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[bookmark: _Toc232766214]Executive summary 




This report critically evaluates the project management tools and techniques used during the planning and delivery of a Mental Health Awareness Campaign, completed as part of the Managing Projects in the Organisation module at the University of Wales Trinity Saint David. The project was undertaken by a team of four students  Sanda, Marian, Daniel and myself  between May and June 2026, with the primary aim of raising awareness of mental health issues among university students and generating charitable donations for Mind. The report assesses the tools used across the full project lifecycle, discusses stakeholder analysis and communication strategies, and concludes with recommendations for improving future project management practice.
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This report critically evaluates the project management tools and techniques used during the planning and delivery of a Mental Health Awareness Campaign. The project was undertaken by a team consisting of Sanda, Marian, Daniel and myself as part of the Managing Projects in the Organisation module at the University of Wales Trinity Saint David. The project ran from 11th May 2026 to 16th June 2026. The primary aim was to raise awareness of mental health issues among university students while generating donations for Mind, a UK charity that provides mental health support and information (Mind, 2025).

To achieve this aim, the team established several objectives, including promoting mental wellbeing, engaging students through awareness activities and organising a fundraising event on campus. According to Heagney (2016), clearly defined objectives are essential because they provide direction and help ensure that project activities remain aligned with the intended outcomes. The Project Management Institute (2021, p.4) defines a project as a temporary endeavour undertaken to create a unique product, service or result, which accurately reflects the nature of our campaign as it had a defined start and end date, a specific scope and a clear goal.

The project followed the full project lifecycle, covering initiation, planning, execution, monitoring and control, closure and evaluation, with each phase requiring different tools and approaches (Meredith and Mantel, 2009). This report critically assesses the effectiveness of those tools, discusses stakeholder management and communication, and offers recommendations for future improvement.
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Heagney (2016, p.3) argues that project management provides teams with a structured framework for defining objectives, allocating resources and delivering results within agreed constraints. Selecting and applying appropriate tools is therefore fundamental to project success. This section critically examines the key tools used in the campaign and evaluates both their theoretical strengths and their limitations.

The Work Breakdown Structure
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Work Breakdown Structure (WBS) — Heagney, 2016

Heagney (2016) identifies the WBS as the foundation upon which all other planning activities are built, arguing that it transforms an abstract project goal into a structured set of manageable tasks. One of its key strengths is that it makes the full scope of a project visible to every team member, which helps prevent scope creep -the gradual addition of tasks without adjusting time or budget (Hollister, 2017). However, Wysocki, Kaikini and Sneed (2014) caution that a WBS is only as effective as the discipline used to maintain it, warning that teams often create a WBS during planning and then fail to update it as the project evolves. This was a limitation we experienced, as the university operations approval process was never included in our original WBS, which contributed to the scheduling problems we encountered later.


The Gantt Chart

The Gantt Chart is one of the most widely used scheduling tools in project management. Kidston, Haward and the Association for Project Management (2015) describe it as a valuable tool for supporting planning, monitoring and control throughout the project lifecycle. Its primary strength is that it provides a clear visual timeline that shows tasks, their duration and their dependencies, making it easy for team members to understand what needs to be done and when. However, Lock (2020) notes that traditional Gantt Charts struggle to capture complex resource conflicts or inter-team dependencies, and Heerkens (2015) adds that they can create a false sense of control if treated as fixed plans rather than living documents. In our project, the Gantt Chart was useful when we needed to reschedule activities, but its limitation was clear when the approval process disrupted the timeline unexpectedly.
Gantt chart
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The Iron Triangle

The Iron Triangle is a foundational model in project management that describes the interdependency between time, cost and quality. Kerzner (2022) argues that these three constraints are inherently connected and that any change to one will affect the others. Burke (2013) adds that the Iron Triangle gives project managers a practical framework for making trade-off decisions under pressure. In our project, the Iron Triangle became directly relevant when the timeline was shortened because Marian and I were unavailable during the original presentation period. With less time available, the team had to make conscious decisions about prioritisation, choosing to focus on the most visible elements such as flyers, refreshments and the presentation while simplifying activities that were less central to the event. This is exactly the kind of trade-off decision the Iron Triangle is designed to support. However, one limitation of the model is that it does not account for stakeholder satisfaction or team wellbeing as project constraints, which Reiss (2015) argues are equally important factors in assessing project success.



Risk Management

One significant gap in our project was the absence of a formal risk management process. No risk register was developed during the planning phase, meaning that foreseeable risks such as the operations approval requirement and team availability were not identified in advance. Hillson (2017) argues that even a basic risk register listing potential risks, their likelihood, their impact and planned responses can significantly improve a team's ability to manage uncertainty. The Association for Project Management (2019) similarly identifies risk identification and mitigation planning as core components of effective project governance.   
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Freeman (1984, p.46) defines stakeholders as any group or individual who can affect or be affected by the achievement of an organisation's objectives. Bourne (2015) builds on this by arguing that stakeholder management is not a one-time activity conducted during initiation, but an ongoing process requiring continuous attention and adaptation throughout the full project lifecycle.

To prioritise stakeholders and plan our communication strategy, the team used the Power-Interest Grid, a widely used stakeholder mapping tool that categorises stakeholders according to their level of power and interest in the project (Bourne, 2015). This produced four distinct groups: manage closely, keep satisfied, keep informed and monitor.

University students were categorised as high interest but low power, meaning the main communication objective was to keep them informed and engaged. This was achieved through printed flyers distributed across campus and a social media event page created by Sanda. The Student Wellbeing Team were identified as high power and high interest and were therefore managed closely through formal email communication, which helped us ensure that our campaign was appropriate and relevant. University staff were categorised as high power but lower interest and received less frequent communication, though they were kept aware of the campaign's purpose.

Mind was also identified as an important stakeholder because the charity was the direct beneficiary of the funds raised, and their involvement gave the project a clear purpose and credibility. One of the first challenges encountered was uncertainty around the correct procedure for collecting and donating funds to Mind. To resolve this, we contacted our module leader, Ffion Cumberpatch, for guidance. Heerkens (2015) argues that seeking clarification from relevant stakeholders when uncertainties arise is an important part of effective project communication, and this action demonstrated the team's willingness to engage proactively with those who could provide support.

However, the most significant weakness in our stakeholder management was the failure to identify the University Operations Team at the start of the project. Their approval was required before the event could proceed, but this requirement was not discovered until late in the planning phase, which forced adjustments to the original schedule. Project Management Institute (2021) recommends that stakeholder identification be completed as early as possible during initiation, as late identification is one of the most common causes of avoidable project disruption. Meredith and Mantel (2009) similarly highlight that failing to engage all relevant stakeholders early is a frequent and preventable source of delay. This experience reinforced the importance of conducting a comprehensive stakeholder mapping exercise at the very beginning of any project rather than relying on stakeholders to identify themselves.
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Once the key stakeholders had been identified and planning activities agreed, the team used a WBS to divide the project into five main areas: promotional materials, venue and event logistics, refreshment procurement, stakeholder communication and presentation preparation. Each area was broken down into specific tasks and assigned to individual team members. For example, within promotional materials, tasks included designing flyers, printing them and distributing them across the campus. Heagney (2016) argues that this kind of structured task decomposition is what separates effective planning from vague intention, and this was clearly demonstrated in our experience — once the WBS was in place, the project felt much more manageable.

The Gantt Chart was then used to schedule all tasks across the available timeline. It made clear which tasks needed to begin immediately and which could be delayed, for example identifying that refreshments should be purchased close to the event day to ensure freshness, while promotional materials needed to be started early. When the team discovered that the original event date could not proceed due to the missing operations approval, the Gantt Chart was used to review completed tasks, identify what needed to be accelerated and revise the remaining schedule. Lock (2020) argues that the real value of a Gantt Chart is demonstrated precisely in these moments of disruption, when teams need to re-plan quickly and clearly.

During the execution phase, all revised tasks were completed successfully. Flyers were printed and distributed, Sanda managed the social media promotion, Daniel purchased the refreshments and the full team prepared the presentation. The event on 16th June 2026 was delivered successfully and received very positive feedback from students and lecturers who attended.

Following the event, the team held an informal debrief to reflect on the campaign. Each member discussed their individual contributions, acknowledged what had worked well and identified areas for future improvement. Gibbs' Reflective Cycle (1988) provides a useful framework for this kind of structured reflection, moving through description, feelings, evaluation, analysis, conclusions and action planning. Applying this model to our debrief, we were able to move beyond simply describing what happened and instead analyse why certain challenges occurred and what we would do differently in future projects. All key deliverables  including the awareness stand, promotional materials and the presentation  were completed and signed off, marking the formal closure of the project.
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Overall, the Mental Health Awareness Campaign achieved its main objectives of raising awareness among students and generating donations for Mind. Heagney (2016) argues that project success should be measured not only by whether a project was delivered on time and within budget, but by whether it achieved its intended purpose. By this measure, the campaign was a genuine success. The teamwork demonstrated throughout was one of the strongest aspects of the project. Belbin (2010) suggests that effective teams rely on individuals contributing different strengths towards a common goal, and this was clear across the group.

However, several important areas for improvement were identified. The first recommendation is to develop a formal risk register at the beginning of any future project. Hillson (2017) argues that risk identification allows teams to prepare responses before problems occur. A risk register covering potential risks such as approval delays, resource unavailability and scheduling conflicts would have helped the team anticipate and manage the disruptions encountered during this project.

The second recommendation is to conduct a comprehensive stakeholder mapping exercise at initiation and maintain a formal stakeholder register throughout the lifecycle. Bourne (2015) argues this ensures that no key stakeholders are overlooked as the project develops. According to Clegg, Skyttermoen and Vaagaasar (2020), successful projects create value through effective collaboration and stakeholder engagement. Therefore, improving stakeholder involvement and risk planning would strengthen future project delivery and increase the likelihood of achieving project objectives efficiently.

The third recommendation is to build contingency time into the project schedule for activities outside the team's direct control, such as administrative approvals and external dependencies. Wysocki, Kaikini and Sneed (2014) recommend that all project schedules include buffer periods to accommodate uncertainty, and this is a lesson the team will carry into future projects.





[bookmark: _Toc232766220]6. Conclusion

This report has critically evaluated the project management tools and techniques used during the planning and delivery of the Mental Health Awareness Campaign. The WBS provided a clear framework for scope management and task allocation, while the Gantt Chart supported scheduling, monitoring and adaptive re-planning when the project was disrupted. The Iron Triangle gave the team a practical model for managing trade-offs under time pressure, and the Power-Interest Grid helped prioritise stakeholder communication effectively.

The project demonstrated that traditional project management tools are valuable but have clear limitations, particularly when unexpected risks arise and when stakeholder identification is incomplete. The absence of a formal risk register and the late identification of the University Operations Team were the most significant weaknesses in our approach, and both would be addressed in future projects through the recommendations outlined above.

Despite these challenges, the campaign was delivered successfully and achieved its core objectives. It provided all four team members with practical experience of managing a real project from initiation through to closure and evaluation, and the lessons learned will directly inform how we approach future projects both within the module and in our professional lives. Heerkens (2015) argues that project success depends on balancing technical planning with effective people management, and this campaign demonstrated that both are equally important.
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