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Introduction
This report critically evaluates the planning, delivery and overall management of the Little Kindness with a Big Heart project, a university charity bake sale organised in partnership with EYST (Ethnic Minorities and Youth Support Team). The purpose of the project was to raise funds for the charity while increasing awareness of its work among students and staff at the university. The project involved six team members who worked collaboratively to organise, promote and deliver the event within a limited timeframe and budget.
The report evaluates the project across its entire lifecycle, beginning with project initiation and planning before considering execution, monitoring and project closure. It critically assesses the project management tools and techniques used throughout the project, including stakeholder analysis, risk management, the Work Breakdown Structure (WBS) and Gantt chart. Rather than simply describing these tools, the report considers how effectively they supported the project and identifies areas where improvements could have been made.
Attention is given to stakeholder management because the success of the bake sale depended on maintaining positive relationships with the university, EYST, volunteers and those attending the event. The report also reflects on my own contribution to the project, evaluating both my strengths and areas where I could improve in future projects. Finally, recommendations are provided to demonstrate how project planning, communication and leadership could be strengthened if a similar fundraising event were organised again.











Project Initiation and Planning
The initiation phase was essential in establishing a clear direction for the project. According to the Project Management Institute (2021), this stage defines the project's purpose, objectives and expected outcomes while ensuring that everyone involved understands their responsibilities. Spending sufficient time during this stage allowed our team to establish realistic goals before moving into the planning phase.
The primary aim of the project was to raise money for EYST through a university bake sale while also increasing awareness of the charity's work within the university community. To achieve this aim, several objectives were identified at an early stage. These included securing permission from the university to host the event, ensuring compliance with food hygiene and safety requirements, promoting the bake sale effectively, organising volunteers to manage different responsibilities and ultimately generating as much fundraising income as possible. Setting clear objectives helped the team remain focused throughout the project and provided a benchmark against which success could later be evaluated.
An important part of the initiation stage involved defining the project scope. The team agreed that the project would focus solely on organising and delivering a single bake sale on campus. More ambitious fundraising ideas, such as running multiple events or creating long-term fundraising campaigns, were intentionally excluded because they were beyond the available time, budget and resources. Defining the scope reduced the risk of 'scope creep', where additional tasks are introduced during a project and begin to affect deadlines or available resources. Keeping the project focused ensured that the team could concentrate on delivering one successful event rather than attempting to achieve too much within the available timeframe.
One project management concept that became particularly relevant during planning was the Iron Triangle of project management, consisting of time, cost and quality (Kerzner, 2022). Although the bake sale was relatively small in scale, these three constraints still influenced almost every decision. The project had to be completed within the university's academic timetable, operate with a limited budget and maintain appropriate food hygiene and presentation standards. For example, purchasing premium ingredients may have improved product quality but would have reduced overall fundraising profit, while rushing preparations to save time could have compromised presentation or food safety. As a result, the team continually balanced these competing priorities when making decisions.
Planning also required clear allocation of responsibilities. My role focused primarily on communication and administration. I drafted emails to university representatives, assisted with obtaining approval for the event, completed disclosure agreements and contributed to preparing risk assessments. These responsibilities required careful organisation, attention to detail and professional communication, as delays in obtaining approval could have affected the project's overall schedule.
Reflecting on my contribution, I believe I demonstrated characteristics associated with Belbin's (2010) Coordinator role. Coordinators are responsible for clarifying objectives, encouraging collaboration and ensuring that team members remain focused on shared goals. I also displayed elements of the Implementer role by helping convert ideas into practical actions through documentation, planning and administrative support. However, Belbin's theory should not be viewed as rigid. During the project, team members regularly adapted to changing circumstances by supporting one another with additional tasks when workloads increased. This demonstrated that successful teamwork depends on flexibility rather than individuals remaining within a single predefined role throughout a project.


















Project Execution, Stakeholder Analysis and Project Management Tools
Following the initiation and planning stages, the project moved into the execution phase where the plans developed by the team were put into practice. This stage involved preparing for the bake sale, maintaining communication between team members and stakeholders, completing outstanding administrative requirements and ensuring that all planned activities were carried out on time. Although the event itself lasted only a short period, the success of the bake sale depended heavily on the work completed beforehand. This highlighted the importance of effective planning and coordination throughout the project lifecycle.
One of the most significant aspects of the project was stakeholder management. Freeman (2010) defines stakeholders as individuals or groups who can influence or are influenced by a project's outcomes. Identifying these stakeholders early enabled the team to understand different expectations and ensure that communication remained effective throughout the planning and delivery of the event.
The project sponsor, EYST, was the most important stakeholder because the organisation would ultimately benefit from the funds raised. As the project's sponsor, EYST had a strong interest in ensuring the event reflected positively on the charity and helped increase awareness of its work within the university. Although the organisation was not involved in every planning decision, maintaining communication with them ensured that the project remained aligned with its original purpose. This also motivated the team, as everyone understood the wider impact that the fundraising event could have beyond simply raising money.
The university represented another key stakeholder with both high power and high interest. Without university approval, the event could not proceed, meaning compliance with university procedures was essential. This included obtaining permission to use university facilities, completing disclosure agreements and ensuring appropriate food hygiene and risk assessment documentation had been submitted. My own role focused heavily on this area, as I was responsible for drafting professional emails, communicating with university staff and ensuring the necessary documentation was completed within the required deadlines. Looking back, this responsibility strengthened my professional communication skills and highlighted the importance of maintaining clear and respectful relationships with external stakeholders.
Students and university staff also formed an important stakeholder group. Although they had relatively low decision-making power, they had a significant influence on the project's success because their participation directly affected the amount of money raised. Encouraging engagement therefore became an important part of the team's planning. Promoting the bake sale effectively and ensuring the event appeared welcoming and well organised helped attract potential customers and maximise fundraising opportunities. This demonstrated that stakeholders with lower organisational power can still have a considerable impact on project outcomes.
To better understand stakeholder influence, the team considered the principles of a stakeholder power-interest grid. This approach categorises stakeholders according to the level of authority they possess and the degree of interest they have in the project. The university was placed within the high power, high interest category because it controlled approvals and compliance requirements. EYST also demonstrated high interest due to its involvement as the project's beneficiary, while students and staff occupied a lower-power position but remained essential because of their contribution to fundraising. Using this approach encouraged the team to communicate differently with each stakeholder group rather than adopting a single communication strategy for everyone.
Communication was maintained through regular team meetings, informal planning discussions and email correspondence. Meetings provided opportunities to review progress, allocate responsibilities and discuss any challenges that had arisen since previous discussions. Email communication proved particularly important when dealing with university representatives because it created a formal record of approvals and project decisions. From my perspective, consistent communication reduced misunderstandings and ensured that everyone remained informed as the project progressed. However, there were occasions when volunteer availability changed unexpectedly, requiring responsibilities to be redistributed at short notice. While these issues were resolved successfully, they demonstrated that communication alone cannot remove every challenge and that project teams must remain flexible when circumstances change.
Alongside stakeholder management, several project management tools supported the organisation of the bake sale. One of the most useful was the Work Breakdown Structure (WBS), which divided the overall project into smaller, manageable tasks. These included obtaining university approval, completing risk assessments, promoting the event, organising volunteers, preparing baked goods, setting up the stall and evaluating the project's outcome. Breaking the project into individual activities made responsibilities much clearer and reduced the likelihood of important tasks being overlooked. It also allowed different team members to focus on specific responsibilities while still contributing towards the overall objective.
The team also used a Gantt chart to schedule activities and monitor deadlines. The chart showed when tasks needed to be completed and highlighted dependencies between activities. For example, university approval and food safety documentation had to be completed before final preparations for the event could begin. This visual timeline helped the group understand the sequence of activities and manage time more effectively. Meredith, Mantel and Shafer (2021) argue that planning tools such as Gantt charts improve coordination by making project schedules easier to understand, and this was reflected throughout our project.
Despite their benefits, both the WBS and Gantt chart had limitations. The project did not always progress exactly as planned because volunteer availability changed and additional work relating to food hygiene and allergen information became necessary during preparation. These changes meant that some planned activities had to be adjusted while the project was already underway. This demonstrated that project management tools should not be viewed as fixed documents but rather as flexible guides that can be adapted when circumstances change. While the tools provided a strong framework for organising the project, the team's willingness to adapt ultimately contributed more to the successful delivery of the event than strict adherence to the original plan.


















Project Monitoring, Evaluation and Recommendations
Throughout the project, progress was monitored through regular team discussions and informal updates. These meetings allowed us to review completed tasks, identify any delays and reallocate responsibilities where necessary. Although the project was relatively small, monitoring progress ensured that key activities such as obtaining university approval and completing risk assessments were finished on time (Project Management Institute, 2021).
Several aspects of the project went well. The team worked collaboratively, communication remained consistent and the planning tools helped us stay organised. My role in communicating with the university and completing project documentation contributed to keeping the project on schedule. The bake sale achieved its main objective of raising money for EYST while also increasing awareness of the charity among students and staff.
However, there were areas that could have been improved. Volunteer availability occasionally changed, resulting in some team members taking on a greater share of the workload. In addition, more structured monitoring of task completion could have improved accountability throughout the project.
If the project were repeated, I would recommend introducing digital payment options alongside cash payments to make donating easier. A wider selection of allergy-friendly and savoury products could also attract more customers. From a project management perspective, scheduling more frequent progress meetings and assigning contingency responsibilities would improve communication, reduce pressure on individual team members and strengthen the overall delivery of future fundraising events (Kerzner, 2022).
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