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[bookmark: _yucnl67u5h1n]Executive summary 



The business pop-up market was developed as a single day event by the students to experience a practical entrepreneurial experience through implementing a project. The project started with planning, setting up objectives, using a project management framework, tools and techniques to organise a business pop-up event at a small scale level in a real-world setting. The major objective behind this initiative was to offer an opportunity to achieve a real project management experience by converting theoretical knowledge into practical experience. The project offered an opportunity to use various project management concepts, planning, organising, controlling, teamwork, budgeting, stakeholder engagement, etc and also effectively apply tools such as Belbin’s questionnaire, Work Breakdown Structure, Gantt chart, stakeholder analysis, power interest grid, risk analysis and mitigation. The team successfully achieved the project objectives within the planned timeline. The team evaluated the project and shared suggestions for improvement in the future, which include improved stakeholder management, risk mitigation strategy and effective communication plan. Application of project management tools and techniques helped the team to systematically approach each task efficiently and improved their capabilities as professionals and team members. The project significantly contributed to their employability skills and personal development of each team member, 
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1. [bookmark: _r317frafi9fk]Introduction 


The project idea is a student-led pop-up market, an excellent opportunity for students to set up their own business stalls in a real business environment where they can showcase their products and services. The event is expected to enhance skills like entrepreneurship, project management, teamwork, stakeholder management, financial management, and customer care. Further, the practical experiential learning, innovation and insights from the event will improve the essential employability skills of the students. Also, this one-day event is a great opportunity for the students to improve their ability to convert theoretical knowledge into actionable solutions. Overall, the event can effectively contribute to professional and personal development in the future. The project involves planning, promoting, implementation, stakeholder management, and feedback analysis.
Aim of the project 
Conduct a one-day business pop-up market event for students by students 
Objectives  

1. Secure venue and core permissions by the agreed deadline.
2. Recruit a balanced mix of vendors, such as food, craft, fashion and services.
3. Promote the event through social media, posters and partner networks.
4. Deliver a safe event with clear setup, trading and pack-down procedures.


The project has theoretically analysed various project management tools and then successfully applied them across the project, starting from planning to implementation. The tools applied were Belbin’s team roles,  stakeholder analysis to plan effective stakeholder management, communication planning to reach the target audience effectively, Work Breakdown Structure to break down the tasks for effective completion, Iron Triangle to balance the constraints, and Gantt chart to track the timeline, tasks and milestones.  The major deliverables are an event programme, promotional poster/emails, feedback form, and a final report. 

[bookmark: _6byf6a7qk6qz]2. Findings 
[bookmark: _t29qowu2albw]2.1 Tools and techniques in general 

Project management is the application of knowledge, skills, tools, and techniques to project activities to meet project requirements. Project management is accomplished by applying the processes of initiating, planning, executing, monitoring, controlling, and closing. (Heagney, 2016) The business pop-up market project helped the team to understand each stage and administer various project management tools. 
Scope management defines the project's objectives, deliverables, boundaries, constraints, and assumptions, ensuring that only the agreed work is completed (PMI, 2021). It helps prevent scope creep but must be reviewed as project requirements evolve. (Heagney, 2016; Nabeel, Pourzolfaghar and Shahnazari, 2013). It is important to manage the project according to the plan, control resources, and maintain deadlines to avoid project creep. Project creep is a situation where unplanned project inputs exceed the resource, time, and financial constraints that have been allocated to it. (Suvvari, 2022) The stakeholder analysis identifies the stakeholders of the project and their level of interest and influence. A stakeholder is an individual or group who is directly or indirectly involved in the project and can influence the project outcome positively or negatively. (Smith, 2020) 
To support this, a power interest matrix is prepared to understand the power and interest level of each stakeholder category, which revealed that the project team and sponsors are the high power- high interest group. And needs priority in stakeholder management. However, stakeholder interests are dynamic and need to be addressed effectively with a flexible communication plan for each category of stakeholders. 
The communication plan is a framework that effectively manages the communication flow by providing the right information to the right people at the right time through the right channel. (Wysocki, 2009) 
The work breakdown structure is a framework that breaks down the major project activities into manageable phases, tasks and subtasks. It allows better allocation of tasks and improves accountability for the assigned tasks. However, it does not contain scheduling. Since the planned outcomes are the desired results, the WBS structure offers a relatively stable structure and acts as a base for estimating and managing the cost by directly linking to the objectives. (Alutbi, 2020) 
 The Gantt chart allows the team to schedule each activity for close monitoring of progress and deadlines. It needs to be updated. Richard M.O argues that the Gantt chart's effectiveness highly depends on the efficiency of the person who administers it. The skill gap or lack of expertise can cause failures. (Richard, 2024)  

Risk analysis is a process of identifying the possible risks that arise during the project process. The risk analysis demonstrated potential risks and mitigation plans based on their likelihood of occurrence and the level of impact it causes on the project. (Pollack, Helm and Adler, 2018) The list of risks must be approved and evaluated by gathering detailed information and assessing the probability and consequence of all the approved risks; it is pointed out that only approved risks need to be analysed to prevent wasting resources. (Kerzner, 2017) 
The Iron Triangle clearly outlined the balancing of three main constraints: scope, time and cost, which are interdependent; an imbalance in any item affects overall quality and needs prompt attention, but the research argues that project success cannot be limited to successful management of three constraints but should consider stakeholder satisfaction and value creation as well.  (Turner & Zolin, 2012)

[bookmark: _583ghuunr51u]2.2: How the tools were used in the project 

Various project management tools were discussed and integrated into the project plan that best address the project requirements. The scope statement ensured the team members were clearly aware of the project objectives and common aim. Venue booking, vendor recruitment, promotion, and health and safety come within scope, while long-term hiring, large festival, long-term retail lease, on going sraff management are out of scope of the plan. The event is a one-day pop-up of 15-25 stalls organised by students. 

The team members effectively engaged in systematic brainstorming to collectively reach clarity on objectives, deliverables, boundaries, constraints, expectations, roles and responsibilities (PMI, 2021). However, the limitations of planning at an early stage remained a constraint, and the team made plans to avoid scope creep to keep the event manageable and realistic. It also defined the out-of-scope activities, i.e., the project will not support long-term retail lease, large festival production, permanent staff hiring or ongoing stock management. 

Iron triangle 
[image: ]
In the Iron Triangle, the time constraints identified included scheduling, meeting deadlines, vendor set-up time and event date. The cost constraints involved venue hire, marketing, equipment arrangements, permits, insurance and contingency expenses. The scope constraints included the number of stalls, activities, customer offers, safety requirements and promotion level. However, researchers pointed out the changes in Project management over the years, and success cannot be measured by the successful delivery of only 3 factors (Pollack, Helm and Adler, 2018). According to  Turner and Zolin ( 2009), Success cannot be measured only by meeting time, cost and scope as planned but needs to consider the long-term impact of the project, including stakeholder/memebers satisfaction, value creation, etc.  The tool was useful; it does not count stakeholder satisfaction, which is a significant limitation. 

 Roles and responsibilities 

A Belbin team role questionnaire was one of the most useful as it clearly identified the roles available within the team, and the team were able to make key decisions regarding the responsibilities. The disagreements among the members were promptly addressed and resolved through effective use of role strengths, leading to effective collaboration. Clear roles and responsibilities were established (Belbin, 2010) 
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Risk analysis 


A risk analysis was performed with a risk analysis matrix, which mapped high-impact,  low-impact, and medium-impact risks against likelihood of occurrence categorised as low, medium and high(Becker, 2024). The risk analysis helped the team to identify potential risks and plan to mitigate them proactively. (Pollack, Helm and Adler, 2018)  The tool considerably reduced the negative impacts. Overall, risk analysis enhanced the team’s preparedness, but it became more effective when collaborated with the other tools and plans. 








The Work Breakdown Structure
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WBS is used to list the tasks and break them down into manageable subtasks. Roles and responsibilities were distributed based on Belbin’s team roles to work more effectively with their individual strength. For example, the project manager role was assigned to the coordinator role with the responsibility for overall management, role delegation, and stakeholder management, while the implementor focused on venue co-ordination, logistics and execution. Resource investigator and plant roles are assigned to marketing campaigns. Though the assigned roles were primary responsibilities and the team worked collaboratively, they contributed more as a team. The tool does not come with a timeline; 




Gantt chart 
[image: ]
The planned timeline was from 25th April to 15th July. The Gantt chart helped the team to categorise tasks under 5 stages: planning, stakeholder management, venue and logistics, marketing, vendor registration, event delivery and evaluation across the project activities(Wadhwa, 2024). Using a  Gantt chart was essential for the team to monitor the progress and ensure the listed tasks under each stage are progressing on time and completed within deadlines. However, time constraints remained a limitation and needed regular monitoring (Bottorff, 2024) 

[bookmark: _hcuy7eqiunra]2.3: Communication and stakeholders 

Stakeholder analysis with a communication plan
 The team is to identify and prioritise stakeholders based on their levels of influence and power.  Stakeholder mapping partly depends on the ability to apply tools and techniques and partly on experience (Combe, 2022). The team considerably lacks experience in understanding dynamic stakeholder interests.  The team overcame this with a tailor-made communication plan for each targeted stakeholder category. The tool was effective as it ensured the right information reached the target audience through the right channel at the right time. The evolving stakeholder expectations are the major challenge identified(Rodriguez Serna, Nakandala and Bowyer, 2022; Baugh, 2015). Further, stakeholders of the same categories expressed different expectations and observed that a rigid communication plan will not address the challenge accurately. (Oino and Yekini, 2024)
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“A stakeholder is any actor, whether a person, group or organisation, that can affect or is affected by the achievement of the project’s objectives and expected effects. “ (Clegg, Skyttermoen and Vaagaasar, 2021)
A thorough stakeholder analysis was performed to identify the key stakeholders. It is an essential tool that enabled the team to identify the individuals and groups who are directly or indirectly influenced by the project. (Slabá, 2014)  A power-interest matrix was essential to segregate the stakeholders based on their level of interest and influence.(Slabá, 2014)  The high-interest-high-power group includes the project team and sponsors, as they are involved in planning, resource arrangement and implementation and have a direct impact on the project outcome and are closely managed. The high power - low interest groups, which include local council, social media, team and local media, have direct influence on permissions, publicity and marketing. Therefore, regular updates are marked as essential with required information. It is observed that stakeholder needs vary, and the matrix needs continuous monitoring and regular updating. 
A communication plan is also in place based on the stakeholders’ interests, and it helped the team to perform with good coordination while focusing on each stakeholder category according to their priority. This indicates the process ensured effective use of time, energy and resources. However, the practical experiance reveled that flexibility in communication is inevitable, as stakeholder behaviour is dynamic. 

3. Conclusion 

The business pop-up market event demonstrated the importance of project management and tools to successfully implement the retail event. The project started with clear objectives and scope, followed by an effective project management framework strengthened with significant tools and techniques, successfully planned, organised and implemented the Business pop-up market event. It is also identified that a comprehensive approach is ideal in the case of tools and techniques, as using any single tool cannot create a wide impact, while using a range of tools can improve the project performance.

The project successfully achieved its objectives, controlled resources, managed stakeholders, analysed feedback and prepared the report. Also, the project identified areas of improvement, specifically in scope management, realistic budgeting and effective stakeholder engagement. Risk mitigation strategies can also be improved by identifying real risks. 





[bookmark: _prkv5twn60lx]4. Future improvement 


The business pop-up market provided a valuable experience and opportunity for learning at a personal and professional level. It also helped the team to identify their strength, weaknesses, and areas of improvement. The business pop-up project was designed as a one-day event within a short span. The team learnt to balance the scope with effective management of 3 constraints: scope, time and cost. The main lesson learned is the importance of setting a realistic scope, objectives, and budget. Also learnt the importance of stakeholder analysis and effective stakeholder engagement. The team got an opportunity to learn the importance of customised communication for priority stakeholders rather than sticking to a common plan. Also, stakeholder expectations should be clearly assessed in the future to maintain balance and avoid scope creep. Regarding risk analysis, a more detailed risk analysis must be done with a more effective mitigation plan.  A more detailed and flexible plan could have addressed the communication delay. These tools improved collaboration but could not fully eliminate communication delays or changing stakeholder expectations. All the strategies were made based on assumptions during the planning stage, but last-minute changes in stakeholder engagement or participation during the project created changes in plans. From a teamwork perspective, the experience offered improved teamwork and professionalism through systematic use of various project management tools and development of a structured framework. In future, measures must be taken for quality and productive meetings, and communication and responsibilities must be assigned realistically. 
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