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[bookmark: _Toc234432049]Executive Summary
This report critically evaluates the development of Attend-X, a proposed smart attendance verification system designed to make attendance recording in higher education more accurate, efficient and reliable. The project was completed as part of the Managing Projects in the Organisation module and focused on producing a realistic proposal rather than a fully working system.
Using the project lifecycle as a framework, the report looks at how Attend-X developed from initiation and planning through to execution, monitoring, evaluation and final recommendations. Throughout the project, project management principles, tools and theories helped guide decisions on scope, stakeholder management, communication planning, scheduling, budgeting and risk management. Applying these ideas helped the team review decisions at each stage and recognise that the proposal needed to be checked and refined as it developed. The report also considers how lecturer feedback, team discussions and ongoing review influenced the proposal, showing that project management is not always a fixed process, as decisions often need to be challenged and improved when new information becomes available. Rather than only describing the project, the report evaluates how effective the decisions were across the project lifecycle, reflecting on the strengths of the proposed approach and the areas that still need further development.
The report concludes that applying project management techniques to a realistic organisational problem gives the team a deeper understanding of how projects develop in practice. Although Attend-X remained a conceptual proposal, the project showed the importance of balancing scope, time, cost and stakeholder expectations while adapting to new information as the proposal changed. Overall, Attend-X provides a realistic foundation for future development and offers practical recommendations to strengthen the proposal before implementation is considered.



[bookmark: _Toc234432050]1.0 Introduction
Attend-X is a proposed smart attendance verification system designed to make attendance recording quicker, more accurate and less disruptive in university classrooms. The idea was developed in response to the limitations of traditional attendance methods, which can be time-consuming, prone to human error and open to attendance fraud. Rather than developing a fully operational application, the aim of the project was to produce a realistic proposal that could support future implementation within a university environment. The project was completed over an eight-week period as part of the Managing Projects in the Organisation module. Working within a fixed timeframe meant that the focus was on planning and demonstrating the feasibility of the concept rather than developing the software itself. The project followed the main stages of the project lifecycle, from identifying the problem and defining the project's aims and scope to stakeholder analysis, planning, risk management, budgeting, prototype design and the final presentation.

This report critically evaluates how these project management tools and techniques supported the development of Attend-X. It reflects on the decisions made throughout the project, discusses both the strengths and limitations of the approaches used, and makes recommendations that could strengthen the project if it progressed to real-world implementation.
[bookmark: _Toc234432051]2.0 Project Lifecycle Evaluation
[bookmark: _Toc234432052]2.1 Project Initiation 
The Attend-X project began with the aim of developing a realistic proposal to improve attendance recording in university classrooms. During the initial meetings, members of Team Perspective shared and discussed different project ideas before evaluating their feasibility, potential impact and alignment with the project's objectives. After considering several options, the team selected Attend-X because it addressed a genuine organisational problem while remaining realistic within the available time and resources. Establishing clear aims, objectives and project boundaries provided a strong foundation for planning and helped the team maintain a consistent project direction (Project Management Institute, 2021; Heagney, 2022; Graham, 2024). 
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Team Perspective consisted of six members, each taking responsibility for a different area of the project, including project initiation, stakeholder analysis, solution design, scope and requirements, risk management, and project scheduling. 
Responsibilities were allocated according to individual strengths and interests, allowing members to contribute effectively. Belbin's Team Roles provide a useful framework for reflecting on this approach, suggesting that balanced teams perform more effectively when different behavioural strengths complement one another (Belbin, 2010; Aranzabal, Epelde and Artetxe, 2022). However, roles were not fixed throughout the project. As planning developed, decisions in one work package often affected others, so members reviewed each other's work and adapted collaboratively. 
This shows that while Belbin's model helped allocate responsibilities, the project's success also relied on flexibility, communication and ongoing peer feedback (Monsalves, Cornide-Reyes and Riquelme, 2023). The team's development broadly reflected Tuckman's (1965) Forming stage as members explored ideas and agreed on a shared project direction. However, the project did not progress through the model as neatly as the theory suggests. Discussions around project scope, stakeholder priorities and individual responsibilities continued throughout the planning stage, indicating that team development was more iterative than sequential. 
This highlights that, while Tuckman's model provides a useful framework for understanding teamwork, small project teams often move between stages as ideas evolve, strengthening the final project (Guttenberg, 2020; Mircea and Nguyen, 2023).
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2.2 Planning
Following initiation, the team planned how Attend-X would be organised and managed. As the project was a realistic proposal rather than a finished product, careful planning was needed to keep it achievable and aligned with its objectives. This stage focused on identifying stakeholders, organising activities, estimating resources and anticipating risks. For Attend-X, planning was especially important because later decisions, including stakeholder engagement, budgeting and risk management, depended on the objectives set at this stage. This supports the Project Management Institute's (2021) view that effective planning provides a framework for informed decision-making throughout the project lifecycle (Verzuh, 2021).

Stakeholder analysis shaped the project from an early stage. Using the Power-Interest Grid, the team identified the University Administration, IT Department, students and lecturers as the stakeholders with the greatest influence on project success, helping determine engagement approaches and inform the communication plan.
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 However, lecturer feedback led the team to reconsider the original stakeholder structure. Initially, the proposal relied on existing university IT infrastructure, which would have made the university the project owner rather than Team Perspective. In response, the team revised the approach by distinguishing ownership from implementation, allowing Team Perspective to retain project ownership while recognising the university as a key implementation stakeholder. This showed the value of external feedback during planning, as challenging assumptions strengthened the governance structure and feasibility of the project (Buhmann et al., 2024).  Although the revised stakeholder analysis remained theoretical, it provided a more realistic basis for future implementation (Buhmann et al., 2024; Tuan and Sherif, 2021).
The planning process also relied on a Work Breakdown Structure (WBS) and Gantt Chart to organise tasks and monitor progress (Gray and Larson, 2021). Breaking the project into smaller activities made it easier to allocate responsibilities and maintain a logical sequence of work, while the Gantt Chart helped the team plan the order of activities.
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 These tools were particularly useful because each member was responsible for a different section of the project but still depended on the completion of other tasks. However, the project also demonstrated that planning tools alone were insufficient. 
As individual work packages became increasingly connected, regular communication was needed to maintain consistency across the project, suggesting that the WBS supported coordination but did not replace collaborative decision-making (Burghate, 2018; Gray and Larson, 2021; Heagney, 2022; Severino, 2024). Planning also included an initial budget and risk assessment to consider the resources required for future implementation. Looking back, one limitation of the original budget was that it presented an overall funding requirement without fully explaining how individual costs had been estimated. [image: ] Although this was acceptable for a conceptual proposal, a more detailed breakdown would improve transparency and provide greater confidence for potential sponsors and decision-makers (Meredith and Mantel, 2017). Following reflection, a more detailed budget breakdown has been developed to improve transparency and is provided in Appendix A. Similarly, identifying risks such as attendance fraud, user resistance and technical challenges during planning allowed mitigation strategies to be considered before implementation.
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However, because these risks were assessed theoretically rather than through practical testing, their likelihood and impact remain assumptions. This highlights that risk management should continue throughout the project lifecycle rather than end during planning (Graham, 2024; Project Management Institute, 2021).

[bookmark: _Toc234432054]2.3 Execution and Monitoring
As the project progressed, it became clear that developing Attend-X involved more than simply following the plan created during the planning stage (Huemann and Turner, 2024). Each weekly workshop introduced a new project management technique, encouraging the team to revisit earlier decisions and consider whether they still supported the overall proposal. Rather than treating planning as a completed stage, the proposal developed through continuous discussion and review, making it progressively more realistic (Rodzvilla, 2024). 
This supports Heagney's (2022) view that project management should remain flexible throughout the project lifecycle rather than following a fixed sequence of activities. Similarly, Clegg, Skyttermoen and Vaagaasar (2020) argue that projects create value through continuous learning and adaptation rather than rigidly following an initial plan.
Applying the project management tools also demonstrated that they worked best when used together rather than in isolation. The WBS and Gantt Chart provided a clear structure for organising activities and managing the proposed schedule, but they also highlighted dependencies between tasks that were not obvious initially. As the proposal developed, monitoring progress against the timeline helped identify where activities overlapped and where adjustments were required, reinforcing the importance of regularly reviewing project plans rather than treating them as static documents (Burghate, 2018; Janhunen, 2022). Similarly, the proposed communication plan appeared appropriate during planning, yet lecturer feedback challenged some of the team's assumptions about stakeholder ownership. Linking Attend-X to existing university systems would have strengthened implementation, but it also raised questions about who would own and manage the project. Revisiting this decision improved the proposal by ensuring that governance remained consistent with the project's original objectives. This reflects the view that stakeholder expectations and governance arrangements should evolve as projects develop rather than remain fixed throughout the project lifecycle (Buhmann et al., 2024; Petrescu-Mag et al., 2025).
The same process highlighted limitations within the proposed budget and risk management strategy. Although the original budget demonstrated that the project appeared financially achievable, it lacked sufficient justification to convince potential sponsors how resources would be used. Developing a more detailed cost breakdown improved the credibility of the proposal rather than simply adding information, reflecting the importance of transparent financial planning within project management (Graham, 2024; Kerzner, 2025). 
Likewise, reviewing the risk register showed that risk management should continue throughout a project's development, as new issues emerged alongside new decisions. Looking back, the project demonstrated that successful project management was not achieved by following individual tools, but by questioning earlier assumptions and adapting the proposal as it developed, balancing decisions relating to scope, time and cost throughout the project lifecycle (Pollack et al., 2018; Nahid et al., 2024).

[bookmark: _Toc234432055]2.4 Evaluation
Looking back, developing Attend-X showed that identifying a genuine organisational problem was only the starting point of creating a realistic project proposal. At the beginning, the team assumed that once the main project management tools had been completed, the proposal would naturally fit together. 
However, as the project developed, it became clear that every decision influenced another part of the project. Applying stakeholder analysis, communication planning, scheduling, budgeting and risk management to the same proposal helped the team understand not only what each technique was designed to achieve, but also how they worked together and why decisions often needed to be revisited. This reinforced that successful project management depends on informed decision-making rather than simply completing project documentation (Clegg, Skyttermoen and Vaagaasar, 2020; Graham, 2024; Kerzner, 2025).
Working as a team also shaped the quality of the proposal (Tavoletti et al., 2023). Although responsibilities were allocated according to individual strengths, different opinions often challenged the direction of the project. At times, reaching agreement took longer than expected because members approached problems from different perspectives. Looking back, those discussions probably added more value than simply dividing the work because they encouraged the team to justify decisions before they became part of the proposal. Lecturer feedback supported this process by highlighting assumptions that had been overlooked and encouraging the team to reconsider them from a more realistic project management perspective. Rather than seeing these changes as setbacks, they became opportunities to strengthen the proposal through continuous discussion and adaptation (Buhmann et al., 2024; Petrescu-Mag et al., 2025).
Preparing the final presentation probably changed the team's perspective more than any other stage of the project. Treating it as a funding pitch shifted the focus from explaining the Attend-X idea to demonstrating why it deserved investment and how it could realistically be delivered. Perhaps the biggest lesson from the project was recognising that a good idea alone is rarely enough to make a project credible. It also needs clear justification, realistic planning and the ability to convince others that it can be delivered successfully. Although Attend-X remained a conceptual proposal, working through each stage of its development provided a much deeper understanding of project management than simply learning the theories in class (Mirzaei, Mabin and Zwikael, 2025; Nahid et al., 2024; Project Management Institute, 2021).
[bookmark: _Toc234432056]


3.0 Conclusion
This report has critically evaluated the development of Attend-X by applying project management principles to a realistic organisational proposal. Although the project remained at the proposal stage, working through each phase of the project lifecycle provided a much better understanding of what is involved in managing a project successfully. Looking back, it became clear that developing a realistic proposal involved much more than completing project management documentation.
One of the main conclusions from this project is that effective project management relies on continuously reviewing decisions, responding to feedback and adapting as new challenges emerge. Throughout the project, ideas were discussed, challenged and, where necessary, reconsidered, resulting in a stronger and more realistic proposal. Overall, Attend-X demonstrated that successful project management is not about producing a perfect plan from the outset, but about being willing to question assumptions, learn from the process and continuously improve the project.

[bookmark: _Toc234432057]4.0 Recommendations
Building on the findings of this report, the next stage should focus on strengthening the proposal before implementation is considered. Working more closely with the university's IT and data protection teams would help confirm that the proposed system is technically feasible, compliant with GDPR and compatible with existing university systems (Rud, 2022; Nadhan et al., 2022).
The planned pilot phase should then be used to gather structured feedback from users, allowing the proposal to be refined before any wider implementation. This would help test the assumptions made throughout the project and ensure that future decisions are based on evidence rather than expectations (Janhunen, 2022; Mirzaei, Mabin and Zwikael, 2025).
[bookmark: _Toc234432058]Overall, the project has shown that Attend-X has the potential to become more than just a classroom proposal. Although further development would be needed before implementation, the work completed throughout this project provides a realistic foundation for taking the idea forward.
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Funding Sources

	Funding Source
	Contribution (£)
	Percentage

	Global Foods Ltd (Sponsor)
	900
	25%

	Euro Foods Ltd (Sponsor)
	900
	25%

	Project Team (6 × £300)
	1,800
	50%

	Total Funding
	3,600
	100%
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Budget Rationale
The budget has been broken down to demonstrate how the available funding would support the planned project activities rather than simply presenting an overall cost. This improves transparency, helps justify resource allocation and provides potential sponsors with greater confidence in the proposal. Including a contingency fund also reflects recognised project management guidance that project budgets should account for uncertainty and emerging risks throughout the project lifecycle (Project Management Institute, 2021; Meredith and Mantel, 2017; Kerzner, 2025).
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	Budget Category
	Estimated Cost (£)
	Purpose

	QR code platform and subscription services
	350
	Generation and management of secure QR codes for attendance verification during the pilot phase.

	Website, domain and cloud hosting
	300
	Hosting project documentation, prototype access and secure cloud storage.

	Prototype materials and testing resources
	450
	Printing QR codes, testing materials and supporting pilot activities.

	Communication and promotional materials
	350
	Posters, user guides and promotional resources to engage participants during the pilot.

	Pilot implementation activities
	800
	Costs associated with conducting a small-scale pilot, including logistical support and participant engagement.

	GDPR and data protection consultation
	450
	Professional guidance to ensure compliance with UK data protection requirements.

	Monitoring and evaluation
	450
	Collection and analysis of user feedback to evaluate the pilot and identify areas for improvement.

	Contingency (approximately 12.5%)
	450
	Allowance for unforeseen costs, technical issues or additional project requirements.

	Total Estimated Expenditure
	3,600
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