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[bookmark: _Toc923833140]1. Introduction 
"Project management is the backbone of any initiative, ensuring that clear goals, stakeholder alignment and realistic planning are in place from the start" (Forbes Coaches Council, 2021). Project management is a fundamental tool that ensures projects are planned, executed and evaluated. Within Work-Based Learning (WBL), the planning and delivery of each session are thought through with precision and detail; managing projects to advertise and showcase our learners' skills is no different. It requires careful coordination, clear communication with stakeholders and staff and the use of recognised project management tools to ensure success. This report will focus on the project of organising the Bartender of Wales competition by Cambrian Training Company (CTC), hosted by Katherine Jenkins and sponsored by Cygnet Gin, with the requirement that all competitors incorporate this gin into their cocktail creations. This competition will not only provide the opportunity to showcase Welsh hospitality talent but also to strengthen CTC's profile as the leading WBL provider in Wales.
The purpose of this report is to apply project management methods, tools and frameworks to plan and deliver a high-profile competition. The report will define the project management concept to establish a business case, considering the scope, objectives and value for stakeholders such as sponsors, employers, competitors and guests. It will also compare the benefits and limitations of the Waterfall Lifecycle against iterative methodologies to recommend the most appropriate strategies.
The report will then explore strategic analyses using the SWOT framework and project management tools, including a Gantt chart, kanban board and milestone chart. A detailed work breakdown structure (WBS) and RACI matrix will be implemented to clarify the roles and responsibilities, while a comprehensive risk analysis will identify, score and propose mitigation strategies for potential challenges such as sponsor withdrawal, competitor injury, staff shortages or low ticket sales. The report will conclude with reflections on project success criteria and a closure section highlighting lessons learnt, with recommendations for future projects.
[bookmark: _Toc1123453066]2. Project Concept and Business Case 
[bookmark: _Toc1289892204]2.1 Defining the Project
"The most successful projects are those that define and track clear, measurable benefits from the outset, rather than evaluating them retrospectively" (Serra & Kunc, 2021). The project is to successfully organise and deliver a bartending competition to define ‘The bartender of Wales’, hosted at the ICC building in Newport. CTC will coordinate the event with Cygnet Gin as the headline sponsor and Katherine Jenkins as the celebrity host. The competition is targeting bartenders across Wales, particularly those who have completed a BII or equivalent qualification with CTC, but it isn’t limited to that, it can be college students as well as other training providers who deliver this qualification. The project has both a competitive and promotional dimension, providing an opportunity to showcase industry talent and reinforcing CTC's reputation as a leader in Work-Based-Learning within the hospitality industry. The winner of this competition will get not only a bottle of Cygnet Gin and a photo opportunity with Katherine Jenkins but also a trophy of a Welsh Dragon with an engraving stating 'Bartender of Wales', the name of the winner and the year. The employer will also be able to advertise this in their promotional material.
From the perspective of project management, it is essential to establish the scope and boundaries of the competition from the get-go. This includes securing the venue, sponsor confirmation, competitor and employer engagement and confirming all regulations and compliance standards are upheld. Stakeholders include:
· Competitors and their employers
· CTC staff
· Independent judges for the competition
· Brands who will be sponsoring the competition
· Venue provider and the staff who will be assisting in the clearing and setup
· Celebrity partners 
· Guests
It is important to highlight the challenges for this kind of project. Unlike long-term projects, events are highly time-constrained, with a fixed end date and limited flexibility for delays. This means early planning and risk anticipation are critical in the planning and delivery of the project. Structured planning processes not only set a clear direction but also help align the project with strategic objectives, for example, CTC’s visibility within the hospitality industry.
The competition will at first be a one-off, large-scale competition that requires collaboration from all sides, intensive stakeholder management and strict adherence to time. With CTC known for their culinary competitions, if this is a success and there is a thirst for more competitions, we will continue to do these competitions with a change in celebrity host every year and go broader in our competitions, for example, housekeeping competitions.
[bookmark: _Toc2065602113]2.2 Business Case and Objectives
The business case for The Bartender of Wales competition project is centred on strengthening CTC's industry reputation and delivering high value to key stakeholders. For CTC, the event will act as a showcase for the development of talent and supporting professional development standards across Wales. For competitors it will offer professional recognition, career and personal development and the chance to engage with leading industry figures. For Cygnet gin and other sponsors, it represents a marketing opportunity to promote brand visibility within the hospitality industry.
The business case demonstrates strategic alignments and measurable benefits. Zwikael & Smyrk (2021) emphasise that balancing business and project objectives is key to creating value in project management. So, benefits will be measured through ticket sales, competitor participation rates, media coverage, sponsor exposure and feedback from all stakeholders.
The objectives of this project will be structured using the SMART framework. Key objectives include attracting a minimum number of participants, ensuring positive sponsor engagement and delivering the event within budget and time constraints Below is a table for 4 objectives broken down to ensure they are SMART:
























SMART table
	Objective
	Specific
	Measure
	Achievable
	Relevant
	Timebound

	1.Competitor Participation
	Minimum of 30 bartenders across Wales
	Track applications and confirm registrations by closing date
	Partner with employers and Training Officers to promote competition to learners and industry staff
	Supports CTCs mission of developing hospitality skills and talent
	Competitor signups completed 2 months prior to event date

	2.Sponsor engagement
	Guarantee of Cygnet Gin and other sponsors receive promotional visibility throughout the event
	Measure sponsor satisfaction via post-event surveys and ROI indications (media coverage, brand mentions)
	Use professional marketing, event branding and recognition during the event
	Aligns with sponsor objectives and reinforces partnership value
	Sponsor ROI reports delivered within one month after the event

	3. Delivery of event time and budget
	Plan and execute all event activities within allocated resources and deadlines
	Monitor project costs and deadlines against a budget tracker and Gantt chart
	Apply project planning tools (Gantt, RACI, Kanban) to ensure accountability and realistic timelines
	Ensures financial sustainability and professional delivery of the event
	Event to be delivered on the scheduled completion date, with financial closure within 4 weeks post-event

	4.Enhancement of reputation
	Strengthen CTC’s profile as a leading hospitality training provider through positive publicity
	Evaluate via media coverage, social media engagement and employer and learner feedback
	Leverage CTCs established hospitality network and media contacts to maximise exposure
	Positions CTC as an innovator in work-based learning and hospitality training
	Reputation outcomes assessed within three months of event completion


Another justification for the business case relies on the reputational impact. Long-term organisational success in projects is strongly linked to stakeholder trust and alignment. For CTC, successfully managing this competition could lead to repeat partnerships with sponsors, stronger ties with employers and more engaged learners for future qualifications.
[bookmark: _Toc1440696909]3. Project Methodologies and Approaches
[bookmark: _Toc1456572132]3.1 Waterfall vs Iterative lifecycle
The iterative approach emphasises adaptability and stakeholder collaboration. This methodology could be beneficial for aspects of the competition that could change during the process, such as marketing campaigns for Cygnet Gin adjustments. It is fundamental to the project that the right methodology is chosen to allow the Bartender of Wales competition to have a successful delivery. The two approaches that will be evaluated will be the Waterfall and the Iterative lifecycle.
The Waterfall lifecycle follows a sequential structure with key stages of initiation, planning, execution, monitoring and closure. This method is useful for projects with clearly defined deliverables, fixed timelines and limited tolerance to change. The competition has a fixed venue, date and host that the waterfall approach could benefit from by providing stability for scheduling activities like securing sponsorships, finalising the competitor list and ticket sales. The waterfall approach typically outperforms the agile methodology in terms of cost control and deadline predictability, which makes it a suitable choice where budget and scheduling constraints are strict. One limitation to the waterfall model is that it lacks flexibility once the project begins. The tasks that are used for the lifecycle follow a strict sequence and any changes to scope for stakeholder needs later on in the project will be difficult and could be costly to implement. For example, if Cygnet Gin altered its promotional requirements later on in the planning, the waterfall would struggle to integrate these changes without disruptions.
In previous years, CTC has used the hybrid approach, combining the structured planning of the Waterfall approach with the adaptability of the iterative framework. For the past 2 years, CTC has run the Junior Chef of Wales and has used the hybrid approach for the successful delivery of this competition. Iterative approach was applied to competitor engagement and marketing, whilst the waterfall approach was used for structuring the venue booking, judging and compliance. This balance ensures predictability and responsiveness, aligning with CTC's goals of delivering an engaging event.
[bookmark: _Toc2147325060]3.2 Project Initiation and Stakeholders
Effective project initiation sets the lay of the land for this competition. The initiation phase involves formalising the project through a charter by identifying stakeholders and establishing structures to ensure accountability.
The project charter acts as a formal document, outlining the objectives, scope, deliverables and roles. For this event, the charter will specify the purpose of promoting Welsh hospitality talent, securing sponsorship visibility and strengthening CTC's brand and reputation. It will also aim to define the responsibilities of all staff, including event staff, sponsors and partners.
Stakeholder identification is a crucial element for the project initiation. Stakeholders will include competitors, sponsors, the celebrity host and secondary stakeholders such as employers, CTC staff and the audience. Establishing structures supports effective initiation; for example, a RACI matrix (Responsible, accountable, consulted and informed) will clarify the roles across the team to take accountability and minimise repeated effort. Balancing leadership and collaboration enhance performance, particularly in dynamic environments like the projects. For CTC, this balance could involve assigning clear responsibilities and compliance with competition rules and fostering collaborative decision-making with sponsors.
Finally, maintaining stakeholder engagement will be a continuous requirement throughout the whole process. Regular communication with scheduled fortnightly meetings will ensure that expectations are managed. Clear and ongoing communication will not only reduce risks but will also increase stakeholder trust.
[bookmark: _Toc1229112846]4. Environmental and Strategic Analysis
[bookmark: _Toc1779075814]4.1 SWOT Analysis
"A thorough environmental analysis, such as a SWOT analysis, is crucial for identifying internal and external factors that could impact a project's success" (Haworth, 2025). Having a SWOT analysis provides CTC with the strengths, weaknesses, opportunities and threats facing this competition. This analysis will help CTC anticipate risks and capitalise on advantages.
Strengths include being able to host this event at a prestigious venue such as the ICC in Newport. Not only this, but being able to secure the celebrity host, Katherine Jenkins, alongside her brand Cygnet Gin, who will be our main sponsor. These factors ensure credibility and will attract industry and public attention naturally. CTC has a strong partnership with Cygnet and Katherine Jenkins but also an already established reputation with previous successful events.
Weaknesses lie in the planning and delivery of a national event. The competition is heavily dependent on sponsorships and requires significant staff commitment. Not only this, but it is a one-off event with little room for learning until after completion, which increases the risk of mistakes.
Opportunities for this event could be the expansion of brand visibility for CTC and its sponsors, generating media coverage and creating pathways for repeat events in the future. The event also offers competitors the chance to showcase their talent and strengthen CTCs engagement with learners and employers.
Threats include the potential withdrawal of sponsors, unforeseen injuries to staff and competitors, fluctuating ticket sales and external disruptions such as economic downturns and changes to public health regulations.
4.2 Gantt Chart and Scheduling Tools
A Gantt Chart offers visual representation of the schedule, highlighting deadlines and time constraints. The Gantt chart below highlights key milestones such as venue booking, sponsor confirmation, competitor recruitment, marketing campaigns and final event delivery.
Gantt Chart
	Task
	Start Date
	End Date
	Duration

	Securing the venue and host
	Jan 2026
	Feb 2026
	1 month

	Confirming sponsors
	Jan 2026
	March 2026
	2 months

	Competitor recruitment
	Feb 2026
	May 2026
	3 months

	Marketing and ticket sales
	March 2026
	July 2026
	4 months

	Health and Safety planning
	April 2026
	July 2026
	3 months

	Event delivery
	August 2026
	August 2026
	1 day

	Evaluation and closure
	September 2026
	October 2026
	1 month


Below is also a milestone chart, confirming the expected date of completion and the outcome.
	Milestone
	Date
	Outcome

	Venue & host confirmed
	12th February 2026
	ICC Newport and Katherine Jenkins contracted

	Sponsorship Secured
	17th march 2026
	Contracts signed with Cygnet Gin and secondary sponsors

	Competitor Recruitment
	23rd May 2026
	30 bartenders confirmed and inducted

	Marketing Campaign launch
	24th April 2026
	Tickets on sale, press release

	Risk assessment approved
	25th June 2026
	Health and safety plan finalised

	Event delivery
	28th August 2026
	Batender of Wales competition held at ICC

	Post-event evaluation complete
	17th October 2026
	Feedback reports from competitors, sponsors and stakeholders


[bookmark: _Toc1426110372]5. Project Structure and Risk Planning
[bookmark: _Toc1299763510]5.1 Work Breakdown Structure (WBS) and RACI Matrix
"Project management is the backbone of any initiative, ensuring that clear goals, stakeholder alignment and realistic planning are in place from the start" (Forbes Coaches Council, 2021). Identifying the risks is strengthened and supported by clear planning tools such as a Work Breakdown Structure (WBS) and a RACI matrix. The WBS breaks the project into manageable tasks, while the RACI matrix highlights the responsibilities and accountability for each stage, ensuring that risks are controlled through effective allocation and roles.
Work Breakdown Structure:
1. Project initiation
1.1 Develop project charter
1.2 Confirm host
1.3 Secure headline sponsor
2. Planning
2.1 Competitor recruitment and induction
2.2 Marketing and ticket sales campaign
2.3 Risk assessments and compliance
3. Execution
3.1 Venue setup
3.2 Staff coordination
3.3 competition delivery
4. Monitoring and control
4.1 Sponsor reporting and stakeholder updates
4.2 Risk monitoring and incident management
4.3 Budget and timeline tracking
5. Closure
5.1 Post-event evaluation
5.2 Financial reconciliation
5.3 Lessons learned and knowledge transfer
Having this WBS allows CTC to work out the tasks and order that needs to be followed, and then having the RACI matrix below will break down the responsibilities and deadlines of the tasks for this project to be delivered successfully.





RACI matrix
	Task
	Responsible
	Accountable
	Consulted
	Informed

	Risk Assessment
	Health and Safety officer
	Project Manager
	Training Officers, venue managers
	Sponsors, competitors, staff

	Sponsor contracts & agreements
	Marketing team
	CTC Director
	Legal advisors
	Marketing team

	Staff scheduling & availability
	Event coordinator, marketing team
	Project manager
	Training Officers, marketing team, HBUs
	Event volunteers

	Ticket sales and marketing team
	Marketing manager
	Project manager
	Sponsors, CTC staff
	General public, media

	Incident management on event day
	Event coordinator, marketing team
	Project manager
	Health and Safety Officer
	Stakeholders

	Post-event evaluation & lessons learned
	Project manager, marketing team
	CTC Director
	Sponsors, competitors, stakeholders
	Staff & audience


[bookmark: _Toc29242587]5.2 Risk Management and Matrix
Having a risk management strategy for the Bartender of Wales competition enables the identified risks to be recognised and managed. The matrix below supports this by assigning ownership, defining mitigation actions and tracking progress.

















	Risk
	Severity (H, M, L)
	Likelihood (H, M, L)
	Score (SxL)
	Influence
	Mitigation

	Sponsor pulls out
	Low
	Low
	1
	Low
	Secondary sponsors

	Injuries
	High
	Medium
	6
	High
	Health and Safety Briefings

First aiders on hand

	Staff shortage
	Low
	Medium
	2
	Medium
	Staff availability organised in advance (Block out annual leave)

Venue owners to provide extra staff

Staff Rota

	Low ticket sales
	Medium
	Medium
	4
	High
	Early Marketing

Discount codes

Unsuccessful applicants given tickets


[bookmark: _Toc367303497]6. Project Closure
[bookmark: _Toc1340386967]6.1 Closure Activities
The closure of the Bartender of Wales competition was finalised using a structure to ensure all outstanding tasks were complete and stakeholders received complete documentation. The deliverables included a detailed project report that was submitted to the stakeholders of this project that summarised outcomes and objectives. An end-of-project briefing session was held with staff and key partners to evaluate the effectiveness of the planning and execution. This was supported by surveys distributed to the guests, competitors and sponsors. They captured feedback on event quality, organisation and overall satisfaction. It was important to use a survey for these specific people because the guests were there firsthand and able to witness quality drinks being made and tasted. It was important to get competitors' feedback because they were the ones competing in the competition and were able to provide feedback on the quality of the competition and improvements for next time, one being they would have liked heats and a final competition between the final 3 to get a clear winner.
Admin closure involved confirming that sponsor invoices and financial documentation were finalised to ensure contractual obligations were met. A venue inspection and the safe return of equipment were completed, working closely with the ICC facilities team. Finally, a post event media release was issued to highlight the winners, thanking sponsors and promoting CTCs role as a leading work-based learning provider for Wales.
[bookmark: _Toc727596862]6.2 Lessons Learned
A key component of the project closure was the identification of lessons learnt to improve future events. Several aspects of the competition were successful, including a high level of stakeholder engagement, strong attendance and the professionalism of staff during the event. The success of this project reinforced CTCs reputation in the hospitality WBL sector.
However, challenges were highlighted. Time constraints during the planning process placed pressure on staff with limited resources, which created difficulties in managing competition priorities. Additionally, while risks were identified early on, the response to staffing shortages proved less effective than anticipated, suggesting improvements for contingency planning are necessary for the future.
[bookmark: _Int_Yvd7fizL]By completing a lessons learnt session, this is fundamental for future improvements and developments, enabling CTC to strengthen future project management and embed future standards and best practices. By capturing the strengths and weaknesses of the project, CTC can ensure knowledge is not lost and will be applied to future competitions.
[bookmark: _Toc808153024]6.3 Evaluation and Sign Off
The evaluation was conducted using agreed-upon Key Performance Indicators (KPIs) which included the attendance of 500 guests, engaging our sponsors such as Cygnet Gin and enhancing the brand of CTC within the hospitality sector. Feedback surveys were carried out and provided as evidence for sponsor satisfaction and competitor value, confirming that the competition delivered on the KPIs.
The project was formally signed off by CTC's leadership team and confirmed by the event sponsors. This signoff represented both official closure of the project and recognition of successful objectives. Importantly, the lessons learnt will be brought in for future events such as The Welsh Junior Chef of Wales, ensuring CTC builds on its experiences to deliver even higher standards and quality, including future stakeholder engagement in upcoming projects.
[bookmark: _Toc1338881765]7. Self-Audit and Personal Development Plan (PDP)
Below is a Self-Audit of myself highlighting strengths and weaknesses as well as a PDP.
Self-Audit
	Attribute
	Strength
	Weakness

	Leadership
	I can motivate team members and delegate tasks efficiently
	I am hesitant when confronting difficult conversations and providing negative feedback

	Communication
	I am confident with written communication and articulating my ideas clearly in formal reports.
	I struggle with impromptu verbal communication and active listening during discussions.

	Organisation & Planning
	I am organised in creating detailed plans and using tools like Gantt charts and WBS.
	can sometimes become too focused on minor details, which can hinder the progress of a project.

	Risk Management
	I am skilled at identifying risks early in the planning process.
	I need to improve my ability to develop more creative contingency plans.

	Stakeholder Management
	I can identify all stakeholders and understand their needs and expectations.
	I need to improve my ability to manage conflicting priorities between different stakeholders.


PDP
	Development Goal
	Specific Actions
	Target Date
	Success Measures

	Improve my ability to provide constructive feedback.
	Research and practice "non-violent communication" techniques.
	Within 3 months of project completion.
	Successfully deliver constructive feedback during a team meeting or one-on-one session.

	Enhance impromptu verbal communication.
	Volunteer to lead team briefings or presentations on a weekly basis.
	Within 6 months of project completion.
	Receive positive feedback from my manager or peers on the clarity and effectiveness of my communication.

	Develop more creative and robust contingency plans.
	Read two academic articles on advanced risk mitigation strategies. Attend a webinar on contingency planning.
	Within 3 months of project completion.
	Proactively identify and propose a creative solution to a potential project risk in a real-world scenario.
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