
 

BA (Hons) Developing Leadership and Management

Module Title: Managing Projects in Organisations
Module Code: BMSW5009



Assignment Title:
Written Report

Report Title:
Student Business Pop-Up Market




Student Name: Catalina Binzaru
Student Number: 2222369
Lecturer: Lan Zhang
Submission Date: 08 July 2026




[bookmark: _Toc232543078][bookmark: _Toc232545106]


[bookmark: _Toc234117709]Executive Summary

This report critically examines the planning and management of the Student Business Pop-Up Market, a student-led initiative designed to provide practical entrepreneurial experience through the delivery of a temporary business event within a 12-week timeframe. The project aimed to enhance student employability, teamwork, and business management skills, with the university acting as project sponsor.

The analysis evaluates the application of key project management tools and techniques, including the Work Breakdown Structure (WBS), Gantt Chart, stakeholder analysis, communication plan, risk register, and the Iron Triangle. Overall, these tools provided a structured framework that supported effective planning, task organisation, scheduling, and communication across stakeholders. They enabled clearer scope definition, improved coordination, and more visible progress tracking throughout the project lifecycle.

However, the findings also highlight limitations, particularly the static nature of these tools and their reduced ability to manage uncertainty and changing external conditions. Issues such as council approval delays and evolving stakeholder influence demonstrated the need for more adaptive and continuously updated project controls. Communication and risk management practices supported delivery but required stronger consistency and ongoing refinement to improve efficiency and responsiveness.

The report concludes that the project was effectively planned within its constrains, although successful delivery would depend on balancing structured planning tools with adaptive decision-making. Key lessons emphasise the importance of iterative planning, continuous monitoring, and dynamic stakeholder engagement to improve future project outcomes.
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1. [bookmark: _Toc234117710]Introduction 

The Student Business Pop-Up Market is a student-led project designed to provide students with practical entrepreneurial experience by delivering a temporary business event in Cardiff city centre. The project creates a realistic environment in which students can promote and sell their products while developing communication, teamwork and business management skills. The project is being developed as part of the Managing Projects in Organisations module, with the university acting as the project sponsor by supporting student entrepreneurship, employability and experiential learning.

The project aims to organise and deliver a student-led Business Pop-Up Market, providing students with opportunities to apply their business knowledge in a practical environment while developing entrepreneurial skills. To achieve this aim, several objectives were established, including completing the project within a 12-week timeframe, recruiting student vendors, promoting the event through appropriate communication channels, securing a suitable venue, and evaluating the effectiveness of the event through participant feedback.

This report critically examines the planning and management of the Student Business Pop-Up Market through the application of key project management tools and techniques. It analyses their theoretical foundations and evaluates how effectively they were applied within the project. The report concludes by identifying recommendations for improving the management of similar projects in future.










2. [bookmark: _Toc234117711]Findings

2.1 [bookmark: _Toc234117712]Critical Evaluation of Project Management Tools and Techniques

Project management tools are interrelated and influence one another throughout the project lifecycle (Clegg et al., 2020). Scope management establishes the boundaries of a project by defining what is included and excluded from delivery (PMI, 2021). Its primary value lies in ensuring clarity of objectives and reducing ambiguity in deliverables, which helps prevent scope creep and supports control over time, cost, and quality. However, Harake (2025) argues that excessive emphasis on fixed scope definition can reduce adaptability, particularly in environments where requirements evolve. This shows that scope management provides structure but may also introduce rigidity if not balanced with flexibility. 

A clearly defined scope is influenced by stakeholder analysis, as stakeholder expectations and influence shape project boundaries throughout the lifecycle. Stakeholder analysis is a key project management tool used to identify and assess individuals or groups who can influence or are affected by a project (Freeman, 1984). It supports prioritisation of stakeholder engagement and communication planning by categorising stakeholders based on power and interest (Tampio et al., 2022). The Mendelow Power–Interest Matrix is commonly used to structure this process and determine appropriate communication strategies for each stakeholder group. According to Eyieyien et al. (2024), stakeholder analysis improves decision-making and reduces project risk by aligning project objectives with stakeholder expectations. However, its effectiveness depends on continuous updates and the dynamic nature of stakeholder influence, which can limit its reliability if applied as a one-time exercise.

Work Breakdown Structure (WBS) is a hierarchical project management tool used to decompose a project into smaller, manageable components, improving clarity, organisation, and control. It supports project planning by breaking down deliverables into structured work packages, which enables more accurate scheduling, cost estimation, and resource allocation. Kerzner (2022) argues that WBS is fundamental for defining project scope and ensuring that all required work is identified early in the planning process. However, overly detailed WBS structures can increase complexity and administrative effort, potentially reducing efficiency in fast-paced or flexible project environments (Meredith et al., 2022). This limitation highlights the need to integrate WBS with scheduling tools such as Gantt Charts.

The scheduling of these work packages is supported by the Gantt Chart, which visualises tasks across a timeline and highlights dependencies between activities (Heagney, 2016). This improves communication and coordination by providing a shared understanding of project progress. Richard (2024) argues that Gantt Charts enhance visibility and support planning discipline. However, their static nature limits their effectiveness in dynamic environments, as frequent updates are required when project conditions change. Additionally, they do not explicitly capture resource constraints or uncertainty, meaning they must be supplemented by other tools for full project control (Meredith et al., 2022).

Risk management is a structured project management process used to identify, assess, and respond to potential risks that may impact project objectives (Hillson, 2024). It supports proactive decision-making by enabling project teams to evaluate uncertainties and implement mitigation strategies before risks materialise. According to Canesi and Gallo (2024), effective risk management improves project stability by reducing the likelihood of cost overruns, delays, and scope disruption. However, its effectiveness depends on the accuracy of risk identification and the continuous monitoring of changing project conditions, as some risks may emerge unexpectedly during the project lifecycle.

The Iron Triangle is a project management model that defines the relationship between scope, time, and cost, where changes to one constraint affect the others (Fayomi et al., 2022). It supports decision-making by helping managers balance competing objectives and understand trade-offs during project planning and execution. Locatelli et al. (2023) note its value as a framework for project control. However, it is criticised for overlooking broader success criteria such as stakeholder satisfaction and quality. Therefore, while it remains a useful planning tool, it should be considered alongside other project management approaches for a more holistic evaluation of project success. Overall, these tools are effective for structuring projects, but their limitations highlight the need for flexible and adaptive application in real project environments.



2.2 [bookmark: _Toc234117713]Application of Project Management Tools in the Project

The Student Business Pop-Up Market applied several project management tools, including scope management, stakeholders’ analysis, the WBS, Gantt Chart, risk management, and Iron Triangle. Their effectiveness depends on how well they addressed the project specific requirements and uncertainties (Hollister, 2017).

The project scope defined the boundaries of the Student Business Pop-Up Market (see Table 1), clearly specifying in-scope and out-of-scope activities to reduce scope creep, in line with Alotibe (2024). In practice, this helped structure initial planning and ensured shared understanding of project deliverables, including promotional materials (see Appendix C), registration processes, and the event schedule (see Appendix D). However, as planning progressed, additional requirements such as Cardiff Council approval and compliance documentation emerged, indicating that the scope was not fully stable. This supports Alawami's (2024) argument that project scope must evolve in response to stakeholder expectations. While the scope provided strong initial direction, limited flexibility reduced its effectiveness in managing change across the project lifecycle. A more adaptive approach to scope management would have been more suitable, allowing external requirements such as council approval and compliance documentation to be incorporated without significantly disrupting later project activities.

Table 1. Project Scope Table 

	In Scope
	Out of Scope 

	Event planning 
	Long-term business management

	Event promotion
	Permanent retail spaces

	Team organisation
	Funding provision

	Coordinating registrations
	Future annual events

	Organising student stalls
	Expanding to multiple locations

	Evaluating the event
	University policy changes






Stakeholder analysis was used to identify and prioritise key internal and external stakeholders for the Student Business Pop-Up Market, using the Mendelow Power–Interest Matrix (Figure 1) alongside the Stakeholder Analysis and Communication Plan (Table 5). This helped categorise groups such as the University Sponsor and Project Team as high power and high interest, requiring close management, while students and the wider public required lower-intensity engagement. According to Xu (2025), stakeholder mapping supports alignment between project objectives and stakeholder expectations. In practice, the tool was useful for structuring prioritisation. However, its application was relatively static and did not fully capture changes in stakeholder influence during the project lifecycle, particularly the increased impact of the Local Council. This limitation reflects Zhu et al. (2024), who argue that stakeholder analysis must be continuously updated. Therefore, while the tool improved initial planning and prioritisation, it was less effective in managing dynamic stakeholder changes. Regular stakeholder reviews would have improved its suitability by identifying changes in stakeholder influence earlier and supporting more responsive communication decisions.

Low
High
Power

	
Keep Satisfied
- University Support Team
- Local Council

	
Manage Closely
- Project Team
- University Sponsor


	
Monitor
- Public audience
- Family and Friends
- Social media followers

	
Keep Informed
- Students
- Volunteers
- Academic Staff



High
Low
Interest



Figure 1. Mendelow Power–Interest Matrix for the Student Business Pop-Up Market Project


Communication planning supported the identification of appropriate communication channels, frequency, and stakeholder responsibilities. By defining how information should be shared with different stakeholder groups, the plan improved coordination. However, its effectiveness depended on consistent implementation and regular review (Limani et al., 2024).

The Work Breakdown Structure (see Table 2) was used to divide the Student Business Pop-Up Market into structured work packages, improving task allocation and clarity of responsibilities across the team. This supported planning of key areas such as marketing, logistics, and event execution. According to Odedairo (2024), WBS improves scope definition and ensures deliverables are clearly identified. However, in practice, it was less effective in managing task dependencies and concurrent activities, particularly when waiting for external approval from Cardiff Council. As noted by Bansal (2023), WBS focuses on task decomposition rather than sequencing, requiring additional tools such as a Gantt Chart for scheduling control.

In this project, the Gantt Chart (see Table 3) was applied to manage task sequencing and dependencies across the 12-week timeline, supporting scheduling and coordination. It identified key milestones, such as Cardiff Council approval, and highlighted how delays in venue confirmation impacted subsequent activities, including promotion and registration. However, the Gantt Chart required frequent manual updates due to changing project conditions and difficulties in accurately estimating task durations. As noted by Maravas and Pantouvakis (2025), Gantt Charts require continuous adjustment and do not fully capture uncertainty or resource constraints, limiting their effectiveness in dynamic project environments. Therefore, using the Gantt Chart alongside regular schedule reviews would have provided greater control, particularly because external approvals introduced uncertainty that could not be fully predicted during the initial planning stage.





Table 2. Work Breakdown Structure for the Student Business Pop-Up Market

	1.
Event Planning and Strategy
	2. 
Venue and Logistics

	3.
Marketing and Promotion
	4. Registration and Participant Management
	5. Programme Development
	6. 
Event Execution and 
Operations
	7. 
Post-Event Evaluation

	1.1 Define project aim and objectives

1.2 Identify stakeholders (students, sponsor, employers, university) 

1.3 Define target audience

1.4 Set budget and resource plan

1.5 Risk assessment and mitigation planning

1.6 Assign team roles and responsibilities

	2.1 Obtain council permission and approvals

2.2 Confirm event date and location

2.3 Plan layout and space allocation

2.4 Arrange tables, chairs and equipment setup requirements

2.5 Arrange transport and check accessibility requirements

2.6 Confirm power supply and equipment
	3.1 Develop marketing strategy

3.2 Design promotional materials (posters, social media content)

3.3 Launch social media campaign

3.4 Identify communication channels

3.5 Send invitations to students and local employers

3.6 Promote event through university channels

3.7 Publish event announcements and updates
	4.1 Set up online registration system

4.2 Launch registration platform 


4.3 Manage participant database

4.4 Allocate students stalls and spaces

4.5 Send confirmation emails and reminder emails

4.6 Prepare badges and stall allocation list
	5.1 Design event agenda

5.2 Schedule presentations, stalls, and activities

5.3 Organise networking opportunities

5.4 Finalise event programme
	6.1 Set up 
venue before event (table, layout, signage)

6.2 Install event signage and branding material

6.4 Brief staff and volunteer

6.5 Manage 
on-site registration/check-in

6.6 Monitor event schedule

6.7 Solve on-site issues

6.8 Support participants during event
	7.1 Send thank-you emails to stakeholders and participants

7.2 Distribute feedback survey

7.3 Collect and analyse responses

7.4 Evaluate event success and engagement

7.5 Prepare final report

7.6 Present findings to sponsor

	
	
	
	
	
	
	











Table 3. Gantt Chart for the Student Business Pop-Up Market Project

	Stage
	Task 
	W1-2 28 Apr-11May
	W3-4
12-25 May
	W5-6
26May-8 Jun
	W7-8
9-22 Jun
	W9-10
23Jun-6 Jul
	W11-12 
7-15Ju

	Planning
	Define aims, objectives and scope
	

	
	
	
	
	

	Planning
	Stakeholders, roles and team structure
	
	
	
	
	
	

	Planning
	Budget, risks and resource planning
	
	
	
	
	
	

	Venue and Logistics
	Obtain council permission 
	
	
	
	
	
	

	Venue and Logistics
	Confirm layout, stalls and accessibility
	
	
	
	
	
	

	Venue and Logistics
	Arrange tables, transport and setup needs
	
	
	
	
	
	

	Marketing and Promotion
	Marketing strategy development
	
	
	
	
	
	

	Marketing and Promotion
	Create posters and social media content
	
	
	
	
	
	

	Marketing and Promotion
	Launch campaign and university promotion
	
	
	
	
	
	

	Registration and Management
	Set up online registration system
	
	
	
	
	
	

	Registration and Management
	Manage participants and stall allocation
	
	
	
	
	
	

	Registration and Management
	Send confirmations, badges and reminders
	
	
	
	
	
	

	Programme Development
	Design agenda and schedule
	
	
	
	
	
	

	Programme Development
	Organise stalls, activities and networking
	
	
	Stage
Task
Week 1–2
Week 3–4
Week 5–6
Week 7–8
Week 9–10
Planning
Define aims, objectives & scope
█
█



Planning
Stakeholders, roles & team structure
█
█



Planning
Budget, risks & resource planning
█
█



Venue & Logistics
Obtain council permission (Queen Street)
█
█
█


Venue & Logistics
Confirm layout, stalls & accessibility

█
█
█

Venue & Logistics
Arrange tables, transport & setup needs

█
█
█

Marketing & Promotion
Marketing strategy development

█
█
█

Marketing & Promotion
Create posters & social media content


█
█
█
Marketing & Promotion
Launch campaign & student engagement



█
█
Registration
Set up online registration system

█
█
█

Registration
Manage participants & stall allocation


█
█

Registration
Send confirmations, badges & reminders



█
█
Programme Development
Design agenda & schedule


█
█

Programme Development
Organise stalls, activities & networking



█
█
Programme Development
Finalise programme structure




█


	
	
	

	Programme Development
	Finalise programme structure
	
	
	
	
	
	

	Event Execution
	Venue setup (stalls, signage, branding)
	
	
	
	
	
	

	Event Execution
	Run event and manage operations
	
	
	
	
	
	

	Event Execution
	Solve On-site issues 
	
	
	
	
	
	

	Post-event Evaluation
	Collect feedback
	
	
	
	
	
	

	Post-event Evaluation
	Analyse results 
	
	
	
	
	
	

	Post-event Evaluation
	Final report and presentation
	
	
	
	
	
	


Risk management (see Table 4) was used to identify and prioritise key risks such as council approval delays, poor weather, and low attendance, with mitigation strategies supporting proactive planning. According to Okeke and Obiorah (2025), structured risk management improves project resilience by reducing uncertainty. However, in practice, the risk registers mainly focused on anticipated risks and did not fully capture emerging issues, such as communication delays, limiting their effectiveness in a dynamic project environment. A more iterative risk management approach would have been appropriate, as continuous monitoring could have identified emerging risks earlier and reduced impact of communication issues.

Table 4. Project Risk Register for the Student Business Pop-Up Market

	Risk
	Impact
	Likelihood
	Mitigation Action

	Cardiff Council refuses or delays permission
	High
	High
	Submit application early and provide full documentation

	Heavy rain and bad weather
	High
	High
	Use gazebos and contingency plan

	Low stallholder numbers
	High
	High
	Early promotion and reminders

	Low visitor attendance
	High
	High
	Strong social media and university promotion

	Health and safety incident
	High
	High
	Risk assessment and volunteers and first aid

	Food hygiene non-compliance
	High
	High
	Require certification before approval

	Crowd congestion
	High
	High
	Layout planning and volunteers

	Equipment shortage
	High
	High
	Confirm suppliers early and backup plan

	Setup delays
	High
	High
	Clear schedule and early arrival

	Team miscommunication
	High
	High
	Teams, meetings and task allocation


The Iron Triangle (see Figure 2) illustrates the relationship between scope, time, and cost, highlighting key trade-offs in delivering the Student Business Pop-Up Market within constraints. While Senses and Kumral (2023) identify it as a core project management tool, Atkinson (1999) critiques its limited focus on efficiency. Therefore, the Iron Triangle alone was insufficient, as success required stakeholder engagement and event quality. Overall, project management tools supported planning, but flexibility and continuous adaptation remained essential for successful delivery.
Time
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Successful Event Delivery 




Scope
One-Day Event 

Cost
Fixed Budget 




Figure 2. Iron Triangle for the Student Business Pop-Up Market




















2.3 [bookmark: _Toc234117714]Stakeholders and Communication Management

Communication management focused on ensuring that stakeholders received appropriate information through suitable channels and at relevant stages of the project, as outlined in the Stakeholder Analysis and Communication Plan (Table 5). The University Sponsor and Project Team required regular meetings, Microsoft Teams discussions and formal email updates to support coordination, decision-making and progress monitoring. In contrast, students required communication focused on event promotion through email, social media and the formal invitation (Appendix A), while participation was managed through the registration process (Appendix B). This approach supported stakeholder engagement by aligning communication methods with different information needs. According to PMI (2021), effective communication should be tailored to stakeholder requirements to improve engagement and reduce misunderstandings.

Overall, the communication strategy supported effective stakeholder coordination. However, its implementation highlighted several limitations. Formal communication with external stakeholders, particularly Cardiff Council, ensured accountability but delayed decision-making because approval responses took longer than anticipated, affecting subsequent activities such as promotion and participant registration. Conversely, informal communication through Microsoft Teams and group messaging improved responsiveness within the project team but resulted in some decisions not being formally documented, reducing traceability and consistency. This supports Suvvari and Saxena (2023), who argue that effective communication depends not only on selecting appropriate channels but also on maintaining structured documentation and regular stakeholder review. 

These challenges demonstrate that communication planning should be continuously reviewed rather than treated as a fixed process. Future projects could improve communication management by introducing regular communication reviews, maintaining clearer decision records, and adapting communication methods when issues or stakeholder requirements change.




Table 5. Stakeholder Analysis and Communication Plan

	Stakeholder
	Internal/
External
	Power/
Interest
	What do they need to know?
	Communication method
	When/
how often

	Students
	External
	Low power / High interest
	Event details (purpose, date, time, location, how to join)
	Email/  
social media/ posters
	Before event

	Project Team
	Internal
	High power / High interest
	Tasks, deadlines, responsibilities, updates, changes, issues
	Group chat / shared files
	Regularly

	Academic Staff
	Internal
	Medium power / Medium interest
	Project progress and assessment-related updates
	Email
	Occasionally

	University Support Team
	Internal
	Medium power / Low interest
	Logistics and support requirements
	Email / meetings
	When needed

	University Sponsor
	Internal
	High power / High interest
	Overall progress, milestones, risks, budget, approvals
	Email / 
short meeting
	Weekly

	Local Council
	External
	Medium power / High interest
	Permissions and event approval
	Email
	In advance

	Local Employers
	External
	Medium power / Low interest
	Event purpose, invitation, schedule, role
	Email
	In advance

	Social Media
	External
	Low power / Low interest
	Promotion content
	Posts / Instagram
	Before event

	Local Media
	External
	Low power / Low interest
	Publicity information
	Email / press release
	Before event

	Volunteers
	External
	Medium power / Medium interest
	Roles, instructions, timing
	WhatsApp / Teams
	Before and during event

	Family and Friends
	External
	Low power / Low interest
	Event information
	Social media
	Before event

	Local Community Members
	External
	Low power / Low interest
	General awareness of event
	Posters
	Before event




3. [bookmark: _Toc234117715]Conclusion

In conclusion, the analysis of the Student Business Pop-Up Market demonstrates that project management tools provided a structured and systematic approach to planning, coordination, and delivery. Tools such as the WBS, Gantt Chart, stakeholder analysis, risk management, and Iron Triangle were effective in improving clarity, task organisation, and communication between stakeholders. 

However, their application also revealed limitations, particularly in relation to adaptability, uncertainty management, and the dynamic nature of stakeholder influence. In practice, frequent changes in external conditions, such as council approval and scheduling constraints, reduced the effectiveness of some tools when used in isolation. 

Despite these challenges, the overall project planning process was successful in supporting delivery objectives. Therefore, it can be concluded that the project was managed effectively, but its success depended on combining structured tools with flexible, responsive decision-making throughout the lifecycle.




















4. [bookmark: _Toc234117716]Future Improvements

Future project management practice in similar student-led initiatives could be enhanced through a more adaptive, iterative, and continuously reviewed approach to planning and control. Although tools such as the WBS, Gantt Chart, stakeholder analysis, and risk register provided a clear structural foundation, their effectiveness is reduced when applied as static documents rather than dynamic frameworks (Chong et al., 2025). This highlights the importance of ongoing review throughout the project lifecycle. 

In future projects, stakeholder analysis should be updated regularly to reflect changes in power, influence, and engagement, particularly where external stakeholders affect timelines and approvals. Risk management should also include emerging communication and coordination risks, alongside anticipated risks, to improve resilience. Overall, future improvements should focus on iterative planning, continuous monitoring, and adaptability to enhance project effectiveness and delivery outcomes.
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EVENT: Student Business

Pop-Up Market DATE: 11 July 2026
Student Na Business Idea Contact
Emma Jones Handmade Candles ejones@student.ac.uk
Oliver Smith Custom Jewellery osmith@student.ac.uk
Aisha Khan Skincare Products akhan@student.ac.uk
Liam Brown Baked Goods Ibrown@student.ac.uk
Sophie Williams Art Prints swilliams@student.ac.uk
Jack Taylor Eco-Friendly Crafts Jjtaylor@student.ac.uk
Mia Davies Beauty Products mdavies@student.ac.uk
Daniel Evans Handmade Accessories devans@student.ac.uk
Chloe WilsonChloe Wilson Food Snacks Stall cwilson@student.ac.uk
James Patel Creative Gifts jpatel@student.ac.uk
Grace Miller Natural Soap Products gmiller@student.ac.uk
Noah Wilson Handmade Tote Bags nowilson@student.ac.uk
Isabella Clark Vegan Treats iclark@student.ac.uk
Ethan Hughes Eco-Friendly Stationery ehughes@student.ac.uk
Amelia Roberts Bath & Body Products aroberts@student.ac.uk

Made with PosterMyWall.com




image3.jpeg
L \

Y LNF

'SCHEDULE

\ 09:30-11:00 Stall setup and preparation
11:00 Event opens
11:00-13:00 Moming trading period

13:00- 14:00 Mid-event engagement
and break

14:00-15:30  Afternoon trading period

I"

15:30- 16:00 Closing and pack down

16:00 Event ends

MORE INFO: STUDENTMARKET@CARDIFF.AC.UK

M
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S5 {1 AM-4PM_| QUEEN STREET cﬁngaf:‘.}?t
E;%gn TUDENT VENDOR SPOT Avlll.‘nl R<

FOR MORE INFO:

Oy S
OR:H =2
SCAN ME

" Email: studentmarket @cardiftac.uk

SRE " Mobile: 07700900123




