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Blog 1: The Iron Triangle – Balancing Time, Cost and Quality
One of the most important concepts we applied during our event for EYST was the Iron Triangle, also known as the Project Management Triangle. This framework describes the three core constraints that shape every project: time, cost, and quality. The principle is clear: these three elements are linked and changing one will predictably affect the others (Heagney, 2016). For example, if we had tried to organise the event in half the time available, we would not be able to because we had to get permission from the university about the stall and selling food.
In practice, this meant we constantly checked our plans on our WhatsApp group to ensure we were progressing with our plans. We fixed our budget early, set a clear deadline, and agreed on the standard we wanted to achieve. This helped us avoid “scope creep” adding extra work that was not part of the original plan and ensured we delivered exactly what we promised (Heine, 2022).
Heagney (2016) explains that successful project management is not about maximising all three areas at once but finding the right balance that fits the project’s goals. While the model is simple, it is highly effective. It gave us a clear framework for making decisions and helped us explain and exchange to our team and stakeholders. Even though modern methods consider other factors, the triangle remains a solid foundation for planning and control (Clegg et al., 2020).

Blog 2: Work Breakdown Structure – Breaking Work into Manageable Parts
Before we could schedule anything, we used the Work Breakdown Structure (WBS). This is a technique where you divide the whole project into smaller, more manageable sections and tasks. Hollister (2017) describes it as taking a large goal, such as “organise a fundraising event”, and breaking it down step‑by‑step until you have a list of specific jobs to do.
For our project, this meant splitting the work into areas: promoting the event, getting permission from the university to use their premises, welfare activities, and finance. Each section was then broken down further. For instance, under “promotion”, we listed designing posters, social media posts, and speaking to student groups, WHAB and reception to advertise our chosen date in English and Welsh. This approach was extremely valuable because it made the work feel less overwhelming and ensured nothing important was forgotten. It also made it easy to assign tasks to team members, as everyone could see exactly what they were responsible for.
Kidston et al. (2015) note that the WBS is the basis for all planning, including budgeting and scheduling. Without it, plans are vague and responsibilities unclear. We found that creating the WBS together helped the whole team understand the full scope of the project. It turned a complex idea into a clear, structured list of actions, which was essential for keeping us organised and focused (Wysocki, Kaikini and Sneed, 2014).

Blog 3: Gantt Charts, Visualising Time and Dependencies
Once our tasks were defined using the WBS, we mapped them onto a Gantt chart, which became our main tool for scheduling. A Gantt chart displays every task as a bar on a timeline, showing start dates, end dates, and how long each activity will take. Crucially, it also shows needs, which tasks must be finished before others can begin (Kidston et al., 2015). EG: talk to charity, ask them to lend us banner and same from wellbeing team. 
In our event, this was vital. We could not advertise the event until the venue was confirmed, and we could not make the food until we had permission to do it. The Gantt chart made these tasks visible, helping us work in the correct order and avoid delays. It also acted as a central point of reference; every week, we checked the chart to see if we were on track or falling behind.
Wysocki, Kaikini and Sneed (2014) explain that while Gantt charts are a traditional tool, they remain popular because they are easy to understand and share. However, they do have limits, if estimates are wrong, the whole schedule becomes unreliable (Hollister, 2017). Nevertheless, for our student-led project, the clarity it provided was one of the main reasons we delivered the event on time. It turned our list of tasks into a realistic plan that guided us from start to finish 

Blog 4: Stakeholder Management – Working with People Inside and Out
Project management is not only about tools; it is very much about people. Stakeholders are anyone who is affected by or has an interest in the project. We divided them into two groups: internal (our team, university staff, students) and external (EYST, local suppliers). Clegg et al. (2020) argue that successful projects create value for stakeholders, so keeping them informed and involved is essential.
We used regular communication as our main technique. Internally, we held weekly meetings after lessons to update everyone on progress. Externally, we stayed in close contact with EYST to ensure when to pick up leaflets and the banner, and we decided what each of us was going to cook or prepare. This approach helped build support and avoid misunderstandings. As we spoke to students, tutors and reception early on, it led to positive feedback after the event.
Heagney (2016) highlights that poor communication with stakeholders is one of the most common reasons projects fail. We learned that while tools plan the work, relationships make it happen. Balancing the different needs and expectations of people inside and outside the university was a key skill we developed, and it was central to creating the inclusive atmosphere we wanted to achieve (Meredith and Mantel, 2009).

Blog 5: Critical Evaluation of Personal Skills and Development Plan
Reflecting on the project, I have gained valuable insight into my strengths and areas for development. As a team, we demonstrated strong planning and organisational skills; I was able to apply tools such as the Work Breakdown Structure and Gantt chart effectively, breaking down complex tasks and building logical schedules. I also communicated clearly with stakeholders, including the charity and university, ensuring all requirements were understood and met (Heagney, 2016).
We also anticipated external factors such as exam periods and term dates, which inevitably reduced attendance, yet I took the initiative by proposing that we hold our event on the busiest day of the week and before any of the other groups held their stalls, so that we could attract more customers, and this approach proved successful.  
In hindsight, I would have advertised the event much earlier to maximise awareness and attendance. I also recognise the need to strengthen several personal project management skills. Although I understood the principles of the Iron Triangle, I did not formally document it and instead relied on informal discussions (Kidston et al., 2015). Going forward, I will improve my ability to identify, assess and record risks promptly through the use of a formal risk register. I will continue developing my delegation and communication skills, while adopting standardised templates and studying critical path methods to improve planning accuracy and project control (Reiss, 2015).










Gantt Charts
	Task ID
	Task Description
	Dependencies
	Start
	End
	Key Notes

	1
	Project setup & team organisation
	—
	Week 1
	Week 1
	Create WhatsApp group; agree roles, goals and ways of working

	2
	Apply for university venue, stall & food permission
	1
	Week 1
	Week 1
	Essential approval before any further planning or promotion

	3
	Contact EYST charity & Wellbeing Team
	1
	Week 1
	Week 1
	Request banners, leaflets and materials; confirm partnership

	4
	Create Work Breakdown Structure (WBS)
	1
	Week 1
	Week 1
	Split work into promotion, venue, welfare, finance; assign tasks

	5
	Finalise budget, time limits & quality standards
	4
	Week 1
	Week 1
	Apply Iron Triangle: fix cost, deadline and agreed quality level

	6
	Design bilingual promotional materials
	2, 4
	Week 2
	Week 2
	Posters, social media posts in English and Welsh

	7
	Arrange advertising: student groups, reception, WHAB
	6
	Week 2
	Week 2
	Share date and details; confirm coverage

	8
	Plan welfare activities & team food responsibilities
	2, 4
	Week 2
	Week 2
	Agree who prepares what; confirm safety requirements

	9
	Update Gantt chart & map task dependencies
	4, 5
	Week 2
	Week 2
	Check sequence; confirm critical path

	10
	Identify risks & plan responses
	5
	Week 2
	Week 2
	Note risks: exam periods, attendance; plan early action

	11
	Final checks: venue, materials, volunteers
	7, 8
	Week 3
	Week 3
	Weekly team meetings; update EYST and university staff

	12
	Event delivery
	11
	Week 4
	Week 4
	Run stall, activities and fundraising; work with charity partners

	13
	Post‑event review, feedback & report
	12
	Week 4
	Week 4
	Gather comments; document lessons learned; final summary
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