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[bookmark: _u13ro4811b05]Executive summary 


Attend X is a new QR-based verification system that is a simple, secure and user-friendly project specifically designed for modern university classrooms. In this era of digitalisation, universities are widely adopting digitalised solutions for operational and administrative efficiency. Attend X is a cost-effective solution for attendance management with high accuracy. (Mircea and Nguyen, 2023). The major aim is to make attendance recording quicker with high accuracy and safety through technology integration. The report briefly explains the project management journey of Attend X, clearly stating the tools and techniques in general, how the tools and techniques were applied within Attend X and communication and stakeholder management and finally, the recommendation for improvement. The project Attend X demonstrates the future potential of an innovative secured system to improve attendance efficiency, remove fraudulent practices, improve work efficiency, reduce workload and embrace digitalisation for even smaller manual tasks. It is established through project planning, stakeholder analysis, stakeholder engagement, risk analysis and mitigation, financial planning, and achieving project objectives.
Universities worldwide are incorporating digitalised solutions to improve operational efficiency and user experience (Mircea and Nguyen, 2023; Nadhan et al., 2022; Alotibe, 2024). The project also put forward recommendations for future improvement. With improved university support, effective stakeholder management, improved data security and high-end technology integration, Attend X shall be tested with comprehensive pilot testing and implemented as a full-fledged project across universities 
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1. [bookmark: _lh7bwxfh0bh6]Introduction


Project Attend X is a QR code-based smart attendance verification system for universities for a faster and smarter way to record attendance. 

The idea has emerged as a solution for the common challenges identified with the traditional attendance system, which includes time-consuming manual attendance procedures. The major limitations associated with the traditional procedures identified are increased human errors, time consumption, manual record-keeping, proxy attendance, and inconvenience.. Through Attend -X, the team   is developing a small-scale, feasible, cost-effective QR code-based prototype for an attendance system 
.
Aim

To develop a comprehensive project plan for Attend-X, a smart attendance verification system designed to improve attendance recording and classroom efficiency within universities.

Objectives 

· To identify the limitations of the current traditional  attendance system within universities
· To identify  secure and functional requirements for unique QR code attendance systems with higher efficiency 
· To identify financial resources for the project, including prototype development
· To conduct pilot testing and collect user feedback from students and lecturers
· To recommend potential improvements for wider implementation








2. [bookmark: _mne49h49fcfm]Findings 



[bookmark: _wqvz55nb85ok]2.1 Tools and techniques in general 



Scope management


Project scope defines what is included and what is excluded in the project (Meredith, Shafer and Mantel, 2021). Further, Scope is one of the triple constraints along with cost and time that balance the project without deviating from the project objectives and lead the team towards the common goal (Kerzner, Saladis and International Institute for Learning, 2009). Changes in the project scope are highly critical and may result in failure, scope creep or delay in the project.(Tuuli et al., 2023). Meredith and Mantel point out that agreeing to stakeholders’ extended requests without considering cost and time is a major reason for scope creep. Here, the role of the manager is to control the balance of 3 constraints: scope, cost and time throughout the project to ensure success. (Meredith, Shafer and Mantel, 2021) 

Stakeholder analysis

Stakeholder theory was introduced by Edward Freeman in 1984. Stakeholder analysis is the process of identifying and categorising the internal and external stakeholders based on their level of interest and the influence on the project outcomes, and designing strategic plans to retain support, control resistance, and improve project success. (Project Management Institute, 2024). Freeman argues that business success relies on the value creation for all its stakeholders. Stakeholders are the individuals, groups or organisations who can directly or indirectly create an impact on the business outcome (Freeman and McVea, 2001). 
Communication planning

The communication plan is a critical tool with a specific communication strategy identified for specific targeted individual/ group of people, as major factors such as stakeholder engagement, team collaboration and project success are directly linked to the communication plan. Therefore, effective management of the communication plan across the project is inevitable. The major elements of communication include what, who, where, when and how. (Baugh, 2015) 

Work Breakdown Structure 

According to PMBOK 7th edition, Work Breakdown Structure is the framework of work to be executed, and Kerzner describes the WBS  framework as allowing cost, schedule and time can be compared against budget. (Kerzner, Saladis and International Institute for Learning, 2009)  Haughen,2002  also see it as a tool for the project manager to compare the progress of the project against budget. (Haughen 2002 cited in Norman, Brotherton and Fried, 2008) 
Gantt Chart

Gantt chart is the most common tool to display a project schedule with tasks and timeline. The major advantage of this framework is clarity of work breakdown and enables the team to monitor regular progress. There are arguments that gantt chart does not prioratise the task that need priority due to its rigid structure(Peren and Neifer, 2025) 

Risk analysis

The risk analysis is a process through which a project identifies its potential risks/threats. The process enables the team to design mitigation strategies to address the risks proactively and track the task throughout the project cycle. Kerzner et al. argued that it is important to discuss and approve real risks before moving to the mitigation plan to avoid resource wastage.  (Kerzner, Saladis and International Institute for Learning, 2009) 

Iron Triangle


The Iron triangle is a framework that shows 3 constraints of project management: scope, time and cost. It is critical to balance these 3 interdependent variables to avoid imbalance in the project, and changes in any of the constraints will subsequently affect the others. (Atkinson 1999) . In modern project management, there is an argument that stakeholder satisfaction and long-term value creation are also determinants of project success. 



[bookmark: _sx2qdhvbmjpg]2.2 Critical analysis: How the tools were used in the project Attend X

A range of project management tools were used during the Attend X prototype planning to improve efficiency, accuracy and systematic analysis across project stages, starting from planning to evaluation. 
As a primary step, Belbin’s team role questionnaire was administered to identify the roles within the team and assign the roles according to the role strengths. The roles are attached below for reference (Belbin,2009) 
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Scope management 

 The scope defines what is included and what is excluded.(Meredith, Shafer and Mantel, 2021).

The scope statement 

This project focuses on developing a smart attendance system for university students and lecturers by producing a complete proposal that includes a QR-code sign-in process, security measures, fraud prevention strategies, implementation planning, questionnaires, and presentation materials within an eight-week project timeline.

The scope excludes full-scale software development, high-end security features, operational staff training, and implementation at the university. Thus, the scope clearly set the boundaries to keep the project realistic and manageable, and therefore the team was aware to keep the cost, scope, and time realistic and manageable to avoid scope creep (Meredith, Shafer and Mantel, 2021). Scope management helped to identify the stakeholder preferences and how dynamic interests affect scope management. It will help to stay competent as Universities worldwide are incorporating digitalised solutions to improve operational efficiency and user experience (Mircea and Nguyen, 2023; Nadhan et al., 2022; Alotibe, 2024) 

Work-breakdown  structure (WBS) 
Work Breakdown Structure divides the project into phases and manageable tasks (Burghate, 2018) and streamlines all the tasks involved in the Attend X project, sharing a common understanding for each team member regarding the task flow to reach the common goal. The framework helped with better team allocation and teamwork. However, the tool doesn’t have a schedule (Burghate, 2018) but allows team members to compare cost, scope and time. By aligning the WBS with the Gantt chart, it shared an overall picture of how 3 major constraints must be balanced with each other. (Kerzner, Saladis and International Institute for Learning, 2009) 
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Gantt chart 
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A Gantt chart was used to schedule project activities with a timeline and milestones to complete each task. (Wadhwa, 2024) It helped the team members to track progress, monitor and meet the deadlines. A flexible schedule is recommended to meet contingencies  (Wadhwa, 2024). Hence, this tool is highly effective only with continuous updating, considering the changes



Risk analysis 

Risk analysis is an effective method to spot potential risks anticipated across the project cycle. (Vaezi, Jones and Asgary, 2023) The process helped the team to map risks into Critical- Medium - high categeries by a risk matrix where the risks are mapped based on their likelihood of occurrence and possible impact across the project cycle. Further, a mitigation plan was developed to respond proactively to each type of risk. (Vaezi, Jones and Asgary, 2023) University acceptance and time constraints are considered most critical, as both will have a high impact on the smooth delivery of the project. Attendance fraud is categorised under medium likelihood and medium impact. Since immense cooperation is required from both stakeholders for the smooth running of the project within the limited time, Resistance to change by students and lecturers is considered to have high impact. It is argued that early response and intention towards change is crucial (Bayiz Ahmad et al., 2020). Data security issues are less likely to happen, but treated with high priority given the serious consequences. Overall, analysing risk  is not a one-time activity but needs continuous monitoring(Vaezi, Jones and Asgary, 2023) 

Iron triangle

The iron triangle is another tool used to analyse the 3 constraints of project scope, time and cost. Since Attend X is a low-scale academic project that aims for a prototype and demonstration of a QR code-based attendance system with limited time and budget, it is highly important to monitor the 3 constraints to avoid project creep. (Atkinson 1999). Therefore, Iron Triangle components are managed closely along with effective stakeholder management for high-quality project delivery. Romero Torres state complete project success assessment must consider stakeholder satisfaction and long-term value creation as well. (Romero-Torres et al., 2026) 

Budgeting 
A total initial budget of 3600 GBP is set for the simple QR code functional prototype and pilot testing. The cost involves software development and QR code integration, pilot testing, and project management. The stakeholders who sponsor the project will benefit from high brand visibility in education and innovation, and future potential during full-fledged implementation across various universities. In return, the team offers marketing, promotion and brand recognition





[bookmark: _njpih1iawxc6]2.3: Stakeholder analysis and communication plan 

Stakeholder analysis 
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Power interest grid 
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The project team, University administration, IT specialists, and sponsors are internal stakeholders with high interest but possess strong influence, as they are directly involved in project delivery, decision-making, approvals, feasibility, and financial arrangements, which will be closely managed. University, data protection, and management teams are low-interest category but have direct influence on strategic decision-making and prototype compliance, which makes their role critical. The team will keep them satisfied with regular emails. Students, lecturers and university unions are potential users and mapped as external stakeholders. They possess high interest but have low influence on the project output requires only relevant updates. Similarly, a low-interest-low-influence group will need monitoring only. A power-interest matrix categorised stakeholders into 4 categories: high interest- high power, high interest-low power, low interest-high power and low interest-low power based on their level of interest and their level of influence on project outcomes (Petrescu-Mag et al., 2025) . 
A stakeholder analysis with a communication plan should be flexible according to the level of power and influence of the stakeholders  (Cornelissen, 2020). Additionally, identifying resource dependencies at the group level improves stakeholder identification and accuracy (Rodriguez Serna, Nakandala and Bowyer, 2022). The major difficulty was identifying the stakeholders' interests and level of influence. It is argued that overlooking  a powerful stakeholder is a critical loss(Rodriguez Serna, Nakandala and Bowyer, 2022)

Communication plan 

A detailed communication plan was developed for each set of stakeholders based on the type of information, channel of communication and frequency for effective information flow that clearly meets the stakeholder interests (Project Management Institute, 2000). The project team ensured strong internal and external communication coordination, with appropriate methods, but it is evident that stakeholders have varied interests which cannot be limited to their roles. It is learnt that frequency and channels of communication shall be flexible as per the specific requirements to ensure the effective utilisation of potential stakeholders (Project Management Institute, 2000). However, regular communication will not guarantee communication effectiveness; delays can happen, and it depends on the stakeholder’s responsiveness as well. 
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3. [bookmark: _rh30bi6qpsed]Conclusion
The project Attend X provided an opportunity to understand how theoretical knowledge can be applied on a practical level. Scope management was the most vital area to be kept under control throughout the project. Any change in any of the three variables can result in project failure. To conclude, Attend X is the need of the hour for many organisations with high potential to be tested, evaluated and can be widely implemented in universities
 The project demonstrated how it progresses across stages to achieve the common aim and objectives. Attend X successfully applied various project management tools and techniques starting from the planning stage. The Belbin role application established the roles and improved team efficiency. The scope, objectives, budget and time were realistic, and the activities clearly identified the potential stakeholders, risks, timeline, and work breakdown structure. Tools helped to identify potential stakeholders, create a realistic budget, analyse risk factors through risk matrix analysis and prepare risk mitigation strategies, Iron Triangle to balance constraints, a Gantt chart for a realistic time scale, and a WBS for structured activities and helped to implement the project successfully


4. [bookmark: _d92wfytvicvc]Future Improvements 


Attend X is identified as a simple concept with huge potential in the future. The idea was extremely simple and relevant, and easily communicated among team members. The project team could effectively implement theoretical knowledge into practical application. 

One of the major limitations was delivering a project within an insufficient time frame of 8 weeks. Wider implementation requires resource support and infrastructure.


The project was a great learning experience as a team and a professional. The project enhanced personal and professional skills, specifically in the area of project management. The project applied a wide range of project management tools that helped with structured planning and implementation to achieve the objectives. 
The experience enhanced informed decision-making, proactiveness, and preparedness, which need to be improved with more experience. Identifying the right stakeholders earlier would have saved cost and time. Another learning is that assessment of stakeholders must be need-based and must be kept within scope to avoid scope creep. 
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