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1. [bookmark: _Toc200371091]Introduction 

This report was developed for the module BMSW5009 and reflects on the planning, coordination, and implementation of the Bay Brighteners beach litter-picking project. The report examines how key project management concepts were applied across the project lifecycle stages: initiation, planning, execution, monitoring, and closure. It also evaluates the use of practical tools such as SWOT analysis, Gantt charts, and Agile methodology in managing resources, stakeholder engagement, and project risks.
2. [bookmark: _Toc200371092]What is a project? 

Project management involves more than just following a set of steps, it requires adapting to challenges, managing team dynamics, and achieving goals within specific time frames and resource limits (Rocha et al., 2025). It ensures that resources are effectively coordinated to complete a defined task or project. Van Wyngaard et al. (2012) emphasizes that managing these constraints is crucial failing to do so can lead to project failure, even if other processes are managed well. 

Successful project completion also relies heavily on the skills of both the project team and manager. Beyond frameworks like Agile or Gantt charts, core competencies such as planning, communication, leadership, risk management, and problem-solving are essential (Elmezain et al., 2021). These skills directly influence a project’s ability to adapt and succeed under pressure.

The project lifecycle provides a structured approach from initiation to completion, supporting goal setting, collaboration, and risk identification (Yusof et al., 2016). However, its value depends on how creatively and strategically it is applied. As Murphy and Ledwith (2007) note, having a committed project manager and formal planning improves project outcomes but too rigid an approach can reduce flexibility. Strong leadership alone is not enough without teamwork, so balancing structure, adaptability, and collaboration is key to success.

3. [bookmark: _Toc200371093]Initiation Phase

3.1 [bookmark: _Toc200371094]Aims and Objectives 


Establishing clear and measurable objectives is essential at the start of any project. These objectives act as a guiding framework, helping the team stay focused throughout both the implementation and evaluation stages (Berisha-Shaqiri and Neziraj, 2024). When goals are well-defined, they help align stakeholder expectations with the intended project outcomes, reducing the risk of the project drifting beyond its original purpose or scope (Israa Fadhil Alqaisi PMP, 2018). In many cases, poor communication with stakeholders leads to confusion about project boundaries and deliverables. Ajmal et al. (2020) highlight that ineffective stakeholder communication is one of the most common reasons why projects struggle with managing their scope. Therefore, setting clear objectives early on, combined with regular and open dialogue, can help avoid misunderstandings and keep the project moving in the right direction.
The Bay Brighteners project aimed to raise public awareness of the environmental impact of beach littering in Wales. The team organized a litter-picking event at Swansea Beach, mobilizing community volunteers. SMART objectives were set early, and strong team commitment helped maintain focus.

3.2 [bookmark: _Toc200371095]SWOT Analysis

SWOT analysis provided a structured way to identify internal strengths and weaknesses, as well as external opportunities and threats (Khalilzadeh et al., 2021). This tool helped the team anticipate risk factors and resource limitations. However, as Prasad et al. (2018) note, SWOT analysis often relies on subjective perceptions, which can introduce bias.
For the Bay Brighteners project, weaknesses such as limited equipment and threats like adverse weather and low turnout were identified. An unexpected local triathlon was also noted on the event day, but its timing allowed the team to proceed as planned.
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Figure 1 , (“Figure 11 - Bay Brighteners - SWOT and Probability Matrix.docx,” 2025)

4. [bookmark: _Toc200371096]Planning Phase 

Building projects depend heavily on the planning stage of project management, especially when it comes to risk control and strategic execution(Shahid Iqbal et al., 2020).

[bookmark: _Toc200371097]4.1 Stakeholder Analysis and Critical Discussion 

Any individual, organisation, or group with an interest might be considered a stakeholder.
The term "stakeholder analysis" typically applies to the variety of methods or resources used to recognise and comprehend the requirements and expectations of significant stakeholders across the project area. Effective engagement requires it because it enables organisations to comprehend the differing needs and objectives of different stakeholders, which can vary from oppositional to cooperative as Kivits (2011) mention ,but as a project progresses, the roles, interests, and impact of stakeholders may shift then viewpoint highlights the importance of conducting an in-depth research project at every stage in order to capture the changing nature of stakeholder impact and relevance(Rouse et al., 2025)

The Bay Brighteners project relied greatly on an organised stakeholder analysis.
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Figure 2
(“Figure 10 - Stakeholder_Matrix_Beach_Litter_Picking, Bay Brighteners.docx,” 2025)


Team members used WhatsApp to stay in constant contact while participating fully in the planning phases. Team created and shared social media campaigns to recruit volunteers, which attracted participants who were concerned about the environment. To increase public awareness and encourage participation, information signs were placed on reflective vests of team members.
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Figure 3
 (“Figure 9 - Stakeholder Analysis, Bay Brighteners.docx,” 2025)

To make sure Team identified and categorised all the relevant people and organisations involved in or impacted by the Bay Brighteners initiative, group employed stakeholder analysis shown in Figure 3. Early expectation management, clear responsibility assignment, and ongoing successful collaboration were all made possible by the method. It also made sure that every stakeholder felt engaged, appreciated, and informed at the appropriate level, preventing team from ignoring crucial opinions.

The study emphasises how important it is to identify stakeholders early on using both formal and informal methods to match stakeholder expectations with project objectives.(Watkins and Denney, 2023) In order to improve outcomes and engagement planning in the following stages, register must be connected to the Stakeholder Matrix.
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Figure 4
 (“Figure 12 - Stakeholder register - Bay Brighteners.docx,” 2025.)

According to Figure 4, team project established a stakeholder registry to find and record relevant groups, including volunteers and, Swansea Council. Although a few sections needed detailed engagement strategies, this helped team in outlining early relationships and duties.

[bookmark: _Toc200371098]4.2 Quad Chart 

Quad chart are intended to assist participants project plan and communicate effectively.(Ford and Wei, 2015) A general description of the project or plan is given in this quadrant , it is effective because it facilitates effective communication, allows for precise visualising, and makes use of strategic analysis. According to research, project managers can greatly increase project success rates by using visual management tools to better manage scope, time, and financial constraints.(Fichera, 2016). According to Rohani et al., (2018) quad charts are useful for presenting key project elements at a glance, their effectiveness is limited if users lack the skills to interpret or apply the information correctly. Important details may be oversimplified, leading to misinformed decisions, or overlooked risks.

The team was able to arrange roles and goals with the use of a well-maintained and clear format chart shown in figure 5. 
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Figure 5
 (“Quad Chart- Figure 5 - Bay Brighteners Team.docx,” 2025)

[bookmark: _Toc200371099]4.3 Gantt Chart 

The term often used visual representation of a project schedule is a Gantt chart. Because it enables project managers to plan and regulate project budgets and timelines, it is especially useful for overseeing big projects.(PANKAJA PRADEEP KUMAR, 2005) Despite being well-known for being frequently used by project managers, this tool has drawbacks, including overlap, Gantt charts can be visually overwhelming, making it difficult to see connections or follow progress.(Sakin and Isaacs, 2024)

Tool helped team set deadlines and make a clear timeline. Planning was made simpler, but if one work was postponed, it caused others to be delayed as well. Additionally, it was challenging to adjust when things didn't go as planned, such as when equipment arrived late, or weather caused delays.

[bookmark: _Toc200371100]4.4 Risk Matrix

Risk involves recognising threats and estimating their consequences (Haimes, 2009). Subjectivity, however, can lead to uneven results when team members evaluate risks (Houghton et al., 2000). This was clear in the project, when disagreements about assumptions resulted in arguments on the most critical risks. Personal bias may affect risk assessment, making objective planning challenging.




[image: A white sheet with black text

Description automatically generated]
Figure 6
 (“Figure 11 - Bay Brighteners - SWOT and Probability Matrix.docx,” n.d.)

Team was able to assess in the Matrix since SWOT assisted the team in developing the strategies. There is a significant issue with this tool. It demonstrates how everyone has a different perspective on the state of what is essential and were unable to agree with everyone on the impact and probability that established as a team.

5. [bookmark: _Toc200371101]Execution Phase 

The study emphasises how highly resource-intensive this phase is and how experts must closely monitor and manage it to overcome challenges and accomplish project objectives.(Hatem Khaleefah Al-Agele and Abdulmajeed Jafar Ali, 2017)

5.1 [bookmark: _Toc200371102]Agile 

Agile is a methodology that promotes constant completion and development by breaking work up into phases. According to Dutton (2018), a fundamental element of Agile is its emphasis on continuous improvement, which breaks projects down into smaller, more manageable components that allow for constant testing and adaptation. As a result, it improves team reaction, customer happiness, and flexibility. Because agile is adaptable, plans can change as the project progresses. However, this becomes an issue when the project must keep to a rigid plan with set objectives, deadlines, and budgets.

Agile helped maintain flexibility, which demonstrated its value in adapting to unexpected challenges, such as equipment delays or poor weather conditions. This demonstrated even more how important it is for Agile teams to have roles that are well-defined to prevent misunderstandings about duties.


5.2 [bookmark: _Toc200371103]WhatsaApp and Onedrive

Digital tools like WhatsApp and OneDrive were instrumental in facilitating real-time communication and resource sharing. WhatsApp allowed for rapid updates during the clean-up, while OneDrive centralized document storage and version control. However, the team noted that reliance on digital platforms presented challenges for members less confident with technology.
6. [bookmark: _Toc200371104]Monitoring and Control Phase 

The performance and results of a project are greatly impacted by efficient tracking and leadership methods. Montes-Guerra et al.,(2014) has demonstrate that , using methods, strategies, and instruments for monitoring and control improves project outcomes, emphasising the value of implementing these practices in different fields.

This underscored the need for consistent updates to project tools to ensure accurate tracking and coordination. Each person carried out responsibilities independently because of the previously specified obligations. No one was delegated to anyone on the Bay Brighteners team; everyone was treated equally. Team knew how to keep focus on the entire action and knew what to do. Since members worked as a team and brainstormed a lot in class, the group gave the appearance that it could handle anything. In this instance, the most important aspect was to check the weather prediction, which was something that none of the group members could control.


7. [bookmark: _Toc200371105]Closing Phase 

Leadership and technical knowledge are crucial in the closing phase to ensure successful handover and project completion (Wen and Qiang, 2022)

When all project work is finished, assets are finalised and transferred, while the scope of work is officially shut down it is known as the closing phase in project management.

The team decided on both hard and soft evolution for the end goal. Hard evolution explains how many bags of waste we gathered or how many volunteers came, but soft evolution explains how it transpired and how the public sector was pleased and encouraging.

8. [bookmark: _Toc200371106]Future Improvements 

Since there are a few things, team would do differently the next time, the project went well overall. Everyone was able to keep organised and promptly share updates by using OneDrive and WhatsApp. Agile and Kanban were helpful in maintaining task flexibility and ensuring that everyone was aware of responsibilities. Throughout, group maintained the drive to succeed and performed well as a team.

But not everything went as planned. The day was more exhausting than anticipated since team failed in planning for the distance would need to travel. Additionally, group didn't account for how many supplies, such as bags and gloves, we would require for volunteers if there would be more than team members. Participants had no control over the weather, group should also collect proper feedback and data at the end to measure the project’s full impact. Clearer roles, a risk plan, and stronger communication would make future projects run even smoother and lacked a solid backup plan.

9. [bookmark: _Toc200371107]Conclusion 

The Bay Brighteners beach clean-up project highlighted the value of thorough planning, proactive stakeholder engagement, and flexible project management methods like Agile. Despite challenges including resource shortages and weather delays, the team adapted effectively and maintained strong communication through digital tools. Enhancing risk planning, role clarity, and feedback collection can further improve future initiatives. Overall, the project demonstrated that successful short-term environmental projects depend on balanced leadership, teamwork, and adaptability.
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Purpose

To raise awareness of the negative impact
that human littering can have on the
environment and Wales Beaches, by
organising a littering awareness day, where
people can volunteer to help clean up the
Swansea beach.

Stakeholder/Audience

General public

Swansea council

Volunteers

Beach Businesses

Bay Brighteners team members

Desired End Results

e To clean the beach from Civic centre
to Black pill.

e To raise awareness of the effect
that littering has on Wales beaches
wildlife.

e To understand the stages of project
management and improve our
knowledge of planning.

Measure of success

Positive feedback from community
Getting people involved in pick
littering event

Keeping beaches clean at least for
one day

Motivational Factor:

1. Maintain our beaches clean and preserve environment for next generations.

2. Produce and complete a project management plan that follows all the methodology,

stages and approaches of the module we studied.
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SWOT

Effective communication platforms
Strong commitment to the project

Lack of experience in project management
Lack of experience in litter picking event
Limited time and resources

Gaining experience in the project management field

Gaining experience in the litter picking event

Raise awareness to public on the impact of littering has on wildlife and
environment in general.

Lack of suppliers from City Council

Lack of control on weather condition

Unknown ongoing events

Low attendance from volunteers

Injury to team members and volunteers through contact with removed
rubbish/ sharp items

Hidden sharps e.g. broken glass, needles, fishing hooks etc

Animals - bites, stings, attacks

Bacteria and dirt could lead to illness and infection e.g. Weil’s disease
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Stakeholder Matrix - Bay Brighteners

High Power

Low Power

Medium Power

Low to Medium

Team Members -Manage
Closely (high internal
influence despite lower
formal power)

High Interest

Local Council

Sponsor (Rebecca)-Manage
closely

Volunteers (Keep
informed)

General Public (keep
informed and satisfied)

Beach Businesses (keep
satisfied, involve when
needed)

Low Interest

No stockholders in this
quadrant

No stockholders in this
quadrant

No stockholders in this
quadrant

No stockholders in this
quadrant
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Stakeholder Analysis Bay Brighteners

Priority Stakeholder Stakeholder.perspective Action
High Team members _ Project success, collaboration, skill Involve fully in planning and execution, provide
development. support and feedback.
High Sponsor (Rebecca) | successful learning outcomes, project Engage regularly, provide updates, seek
completion, alignment with curriculum. guidance and approvals.
High Swansea Council Interested in environmental cleanliness, public Engage early, provide regular updates and
image, and community engagement. evidence of impact, seek
permissions/support.
High General Public Wants clean and safe beaches for recreation and Inform through social media and signs,
well-being. encourage participation, report visible
improvements.
Medium | Volunteers Motivated by environmental concern, community Provide clear roles, appreciation, training, and
service, and personal satisfaction. ongoing communication.
Medium | Beach Businesses | Interested in clean environment to attract Share project benefits, involve them as

customers and protect local economy.

sponsors or partners.
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Stakeholder Register

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, High Engage regularly, provide progress
project completion, alignment with updates; seek guidance, decisions,
curriculum and approvals

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

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

Volunteers Personal fulfilment, collaborative Medium Provide specified tasks, training,
service, and concern for the planet and recognition, keep lines of

communication open and show
appreciation on a regular basis.

Beach Businesses Maintain a clean environment to Medium Communicate project benefits

draw clients and safeguard the
regional economy.





