of action. The report essentially leverages project management literature to assess how these tools functioned and were utilised during the project lifecycle: initiation, planning, delivery and review and also provides considerations for stakeholder communication, including the level of reflection upon their effectiveness in this regard. The report closes with recommendations for creating improvements around project delivery and stakeholder engagement.
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[bookmark: _Toc202281620]1.0 Introduction
The course coordinator requested this report for the evaluation of project management tools within a real or simulated workplace project. The project team compiled the report and submitted it on 28 June 2025.  This report aims to provide a critical assessment of the project management tools and techniques that were useful for managing the Bay Brighteners environmental project in Swansea. The project set out to recruit community volunteers for a beach clean-up event to enhance the environment and raise public awareness.
The research materials were core project management texts such as the PMBOK Guide (PMI, 2021) and the documents produced during the project, namely the Work Breakdown Structure (WBS), Stakeholder Analysis and Register, a Risk Assessment document, and practical event planning resources such as Quad Charts and Kanban boards.


[bookmark: _Toc202281621]2.0 Findings
[bookmark: _Toc202281622]2.1 Critical Discussion of Project Management Tools and Techniques
[bookmark: _Toc202281623]2.1.1 Aims and Objectives
Establishing objectives and aims is a critical part of starting a project. According to Zina (2021), good objectives provide us with a purpose, expectations, and an evaluation of the progress made in the project. For the Bay Brighteners project, the objective (or aim) for cleaner beaches using volunteer-engaged action, develop a shared vision among the partners and stakeholders. Therefore, some of the issues for Bay Brighteners, to start with, were vague objectives, specifically with volunteer numbers and waste reduction. As a result, this emphasises the concern of having objectives that are vague or general.
[bookmark: _Toc202281624]2.1.2 Quad Charts and Iron Triangle
The use of the Quad Chart allowed us to share a succinct and high-level summary of the project, including its purpose, timelines, key stakeholders, and budget. It was a hard copy document that was useful for the initial planning conversations. I referred informally to the Iron Triangle (time, cost, quality) to maintain some balance between scope boundaries and the resulting quality of places. As Pollack, Helm, and Adler (2018) state, these tools help clarify some of the fundamental constraints while still being restrictive and limiting. For instance, the unpredictable number of volunteers and weather issues created variations that were difficult to determine with the Iron Triangle.
[bookmark: _Toc202281625]2.1.3 Work Breakdown Structure (WBS)
The WBS helped establish a structure for the project as a series of tasks, including the recruitment of volunteers, acquiring equipment, and undertaking clean-up activities. Wood (2024) notes that WBS provides clarity about responsibilities and timelines. The WBS was useful for defining phases from initiation to closeout. In some cases, the structure became too rigid to allow for flexibility when tasks were assigned because of the unpredictable nature of volunteer initiatives and frequent changes at the last minute.
[bookmark: _Toc202281626]2.1.4 Gantt Charts
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[bookmark: _Toc202281611]Figure 1: Gantt Chart 
Source: (Self-Created, 2025)
A formal Gantt Chart was created, and the principles of scheduling and sequencing project activities based on Gantt were used for informal scheduling and sequencing. Gantt methodology allows for the visualisation of interdependencies that exist for tasks and also helps with timelines (Sunny, Sakil, and Al, 2024). However, it was not feasible to keep a Gantt Chart current in this fast-paced, resource-limited environment. Updates were verbal, and the informal tracking method was fast and useful. 
[bookmark: _Toc202281627]2.1.5 Risk Analysis
As part of the project, a risk analysis was developed regarding such hazards as the risk of infection, adverse weather and injury. The team used a risk assessment matrix measuring a scale of severity versus likelihood, and they focused on the really important risk, and then implemented some controls. Hillson (2022) stated that it is vital to have a proactive risk management system, particularly relating to health and safety. However, it was not always possible to predict variable elements, e.g., tidal changes and participant behaviours, and therefore, risk assessments were not as precise as we would have liked.
[bookmark: _Toc202281628]2.1.6 SWOT and PESTLE
Although there was not documented evidence in the project manual, there was a clear discussion within the planning phase of using SWOT and PESTLE frameworks, with SWOT presenting some internal factors, e.g., a committed team, and lack of funding, and PESTLE indicating some external influences, i.e., regulations by local councils and public interest in sustainability or environmentally friendly behaviours. Ultimately, the two frameworks gave some guidance regarding strategic awareness, but the data to honestly complete would require much work. With limited time frames available, this task was pretty formidable.
[bookmark: _Toc202281629]2.1.7 Stakeholder Analysis
Stakeholder mapping was useful to assess prospective actors and to prioritise them, addressing their power and interest; team members, sponsors, council, and local businesses were identified as significant stakeholders. Chygryn, Bilan and Kwilinski (2020) also referenced stakeholder mapping for targeting communication. Stakeholder mapping directed initial engagement approaches; however, the analysis required editing throughout the project as relationships developed (or eroded) or expectations evolved.
[bookmark: _Toc202281630]2.1.8 Hard and Soft Evaluations
Hard evaluations included countable, measurable things, such as the number of volunteers supporting the Event, the size of litter collected, the number of donations given in terms of materials or materials, etc. Soft aspects of evaluation included participant satisfaction, public comments, and verbal interactions. Both hard and soft evaluation measures have their benefits. Hard metrics provide raw data that validates (confirms) measurable impact, while soft evaluation components provide depth in considerations of engagement. However, soft components of evaluation have the downside of often being subjective and less reliable (Gafni et al., 2024) in considering their long-term impact.
[bookmark: _Toc202281631]2.2 Application of Tools and Techniques in the Bay Brighteners Project
[bookmark: _Toc202281632]2.2.1 Setting Objectives 
The Bay Brighteners project's primary objectives were to clean a specified Swansea Bay Beach area and raise participatory awareness of the general environmental dilemma. Specifically, the targets included gathering at least 4 volunteers and collecting 2 bags, and these objectives provided direction and clarity and were a useful starting point for developing appropriate tasks. Agreements around objectives enabled communication with stakeholders and team members that resulted in shared converged objectives; the clarity provided by objectives made this coordination simple. Although some objectives needed to be adapted to include changing weather issues that impacted the project in the middle of the project, this reassigned necessity to consider as part of the flexibility in the planning stage of the project.
[bookmark: _Toc202281633]2.2.2 Work Breakdown Structure (WBS) 
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[bookmark: _Toc202281612]Figure 2: Work Breakdown Structure 
Source: (Self-Created, 2025)
The WBS, with reference to the main project management frameworks, formed an important part of breaking down the project into smaller activities (Ismail, 2025). Tasks were clustered within categories, including volunteer recruitment, equipment collection, engaging with stakeholders, and marketing. The WBS enabled roles to be assigned to manageable tasks for individuals, which enabled us to track against planned work in each phase. Although some of the tasks overlapped and created confusion, for example, the need to coordinate logistics with volunteers and provide risk briefings clashed with planning schedules. Nevertheless, the WBS model of project management helped to build a structure to maintain coherence of to project and manage the project to completion with no significant omissions.
[bookmark: _Toc202281634]2.2.3 Risk Assessment 
A tailored risk assessment specifically for litter picking on a public beach identified more than 15 risks. The risks included potential injury from sharp objects, bacterial infection, risks associated with the weather, lone working issues and more. Each risk was examined and evaluated using a severity-likelihood matrix, and suitable control actions were put in place, in this case, gloves and working in pairs. This preventive approach can instil a safety culture and increase volunteer comfort levels, especially about potential infectious threats. Last-minute environmental changes, such as weather, could adversely affect some of the control measures put in place, and illustrate the inadequacies of static risk plans to manage risk in real-time dynamic situations. 
[bookmark: _Toc202281635]2.2.4 Stakeholder Analysis and Register 
	Priority
	Stakeholder
	Stakeholder perspective
	Action

	High
	Team members 
		Project success, collaboration, and skill development.



	Fully involved in planning and execution, provide support and feedback.


	High 
	Sponsor (Rebecca)
		Successful learning outcomes, project completion, and alignment with the curriculum.



	Engage regularly, provide updates, and seek guidance and approvals.


	High 
	Swansea Council
	Interested in environmental cleanliness, public image, and community engagement.
	Engage early, provide regular updates and evidence of impact, and seek permissions/support.

	High
	General Public
	Wants clean and safe beaches for recreation and well-being.
	Inform through social media and signs, encourage participation, and report visible improvements.

	Medium
	Volunteers
	Motivated by environmental concern, community service, and personal satisfaction.
	Provide clear roles, appreciation, training, and ongoing communication.

	Medium
	Beach Businesses
	Interested in a clean environment to attract customers and protect the local economy.
	Share project benefits, and involve them as sponsors or partners.


[bookmark: _Toc202279977]Table 1: Stakeholder Analysis 
Source: (self-Created, 2025)

	Stakeholder
	Interest/Needs
	Power/Influence
	Engagement Strategy

	Team Members
	Successful projects, teamwork, and skill improvement
	High
	Provide tasks, support, and frequent opportunities for feedback while actively participating in the planning and execution process.

	Sponsor (Rebecca)
	Successful learning outcomes, project completion, and alignment with the curriculum
	High
	Engage regularly, provide progress updates, seek guidance, decisions, and approvals.

	Swansea Council
	Public awareness, community involvement, and environmental cleanliness
	High
	Engage early, request permissions and support

	General Public
	Beaches that are safe and clean for leisure and health
	High
	Inform via social media

	Volunteers
	Personal fulfilment, collaborative service, and concern for the planet
	Medium
	Provide specified tasks, training, and recognition, keep lines of communication open and show appreciation regularly.

	Beach Businesses
	Maintain a clean environment to draw clients and safeguard the regional economy.
	Medium
	Communicate project benefits


[bookmark: _Toc202279978]Table 2: Stakeholder Register 
Source: (Self-Created, 2025)
Stakeholders were classified according to levels of interest and influence. High-priority stakeholders were identified as team members, the sponsor (Rebecca), and Swansea Council. The level of engagement by stakeholders in these categories was significant to the success of the project, because we needed permissions to litter pick and to comply with local council regulations. Medium priority stakeholders included volunteers and the beach businesses, who were engaged through context briefings and other informal communications. The general public was indirectly seen as an important stakeholder category, but very diffuse, and generally reached through social media or signage. On the whole stakeholder categorisation process was useful for describing stakeholder objectives and the particular strategy to engage them, however collecting the public's feedback as a stakeholder grouping had limitations; and none of the characteristics of one-way communication were able to form a last-minute communication with the general public, which is not only ineffective, but impractical!
[bookmark: _Toc202281636]2.2.5 Communication Tools 
A Kanban board was utilised to monitor the progress of the project. The groups used the columns to represent the stages of tasks such as ‘To Do,’ ‘In Progress,’ and ‘Completed. This served as a visual reminder to all group members that allowing the groups to coordinate actions and adjust to change as work progressed. Although this was an effective communication tool in the face-to-face environment, the lack of common accessibility through digital platforms did not allow for real-time connections for all group members. The next project iteration could be improved by integrating cloud-based project management platforms to enhance visibility and communication tools.
[bookmark: _Toc202281638]2.2.7 Review and Closeout 
The project was closed out with an internal debrief and external communication through some social media channels. Team members thought about several victories, such as a strong turnout from the community and successfully mitigating risks. Team members identified some deficiencies, including the need to involve local businesses earlier in the process and provide more thorough briefings for volunteers than had been done. There were no formal review mechanisms used; however, the informal mode of review, through debriefs, did provide some ideas to consider and improvements for future years. A template for a post-event review may help with recording future review opportunities with a more structured approach.
[bookmark: _Toc202281639]2.3 Communication and Stakeholders
[bookmark: _Toc202281640]2.3.1 Communication Strategy Overview 
Communication strategies were determined according to the stakeholder analysis. High-priority stakeholders were contacted regularly and directly; lower-priority stakeholders saw a few general announcements.
[bookmark: _Toc202281641]2.3.2 Sponsor (Rebecca) 
The sponsor was communicated to through email updates, milestone reports, and an outcomes overview. The sponsor's feedback ensured that the project remained aligned with the academic objectives and funding requirements. This frequent communication added credibility to the project. 
[bookmark: _Toc202281642]2.3.3 Swansea Council 
The Swansea Council was contacted in the planning phase for permits and a supporting role. The council responded to communications throughout the project period; however, the time taken from initial contact to final approval took considerably time than expected for the project's real potential allocation. 
[bookmark: _Toc202281643]2.3.4 Team Members 
Team members were consulted in weekly meetings, and communication occurred via instant messengers and shared documents. The Kanban board kept the workflow visible to all members of the project team. During execution, there was confusion at times between executing tasks, particularly during handover.
[bookmark: _Toc202281644]2.3.5 General Public and Volunteers 
Use of social media and physical signage was employed to raise awareness and attract volunteers. Training materials were presented in person with safety briefings onsite. In-the-moment communication was viable; however, some volunteers noted that there was not enough digital communication before the event. Email updates scheduled in advance or a project-specific webpage could have elevated in-the-moment communication beforehand.
[bookmark: _Toc202281645]2.3.6 Beach Businesses 
Medium-priority stakeholders, beach businesses, were engaged with informal outreach that conveyed the purpose of the project with an understanding of potential benefits. Opportunities for involvement were limited, in part due to time constraints. Having a formal partnership strategy offered would have meant potential co-sponsorship opportunities.
[bookmark: _Toc202281646]2.3.7 Reflection on Communication Methods 
Overall, stakeholder communication was sufficient, but certainly not perfect. Ann Turner (2016) indicates that communication must be continual and come through multiple avenues. The lack of consistent in-person updates and more complex digital communications hindered complete engagement with this project, especially with those organisations that were less engaged.
[bookmark: _Toc202281647]3.0 Conclusion
The Bay Brighteners project exhibited the effective use of project management tools like WBS, Risk Assessment, and Stakeholder Analysis, which provided structure to the planning and implementation stages. While these tools offered significant structure and direction, certain limitations presented challenges related to public communication, planning tools' flexibility, and partner involvement. 
Future opportunities for improvement include: 
· Using digital project management platforms to enhance team communication and track tasks
· Formalising a stakeholder communication plan, especially for public and business outreach
· Understanding external risk contingency planning, especially for things like weather or permit delays
· Using structured post-event evaluation tools to enable deeper evaluation of impacts 
At the end of the day, we learnt the importance of flexible tools and pre-emptive stakeholder engagement in the overall success of community-driven environmental projects.
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