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[bookmark: _Toc233125082]1. Introduction 
Project management is a scientific method to design, implement and manage the activities with an aim to attain certain goals within a limited number of resources in terms of time, money, and quality (Ostermiller, 2020). It is guided by a well-established project life cycle which includes initiation, planning, execution, monitoring and control and closure. This project aims to streamline a digital mental health support system and booking system by UK tertiary institutions to tackle the growing issues in student wellbeing and excessive waiting times in a counselling environment. This is done with a view to outlining clear objectives, deliverables, and activities to be effectively implemented. It will conduct a hybrid Agile, structured approach that will enable flexibility and control during the delivery.
[bookmark: _Toc233125083]2. Project Aim, Objectives & Scope 
[bookmark: _Toc233125084]Aim
This project will attempt to design and plan a digital model of a mental health and appointment system to be used by UK universities, which will improve accessibility, efficiency and responsiveness of student counselling services. This project aims to solve the growing mental health problems in university students, which have been on the rise, by offering a formatted and technologically empowered solution which enhances service delivery and minimises the support barriers.
[bookmark: _Toc233125085]Objectives (SMART)
When the project is to be based on measurable and clear results, the following SMART objectives are used:
· To develop and design a secure digital appointment booking system for student counselling services within a 6-month project timeline.
· To improve student access to mental health support services by at least 40% through digital service delivery channels (Priestley et al., 2021).
· To reduce average waiting times for counselling appointments by streamlining scheduling and resource allocation processes.
· To ensure full compliance with GDPR and data protection regulations, and to maintain confidentiality and safeguard sensitive student data.
· To deliver an integrated mobile and web-based platform that supports both students and university counselling staff.
· To achieve a minimum user satisfaction rate of 80% or higher during system testing and evaluation phases.
[bookmark: _Toc233125086]Scope
In Scope:
· Development of a student-facing mobile application
· Creation of a counsellor and university administrator dashboard
· Online appointment booking and scheduling system
· Secure communication and support (chat/messaging feature)
· Digital mental health resource library for students
Out of Scope:
· Direct physical therapy or in-person medical treatment services
· Integration with external NHS clinical systems or databases
· Procurement or installation of physical IT infrastructure or hardware
[bookmark: _Toc233125087]3. Project Methodology
This project uses a hybrid approach, and it involves Agile (Scrum) as the core methodology, with Waterfall being slightly used in the initial planning process and definition of the requirements. Agile is best suited because of the constantly changing requirements of stakeholders such as students, university employees and counsellors in a digital mental health system. It allows for the creation of sprints and the iterative creation of features with continuous feedback and ongoing delivery of features, such as booking systems and communication opportunities (Niketan, 2024). It utilises Waterfall at the initial phases to establish scope and requirements, but it is not very practical for changes. All in all, Agile increases flexibility, stakeholder interaction, and responsiveness of the system.
[bookmark: _Toc233125088]4. Project Deliverables 
The project provides a combination of integrated products that will enhance access to mental health services in universities in the UK and increase student wellbeing. A student mobile application allows them to book an appointment, support and notify. Staff dashboard enables the counsellors to create schedules and keep track of student engagement effectively (Bennett et al., 2024). The personal assistant booking approach makes the system of booking automated and minimises waiting periods and administration efforts. A safe communication tool will allow secret communications between students and professionals. The mental health resource portal can be used to access self-help materials, whereas the analytics module can be used to make a decision based on data. 
[bookmark: _Toc233125089]5. Work Breakdown Structure (WBS) 
The Work Breakdown Structure (WBS) breaks the project down into manageable segments, which makes sure that tasks, deliverables and tasks are organised well in the project lifecycle. This breakdown structure can aid in good planning, scheduling, and resource allocation towards the development of the UK University Digital Mental Health Support System.
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[bookmark: _Toc233125108]Figure 1: Work Breakdown Structure
[bookmark: _Toc233125090]6. Activities & Task Breakdown 
[bookmark: _Toc233125091]6.1 Requirements Gathering & Initiation Activities
The initial phase entails disaggregation of deliverables into initial planning actions. This involves gathering the requirements of major stakeholders who include the students, counselling staff and the administrators of the university. Other processes involve stakeholder analysis and feasibility analysis so that the project meets the needs of the users and the institution's ability to carry out the project. Some potential challenges also include data security and GDPR compliance, and are identified by carrying out a risk assessment as well.
[bookmark: _Toc233125092]6.2 System Design Activities
The period of defining requirements is followed by the design phase of the project. Important activities will be the UI/UX design of the student and staff interface, making it accessible and user-friendly (Nugroho et al., 2025). The design of the system architecture is done to specify how different parts of the system, including the mobile application, backend system and database, will communicate. To complement it, database design and data flow modelling are used to guarantee efficient and secure data handling and GDPR and security considerations are ingrained in the design.
[bookmark: _Toc233125093]6.3 Development Activities
The design is converted to a working system in the development stage. The mobile and web interfaces are developed first in front-end, and then the back-end is developed to provide system logic. What API integration enables is to interconnect different modules, and it enables appointments and secure messaging, as well as user authentication features. 
[bookmark: _Toc233125094]6.4 Testing Activities
Through testing activities, the reliability and performance of a system are assured. System integration testing (individual component testing (unit testing) ) is when all tests are performed to ensure that the modules are interacting with each other satisfactorily (Long and Zhao, 2024). The simple method of conducting User Acceptance Testing (UAT) involves identifying stakeholders in ratifying usability, functionality and system performance. Problems detected are eliminated by fixing bugs.
[bookmark: _Toc233125095]6.5 Deployment & Evaluation Activities
Rollout will be done by installing the system in pilot colleges, and staff training will be done to render the system effective. The last ones are system evaluation, performance review and gathering of user feedback. These products are examined to determine whether the project objectives have been met or not, and the subsequent areas are where one can make improvements in the future.
[bookmark: _Toc233125096]7. Milestones & Timeline 
[bookmark: _Toc233125097]Key Milestones 
Project Approval (Week 1)
· Project scope confirmed
· Stakeholders agree on objectives and feasibility
· Project officially initiated
Requirements Completion (Weeks 2–3)
· Stakeholder analysis completed
· Functional and non-functional requirements defined
· Risk assessment initiated
Design Completion (Weeks 4–5)
· UI/UX design finalised
· System architecture developed
· Database structure and GDPR compliance design completed
Development Completion (Weeks 6–10)
· Front-end and back-end development completed
· API integration finalised
· Core system features implemented
Testing Completion (Weeks 11–12)
· Unit testing completed
· System integration testing completed
· User Acceptance Testing (UAT) completed
Deployment (Week 13)
· System launched in pilot universities
· Staff training delivered
· System fully operational
[bookmark: _Toc233125098]Gantt Chart
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[bookmark: _Toc233125109]Figure 2: Schedule Table
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[bookmark: _Toc233125110]Figure 3: Gantt chart
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[bookmark: _Toc233125111]Figure 4: Network Diagram
Gantt chart, schedule table and network diagram provide the combined perspective of the project plan in the digital mental health system. Each activity has defined durations, start and finish dates and dependencies as defined in the schedule table. The Gantt chart intuitively displays the sequencing and lapses between the phases, whereas the network diagram determines task dependency and the critical path. Collectively, they guarantee efficient planning, scheduling, coordination and control of the project lifecycle between initiation and the last stage of the project, which contributes to overall successful project delivery outcomes.
[bookmark: _Toc233125099]8. Resource Planning
The resource planning will make sure that the required human, technical and organisational resources are in place in order to deliver the UK University Digital Mental Health Support System successfully within scope, time and budget.
[bookmark: _Toc233125100]Human Resources
This project needs a team consisting of multiple disciplines so that it will be successful. A Project Manager directs the planning, coordination and communication with the stakeholders. A UI/UX Designer will work towards the development of an interface that can be used by both the students and staff easily and conveniently (Fajarwati, Hamdi and Gautama, 2023). SDs take care of front-end and back-end development of the system, which includes the functionality and integration. A Database Administrator takes care of the safe storage of data and ensures the GDPR-compliant handling of sensitive data. A QA Tester performs a test with the intention of detecting and fixing the defects in the system before the deployment.
[bookmark: _Toc233125101]Technical Resources
Technical needs will involve cloud hosting services (AWS or Azure) to be able to scale and be reliable. Responsive interfaces and back-end services are developed using development tools like React and Node.js. The user and appointment data need to be handled through a secure database system, e.g. MySQL or MongoDB (Islam, 2025).
[bookmark: _Toc233125102]Other Resources
Other resources are a well-defined project budget where development and deployment costs are included, and ongoing stakeholder contributions to the university to make sure the project is aligned with the institution's requirements and user expectations.
[bookmark: _Toc233125103]9. Risk Management 
Risk management is also important to make the delivery of the UK University Digital Mental Health Support System a success, especially since personal data is sensitive information, and the delivery of digital services in a higher education setting is complex. The second threat is data privacy and non-compliance with GDPR, in which the system is handling very sensitive mental health data. The encryption, secure authentication, and strict adherence to the UK GDPR will help to mitigate this (Ahmed, 2024). The second risk that is going to be quite critical is whether the system fails or goes down; this may go out of the way with the execution of life-saving services; this will be mitigated by offering cloud-based redundancy, regular backups and system maintenance.
Another threat is the lack of user adoption, where students or staff may not be keen on using the system. This will be communicated by intuitive UI/UX design, training and involvement of stakeholders. The control of cybersecurity threats like hacking will be done using firewalls, penetration tests and ongoing checks. Lastly, delaying of project can be caused by scope and technical problems, which will be addressed with the help of Agile methodology and will enable developing the project iteratively and continuously monitor progress.
[bookmark: _Toc233125104]10. Stakeholder Analysis
The essential part of the analysis that will facilitate effective communication, engagement, and alignment during the project lifecycle of the UK University Digital Mental Health Support System is the stakeholder analysis. The degree of interest and influence among different stakeholders is different and will have to be handled effectively in order to come up with a successful project.
[bookmark: _Toc233125112]Table 1: Stakeholder Matrix
	Stakeholder
	Power
	Interest
	Strategy

	University Management
	High
	High
	Manage closely

	IT Department
	High
	Low–Med
	Keep satisfied

	Students
	Low
	High
	Keep informed

	Counsellors
	Low–Med
	High
	Engage regularly

	Support Staff
	Low
	Low
	Monitor


[bookmark: _Toc233125105]12. Discussion 
An Agile project management approach would suit the UK University Digital Mental Health Support System because of its flexibility and iterative nature of the approach. Agile will provide a means of constantly engaging stakeholders and ensuring that the input of the students, counsellors, and university administrators can be involved in the development process. It is especially useful when it comes to digital healthcare, where the needs of users may differ and may require improvements in usability in multiple iterations.
Agile has its shortcomings, however. It may also cause scope creep unless there is proper management of requirements, and it has less formal documentation as compared to other traditional approaches, such as Waterfall (Ampatzidis and Symeonidis, 2024). 
Other forms of challenges, in digital healthcare systems, include system reliability and scalability, compatibility of the system with other existing platforms in the university. Moreover, ethical issues are important as mental health information is sensitive. Strict compliance with GDPR, confidentiality, and safe treatment of data are crucial to ensure the level of trust and safeguarding of vulnerable users.
Altogether, Agile is quite flexible and responsive to stakeholders, yet it needs to be supplemented with effective governance and ethical protection to deliver effective and responsible projects.
[bookmark: _Toc233125106]13. Conclusion
Summing up, the suggested digital mental health support system can be very useful since it will enhance the availability of counselling services to UK university campuses. It will likely improve student well-being because it will minimise the waiting periods and make services more available. The project will also show how framework planning of a project is essential, especially using the WBS, milestones and risk management. A hybrid Agile (methodology) is flexible, involved, and iterative, so it is the most appropriate one to adopt to provide a user-centred and effective digital solution.
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