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1.Executive summary 

This report will address a litter picking initiative on Swansea beach, conducted by several students at the  University of Wales Trinity Saint Davids. The focus of the report is to examine the project management tools and techniques applied while undertaking this assessment.
The main stages of the project management are defined, and the tools are critically analysed and practically implemented throughout the project. Each project management stage has been thoroughly scrutinised and evaluated and the utility of the methodology used has been questioned.
The initiation stage outlines the team, scope , objectives, and the stakeholders involved, while the planning phase creates a detailed map of the of the tasks, subtasks, timelines, and resources involved. The execution is focused on implementing the project plan while the monitoring and controlling stages deal with health and safety, risk management, quality control, tracking progress and measuring performance. The closure stage brings the plan to an end and involves debriefing, feedback, and evaluation.
The critical evaluation of this tools  demonstrates the limitations, advantages and disadvantages of the methodology, potential challenges, and recommendations for future project management initiatives.













2.Introduction

This report was requested by Rebecca Francis-Davies, the lecturer in charge with the module BMSW5009, and it has been compiled by Roxana Meader as part of the assignment for Project Management due on the 9h of July 2015.
This paper was commissioned to plan, evaluate and execute a litter picking initiative on Swansea beach and its  focus is on the application of the tools and techniques relevant for the management of projects. The project is called Bay Brighteners and was put into practice on  Swansea beach on 25th of May 2025. The main objective was to critically analyse the methodology involved and implement it effectively on the project initiated. The validity of the analysis is based on current literature, sourced from books, journals, and websites. 
The subject proposed is highly relevant in present times, given the concerns of pollution and sustainability. The litter picking initiative appears to be a simple task, but it requires effective project management practices, coordination, and cooperation. The aim of the initiative is to promote environmental awareness and engage the community. The project is planned to facilitate the cooperation of students, volunteers, and council, and address the matter of human littering on Swansea beach. 














3.Main findings
3.1 Methodologies 
For the development and completion of the Bay brighteners initiative several project management tools and techniques have been used. 
Project management has been extensively researched in recent years, and the current literature reflects its growing importance in organisational management. The concept entails starting a project and manage it until completion, in accordance with budget, time and quality requirements  (Reiss, 2013). Project management involves a progression of stages such as initiation, planning, implementation, monitoring and control and closure (Meredith et al., 2017, p. 22). Each stage of project management requires particular methods and tools, some of which will be used across multiple stages and require constant evaluation throughout the project life cycle.
Although there are numerous frameworks available, researchers find that a universal methodology does not exist and is essential to have a flexible outlook while addressing particular project requirements (Huemann and Turner, 2024). 
One of the most used project management methods is Agile, which can be defined as a dynamic and flexible approach that requires cooperation and adaptability. It divides the project into small tasks, called sprints,  that are more manageable and promotes improvement and regular stakeholder engagement (Highsmith, 2002). However, the collaborative aspect of the methodology is considered  to be a disadvantage in large organizations (Conforto et al., 2016).
All frameworks generally use a range of tools, and visual and conceptual models .
For the Bay Brighteners initiative, the group  used the Agile methodology.











3.2.Tools and techniques
As stated, earlier project management is divided into several stages, each stage employing particular tools. This section critically analyses the most important tools and techniques used  and reveals their importance to the project success. The instruments will be presented in the context of the litter picking life cycle project, demonstrating how they contributed to the process of management from initiation to completion.
Initiation stage
The first stage of the project brings forward a number of tools that are essential to establish a clear foundation for further advancement. The team created a document outlining the aim and objectives, desired result and stakeholders involved.
Aims and objectives are a vital part and  the cornerstones of the project. Any project starts with defining the trajectory that will need to follow, and the clarity of the goals will facilitate defined scopes, further planning, communication and development (Turner, 2016). Conversely, vaguely formulated objectives can negatively impact the project progress and flexibility (Crawford, 2021). The most applicable and reliable framework for setting objectives is SMART, which ensures that the goals are clear, measurable and achievable (Doran, 1981).However the framework may lack on adaptability  unforeseen circumstances (Crawford and Bryce, 2003). Therefore, although the SMART objectives are essential, they have to be reassessed and adjusted as the project progresses .
The Bay Brighteners initiative  goal and objectives are based on values of civic responsibility and ecological responsibility; those are: to raise awareness about the impact of the human littering on Swansea beach, to promote sustainability and accountability in the community and protect the environment. In retrospect, the aim is too broad and general and has no specificity, and the objectives have no measurable standards of time or level of success. 

Belbin Framework
Due to the complexity and dynamic of most projects, building a cohesive team is essential. The Belbin team roles framework is effective in identifying the roles of the individuals within the team, facilitating a better understanding of their strength and weaknesses and promoting team cooperation (Belbin and Brown, 2022).However the framework is limited, can introduce bias and lacks insight into the fluidity of the team roles (Partington and Harris, 1999). Although the effectiveness of the framework in the team dynamic context is undeniable, caution is needed to ensure that the individuals have flexible roles, and their growth will not be stifled and reduce team performance.
The framework proved to be less effective in the chosen team, as the roles between participants changed frequently, and the responsibilities had to be spread equally to include newly added stakeholders.


Quad Chart
The Quad Chart is a visual tool that divides the project into four segments, allowing the understanding of project main key components and aids stakeholders decision making (Kerzner, 2025). Although  a clear overview  is presented , it can lack depth and fail providing detailed information about the complexity of  a multi layered project, dependencies and risks (Billingham, 2008). 
For the litter picking project the chart was an efficient aid to support decisions, communication and gave stakeholders a clear view of the objectives.
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                                                                                  Fig.1. Bay Brighteners, Quad Chart 2025
Although the Quad chart and the other tools presented are valuable for their clarity,  they need to be accompanied by more comprehensive methods to provide efficient planning, monitoring, and control.


Planning phase
This phase brings different tools into focus, each of which helps define variables, allocate resources, assess potential risks, and set timelines and outcomes.
Stakeholder analysis
One of the most important tool in project management is the identification of the parties involved and interested, their needs, expectations, involvement and level of influence (Bourne, 2016). This will allow the team to draft an effective communication plan and use appropriate collaborative strategies. 
Bay Brighteners  clearly defined the stakeholders involved and their engagement in the development of the project. The key stakeholders for the litter picking project included students, university lecturer, Swansea Council, volunteers, public audience, and local businesses. Their involvement and priority accompanied by the engagement strategy are depicted in the following figure.
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                                                                                    Fig.2. Bay Brighteners, 2025
The engagement of all  parties is essential and it should  be revisited throughout the whole lifecycle of the project as the needs and expectations may change or be misunderstood (Bryson, 2004). 
Once the stakeholder’s analysis has been completed the project required a comprehensive communication plan, that facilitated the transfer of information between different audiences. Early engagement with the stakeholders became critical. Messages and updates were needed to be passed between students and the university lecturer about the progress made on weekly basis. For that the team used the WhatsApp and One Drive platforms because of their accessibility. Thus, the students created a communication network that allowed them to send instant updates and share project documents. The communication with the lecturer was conducted on the university premises and through email. 
Communication with council was facilitated via phone calls, and the general public, businesses and  volunteers had access to a Facebook page that served as a channel for developments, volunteer coordination and community collaboration.
The initiative had employed successful communication and engagement techniques, focusing on collaboration, active participation, and shared responsibility. The stakeholders participated in all decisions, shared insights, and contributed to the progress of the project. 
As any other project, the litter picking initiative requires a thorough evaluation of the potential risks and an analysis of strength, weaknesses, opportunities, and threats.

The importance of those analyses lies in the necessity of defining tasks, estimating costs and timelines, and considering uncertain factors. This will mitigate any future conflict or challenges (Clegg et al., 2020).
The SWOT analysis has helped the stakeholders understand the strengths and weaknesses of the project and any external factors that might influence its success. Thus, awareness of factors like volunteer dependency or unpredictable weather conditions helped create contingency plans and avoid timeline inconsistencies. The strengths have been used for better resource mobilisation, and the weaknesses enabled proactive planning.
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                                                                                 Fig. 3. Bay Brighteners, SWOT analysis 
In terms of planning strategy SWOT analysis is a valuable tool of assessment, but it is ineffective if used on its own and it needs to be complemented by other methods such as risk analysis and continuous monitoring (Wysocki, 2011, pp.72-75).
The Probability matrix represents the next step in the risk management process and assesses the severity and likelihood of each potential risk (Heagney, 2016)  This way the most probable and intense risks will require urgent responses, and contingency planning can be developed.  The project potential risks have been identified and presented in the following Probability and impact Matrix and have been rated according to significance and gravity.
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                                                                                    Fig.4 Bay Brighteners
This matrix also has its limitations in terms of oversimplification, and if is not continuously updated and backed up by constant communication it may lead to poor decision making and failure to finalise the project (Hollister, 2017).
After completing the matrix and analysis, the team created a risk assessment plan, a  contingency plan to mitigate the risks and integrated risk response strategies to ensure the timeline set is realistic and achievable. This helped the participants to visualise potential problems and ensure the project progressed without disruptions.
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   Fig. 5. Bay Brighteners.
The images above illustrate the project risk assessment plan and the risk responses strategies.


The Work Breakdown Structure was essential in organising the project. This project management tool works by partitioning a project into smaller, controllable tasks and, according to literature, it sets the foundation for efficient planning  and managing the project. Every element is highlighted and allocated, facilitating efficient distribution of  responsibilities and resources, and enabling project’s timely completion (Kidston and Haward, 2015). Thus, the litter picking initiative was divided into smaller components , based on the project lifecycle, such as advertising, recruitment, resource allocation, and risk assessments; responsibilities were distributed equally, the communication was enhanced, and the progress was easily tracked. 
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                                                                                                  Fig.6 Bay Brighteners, WBS
To complement the WBS the team used a Gantt chart. The tool was efficient in terms of task allocation and timeline visualisation. It simplified communication with the stakeholders regarding project time limits and enhanced monitoring on every stage of the initiative.
Both visual tools used, should be used alongside other project management methodologies. Relying only on them may lead to oversimplification and misunderstanding of the complexity of the project (Lock, 2017).
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Fig.7 Bay Brighteners, Gantt chart
The initiative did not have any expenditure, so the development of a formal budget was not necessary.
The implementation phase
In the implementation phase all the tools developed in the planning stage were used to coordinate tasks, resources, monitor progress and communicate with the stakeholders. The execution involved consulting with Swansea council to deliver the material needed on time. The  WBS and Gantt charts were used to monitor the tasks, progress and effective resource allocation, the communication networks  simplified the transfer of information, the risk assessments were used to monitor and minimise risks. The volunteers were briefed on risks and safe practices, the progress was tracked in real time, and the team worked flexibly, adapting to the weather conditions. The implementation stage is important as it transforms planning into action and turns the planning strategies into objective achievement (Pinto, 2020). 
The closure and evaluation stage
On completion, the team ensured the refuse bags were left in the allocated places, the materials were returned to the council, and volunteers were thanked for their efforts. Swansea council was informed about the end of the initiative, but no formal feedback was requested. 
A debrief meeting was held and it concluded that while the team excelled in task allocation, responsibilities, adaptability, and communication, it lacked experience in post evaluation techniques and had no clear group hierarchy. The team failed to gather feedback from stakeholders and the reflections lacked strategic focus.
4.Conclusion
In summary, while the Bay Brighteners initiative effectively  employed many project management tools, there are still areas that need to be improved. The team limited experience in post evaluation techniques decreased the effectiveness of gathering valuable insights and the absence of hierarchy in the group affected role clarity and delays. For future initiatives, the team should focus on exercising soft evaluation techniques, establishing a defined leadership structure, improve task distribution, so that the workload is balanced, strengthening collaboration and adopting more planning methods to aid the progress of the project. 
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Probability and impact Matrix
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E.g. A young person taking unnecessary risks
resulting in injury
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Bay Brighteners Project lead
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Define scope Raluca 100% 5/15/25 517125
Identify risks Aniko 100% 5/15/25 5124125

Execution

Meet and account all participants 100% 5125125 5125125

Instruct all participants on health and safety 100% 5125125 5125125
Execute tasks Team Work 100% 5125125 5125125
Monitor progress Roxana 100% 5125125 5125125
Manage resources Alina 100% 519125 5127125
Provide updates Roxana 100% 5125125 5125125
validation Roxana 100% 5125125 5125125

Evaluation
Monitor progress Catalina 100% 5125125 5125125
Track expenses Catalina 100% 5125125 5125125
Evaluate progress andrisks  Aniko 100% 5125125 5125125
Address risks Aniko 100% 5125125 5125125
Gather feedback Catalina 100% 5125125 5125125
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Purpose

To raise awareness of the negative impact
that human littering can have on the
environment and Wales Beaches, by
organising a littering awareness day, where
people can volunteer to help clean up the
Swansea beach.

Stakeholder/Audience

General public
Swansea council
Volunteers

Beach Businesses

Desired End Results.

® Toclean the beach from Civic centre
o Blackpill lido.

© Toraise awareness of the effect
that
wi

ering has on Wales beaches

fe.

 To understand the stages of project
management and improve our
knowledge of planning.

Measure of success

Positive feedback from community
Getting people involved in pick
littering event

Keeping beaches clean at least for
one day

Motivational Factor:

1. Maintain our beaches clean and preserve environment for next generations.

2. Produce and complete a project management plan that follows all the methodology,

stages and approaches of the module we studied.
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Stakeholder Analysis Bay Brighteners

Priority | Stakeholder Stakeholder perspective Action
High | Team members Project success, collaboration, skill Tnvolve fully in planning and execution, provide
development. support and feedback.
High | Sponsor (Rebecca) | Successful learning outcomes, project Engage regularly, provide updates, seek
completion, alignment with curriculum. guidance and approvals.
High | Swansea Council | Interested in environmental cleanliness, public | Engage early, provide regular updates and
image, and community engagement. evidence of impact, seek
permissions/support.
High | General Public Wants clean and safe beaches for recreationand | Inform through social media and signs,
well-being. encourage participation, report visible
improvements.
Medium | Volunteers Motivated by environmental concern, community | Provide clear roles, appreciation, training, and
service, and personal satisfaction. ongoing communication)
Medium | Beach Businesses | Interested in clean environment to attract Share project benefits, involve them as.

‘customers and protect local economv..

SDONSOrS or partners.




