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Planning and Organising a University Cultural Festival: A Project Management Approach
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Universities are also now promoting cultural diversity, inclusion and student engagement through extracurricular initiatives. For example, one of those efforts is the creation of a University Cultural Festival which aims for the celebration of multiculturalism in music, dance, cuisine, and the arts. This paper outlines a project management plan for the provision of a one-day University Cultural Festival on 15 May 2026. The project will be jointly administered by the Student Union in collaboration with university departments and stakeholders. This project aims to design, plan and implement a culturally inclusive event which optimizes student experience with cost, time and quality control. This report draws on proven principles of project management from the Project Management Institute (PMI, 2021), Kerzner (2017), Meredith, Mantel and Shafer (2019), and Lock (2020). It discusses the project’s purpose, goals and scope, determines the deliverables, the stakeholders, provides the Work Breakdown Structure (WBS), schedule and responsibility matrix and cost calculations employing structured estimation methodologies.
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The overall goal of the project is to plan and present a University Cultural Festival with a focus on cultural awareness, student engagement and inclusivity while being both cost-effective and time efficient. An aim defines the overall purpose of the project, whereas objectives specify measurable outcomes (PMI, 2021).
[bookmark: _Toc221810132]SMART Objectives
Using the SMART method (Kerzner, 2017), the objectives are as follows:
1. To obtain formal project approval and secure a confirmed budget of £12,000 from University Management by 1 February 2026.
2. To confirm participation of at least 12 registered cultural societies by 1 April 2026.
3. To attract a minimum of 800 registered attendees, measured through the event registration system, by 15 May 2026.
4. To deliver the event within a maximum cost variance of ±5% of the approved £12,000 budget.
5. To achieve at least 80% positive satisfaction ratings from post-event feedback surveys collected within seven days of the event.
These goals, in turn, are, quantifiable and time-based in nature, such that they can be monitored and controlled effectively (PMI, 2021).
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To prevent the potential for scope creep and expense overruns, a clear definition of the scope must be established (Lock, 2020).
Included in Scope:
 • Venue booking and logistical coordination.
 • Marketing and promotional activities. 
• Performer and stallholder coordination. 
• Risk assessment and health & safety planning. 
• Event-day operations. 
• Post-event evaluation report.

Excluded from Scope: 
• Building of permanent infrastructure. 
• Long-term cultural programming beyond the event. 
• International sponsorship arrangements beyond the allocated budget.

Project Deliverables
Outputs are the physical products of the project, as opposed to activities (PMI, 2021). The main deliverables include:
1. Event Programme Schedule – A detailed calendar of performances and activities for all events.
2. Venue Booking Confirmation Document – Approved documentation confirming space allocation.
3. Marketing and Promotional Materials – Posters, digital graphics and social media content.
4. Performer and Stallholder Agreements – Signed contracts outlining responsibilities.
5. Risk Assessment and Health & Safety Plan – Compliance documentation related to safety procedures.
6. Post-Event Evaluation Report – An analytical report measuring attendance, costs and stakeholder satisfaction.
Each deliverable is used to evaluate the quality of the services performed and to provide structured monitoring (Meredith et al., 2019).
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Stakeholder management is critical for project success (PMI, 2021). Stakeholders were identified and categorised using a power–interest grid (Mendelow’s matrix).

 Internal Stakeholders
	•	Student Union Committee
	•	University Management
	•	Finance Department
	•	Facilities Team
	•	Student Volunteers

External Stakeholders
	•	Cultural societies
	•	Performers and vendors
	•	Sponsors
	•	Attendees

Hence, University Management and the Student Union President are of high power and high interest of the university so they should ideally keep closely control on bi-weekly progress meetings. Cultural societies and students are high interest but low institutional power and should remain close through weekly communication updates. The Finance Department has high power, but perhaps low interest and should be satisfied by the monthly report of the budget (Kerzner, 2017).
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Effective communication reduces risk and conflict (Lock, 2020).

	Stakeholder 
	Information provided 
	Frequency 
	Method 

	University management 
	Progress & budget report 
	Bi-weekly 
	Formal meeting 

	Cultural Societies 
	Participation updates 
	Weekly 
	Email


	Volunteers 
	Task assignments 
	Weekly 
	Messaging group 

	Sponsors 
	Financial summary 
	Monthly 
	Email report 





Work Breakdown Structure and Schedule
The Work Breakdown Structure (WBS) is a hierarchical decomposition of project work (PMI, 2021). Level 1: University Cultural Festival Project. 
• Initiation.
 • Approval and budget confirmation. 
• Planning. 
• Venue booking. 
• Marketing plan development. 
• Society recruitment. 
• Risk assessment. 
• Execution. 
• Marketing campaign launch. 
• Performer confirmation. 
• Logistics coordination. 
• Event-day management.
 • Closure.
 • Feedback collection.
 • Evaluation report submission. 

Schedule 

The project runs from 1 February 2026 to 30 May 2026. Key milestones include:
 • Project approval – 1 February 2026. 
• Venue confirmed – 15 February 2026. 
• Marketing launch – 1 March 2026. 
• Performer confirmation – 1 April 2026. 
• Event day – 15 May 2026. 
• Evaluation submission – 30 May 2026. The Gantt charts enable time monitoring and milestone tracking (Lock, 2020).
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	Task 
	Project Manager 
	MARKETING OFFICER 
	FINANCE OFFICER 
	VOLUNTEER 
	UNIVERSITY MANAGEMENT

	Budget approval 
	R
	I
	C
	I
	A

	Venue booking 
	R
	I
	C
	I
	A

	Marketing campaign 
	A
	R
	I
	I
	I

	Risk assessment 
	R
	I
	C
	C
	A

	Event operations 
	A
	R
	I
	R
	I

	Evaluation report 
	R
	C
	C
	I
	A




Clear role definition reduces duplication and confusion (Meredith et al., 2019)


The RACI (Responsibility Matrix) in Figure 2 serves as a structured framework to articulate who is responsible in the University Cultural Festival project. The acronym RACI, which stands for Responsible, Accountable, Consulted and Informed, is usually used to characterize who is responsible for a particular task or project, as well as who has authority to make decisions on its behalf. Assigning clear roles plays a key role in good governance and coordination, and this is particularly the case with multi-stakeholder projects (Müller and Lecouvreur, 2014). In this matrix, each activity is assigned one individual who is Accountable (A) to ensure that final decision-making responsibility is well stipulated. The R stands for Responsible (the person(s) who execute the task) and Consulted (C) and Informed (I) roles mean that appropriate communication is allowed to move through the structure of the project. This categorization minimizes vagueness, redundant effort and the potential conflict between team members (Too and Weaver, 2014). From a project management point of view, a structured responsibility allocation contributes to greater efficiency and performance monitoring within the organisation. According to Turner (2016), a well-defined hierarchy of authority enhances both project control and the degree of alignment of both strategic aims and operational work. So in the context of the cultural festival, if University Management is assigned Accountable for approving a budget, then we have governance supervision and execution responsibilities to be done by functional roles, such as the Project Manager or the Marketing Officer. The RACI matrix facilitates transparency, accountability, and coordination overall. Clearly defining who performs, approves, consults and receives information with how this information is communicated among the team members ensures there is less role confusion in the project and better collaborative efficiency, thus increasing the overall probability of successful delivery.
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Cost estimation was conducted using bottom-up estimation, which calculates individual task costs and aggregates them to produce a total estimate (PMI, 2021).

LABOUR COST (HOURS X RATE)

	ROLE
	HOURLY RATE 

	PROJECT MANAGER 
	£25

	MARKETING OFFICER 
	£18

	FINANCE OFFICER 
	£20

	VOLUNTEER COORDINATOR 
	£18

	STUDENT VOLUNTEERS 
	£12




Planning Phase
	•	Project Manager: 60 hours × £25 = £1,500
	•	Finance Officer: 25 hours × £20 = £500
	•	Marketing Officer: 30 hours × £18 = £540

Subtotal = £2,540

Marketing Phase
	•	Marketing Officer: 80 hours × £18 = £1,440
	•	Project Manager: 20 hours × £25 = £500

Subtotal = £1,940

Event Day Operations
	•	Project Manager: 12 hours × £25 = £300
	•	Volunteer Coordinator: 20 hours × £18 = £360
	•	Volunteers: 160 hours × £12 = £1,920

Subtotal = £2,580

Total Labour Cost = £7,060
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	ITEM 
	COST 

	VENUE & EQUIPMENT 
	4,000

	PERFOMER FEES 
	3,500 

	SECURITY 
	1,500

	DECORATIONS 
	1,000

	CONTINGENCY (10%)
	1,200



Non-labour cost = £11,200

Total Estimated Project Cost = £18,260

Cost control will follow monitoring principles such as variance tracking and earned value management (Kerzner, 2017).
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Risk management ensures proactive identification and mitigation of potential threats (PMI, 2021). Key risks include:
	•	Low attendance
	•	Budget overspending
	•	Performer cancellation
	•	Health and safety incidents
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The Risk Matrix shows the qualitative project risk assessment using the combined evaluation of probability and impact. It is a common approach in project risk management literature to emphasise uncertainties as it is a practical approach (Hillson, 2017). Probability indicates the likelihood that a risk event will happen, and impact indicates the scale of its consequences at the project level cost, time, scope, and quality (Hopkinson, 2017). By mapping these two variables on a 3 × 3 grid, risks can be divided into three categories: low, medium or high severity. The importance of this probability–impact idea in management decision making is the concept guides its decision making at an organization scale. Chapman and Ward (2011) claim that the definition of risk consists of interaction in uncertainty and also in how the uncertainty interacts with the effect. Evaluating likelihood without regard for impact can cause waste of resources. We may monitor a high probability event that would hardly be harmful to its stakeholders if intervention were performed immediately, while with a low probability but high impact, a highly impactful event will require immediate action; then we will need contingency action plans. Moreover, the visual nature of the matrix facilitates communication amongst stakeholders by making complicated risk information easily understood (Hillson, 2017). It helps the prioritisation, transparency and accountability to the distribution of mitigation practices. As a result, the probability–impact matrix represents a framework for the effective analysis and prioritization of the risks for effective project delivery, which minimizes the negative impact of risks on pro-active risks planning (Hopkinson, 2017). Mitigation measures include early marketing, contingency budgeting and backup performers and formal safety compliance procedures.
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The structured plan of the University Cultural Festival requires project management practices that align with established methods to ensure success of the project within the given scope, time, cost, and quality constraints. Effective project delivery starts with well-defined, measurable SMART objectives, to provide direction and performance monitoring and to align objectives with other stakeholders' perceptions (Kerzner, 2017). Once specified at the start, strategic aims can become practical outputs with lower vagueness and increased responsibility. Further to this clarity, structured planning tools such as the WBS (Work Breakdown Structure) also aid in this by decomposing the project into small, manageable parts to improve coordination and control (PMI, 2021). Role definition and responsibilities across team members or stakeholders are also clearly identified using governance mechanisms, such as the RACI matrix. Blocking duplication of effort in the organization and preventing the omission of tasks are particularly valuable in the case of complex, multi-stakeholder events (Meredith, Shafer and Mantel, 2017). Financial discipline is just as important. By measuring costs at the activity level before aggregation and then aggregating it into an aggregated baseline, bottom-up costing can improve the accuracy and the transparency of the budget as well as better financial control (Burke, 2013). As the operational planning continues, the integration of stakeholder management and communication strategies plays a decisive role in project success as a part of the process of project implementation. Stakeholder identification and analysis allow project leaders to gauge interests, influence levels and expectations to intervene and mitigate conflicts in advance, and that can lead to constructive engagement (Freeman, 2010). Furthermore, there is structured communication planning as communication enables the timely dissemination of the information to the relevant parties in time for coordination and trust (PMI, 2021). The framework is strengthened to include risk identification and mitigation which can provide anticipatory approaches to disturbances and build a contingency approach to further increase resilience for responses. By and large, by implementing the most widely used project management principles it is possible to boost efficiency and improve transparency. Structured management of this nature not only increases the probability of creating a successful University Cultural Festival but also promotes stakeholder delight and organisational learning, and in the long run raises the organisational value.
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