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[bookmark: _Toc234458703]Executive Summary
This report is a critical assessment of the project management tools and techniques used for planning and implementing the project Attend-X: Smart Attendance Verification System. It first reviews important frameworks in project management, such as aims and objectives, the Iron Triangle, Work Breakdown Structure (WBS), Gantt Chart, risk analysis, SWOT, PESTLE, and stakeholders’ analysis and hard and soft evaluation techniques, based on the literature. The report then examines the use of such tools in the Attend-X project and identifies good practices and room for improvement. Additionally, it reviews how stakeholders are being engaged in project communication processes over the project life cycle. The results suggest that structured planning, communication amongst stakeholders and an ongoing approach to risk management were key to the successful delivery of the project, and that there was scope for increased flexibility, a wider range of stakeholder involvement and an ongoing project assessment in future organisational project management.
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[bookmark: _Toc234458704]1.0 Introduction
This report is prepared for the Managing Projects module, for the purpose of critically assessing the management of the Attend-X: Smart Attendance Verification System project done by Group PERSPECTIVE. It analyses the various tools and techniques project management provided during the planning, implementation and monitoring of the project. It also examines the ways in which these tools were used to achieve the project's goals and looks at the communication tactics that were used to involve key project stakeholders, such as the project team, lecturers and university administrators. Theories related to the project management are introduced and supported with evidence from the project, with reference to academic books, peer-reviewed journal articles and professional knowledge from recognised project management bodies.


[bookmark: _Toc204373366][bookmark: _Toc234458705]2.0 Findings
[bookmark: _Toc234458706]2.1 Critical Discussion of Project Management Tools and Techniques
[bookmark: _Toc234458707]2.1.1 Aims and Objectives
Aims outline the broad intention of a project and objectives are the specific measurable things that are to be done to achieve the aims (Burghate, 2018). A project begins with clearly defined aims and objectives, which give direction to the project and provide measurable outcomes. Project Management Institute (2021) states that good objectives connect to the deliverables of a project and connect with the expectations of the stakeholders. The SMART objectives structure also enhances planning by making sure goals are specific, measurable, achievable, relevant and time-bound. However, if the organisational priorities change, project objectives set at the project initiation may be inappropriate. Thus, project managers need to periodically review objectives, keeping them aligned with the purpose of the project (Kerzner, 2025).
[bookmark: _Toc234458708]2.1.2 Quad Chart
A Quad Chart is a summary of project objectives, schedule, budget and risks, all in one place (Joslin and Müller, 2015). The primary benefit of using it is that it provides a clear representation of the project information, which allows senior managers to gain a quick understanding of the project's status and make timely decisions (Verzuh, 2015). It does, however, only give a high-level overview, meaning that some important technical information and task dependencies could be missed. Therefore, the purpose of the Quad Chart should be to support, not supplant, detailed project documentation (Nguyen and Mohamed, 2021)
[bookmark: _Toc234458709]2.1.3 Iron Triangle
The Iron Triangle is a framework for project management that evaluates the success of a project based on three interconnected factors: scope, time and cost (Heagney, 2016). One of the most popular project management frameworks is the Iron Triangle. It shows how any adjustment in one constraint will have a corresponding impact on the others. This helps to promote realistic planning and efficient allocation of resources. The framework is useful for this project to manage scope creep and to manage competing priorities. Yet it has been criticised for predominantly being operational instead of considering quality, customer satisfaction, and long-term value for the organisation (Clegg, Skyttermoen and Vaagaasar, 2020).
[bookmark: _Toc234458710]2.1.4 Work Breakdown Structure (WBS)
A Work Breakdown Structure (WBS) breaks down a large project into smaller tasks or work packages, which helps to allocate tasks, accountabilities and plan resources (Norman, Brotherton and Fried, 2008). It is also used as a basis for scheduling and budgeting. Too much detail, however, can also make the administration more complex and less flexible, especially when there is a need for ongoing change (Burghate, 2018). The Gantt Chart is closely related to the WBS and is a tool that visually shows project activities, durations and dependencies. Gantt Charts create greater transparency of the schedule and provide management with the ability to track progress towards milestones. They do need to be updated frequently, though, and may not work as well in fast-changing project environments (Verzuh, 2015).
[bookmark: _Toc234458711]2.1.5 Risk Analysis
Risk analysis is the systematic identification, assessment, and prioritisation of potential project risks, according to their probability and impact (Rud, 2022). Risk Analysis helps project groups to recognise, estimate and prioritise potential risks in terms of the probability of occurrence and the impact of the risk. Identifying risks early on in the project makes preparedness easier and increases the project's resiliency. However, the risk assessment is based on subjective judgment, which can result in different risk assessments for the same risk by different teams (Nahid et al., 2024). Therefore, risk management is not to be limited to the planning phase of the project but must be continued throughout the project life cycle.
[bookmark: _Toc234458712]2.1.6 SWOT and PESTLE Analysis
SWOT analysis is a strategic framework that assesses the strengths and weaknesses of the project, as well as external opportunities and threats, whereas PESTLE analysis considers the political, economic, social, technological, legal and environmental factors that could affect the success of the project (Joslin and Müller, 2015). SWOT and PESTLE analyses aid in strategic planning. These tools help enhance strategic awareness and provide informed decision-making (Association for Project Management, 2018). Both are more qualitative, however, and therefore do not offer an indication of what issues to be concerned with or what identified factors should be of concern.
[bookmark: _Toc234458713]2.1.7 Stakeholder Analysis
The stakeholder analysis identifies stakeholders and evaluates their influence, interests, and expectations, which helps in planning and communicating effectively (Martínez Montes et al., 2021). Effective Stakeholder Analysis is also essential to successful projects. Power-interest matrices were used in this project to categorise stakeholders based on their power and interest, allowing project managers to create effective communication strategies for the various stakeholders involved (Nguyen and Mohamed, 2021). The effective management of stakeholders ensures greater collaboration and project acceptance. Stakeholder influence, however, can vary over the duration of a project, and as such, stakeholder priorities need to be reviewed regularly throughout the project (Petrescu-Mag et al., 2025).
[bookmark: _Toc234458714]2.2 Tools and Techniques used in the Project
The project management tools and techniques mentioned in Section 2.1 were applied in practice for the planning and implementation of the Attend-X project: Smart Attendance Verification System. Instead of rigidly applying these frameworks, Group PERSPECTIVE customised them for their prototype project, a time frame of eight weeks and a low budget. 
The project started with a precise objective of creating a prototype of an attendance system using a QR code that is both simple and inexpensive to record classroom attendance. This objective was backed up by measurable goals: Designing the QR-code workflow, creating a cloud-based attendance log, conducting a classroom pilot and gathering user feedback. The following goals were used to make decisions during the project. The facial recognition and integration with the university's student information system, for instance, were scrapped as too costly and time-consuming for the immediate goal of testing feasibility. As a result, the project stayed within scope, and it was still possible to achieve it within the resources available (Joslin and Müller, 2015). The prototype was, however, limited in scope and therefore lacked the ability to show an organisation-wide implementation.
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Figure 1: Iron Triangle in Practice (Slide 31)
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Figure 2: Iron Triangle based on teacher feedback
The Iron Triangle was very significant in balancing time, cost and scope. The team chose commercially available QR-code software, with online forms, and did not produce their own software, to suit the tight timeframe and the budget of £6000. The decision saved in costs of development and allowed the prototype to be finished on time. This was a good compromise between project constraints but did reduce the opportunities to evaluate long-term scalability and system integration (Martínez Montes et al., 2021).
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Figure 3: Work Breakdown Structure (WBS) (Slide 28)
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Figure 4: Work Breakdown Structure (WBS) updated based on teacher feedback
Group PERSPECTIVE created a 10-package Work Breakdown Structure (WBS) for the project, which worked out the project work into project initiation & research, solution design, security & ethics considerations, stakeholder planning, prototype development, pilot testing, awareness activities, documentation & project control. The WBS set clear roles, enhanced coordination and ensured that work products were delivered on time and on schedule (Drob and Zichil, 2013).
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Figure 5: Attend-X Gantt Chart, 8-Week Timeline (Slide 30)
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Figure 6: Attend-X Gantt Chart, 8-Week Timeline based on teacher feedback
The WBS also influenced the creation of the project's Gantt Chart, which visually illustrated the project activities and milestones over the eight weeks. The schedule allowed the team to track progress and manage task relationships (Meredith, Shafer and Mantel, 2021). Although some technical integration issues were faced in Week 4, this delayed the prototype design. The Gantt Chart was a one-time chart that couldn't dynamically adjust to these changes. To address this, the team started using a different collaborative approach by having daily "Scrum-like" check-ins on Microsoft Teams and WhatsApp to keep everyone up to date, share the workload and reprioritise tasks. 
Risk management was used during implementation as well. The project's Risk Matrix revealed a number of major risks, such as students not scanning QR codes correctly, unreliable internet connection and low participation during the pilot. The team piloted the QR code system before it was put in place and developed some good guidance materials for users to reduce these risks. After peer review, the leaflet was reworked into a simple three-step visual guide (Scan–Verify-Log), which was more easily understood by the users. This improvement helped with the confusion during the live trial and highlighted the need to continually reflect on and update risk mitigation plans and strategies rather than them being a static planning document (Lock, 2020).
Finally, a communication process was conducted with the university's administration, lecturers, students, project team members, sponsors, and other stakeholders in the University, according to their level of power and interest through Stakeholder Analysis. The stakeholders were identified and analysed based on their level of interest and influence on the Attend-X project.
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Figure 7: Stakeholder Analysis Table (Slide 12)
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Figure 8: Stakeholder Analysis based on teacher feedback
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Figure 9: Power-Interest Grid (Slide 13)
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Figure 10: Power-Interest Grid based on teacher feedback
Internal collaboration was facilitated through weekly meetings and shared online platforms, and lecturers were guided prior to the pilot, and students were asked to complete feedback forms following. The advantages of saving time on lecturing were noticed by the lecturers, and the students highlighted the need for maintaining simplicity and usability of the system. The answers provided gave further detail to improve the prototype. But communications with external sponsors were restricted due to the project being an academic prototype as opposed to an implementation of the organisation itself (Meredith, Shafer and Mantel, 2021).
[bookmark: _Toc234458715]2.3 Communication and Stakeholder Engagement
Communication is a critical aspect of project success and is vital to ensuring that all stakeholders are kept up to date, involved and supportive across the project lifecycle (Joslin and Müller, 2015). This stakeholder analysis was used during the planning stage of Group PERSPECTIVE's project, Attend-X: Smart Attendance Verification System, to map the stakeholders' level of power and interest, and use that as a guide to select the appropriate communication methods.
The project stakeholders were the project team, the university administration/IT departments, lecturers, students and local business sponsors. High-power, high-interest stakeholders, including the project team and the university administration were updated on a weekly basis through meetings and emails and via a shared platform on the Internet. These communication channels allowed the team to track progress on projects, address and solve issues that arose, and reach consensus on decisions. For instance, frequent consultations resulted in the adoption of a platform for QR-codes, which kept the project within the time frame and budget of eight weeks and £6000. This proved that effective communication was effective in communicating, provided information for effective decision making and eliminated misunderstandings (Drob and Zichil, 2013).
The communication strategy also had weaknesses, however. At first, the students were not very active and engaged, mainly with posters. To address this, the team started to present a short demonstration using verbal cues to the pilot, which helped increase participation and understanding (Association for Project Management, 2018). Monthly progress reports and financial updates also ensured a case of accountability with external business sponsors.


[bookmark: _Toc234458716]3.0 Conclusion
The findings in this report demonstrated that the successful management of organisational projects relies on the right selection and use of project management tools and techniques. Aims and Objectives, the Iron Triangle, Work Breakdown Structure, Gantt chart, risk analysis, SWOT, PESTLE, and stakeholder analysis and evaluation techniques were among the different frameworks that were used in the planning and implementation of the Attend-X project. By using this combination, they were able to complete an attendance prototype of a QR code in the project time, within the project budget and scope of work. The project also identified areas that needed to be improved, though, such as the need for more flexible communication strategies and the need for continuous risk monitoring and greater stakeholder engagement when implementing the project. Future projects should make the early engagement with stakeholders more robust, consider project risks at all stages (not just planning), and consider iterative user feedback prior to full project implementation.
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Work Breakdown Structure

WBS Code Work Package Key Output

1 Project Initiation / Governance Project charter, roles and responsibilities

2 Problem Definition and Research Problem statement and user needs analysis
3 Solution Architecture / QR Design QR workflow and sign-in process

4 Security, Risk and Ethics Risk register and privacy considerations

5 Stakeholder and Communication Planning Stakeholder plan and communication plan

6 Prototype Development and Setup QR code, digital form and attendance sheet
7 Pilot Testing and Demonstration Test results and user feedback

8 Marketing and Awareness Posters, leaflets and student communications
9 Documentation and Reporting Report, presentation slides and evidence pack
10 Project Management Controls Progress tracking, quality checks and closure

(Burghate, 2018; Norman et al., 2008)
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WBS Code |Work Package Deliverable Schedule
1 Initiation & Governance Project Charter Week 1
2 Problem Research User Audit Report Week 1-2
3 Solution Design QR Flow Diagrams Week 3-4
4 Security & Ethics GDPR Risk Register Week 3-4
5 Stakeholder Planning Comm. Matrix Week 4
6 Prototype Setup Working Digital Form |Week 4-5
7 Pilot Testing Trial Data Log Week 6
8 Marketing Awareness User Guide Leaflets Week 5-6
9 Documentation Evidence Pack Week 7-8
10 Management Controls Closure Report Week 1-8
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Stakeholder Analysis: Attend-X

Stakeholders were identified and analysed according to their level of interest and influence on the Attend-X
project (Fonseca Ureria, Andrews, and Amatulli, 2024).

Project Team Internal High High Responsible for project delivery
University Administration Internal High High Approves and supports implementation

IT Department Internal High High Provides technical support and feasibility advice
University Management Internal Low High Strategic decision-makers

Data Protection Team Internal Low High Ensures GDPR compliance

Security & Compliance Team | Internal Low High Reviews security and risk controls

Sponsors External Low High Provide project funding





image8.png
Stakeholder

Internal

/

Interest

Influence

External

(Power)

Project Team Internal High High
University Administration Internal High High
IT Department Internal High High
University Management Internal Low High
Data Protection Team Internal Low High
Security & Compliance Team Internal Low High
Sponsors External High High
Records / Attendance Team Internal High Low
Students Internal High High
Lecturers Internal High High
Student Union Internal Low High
Other Universities External High Low
University Media / Events Team |Internal Low Low
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Power-Interest Grid

Stakeholders were prioritised and engagement strategies defined using the Power-Interest Grid (Petrescu-Mag et al.,
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Iron Triangle in Practice

TIME: 8 WEEKS @ Time: 8 ® Cost: £3,600 B Scope
Focus on prototype. WEES
o or ) The scope is
§'§’§' The tight timeline Budget constraints deliberately
é' ég \ requires focus on drive the use of bounded to
$’§§ IRON TRIANGLE a working cost-effective tools: prototype, testing,
&S e e prototype and QR codes, Google and presentation—
S/ pROTOTYPE pilot test, not full Forms, and ensuring quality can
T/ university-wide spreadsheets in be maintained
% - y rollout. place of expensive within the available
Us;sm;mulmh%&ug&wnmm. software. (iR

O If scope expands, time and cost must increase proportionally. Attend-X controls this by keeping the
prototype realistic and focused.

(Pollack et al., 2018)





image2.png
TIME: 8 WEEKS
\/ Focus on prototype
- design, not full

A
S8
SIS
o $98
$'ES/ IRONTRIANGLE
5.8/ BUDGET-CONSTRAINED

PROTOTYPE

C0ST £6000

Uses free digital tools: QR codes & spreadsheets.

Time: 8
Weeks

The tight timeline
requires focus on a
working prototype
and pilot test, not full
university-wide
rollout.

Cost:
£6000

Budget constraints
drive the use of cost-
effective tools: QR
codes, Google Forms,
and spreadsheets in
place of expensive
software.

B Scope

The scope is
deliberately bounded
to prototype, testing,
and presentation—
ensuring quality can
be maintained within
the available

resources.




