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Executive summary



This paper details the Bay Brighteners Litter Picking Project, which was planned, carried out, and evaluated along Swansea Bay between Blackpill Lido and Swansea Civic Centre. Our sponsor, Rebecca Francis Davies, commissioned the initiative on behalf of Trinity Saint David University of Wales to observe and evaluate the learning outcomes achieved by the team throughout the project.

The main goals were to increase public awareness, organise a beach clean-up event, and improve the safety and aesthetics of the nearby shoreline in order to encourage environmental responsibility. The public, volunteers, local companies, and Swansea Council were important participants. Additionally, the project provided team members with an opportunity to apply and evaluate project management methods and tools in a practical setting.

Using well-known project management techniques and tools, such as a Gantt chart, Work Breakdown Structure (WBS), Quad Chart, Stakeholder Matrix, Risk Register, Cost Breakdown Structure (CBS), and Resource Breakdown Structure (RBS), was essential to the planning process. Despite certain limits caused by the rigidity of the Waterfall technique that we initially adopted and then the decision to use the Agile methodology, these tools enabled efficient work allocation, risk mitigation, and stakeholder involvement.

On May 25, 2025, the event was executed effectively, drawing volunteers and receiving favourable comments from the community. Evaluation measures to validate the event's impact ( survey replies, social media interaction, and the amount of rubbish collected) were not used and led to a poor evaluation stage of the project. The necessity of emergency preparation, more flexible approaches, improved pre-event advertising and a better approach on the evaluation stage are among the lessons learnt.

This project enhanced our project management skills and comprehension of community-based activities, in addition to having a good impact on the local environment.
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1. Introduction



 Our team, “Bay Brighteners”, planned a litter-picking project between the Civic Centre and Blackpill Lido to combat the increasing pollution around Swansea Bay.  This initiative was started at the request of the University of Wales Trinity Saint David through our sponsor, Rebecca Francis Davies.  With growing awareness of the negative social and environmental effects of littering on coastal areas, the project sought to provide a systematic cleanup effort that would benefit the wildlife as well as the community and raise awareness among the community and beach businesses (Keep Wales Tidy, 2025).

 Involving volunteers, working with stakeholders, including Swansea Council and surrounding companies like The Secret – Beach Bar, and making sure the event was conducted safely and successfully were among the main goals.  Litter Picking activity aimes to encourage environmental responsibility among participants and the general public, in addition to eliminating litter (APM,2020).

 In order to achieve goals, this project offered a practical opportunity to use project management. 

Project Management is the application of information, skills, tools, and techniques to project operations (Heldman, 2018).
Together with improving the neighbourhood, we enhanced our professional skills through organised planning, communication, and teamwork.






















2. Main Findings 

[bookmark: _Hlk200299404]2.1 Project management methods: 

Project management ensures better planning, execution, and completion.   With phases, tools, and concepts, each methodology guides teams through the project lifecycle.   Project type, complexity, and adaptability determine technique (Meredith and Mantel, 2017).
 The sequential, linear Waterfall Methodology requires initiation, planning, execution, and closure.   Good for deadline-driven tasks. One of the benefits is accurate paperwork; however, once started,  changes in the project are difficult (Burke, 2013).
 Agile Methodology promotes collaboration, adaptation, and improvement.   Teams can adapt quickly since projects are divided into "sprints" (Meredith and Mantel, 2017).
 This approach's adaptability to user input and modification is one of its strengths, but it necessitates continuous communication and can be challenging to scale in large groups.
  With an emphasis on organisation, control, and quality throughout the project lifecycle, PRINCE2 (Projects IN Controlled Environments) is a structured project management approach that offers a well-defined framework for project management (Axelos, 2017). 
 To guarantee alignment with corporate objectives and consistent delivery, it breaks projects into manageable stages with clearly defined roles, responsibilities, and procedures (PRINCE2.com, 2024).
  Governance and risk management are its strengths; however, for small projects, it may be bureaucratic. A correct strategy ensures project success, cooperation, and resource management (Schwalbe, 2015).
  Our project was first organised according to the conventional Waterfall technique, which included distinct stages for initiation, planning, execution, evaluation, etc.. However, we progressively shifted to a more hybrid approach.  We embraced Agile concepts more and more as the project developed and called for more flexibility, especially in organising volunteers, adjusting to weather, and reacting to real-time feedback.  By the end of the project, we were able to better align our approach with Agile methodology by iterating quickly, holding frequent team check-ins, and efficiently responding to changes.



 2.2 Critical Analysis of the Bay Brighteners' Litter Picking Project's Initiation Phase

 Under the slogan "Shining up Swansea, one piece at a time," the Bay Brighteners team planned the first phase of our litter pickup operation, which led to our successful community event.   We focused on team creation, purpose definition, and key members throughout this phase.
 A key instrument was the Belbin Test, a technique that builds teams and determines people's preferred positions in a team (e.g., Shaper, Plant, Team Worker) (Belbin, 2010).
We were able to assign tasks more skillfully and guarantee a fair distribution of duties by being aware of each member's preferences and strong points.  For instance, while organisers handled the logistics, creative members conceptualised the logo. 
 Inaccurate classification can result from the Belbin Test's dependence on self-perception, especially in new or unfamiliar team environments (Kerzner, 2017).
 Additionally, team dynamics may change over time, making early evaluations less applicable as the project develops (Lock, 2020).
 We also made a Stakeholder List, a document that lists all the people or organisations that could have an impact on the project or be affected by it (Kerzner, 2013).
  Swansea Council, beachgoers, nearby companies like The Secret Beach Bar, volunteers, team members, and our sponsor were all part of our list.  Because of this, we were able to customise our communication tactics and gain support right away.  
Identifying and analysing stakeholders at an early stage is crucial for understanding their influence, expectations, and impact on project outcomes, forming the basis of an effective stakeholder management strategy (Larson and Gray, 2021).
Prioritising interactions with high-interest stakeholders, such as the council and nearby business partners, was made easier by the list.  But the list's static nature was a drawback; it wasn't updated frequently as new stakeholders or interests changed, which would have resulted in missed chances for additional cooperation.

 In summary, the start-up phase was proactive and well-organised.  Though their limits serve as a reminder of the value of ongoing reflection and flexibility throughout a project's lifecycle, tools such as the Belbin Test and Stakeholder List were useful for early organisation and clarity.



2.3 Critical Evaluation of Planning Stage Project Management Tools and Techniques

An essential part of project management, the planning step establishes the framework for successful project delivery and efficient execution  (Burke, 2013).
To organise and direct the planning process for the Bay Brighteners Litter Picking Project, a variety of project management tools and approaches were used. In the context of our community-driven environmental initiative, this report critically evaluates the following tools: Gantt chart, Quad Chart, Stakeholder Matrix, Work Breakdown Structure (WBS), Risk Register, Cost Breakdown Structure (CBS), and Resource Breakdown Structure (RBS). It also considers the tools' limitations and their usefulness.


[bookmark: _Hlk200299582]2.3.1 The Quad Chart

[image: ]
Figure 5 – Bay Brighteners Team 

A four-quadrant tool called a quad chart is used to specify the objectives, stakeholders, results, and success metrics of a project (Lock, 2020). 
 On May 15, 2025, we created our quad chart to help the team comprehend the project and make its goals clear.

Benefits included facilitating our ability to rapidly visualise the project's elements and simplifying the process of communicating our scope to stakeholders and team members.
Although they provide succinct summaries, quad charts are not very helpful for in-depth planning or thorough stakeholder involvement since they might oversimplify difficult projects, lack in-depth research, and ignore interdependencies (Meredith, Shafer and Mantel, 2021). 



2.3.2 The Gantt chart


[image: ]

Figure 7 – Bay Brighteners Team

With its start and end dates, duration, and dependencies, a Gantt chart is a visual timeline that plots tasks against time (Dinsmore and Cabanis-Brewin, 2014).
We scheduled and tracked actions, allocated responsibilities, performed stakeholder analysis, and completed the budget during our planning phase.


Gantt Chart is a useful tool as it creates the ability to evaluate progress using completion percentages and the ability to manage time and workload by clearly observing job durations and overlaps (Newton, 2010).

The inability to identify work links in our Gantt chart limited its ability to identify possible delays, and instability necessitated frequent revisions to reflect current progress, particularly for a short-term project (Burke, 2013). 

2.3.3 The WBS


 A Work Breakdown Structure (WBS) breaks down a project into manageable pieces  (Maylor, 2010).
  Our project divided planning into scope definition, budget development, scheduling, and risk assessment.
	Initiation
	Planning and Design
	Execution
	Evaluation

	Team Formation
	Forming the team
	Belbin Test - all team members



	Project Planning Documentation
	Create Quad Chart
	Create schedule
	Develop budgeDevelop budget



	Project Promotion
	Promotion - Facebook advert



	Performance Monitoring
	Monitor progress
	Evaluate progress and risks




	Project Conceptualization
	Project Scope Management
	Operational Preparation
	Financial Control

		Brainstorming Project Ideas
	Established aims and objectives



		Identify deliverables
	Define scope



	Logistics preparation
	track expenses

	Project Identity Development
	Team Organization
	Risk Management Implementation
	Risk Management Review

	Team Name and Logo Ideation
	Establish Team roles
	Risk Assessment Brief
	Address risks

	Communication Framework
	Stakeholder Management
	Task Implementation
	Stakeholder Feedback

	Establish communications
	Stakeholders analysis
	Execute tasks
	Gather feedback

	Stakeholder Identification
	Risk Management Planning
	Project Control
	

	Stakeholders list
		Identify risks
	Risk Assessment



		Monitor progress
	Manage resources
	Provide updates
	Validation



	


Figure 14 – Bay Brighteners Team 
 Benefits: 
· Clearer tasks make role and responsibility allocation easier.
· Made sure no important assignment was missed.
Main drawbacks:
· Tight 19-day timeline - Dependence on specific team members - Short implementation phase. 
· Late risk assessment - Insufficient evaluation time.

As shown above, promotion and communications are handled by Aleksandra.  Roxana oversees several aspects of planning., Alina oversees resources,  Raluca outlines the parameters, Risk management is supervised by Aniko, and Catalina keeps an eye on things and evaluates.

2.3.4 Resources & Budget
 A Cost Breakdown Structure hierarchically organises and categorises project expenditures into manageable components.  It divides project costs into labour, materials, equipment, and overhead, like the Work Breakdown Structure, but focuses on finances (Zwikael and Smyrk, 2019).
 Thanks to extensive stakeholder participation, the project runs with no expected expenditures.  Litter pickers, trash bags, and high-visibility vests are among the necessary tools that the Sketty Library Litter Picking  Hub offered.  At no expense, team member badges were created, printed and laminated.  Marketing made use of social media channels and free community marketing.  Contributions are entirely voluntary.
For community-based environmental projects to go smoothly, it's important to plan resources and budgets well so that the right tools, equipment, and help are available when they're needed (Wideman, 2002).


2.3.5 Register of Risks
 One instrument for recognising, evaluating, and controlling project risks is the Risk Register (Turner, 2014).
This allowed our team to record possible problems, including bad weather, limited volunteer participation, and logistical difficulties.
 Although this instrument promoted readiness and proactive thinking and making well-informed choices while assessing risks and establishing backup plans, the amount of time available to manage certain risks was limited due to their late identification, also prioritisation was variable due to the lack of standardisation in probability and impact scoring.

2.4 [bookmark: _Hlk200300005]Stakeholder Analysis: Litter Picking Project for Bay Brightener

	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, alignment with 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 on a regular basis. 

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


Figure 12 – Bay Brighteners Team 
 Stakeholder analysis is essential to project success and comprises identifying all parties involved, understanding their influence and interests, and developing engagement strategies (Cleland and Ireland, 2007).
 In order to ensure efficient collaboration, communication, and event execution, the employment of a stakeholder matrix to assess important people and organisations is essential (MindTools, 2023).
As the primary stakeholders with the greatest interest and power, team members were in charge of planning, organising, and achieving results.  They required opportunities for accomplishment, teamwork, and skill growth.  

 One important high-power, high-interest stakeholder was the University of Wales Trinity Saint David, represented by project sponsor Rebecca Francis Davies.  Her objectives were centred on educational outcomes, curricular alignment, and efficient implementation.
 Because it had control over how public spaces were used and cared for the welfare of the community and environment, the Swansea Council  had high power.  In order to secure support, including high-vis vests and litter-picking gear, and to get permissions, we involved them early in the planning stage.  A more organised event was made possible by this early communication, which helped to establish credibility and confidence.

 There was little direct influence but a high level of curiosity from the broader public, which included locals and beachgoers.  In order to accomplish community-focused objectives, their assistance was necessary.  Through social media, we interacted with people to address their demands for safer and cleaner surroundings.  The public's perception of the success of our program was reflected in their feedback..

 Volunteers had medium power but were essential to implementation.  Participating in environmental service and having a real influence were among their driving forces.  In response, we offered instruction, defined responsibilities, and acknowledgement through social media shoutouts and thank-you notes after the event.  Acknowledging their efforts improved spirits and prompted more involvement.

 The impact and attention of local beach companies, including The Secret Beach Bar, were mediocre.  Maintaining a pristine beachfront that drew tourists and boosted the local economy was important to them.  Our approach was to clearly explain how the initiative would improve their operations and reputation in the community.  Effective stakeholder collaboration was proven by their participation, which included providing refreshments.

 Overall, we were able to customise our communication and engagement tactics according to the interest and power of each group, thanks to the stakeholder matrix.  However, a significant drawback was the absence of a structured feedback loop to reevaluate stakeholder perspectives as the project progressed.  
In dynamic project contexts, the capacity to modify project procedures in response to evolving stakeholder expectations and technology breakthroughs is becoming more and more important. Frequent matrix modifications would allow for better risk reduction and more adaptable stakeholder management in future projects (Pinto, 2019). 
[bookmark: _Hlk200290952]
2.5 Monitoring and evaluation
 Monitoring and evaluation were essential to determining our Litter Picking Project's impact and efficacy. Several distinct, quantifiable metrics were identified to assess our effectiveness. These included how many volunteers showed up, how much rubbish was gathered, and how active people were on social media. By monitoring online interactions like: likes, shares, and comments, we were able to determine the level of public interest and awareness the event produced. 
Successful project outcomes depend on balancing competing constraints such as scope, time, cost, quality, resources, and risk, all of which must be managed cohesively throughout the project lifecycle (PMI, 2017).
Furthermore, input from the public and stakeholders provided insightful qualitative information about how the initiative was received.
However, the feedback was not thoroughly documented or reviewed during the evaluation process, and few verbal compliments, thank-you comments, or recommendations for enhancement were gathered.
Input from the public and stakeholders, although it was verbal and not documented,  provided insightful qualitative information about the initiative’s reception. The lesson learnt is that we need to document everything. 
Effective project management requires the integration of structured planning with adaptable execution strategies to accommodate unforeseen changes and stakeholder needs (MindTools, 2023).

3. Conclusion 
In terms of both education and the environment, the Bay Brighteners litter-picking operation was a success.  Our primary goals were to successfully organise a multi-stakeholder event, raise local community understanding of environmental issues, and create a noticeably cleaner beach for at least one day.  Positive stakeholder feedback, the volume of rubbish collected, and the number of volunteers showed that our goals were achieved 
 We all worked together to obtain hands-on experience using project management tools such as the WBS, stakeholder analysis, risk register, and Gantt chart.  These resources ensured effective work delegation and served as a guide for our planning.  Among the most important lessons are the importance of early stakeholder participation and the necessity of backup plans to account for unforeseen circumstances.
 We were also able to recognise the advantages of structured planning thanks to our reflective evaluation, which also pointed out areas where we could use more flexible approaches, like adopting the correct methodology from the initiation phase, in our case, Agile.
The managing projects module demonstrated how careful planning, good communication, and strong teamwork can turn a project into a success (Newton, 2010).
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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        To clean the beach from Civic centre  to Blackpill  L ido.       To raise awareness of the effect that  littering has on  Wales   beaches  wildlife .      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     


image2.emf
Litter Picking Swansea Bay 

Bay Brighteners  Project lead

SIMPLE GANTT CHART by Vertex42.com

https://www.vertex42.com/ExcelTemplates/simple-gantt-chart.html

Initiation

Forming the team  Team Work  100% 5/8/25 5/22/25

Brainstorming Project Ideas Team work  100% 5/8/25 5/8/25

Established aims and objectives Team work  100% 5/8/25 5/8/25

Establish comms Aleksandra  100% 5/8/25 5/15/25

Team Name and Logo Ideation Team Work  100% 5/8/25 5/15/25

Stakeholders list  Team Work  100% 5/9/25 5/16/25

Belibin Test - all team members all memebers  100% 5/10/25 5/17/25

Planning and design

Create Quad Chart Team Work  100% 5/15/25 5/15/25

Establish Team roles  Aleksandra  100% 5/15/25 5/17/25

Create schedule Alina  100% 5/15/25 5/25/25

Identify deliverables Raluca  100% 5/15/25 5/24/25

Develop budget Alina  100% 5/15/25 5/17/25

Define scope Raluca  100% 5/15/25 5/17/25

Stakeholders analysis  Alina  100% 5/15/25 5/17/25

Identify risks Alina  100% 5/15/25 5/24/25

Risk Assessement Aniko  100% 20//05/25 5/24/25

Execution

Promotion - Facebook advert  Aleksandra  100% 5/10/25 5/10/25

Logistics preparation Alina  100% 5/17/25 5/23/25

Risk Assesement Brief  Aniko  100% 5/25/25 5/25/25

Execute tasks Team Work  100% 5/25/25 5/25/25

Monitor progress Roxana  100% 5/25/25 5/25/25

Manage resources Alina  100% 5/19/25 5/27/25

Provide updates Roxana  100% 5/25/25 5/25/25

validation Roxana  100% 5/19/25 5/23/25

Evaluation

Monitor progress Catalina  100% 5/25/25 5/25/25

Track expenses Catalina  100% 5/25/25 5/25/25

Evaluate progress and risks  Aniko  100% 5/25/25 5/25/25

Address risks Aniko  100% 5/25/25 5/25/25

Gather feedback Catalina  100% 5/25/25 5/25/25

TASK ASSIGNED TO PROGRESS START END


