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Executive Summary
This report critically evaluates the Promoting Romanian Desserts and Culture project, organised by a group of five students at the University of Wales Trinity Saint David. The project aimed to promote Romanian culture through traditional Romanian desserts while raising money for EYST Wales, a charity supporting refugees and asylum seekers.
The report examines the project across the full project lifecycle, from initiation and planning to execution and closure. It evaluates the effectiveness of several project management tools and techniques, including the Work Breakdown Structure (WBS), Gantt Chart, Iron Triangle, risk management and stakeholder communication. Both the advantages and limitations of these approaches are discussed by comparing project management theory with the practical experience gained during the event.
The report concludes that the project successfully achieved its objectives by promoting Romanian culture, raising approximately £80 for charity and providing valuable practical experience in project management. It also highlights that the successful delivery of the event depended not only on the use of recognised project management tools but also on effective communication, teamwork and the ability to adapt when unexpected challenges occurred.
Finally, the report provides recommendations for improving future projects, including earlier stakeholder engagement, stronger contingency planning, regular progress reviews and improved resource management to support more effective project delivery.




[bookmark: _Toc234011102]1. Introduction
Organising a successful event requires careful planning, effective communication and the ability to manage unexpected challenges. The Promoting Romanian Desserts and Culture project was organised by a group of five students at the University of Wales Trinity Saint David with the aim of introducing Romanian culture through traditional desserts while raising money for EYST Wales, a charity that supports refugees and asylum seekers. Although the event lasted only one day, its successful delivery depended on effective project management throughout every stage of the project lifecycle.
[bookmark: _Toc234011103]2. Findings
As part of the Managing Projects in the Organisation module, a charity event entitled Promoting Romanian Desserts and Culture was organised by a group of five students at the University of Wales Trinity Saint David. The event aimed to introduce Romanian culture through traditional Romanian desserts while raising money for EYST Wales, a charity that supports refugees and asylum seekers. In addition to promoting cultural awareness, it provided practical experience of planning, organising and delivering a live event within a university environment.
The event was delivered by a team of five students, each responsible for different aspects of its organisation. My role focused on project planning, obtaining university approval, completing the required documentation, preparing the risk assessment and maintaining communication with key stakeholders, including university staff, the charity and the dessert supplier. I was also responsible for organising allergen information and collecting donations during the event. Dividing responsibilities between team members ensured that the workload was shared effectively and that all essential tasks were completed before the event took place.
The event was managed through the main stages of the project lifecycle. During the initiation stage, the project objectives were agreed, team roles were allocated and the university requirements were reviewed. The planning stage included obtaining university approval, preparing the required documentation, producing promotional materials, identifying potential risks, organising stakeholder communication, distributing flyers and purchasing traditional Romanian desserts. During execution, the team set up the event, welcomed visitors, served desserts, provided allergen information and collected donations using a mobile payment system. Finally, the project was closed by transferring the donations to EYST Wales, gathering participant feedback and reflecting on the overall success of the event.
The event achieved its main objectives. University approval was obtained before the event, Romanian culture was successfully promoted through traditional desserts and approximately £80 was raised for EYST Wales. Feedback from participants was positive, suggesting that visitors enjoyed both the cultural experience and the opportunity to support a local charity. Although the event was completed successfully, several challenges emerged during the planning stage, particularly when identifying a suitable charity partner and managing activities within a limited budget. These experiences provided valuable practical knowledge that forms the basis of the critical evaluation presented in the following sections of this report.

[bookmark: _Toc234011104]3. Critical Discussion of Project Management Tools and Techniques in General
Project management tools provide structure by helping teams plan, organise and control activities throughout a project's lifecycle. Their effectiveness depends not only on the tools themselves but also on how they are applied. Kerzner (2022) argues that successful project management combines structured planning with practical decision-making, meaning that project managers should adapt tools to changing circumstances rather than rely on them mechanically.
Planning tools such as the Work Breakdown Structure (WBS) and Gantt Chart improve organisation by dividing complex activities into manageable tasks and scheduling them over time. Wysocki (2019) argues that breaking projects into smaller activities improves planning and responsibility allocation. While these tools improve coordination, they become less effective if project plans are not updated when unexpected changes occur. Lock (2020) suggests that project schedules should remain flexible and be reviewed regularly throughout the project lifecycle. Similarly, Schwalbe (2022) argues that project schedules should be reviewed regularly to reflect changes during implementation.
The Iron Triangle demonstrates the relationship between time, cost and quality, showing that changes in one constraint are likely to affect the others (Maylor, 2010). Atkinson (1999) also argues that project success should be measured using factors beyond time, cost and quality. Although this model remains important, project success is now considered more broadly. Larson and Gray (2021) argue that stakeholder satisfaction, effective communication and the achievement of project objectives should also be considered when evaluating project outcomes.
Risk management and stakeholder communication are equally important because projects rarely progress exactly as planned. According to the PMBOK® Guide (PMI, 2021), risks should be identified, assessed and monitored throughout the project lifecycle. Freeman (2010) and Bourne (2015) also emphasise that maintaining effective stakeholder relationships supports better decision-making and increases the likelihood of project success. Olander (2007) suggests that understanding stakeholder influence improves communication and project performance. Taken together, these tools provide valuable support, but successful outcomes ultimately depend on continuous monitoring, flexibility and effective communication.

[bookmark: _Toc234011105]4. Critical Discussion of How Those Tools Were Used in the Project
A range of project management tools and techniques supported the planning, coordination and successful delivery of the event. The Work Breakdown Structure (WBS) divided the work into clear activities, including obtaining university approval, preparing documentation, producing promotional materials, communicating with EYST Wales, purchasing desserts and organising the event. This improved task allocation and accountability, supporting the view of Nicholas and Steyn (2020). Wysocki (2019) also highlights that dividing projects into smaller activities improves planning and responsibility allocation. A limitation of the WBS, however, was that it did not demonstrate how delays in one activity could affect others, particularly when difficulties arose in securing a suitable charity partner.
The Gantt Chart helped organise project activities by providing a clear schedule for completing tasks before the event. Promotional activities, university approval and dessert purchasing were planned in advance, allowing the team to monitor progress and meet important deadlines. Despite these advantages, the schedule could not predict unexpected changes when the first charity organisation stopped responding to communication. As a result, the team needed to identify an alternative partner within a limited timeframe. This supports the view of Meredith, Mantel and Shafer (2021), who suggest that project schedules should be monitored and updated regularly rather than treated as fixed plans.
The Iron Triangle was also reflected throughout the project. Time was limited because all activities had to be completed before the agreed event date, while costs remained restricted because the project was funded by the team members. Despite these constraints, quality was maintained by following university procedures, displaying allergen information and ensuring that visitors received accurate information during the event. This reflected the balance between project constraints described by Maylor (2010). At the same time, the event demonstrated that success depended on more than time, cost and quality alone. Promoting Romanian culture, raising approximately £80 for EYST Wales and receiving positive participant feedback were equally important outcomes.
Risk management also played an important role throughout the project. Potential risks included food allergies, hygiene, visitor safety and event setup hazards. Appropriate control measures, including allergen information, protective gloves and compliance with university health and safety requirements, reduced the likelihood of incidents during the event. PMI (2021) suggests that implementing risk responses before project implementation increases the likelihood of successful project delivery. Nevertheless, one area could have been managed more effectively. Heldman (2018) also emphasises that identifying risks early improves project control and reduces uncertainty during implementation. The difficulty in securing a charity partner was not fully anticipated, demonstrating the importance of including broader stakeholder-related risks within contingency planning (Hillson, 2019).
Another important aspect of the project was documentation management. Before the event could take place, several documents, including the Disclaimer Form and Risk Assessment, had to be completed and approved by the university. This ensured that the event complied with institutional requirements and reduced the likelihood of administrative delays. Kerzner (2022) argues that accurate documentation improves project control by providing clear evidence of decisions and responsibilities throughout the project lifecycle. In this project, documentation also strengthened communication between the team and university staff because all required information was available before the event. Although preparing the documentation required additional time during the planning stage, it contributed to a smoother delivery of the event and reduced uncertainty once implementation began.
The experience demonstrated that the project management tools used throughout the event provided valuable support for planning, organisation and control. Even so, the project confirmed that these tools are most effective when combined with flexibility, continuous communication and regular review rather than being followed rigidly throughout the project lifecycle.

[bookmark: _Toc234011106]5. Communication and Stakeholders
Effective communication played a key role throughout the project because its success depended on cooperation between several stakeholders with different levels of influence and interest. Freeman (2010) explains that stakeholders can affect a project's outcomes or be affected by its results. In this project, the main stakeholders were the University of Wales Trinity Saint David, EYST Wales, the project team, the dessert supplier and the event participants.
The university represented a high-power, high-interest stakeholder because approval was required before the event could take place. Maintaining regular communication with university staff ensured that the necessary documentation, risk assessment and health and safety requirements were completed on time. EYST Wales was another important stakeholder because the charity partnership gave the event its purpose. Although the original charity organisation stopped responding, establishing communication with EYST Wales allowed the project to continue successfully. This highlighted the importance of identifying alternative stakeholders when unexpected situations arise.
Stakeholder communication also contributed to building trust throughout the project. Visitors needed clear information about the desserts, ingredients and donation process before deciding to participate. Providing allergen information and answering questions during the event encouraged visitors to engage with the project and increased confidence in the team's organisation. According to PMI (2021), communication should be adapted to the needs of different stakeholder groups rather than using the same approach for everyone. This principle was reflected during the event because communication with university staff, charity representatives and visitors differed according to their responsibilities and expectations.
Communication within the project team was equally important. Team members regularly shared information, monitored progress and supported one another throughout the planning and delivery of the event. Turner (2014) argues that effective communication improves coordination and decision-making, while Bourne (2015) suggests that understanding stakeholder influence helps project teams communicate more effectively. Pinto (2020) also highlights that effective communication encourages collaboration and supports successful project delivery. This was reflected throughout the project, where regular communication contributed to achieving the planned objectives.
Communication also supported decision-making throughout the project. Team members were able to discuss progress, identify problems and agree on appropriate actions before the event took place. Regular communication reduced misunderstandings and helped ensure that responsibilities were completed on time. Heldman (2018) also argues that effective communication improves coordination and supports informed decision-making throughout a project.

[bookmark: _Toc234011107]6. Conclusion
The Promoting Romanian Desserts and Culture project successfully achieved its objectives by promoting Romanian culture while raising money for EYST Wales. Throughout the project, management tools and techniques supported planning, communication, risk management and organisation. At the same time, the experience demonstrated that project success depends not only on using recognised tools but also on applying them flexibly when unexpected challenges arise. This reflects Lock's (2020) view that project plans should be adapted as circumstances change. AXELOS (2023) also states that projects should remain adaptable throughout their lifecycle to respond effectively to change.
This experience also strengthened my practical understanding of project management by demonstrating how theory can be applied in a real project. It developed my communication, planning and organisational skills while highlighting the importance of stakeholder engagement, teamwork and continuous monitoring throughout the project lifecycle.
Beyond achieving its planned objectives, the event demonstrated the importance of adapting project management theory to real situations where unexpected challenges can occur. The experience showed that successful outcomes rely not only on careful planning but also on teamwork, communication and the ability to make appropriate decisions throughout the lifecycle of a project.

[bookmark: _Toc234011108]7. Future Improvements
Although the project achieved its objectives, several improvements could strengthen the management of similar events in the future. One recommendation would be to identify and confirm key stakeholders, particularly charity partners, earlier in the planning process. Freeman (2010) argues that involving stakeholders from the beginning improves communication and reduces uncertainty during project delivery.
Future projects would also benefit from a more detailed contingency plan. While a risk assessment was completed, preparing alternative solutions for stakeholder-related risks would improve the team's ability to respond more effectively if unexpected situations occur (PMI, 2021; Hillson, 2019). Burke (2013) also recommends preparing contingency plans to improve project resilience when unexpected issues arise.
Finally, regular progress meetings should be held throughout the planning stage to review completed tasks, discuss any emerging issues and update the project schedule where necessary. Seeking external sponsorship could also reduce financial pressure and provide additional resources for future events, allowing the team to maintain quality while working within a more flexible budget.
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