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[bookmark: _Toc231981482]Introduction 
Project management focuses on organising and managing resources to achieve specific goals within agreed constraints of time, cost and quality (PMI, 2021). This essay presents a project plan for the Bright Start Learning Support Club, a twenty week pilot programme designed to provide breakfast, homework support and wellbeing activities for primary school pupils. This essay outlines the projects aims, scope, stakeholders, activities, resources, risks and evaluation methods, demonstrating how project management principles can be applied to support successful delivery and positive educational outcomes.
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The proposed project is the Bright Start Learning Support Club, a twenty week pilot project in a UK primary school. The aim is to design, deliver and evaluate a structured morning club for approximately thirty pupils in Years 3 to 6, providing breakfast, homework or reading support, and short wellbeing check-ins before lessons. The project is justified because school food provision should support ’’healthy, balanced diets’’ (Department of Education, 2025), while breakfast club evidence suggests that structured provision can improve pupils progress and readiness to learn (Education Endowment Foundation, 2018). 
In establishing the project objectives, consideration has been given to the three core performance criteria of project management: schedule, cost and quality. Atkinson (1999) states that ’’cost, time and quality’’ have traditionally been central measures of project success. Therefore, the project must be completed within twenty weeks, remain within an estimated £2,400 budget, and meet quality requirements linked to safeguarding, food safety, inclusion and educational support. Within two weeks, the project manager will gain approval from the head teacher and governors. Within six weeks, consent forms, allergy checks, staff rota, room preparation and resources will be completed. From weeks seven and eighteen, the club will run four mornings per week. By week twenty, an evaluation report will be presented to assess attendance, punctuality, homework completion, pupil feedback and overall cost-effectiveness.
The project scope includes planning, stakeholder communication, breakfast provision, homework or reading support, monitoring, risk management and final evaluation. It excludes after-school childcare, transport, full academic tutoring and long-term funding. These boundaries are important because clearly defining what is included and excluded helps prevent scope creep, where changes to budget, deadline or project goals affect successful delivery (Kerzner, 2017).

[bookmark: _Toc231981484]Stakeholders and justification
Stakeholder analysis is essential for the Bright Start Learning Support Club because the project will affect a range of internal and external groups within the school community. According to Freeman (1984), stakeholders are individuals or groups that can influence an organisation’s activities or are influenced by its decisions and outcomes. In this project, the key stakeholders include pupils, parents, teachers, teaching assistants, the head teacher, governors, catering staff, volunteers and potential community donors.
The stakeholder analysis process will involve identifying, classifying, understanding and managing these groups trough an appropriate communication plan. This is necessary because different stakeholder will have different levels of power, interest and involvement. Mendelow’s (1991) power-interest matrix provides a practical framework for categorising stakeholders based on the degree of influence they have over the project and the extent to which they are interested in its results 

	Stakeholder 
	Power level
	Interest level 
	Matrix category 
	Reason 
	Communication approval

	Head teacher
	High
	High 
	Manage closely
	Approves the project, budget, safeguarding and operational decisions
	Weekly updates and immediate reporting of major issues

	Governors 
	Medium
	Medium 
	Keep satisfied
	School oversight, funding and policy approval
	Formal progress updates at key milestones

	Pupils
	High 
	High 
	Keep informed
	Direct users of the breakfast and homework club
	Simple explanations, pupil voice activities and feedback forms

	Parents/carers
	High 
	High 
	Keep informed
	Provide consent, allergy information and support pupil attendance
	Letters, consent forms, menu information and attendance updates

	Teaching assistants/support staff
	High 
	High 
	Manage closely 
	Support daily delivery of homework, reading and wellbeing activities
	Staff briefing, rota and weekly check-ins

	Catering staff/food safety lead
	Medium 
	Medium
	Keep informed
	Support breakfast preparation and food safety
	Menu planning meetings and food-order updates
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The main outputs of the Bright Start Learning Support Club are the specific deliverables that must be produced to implement and evaluate the project successfully. In project management, outputs are important because they provide clear evidence that planned work has been completed and allow progress to be monitored against agreed objectives (PMI, 2021). For this project, the outputs will include a project business case, stakeholder register, communication plan, risk register, budget plan, staff rota, parental consent forms, allergy and safeguarding procedures, breakfast menu, learning resources, attendance records and final evaluation report. 
The outputs are the immediate products of the project, such as documents, resources and completed sessions and they will provide the evidence needed to judge whether the pilot has been delivered effectively and whether it should continue after the twenty week period.
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The activities for the Bright Start Learning Support Club will be organised through a Work Breakdown Structure. The WBS is appropriate because it divides the project into smaller and more manageable work packages, making it easier to estimate time, cost, resources and quality requirements. Maylor (2010) argues that breaking a project into smaller units supports planning, monitoring and control. 
For this project, a phase-based WBS is most suitable because the club follows a clear sequence from planning to delivery and evaluation. This structure is useful because it supports both strategic and operational planning. A responsibility matrix will also be used to allocate tasks clearly, as unclear responsibilities can create delays and duplication (Kerzner, 2017). Therefore, the WBS helps ensure that the project remains organised, measurable and achievable within the twenty week pilot period.

	Phase
	Main activity
	Sub-activities/tasks
	Deliverable 
	Responsible person 
	Timeline 

	Initiation
	Project approval
	Prepare project proposal, confirm project aim, identify need for breakfast and homework support, gain approval from head teacher and governors
	Approved project proposal/project charter
	Project manager, head teacher
	Weeks 1-2

	Stakeholder planning
	Identify and analyse stakeholders
	Identify pupils, parents, teachers, teaching assistants, governors, catering staff and volunteers; prepare communication plan
	Stakeholder register and communication plan
	Project manager
	Weeks 2-3

	Resource planning
	Plan people and materials
	Confirm staff rota, volunteer availability, breakfast supplies, learning resources, room use and storage
	Resource plan and staff rota
	Project manager, teaching assistants, catering staff
	Weeks 3-5

	Risk and safeguarding planning
	Prepare safety procedures
	Complete allergy checks, consent forms, safeguarding procedures, food hygiene checks and data protection arrangements
	Risk register, consent forms and allergy records
	Project manager, safeguarding lead
	Weeks 4-6

	Club preparation
	Prepare the learning space
	Set up room, organise books, stationery, homework folders, breakfast equipment and attendance records
	Prepared club room and learning resources
	Site manager, teaching assistants
	Week 6

	Implementation
	Launch the club
	Brief staff and volunteers, communicate with parents, confirm pupil list and begin fist club session
	First Bright Start session delivered
	Project manager, teaching assistants
	Week 7

	Project delivery
	Run weekly club sessions
	Provide breakfast, homework or reading support, wellbeing check-ins and attendance monitoring four mornings per week
	Weekly club sessions and attendance records
	Teaching assistants, breakfast supervisor
	Weeks 7-18

	Monitoring and control
	Track progress and manage issues
	Monitor attendance, punctuality, cost, food use, risks, safeguarding issues and feedback
	Weekly action log and progress updates
	Project manager
	Weeks 7-18

	Midpoint review
Evaluation and closure
	Review project performance
	Analyse attendance, pupil engagement, parent feedback, teacher comments and budget position
	Midpoint review report
	Project manager, head teacher
	Week 12

	Evaluation and closure
	Evaluate pilot and make recommendation
	Compare results against objectives, calculate cost-effectiveness, collect pupil and teacher feedback, present final recommendation
	Final evaluation report and closure recommendation
	Project manager
	Weeks 19-20
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The main deliverables include the business case, stakeholder register, consent forms, allergy records, staff rota, breakfast menu, learning resources, attendance records and final evaluation report. The main milestones are project approval in week two, operational readiness in week six, project launch in week seven, midpoint review in week twelve, final session in week eighteen and evaluation completion in week twenty. Resources include the project manager, head teacher, teaching assistants, catering support, parent volunteers, food, stationery, reading materials, homework folders and secure pupil records. The estimated budget is £2,400, covering food, learning materials, staff time, training and contingency. 
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The project will be controlled through a simple baseline for time, cost and quality. The project manager will monitor progress using a weekly action log and report any major issues to the project sponsor. Quality will be measured by safe food provision, punctual session delivery, suitable adult supervision, inclusive homework support and secure handling pupil data. 
The main risks include low attendance, allergy incidents, volunteer absence, safeguarding concerns, stigma and rising costs. Listening to pupils is also important, as children’s participation supports a rights-based approach to wellbeing (UNICEF, 2021). 
Communication will be tailored to each stakeholder group. Governors will receive progress updates on cost, risk and benefits, while parents will receive clear information about consent, menus and attendance. Teachers will be updated on pupil progress, and pupils will receive simple explanations and choices. Effective communication is essential because project leadership depends on building trust, not only monitoring tasks (Turner and Muller, 2005).

	Risk ID
	Risk description
	Likelihood
	Impact
	Overall risk level 
	Mitigation/control action 
	Risk owner

	R1
	Low pupil attendance reduces the value of the project
	Medium
	High 
	High
	Communicate benefits clearly to parents, monitor attendance weekly and ask teachers to encourage participation
	Project manager

	R2
	Allergy or food safety incident occurs during breakfast provision
	Low
	High 
	High 
	Collect allergy information, provide labelled food, follow food hygiene rules and ensure staff are briefed
	Catering staff/ project manager

	R3
	Volunteers or staff absence affects supervision levels
	Medium
	Medium 
	Medium
	Prepare a backup rota and ensure minimum adult to pupil supervision is maintained
	Project manager

	R4
	Safeguarding concern arises during the club
	Low
	High 
	High 
	Follow school safeguarding policy, ensure staff are trained and report concerns to safeguarding lead immediately 
	Safeguarding lead

	R5
	Project costs exceed the 2,400 budget 
	Medium
	Medium 
	Medium 
	Track spending weekly, use a contingency fund and review food/resource costs regularly
	Finance officer

	R6
	Poor communication with parents causes missing consent or allergy information 
	Medium
	High 
	High 
	Send clear letters, follow up non-responses and do not allow pupils to attend without completed forms
	Project manager



[bookmark: _Toc231981489]Evaluation and closure 
Evaluation is necessary to determine whether the Bright Starts Learning Support Club has achieved its intended benefits. The project manager will compare baseline and pilot data, including pupil attendance, punctuality, homework completion, teacher feedback, parent feedback and cost per pupil. Pupil voice will also be included because qualitative feedback can show benefits that numerical data may not capture. This reflects the project life cycle, which includes initiation, planning, implementation, monitoring and closure (PMI, 2021).
The project also recognises its limitations. A breakfast and homework club cannot remove wider issues such as poverty, special educational needs or home pressures. Therefore, the pilot will be treated as an evidence-gathering project rather than a permanent promise. At closure, the project manager will present lessons learned and recommend whether the club should stop, continue with changes, or be expanded. Change control will be used to prevent scope creep and protect time, cost and quality (Kerzner, 2017). 
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In conclusion, the Bright Starts Learning Support Club is a structured project that aims to improve pupils wellbeing, readiness to learn and educational engagement. Through effective planning, stakeholder management, resource allocation and risk control, the project can be delivered within its time, cost and quality requirements. The evaluation process will help determine the project’s effectiveness and provide evidence for future decisions regarding its continuation or development. 
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