Project Kickoff Discussion — Website Redesign (Initiation Phase)
Participants:
e Roger (Company Owner, Texas)
e Keith (Mentor, Project Manager — 15 years experience)
e Janet (1st Year, Oklahoma State — Graphic Design)
e Carl (3rd Year, UTEP - PHP/MySQL & WordPress)
e Anya (Senior, Texas Tech — SEO & Content Writing)

e Micah (Sophomore, Kilgore College — Security, Troubleshooting & Database
Design)

Roger:

Thanks, everyone, for joining. I’m looking to refresh my company’s website. Right now, it
feels outdated and doesn’t really reflect who we are anymore. | want something modern,
easy to use, and optimized so customers can actually find us online. I’d like this done in
about two months. I’m open to using WordPress or Drupal—whatever you all think is best.

Keith:

Great, Roger. This first phase is all about initiation—understanding your goals, defining
scope, and making sure the team aligns on expectations. Before we talk tools, let’s clarify
what success looks like for you. What are your top priorities?

Roger:
Number one: a clean, professional design. Number two: better visibility on search engines.
And number three: it needs to be secure and easy for me to update later.

Janet:

From a design perspective, I’d like to start by identifying your brand identity—colors,
typography, and overall feel. Are you leaning toward something more corporate or
something more modern and approachable?

Roger:
Modern and approachable. | want customers to feel comfortable and confident doing
business with us.

Anya:
That aligns well with SEO strategy too. We’ll want clear messaging, strong keyword



targeting, and content that speaks directly to your audience. Do you currently have
analytics or data about your users?

Roger:
Very limited, honestly. That’s something | know needs improvement.

Carl:

Given your goals—ease of use, SEO, and flexibility—I’d recommend WordPress. It’s user-
friendly, widely supported, and we can build a custom theme to match Janet’s design.
Drupal is powerful, but it may be more complex than you need.

Micah:

From a security standpoint, WordPress is fine as long as we follow best practices—secure
plugins, regular updates, and proper database configuration. | can help ensure we build it
with secure coding standards from the start.

Keith:
Good discussion. Let’s capture a few key initiation phase outputs:

e Project Objective: Redesign Roger’s website for improved design, usability,
SEQ, and security

o Timeline: 2 months
e Budget Agreement: $650 per student, $250 mentor commission
e Proposed Platform: WordPress (pending final approval)

Now let’s talk roles so everyone is clear.

Janet:
I’ll take lead on Ul/UX design—wireframes, mockups, and visual branding.

Carl:
I’ll handle backend development, CMS setup, and custom functionality.

Anya:
I’lL focus on SEO strategy, keyword research, and content creation.

Micah:
I’ll support database design, site security, and testing—making sure everything runs
smoothly and safely.

Keith:
I’ll oversee the project, keep us on schedule, and help remove any roadblocks.



Roger:
That sounds like a strong team. What do you need from me to get started?

Anya:
Access to any existing content, even if it’s outdated. It’ll help us understand your current
messaging.

Janet:
Also, examples of websites you like or dislike—just to guide the design direction.

Carl:
And hosting details or domain access when we get to setup.

Micah:
If you have any customer data or forms, we’ll want to review how that’s currently handled.

Keith:

Perfect. For the next step in the initiation phase, we’ll create a project charter summarizing
everything discussed—scope, roles, timeline, and deliverables. Once Roger approves that,
we’ll move into planning.

Roger:
Sounds good. I’m excited to see what you all come up with.

Keith:
Great start, everyone. Clear communication like this is exactly what sets a project up for
success.

End of Initiation Phase Discussion

PROJECT CHARTER

Website Redesign Project - Initiation Phase

Project Title:

Roger’s Company Website Redesign



Project Sponsor/ Owner:

Roger (Company Owner, Texas)

Project Manager / Mentor:

Keith (15 years experience in website platform project management)

Project Purpose & Objectives:

The purpose of this project is to redesign Roger’s existing website to create a modern, user-

friendly, and secure online presence. The new website will improve customer engagement,
enhance search engine visibility, and allow for easy content management by the owner.

Key Objectives:

Develop a clean, modern, and approachable website design
Improve search engine optimization (SEO) for better online visibility
Ensure strong security and reliable performance

Provide an easy-to-manage content management system (CMS)

Deliver the completed website within a 2-month timeframe

Project Scope:

In Scope:

Website UlI/UX redesign (layout, branding, visuals)
Content restructuring and SEO optimization
Development and deployment using WordPress CMS
Basic security implementation and testing

Responsive design (mobile, tablet, desktop compatibility)

Integration of essential plugins/tools for performance and SEO

Out of Scope:

Advanced custom web applications beyond CMS functionality

Ongoing maintenance beyond initial delivery



Project Timel

Large-scale eCommerce functionality (unless later approved)

ine:

Total Duration: 2 Months

High-Level Milestones:

L o A

Project Team

Deliverables:

Initiation Phase (Completed): Requirements gathering & team alignment
Planning Phase: Detailed project plan, wireframes, and content strategy
Execution Phase: Design, development, and contentimplementation
Testing Phase: QA testing, security checks, and revisions

Closure Phase: Final delivery, approval, and handoff

& Roles:

Roger (Owner):
Provides requirements, feedback, approvals, and necessary business
information

Keith (Mentor / Project Manager):
Oversees project progress, ensures timeline adherence, and provides
guidance

Janet (UI/UX Designer):
Responsible for visual design, branding, and user interface mockups

Carl (Backend Developer):
Handles WordPress setup, PHP/MySQL development, and functionality

Anya (SEO & Content Specialist):
Develops content strategy, keyword research, and SEO optimization

Micah (Security & Database Specialist):
Ensures secure coding practices, database structure, and system testing

Project Charter (this document)

Wireframes and design mockups



Fully functional WordPress website
SEO-optimized website content

Basic security implementation and testing report
Final website deployment

User guidance for content updates (basic documentation or walkthrough)

Budget & Compensation Agreement:

Each student team member: $650

Mentor (Keith): $250 commission

Success Criteria:

Website delivered within 2 months

Modern, responsive, and user-friendly design approved by Roger
Improved SEO structure and visibility readiness

Secure and stable website performance

Roger is able to update content 4l s« after project completion

Risks & Assumptions:

Assumptions:

Risks:

Roger will provide timely feedback and required materials

Team members will collaborate consistently and meet deadlines

Delays due to late content or feedback
Scope creep beyond initial agreement

Technical challenges with plugins or integrations



Approval:

By signing below, the project sponsor agrees to the scope, timeline, deliverables, and terms
outlined in this charter.

Project Sponsor:
Roger (Company Owner)

Approval Statement:

“l, Roger, approve this project charter and authorize the team to proceed to the planning
phase of the website redesign project under the agreed scope, timeline, and
compensation.”

Signature:
Date:

Mentor / Project Manager:
Keith

Signature:
Date:

End of Project Charter

PROJECT PLANNING PHASE DOCUMENT

Website Redesign Project — Roger’s Company

1. Introduction to the Planning Phase

Following the successful completion of the initiation phase, the planning phase
establishes the roadmap that will guide the team through execution, testing, and delivery of
Roger’s website redesign. This phase translates high-level goals into detailed, actionable
steps, ensuring that scope, schedule, resources, risks, and communication strategies are
clearly defined.



The planning phase is critical because it reduces uncertainty, alighs expectations across all
stakeholders, and provides measurable benchmarks for success. Given the two-month
timeline and the collaborative structure of a student-led team under mentorship, thorough
planning will ensure efficiency and accountability.

2. Refined Project Scope Statement

The project scope has been further refined to eliminate ambiguity and ensure all team

members understand the boundaries of work.

In-Scope Deliverables

Complete redesign of Roger’s website using WordPress CMS
Custom Ul/UX design tailored to a modern and approachable brand identity

Development of a responsive website compatible with mobile, tablet, and desktop
devices

SEO optimization including keyword targeting, metadata, and structured content

Secure configuration of the website including plugin vetting and secure database
practices

Integration of essential plugins (SEO tools, caching, security)
Migration or recreation of existing content where applicable
Basic analytics setup (e.g., traffic tracking tools)

Final deployment to a live hosting environment

Out-of-Scope Items

Advanced eCommerce functionality
Custom web applications beyond WordPress capabilities
Long-term maintenance contracts

Complex third-party system integrations

This refined scope ensures that the team remains focused on delivering a high-quality

website within the agreed timeline without overextending resources.



3. Work Breakdown Structure (WBS)

The project is divided into manageable components to improve organization and
accountability.

Phase 1: Planning
e Requirements validation
o Content audit
e Competitor analysis
e Wireframe creation
e Technical architecture planning
Phase 2: Design
e Visual branding (colors, fonts, style guide)
e High-fidelity mockups
e Userexperience refinement
Phase 3: Development
e WordPress installation and configuration
e Theme development/customization
e Pluginintegration
e Database setup
Phase 4: Content & SEO
e Keyword research
e Content writing and editing
e On-page SEO optimization
Phase 5: Testing
e Functional testing
e Security testing

¢ Performance optimization



e Cross-browser/device testing
Phase 6: Deployment

o Finalreview

o Website launch

e Documentation and handoff

Each component will be assigned to responsible team members with oversight from the

mentor.

4. Project Schedule
The project will span 8 weeks, structured as follows:
Week 1-2: Planning & Research
e Gather requirements and assets from Roger
e Conduct competitor and SEO research
e Develop wireframes
Week 3-4: Design
e Create mockups
e Review and revise designs with Roger
o Finalize Ul/UX direction
Week 5-6: Development
¢ Build WordPress site
e Integrate design into theme
e Configure plugins and database
Week 7: Testing
e Conduct QA testing
e Address bugs and issues

¢ Optimize performance and security



Week 8: Deployment & Handoff
e Launch website
e Provide training/documentation
e Finalapproval from Roger

This timeline includes buffer periods to accommodate feedback and revisions.

5. Resource Planning
Each team member’s skills are aligned with specific responsibilities to maximize efficiency.
Janet (UI/UX Designer)
¢ Wireframes and mockups
e Visual branding
e Userexperience improvements
Carl (Developer)
e WordPress setup
e Backend functionality
e Pluginintegration
Anya (SEO Specialist)
e Keyword research
o Content creation
e SEO implementation
Micah (Security & Database Specialist)
e Secure coding practices
o Database structure
e Testing and troubleshooting
Keith (Mentor/Project Manager)

e Timeline management



¢ Risk mitigation
e Quality assurance oversight
Roger (Client)

e Provides content, feedback, and approvals

6. Communication Plan
Effective communication is essential to project success.
Weekly Meetings

e Team sync (internal): progress updates and issue tracking

e Client check-in (Roger): feedback and approvals
Communication Tools

e Group chat (for quick updates)

e Shared documents (Google Docs or similar)

e Task tracking tool (Trello, Asana, or similar)
Reporting Structure

e Weekly progress reports submitted to Keith

e Keith provides consolidated updates to Roger

7. Risk Management Plan
Identified Risks
1. Delayed Feedback from Client
e Mitigation: Schedule regular check-ins and set response deadlines
2. Scope Creep
e Mitigation: Strict adherence to project charter and approval process
3. Technical Challenges

e Mitigation: Early testing and use of proven tools/plugins



4. Time Constraints
e Mitigation: Buffer time in schedule and clear task ownership
5. Team Coordination Issues

e Mitigation: Regular communication and mentor oversight

8. Quality Management Plan
Quality will be ensured through structured reviews and testing.
Design Quality

¢ Reviewed by team and approved by Roger before development
Code Quality

¢ Follow secure coding standards

e Peerreview amongteam members
Content Quality

e SEO optimization and readability checks
Testing Standards

e Functional testing

e Performance testing

e Security validation

9. Technology Stack & Tools
Core Platform

e WordPress CMS
Languages & Tools

e PHP

e MySQL

e HTML/CSS/JavaScript



Plugins (Examples)
e SEO plugin (e.g., Yoast SEQ)
e Security plugin
e Caching/performance plugin
Design Tools

e Figma or Adobe XD

10. Content Strategy Plan
Anya will lead content development with a focus on:
e Clear, engaging messaging
¢ Keyword integration
e Structured headings for SEO
e Calls-to-action (CTAs)

Content will be reviewed by Roger before final implementation.

11. Security Plan
Micah will ensure:
e Secure login configurations
e Plugin vetting
e Regular updates
e Database protection

e Backup strategy implementation

12. Change Management Plan
Any requested changes must:

1. Be documented



2. Be evaluated for impact on timeline and scope

3. Be approved by Keith and Roger before implementation

13. Acceptance Criteria
The project will be considered successful when:
e Alldeliverables are completed
¢ Website meets design and functionality expectations
e SEO structure is implemented
e Siteis secure and responsive

¢ Roger provides final approval

14. Conclusion

The planning phase provides a structured and detailed roadmap for the successful
execution of Roger’s website redesign. By clearly defining scope, responsibilities, timeline,
risks, and quality standards, the team is well-positioned to deliver a high-quality product
within the two-month timeframe.

The collaborative effort between students, guided by an experienced mentor, ensures both
a strong learning experience and a professional-grade outcome for Roger’s business.

Upon approval of this planning document, the team will proceed to the execution phase,
beginning with design implementation and development setup.

End of Planning Phase Document

STREAMLINED APPROVAL DOCUMENT

Website Redesign Project — Planning Phase Approval



Project Title:

Roger’s Company Website Redesign

Approval Summary:

This document confirms that the Planning Phase has been reviewed and approved. All
stakeholders agree on the defined scope, timeline, roles, deliverables, and project
approach. The project is authorized to proceed to the Execution Phase.

Key Approved Elements:

e Scope: WordPress-based website redesign with modern UlI/UX, SEO optimization,
and security implementation

¢ Timeline: 2-month completion schedule
e Team Roles: Clearly defined responsibilities for all students and mentor

o Deliverables: Design mockups, developed website, optimized content, testing, and
final deployment

e Budget: $650 per student, $250 mentor commission

Execution Authorization:

By signing below, the project sponsor and project manager confirm that:
e« The planning phase accurately reflects project requirements
¢ All expectations and deliverables are clearly defined

e The projectteam is authorized to begin execution immediately

Approval Signatures:

Project Sponsor (Owner):
Roger



Approval Statement:
“l approve the planning phase and authorize the team to proceed with the execution phase
of the website redesign project.”

Signature:
Date:

Project Manager / Mentor:
Keith

Approval Statement:
“l confirm that the planning phase is complete and the project is ready to proceed to
execution.”

Signature:
Date:

Effective Start of Execution Phase:

Upon signatures, the Execution Phase will begin immediately, starting with final design
implementation and WordPress environment setup.

End of Streamlined Approval Document

PROJECT EXECUTION PHASE DOCUMENT

Website Redesign Project — Roger’s Company

1. Introduction to the Execution Phase

With formal approval of the planning phase, the project now transitions into execution—the
stage where strategy becomes reality. This phase focuses on implementing the approved
designs, building the website infrastructure, integrating content, and continuously
validating progress against the project plan.



The execution phase is the most resource-intensive portion of the project and requires
close coordination among all team members. Each student will actively contribute within
their area of expertise, while Keith provides oversight to ensure alighment with scope,
schedule, and quality expectations. Roger remains engaged through structured feedback
checkpoints to ensure the evolving product reflects his vision.

The primary goal of this phase is to deliver a fully functional, visually appealing, SEO-
optimized, and secure website within the defined two-month timeframe.

2. Execution Strategy Overview
The execution phase is structured into four major workstreams:
1. Design Implementation (Ul/UX Translation into Code)
2. Development Setup (CMS, Database, and Infrastructure)
3. Content Integration & SEO Optimization
4. Ongoing Testing and Iteration

Each workstream runs in parallel where possible, with dependencies carefully managed to
avoid bottlenecks.

3. Design Implementation
3.1 Transition from Mockups to Functional Design

Janet begins by converting approved high-fidelity mockups into implementation-ready
assets. This includes:

o Exporting design elements (icons, images, typography styles)
e Defining spacing, grid systems, and responsive breakpoints
e Creating a design specification guide for developers
This ensures consistency between visual design and final implementation.
3.2 Design System Development
To maintain uniformity across the website, Janet establishes a design system that includes:

e Color palette (primary, secondary, accent colors)



e Typography hierarchy (headers, body text, buttons)
e Button styles and interactive states
e Navigation structure
e Layout templates for pages
This design system serves as a reference point for Carl during development.
3.3 Responsive Design Considerations
Janet collaborates with Carl to ensure that designs adapt seamlessly across devices:
e Mobile-first design approach
e Flexible grid layouts
e Optimized images for different screen sizes

This step is critical for both user experience and SEO performance.

4. Development Setup
4.1 Environment Configuration
Carlinitiates the development environment by setting up:
e Local development server (e.g., XAMPP, MAMP, or similar)
¢ Version control system (Git repository)
e Staging environment for testing before deployment
This structured environment allows safe development and testing before going live.
4.2 WordPress Installation and Configuration
Carlinstalls WordPress and performs initial configuration:
o« Database connection setup (with Micah’s input)
¢ Permalink structure optimization for SEO
e Basic site settings (site title, tagline, timezone)

4.3 Theme Development



Rather than relying solely on pre-built themes, Carl develops a custom or child theme to
match Janet’s design:

e HTML/CSS structure aligned with mockups

e PHP templates for dynamic content

e Integration of WordPress functions and hooks
This approach ensures flexibility and performance.
4.4 Plugin Integration
Essential plugins are carefully selected and configured:

SEO plugin for optimization

Security plugin for protection

Caching plugin for performance

Backup plugin for data safety

Micah reviews all plugins to ensure they meet security standards.

5. Database Design and Security Implementation
5.1 Database Structuring
Micah works alongside Carl to optimize the database:
o Cleantable structure
o Efficient data relationships
¢ Avoidance of redundancy
This ensures scalability and performance.
5.2 Security Best Practices
Micah implements security measures including:
e Strong password enforcement
e Secure login URL modifications

e Protection against SQL injection and cross-site scripting (XSS)



e Regular backups
5.3 Access Control
User roles are defined within WordPress:
e Administrator (Roger)
o Editor (Anya for content updates)
e Developeraccess (Carl and Micah)

This ensures controlled access to sensitive features.

6. Content Integration and SEO Implementation
6.1 Content Migration and Creation
Anya leads content efforts:
e Reviewing existing content provided by Roger
e Rewriting or optimizing content for clarity and engagement
e Creating new pages as needed
6.2 SEO Optimization
Anya ensures that all content is optimized:
¢ Keyword placement in headings and body text
e Metatitles and descriptions
e Image alt text
¢ Internallinking strategy
6.3 Collaboration with Development
Carlintegrates content into the website structure, ensuring:
e Properformatting
e Fastloadingtimes

e SEO-friendly URLs



7. Continuous Testing and Quality Assurance
Testing begins early and continues throughout execution.
7.1 Functional Testing
Micah verifies that:
e Navigation works correctly
e Forms function properly
e Links are not broken
7.2 Cross-Device and Browser Testing
The team tests compatibility across:
+ Mobile devices
o Tablets
o Different browsers (Chrome, Firefox, Safari, Edge)
7.3 Performance Optimization
Carl and Micah optimize:
e Page load speed
e Image compression
e Caching mechanisms
7.4 Security Testing
Micah conducts vulnerability assessments:
e Plugin security checks
¢ Database integrity validation

e Login security testing

8. Team Collaboration and Workflow
8.1 Daily and Weekly Coordination

e Daily informal check-ins for quick updates



e Weekly formal meetings led by Keith
8.2 Task Management
Tasks are tracked using a project management tool:
e Assigned responsibilities
o Deadlines
e Progress tracking
8.3 Feedback Loop with Roger
Roger reviews progress at key milestones:
e Design approval
e Mid-development review

e Pre-launchreview

9. Risk Management During Execution
9.1 Active Risk Monitoring
Keith ensures risks are tracked continuously:
e Delaysin development
¢ Misalignment with client expectations
e Technicalissues
9.2 Mitigation Strategies
e Rapid issue resolution meetings
e Adjusting workloads among team members

¢ Maintaining buffer time

10. Change Control During Execution
Any new requests from Roger are:

1. Documented



2. Evaluated forimpact
3. Approved or deferred

This prevents disruption to the timeline.

11. Milestone Tracking
Key milestones during execution include:
e Completion of design implementation
e Functional WordPress setup
e Contentintegration completion
e Testingreadiness

Each milestone is reviewed and approved before moving forward.

12. Documentation and Knowledge Sharing
Throughout execution, the team documents:
e Development processes
e Plugin configurations
e Security measures

This ensures a smooth handoff at project completion.

13. Pre-Deployment Preparation
Before launch, the team ensures:

e Allpages are complete

e SEO settings are finalized

e Security measures are active

e Backup systems are in place



14. Mentor Oversight and Quality Control

Keith plays a critical role in:
e Ensuring adherence to project plan
e Providing technical and strategic guidance
e Conducting quality reviews

His experience helps prevent common pitfalls.

15. Client Engagement and Satisfaction
Roger remains actively involved through:
e Regular updates
 Feedback sessions
e Approval checkpoints

This ensures the final product aligns with expectations.

16. Execution Phase Success Criteria

The execution phase will be considered successful when:
¢ Website design is fully implemented
 WordPress environmentis functional and stable
e Contentisintegrated and optimized

e Website passes all testing criteria

17. Transition to Testing and Deployment
At the end of execution:

e The website enters final testing

e Allissues are resolved

e The siteis prepared for launch



18. Conclusion

The execution phase transforms planning into tangible results through coordinated
teamwork, technical implementation, and continuous validation. Each team member
contributes specialized skills, ensuring that all aspects of the website—design,
functionality, content, and security—are developed to a high standard.

By maintaining structured communication, adhering to defined roles, and proactively
addressing risks, the team is positioned to deliver a professional-quality website within the
agreed timeline.

This phase represents both a critical learning experience for the students and a valuable
business transformation for Roger. With strong mentorship and collaboration, the project
continues to progress toward a successful and impactful completion.

End of Execution Phase Document

EXECUTION PHASE APPROVAL DOCUMENT

Website Redesign Project — Roger’s Company

Project Title:

Roger’s Company Website Redesign

Approval Summary:

This document confirms that the Execution Phase has been successfully completed in
alignment with the approved planning documents. All core components—including design
implementation, development setup, content integration, and initial testing—have been
carried out according to project expectations.

The website is now fully developed, functionally stable, and ready to proceed to the
final Testing and Deployment Phase.



Execution Phase Completion Highlights:

o DesignImplementation: Approved Ul/UX designs successfully translated into a
responsive website

e Development Setup: WordPress CMS installed, configured, and fully operational
e Content Integration: SEO-optimized content implemented across all key pages

e Security Measures: Core security practices applied and verified

¢ Functionality: Navigation, forms, and site features tested and operational

e Performance: Initial optimization completed for speed and responsiveness

Approval Statement:
By signing below, stakeholders confirm that:

e The execution phase deliverables meet the defined project scope and quality
expectations

e The website is ready to proceed to final testing, optimization, and deployment

e Anyremaining enhancements will be addressed during the final phase

Authorization to Proceed:

This approval authorizes the project team to move forward with:
e Final Quality Assurance (QA) Testing
e Bug Fixes and Performance Optimization

e Website Deployment and Launch Preparation

Approval Signatures:

Project Sponsor (Owner):
Roger



Approval Statement:
“l confirm that the execution phase has been completed to my satisfaction and authorize
the team to proceed to the testing and deployment phase.”

Signature:
Date:

Project Manager / Mentor:
Keith

Approval Statement:
“l confirm that execution phase deliverables meet project standards and the team is ready
to proceed to final testing and deployment.”

Signature:
Date:

Next Phase:

Testing & Deployment Phase - Final Validation and Launch

End of Execution Phase Approval Document

PROJECT MONITORING & TESTING PHASE DOCUMENT
Website Redesign Project — Roger’s Company

1. Introduction to the Monitoring & Testing Phase

With the execution phase completed and approved, the project now enters the Monitoring
& Testing Phase. This phase is critical for validating that all components of the website
function as intended, meet quality standards, and align with the original project objectives.
Itis also the stage where performance is fine-tuned, security is verified, and any remaining
defects are identified and resolved.



Monitoring occurs continuously throughout this phase, ensuring that progress remains
aligned with the project plan. Testing is conducted systematically across multiple
dimensions, including functionality, usability, compatibility, performance, and security.

The ultimate goal of this phase is to deliver a polished, reliable, and production-ready
website that meets Roger’s expectations and provides a strong user experience for his
customers.

2. Monitoring Framework
2.1 Ongoing Performance Tracking
Keith establishes a monitoring framework that includes:
e Weekly progress reviews
e Dailyissue tracking updates
e Task completion metrics
e Quality checkpoints

Each team member reports progress and blockers, ensuring transparency and
accountability.

2.2 Key Performance Indicators (KPls)
The team defines measurable KPIs to evaluate readiness:
e Page load time under 3 seconds
e Zero critical functionality errors
e Mobile responsiveness across all major devices
e SEOreadiness (metadata, structured content)
e No high-risk security vulnerabilities

These KPIs guide decision-making throughout the phase.

3. Testing Strategy Overview

Testing is divided into several categories:



1. Functional Testing

2. Usability Testing

3. Cross-Browser & Device Testing
4. Performance Testing

5. Security Testing

6. SEO Validation

Each category is assigned to specific team members, with collaboration encouraged.

4. Functional Testing
Micah leads functional testing, ensuring all features operate correctly.
4.1 Core Functionality Checks
e« Navigation menus
e Contact forms
e Buttons and links
e Page transitions
4.2 Issue Identification

During testing, Micah discovers an issue with the contact form not submitting properly
under certain conditions.

Challenge #1 (Student-Led Resolution):
Micah flags the issue and collaborates with Carl.

Micah:
“I’m seeing inconsistent behavior in the contact form—submissions fail when certain fields
are left optional.”

Carl:
“That sounds like a validation issue. Let me review the PHP handling and form logic.”

After reviewing the code, Carl identifies improper validation handling in the backend script.

Resolution:



e Carlupdates the validation logic
e Micah retests and confirms functionality

This challenge demonstrates effective peer collaboration without mentor intervention.

5. Usability Testing
Janet leads usability testing to ensure a smooth user experience.
5.1 User Journey Evaluation
e Ease of navigation
e Clarity of content
e Accessibility of key information
5.2 Feedback Integration

Janet conducts a simulated user walkthrough and identifies that the homepage call-to-
action (CTA) is not prominent enough.

Challenge #2 (Student Collaboration):

Janet:
“The CTA button isn’t drawing enough attention. Users might miss it.”

Anya:
“That could also impact conversions. We should strengthen the wording and placement.”

Carl:
“l can adjust the styling and reposition it above the fold.”

Resolution:
o Janetredesigns the CTA for better visibility
e Anya refines the text for stronger engagement
e Carlimplements the updated design

This collaborative adjustment improves both usability and business impact.

6. Cross-Browser & Device Testing



The team ensures compatibility across:

e Chrome
o Firefox

o Safari

e Edge

And devices:
e Smartphones
o Tablets
e Desktop screens
6.1 Issue Discovery
Micah identifies layout inconsistencies on Safari.

Micah:
“The layout breaks slightly on Safari—spacing issues in the header.”

Carl:
“That’s likely a CSS compatibility issue. I’ll adjust the styles.”

Resolution:
e (CSS adjustments made

e Retesting confirms consistency across browsers

7. Performance Testing
Carl and Micah jointly optimize performance.
7.1 Optimization Areas
e Image compression
e Caching configuration
o Code minification
7.2 Performance Challenge

The team notices slower load times on image-heavy pages.



Challenge #3 (Mentor Intervention):
Despite initial optimization attempts, performance remains below target.
Keith steps in:

Keith:
“You’re optimizing correctly, but you’re missing lazy loading and proper asset prioritization.
Focus on loading critical elements first.”

Carl:
“That makes sense—we can defer non-essential scripts.”

Micah:
“I’IL configure lazy loading for images.”

Resolution:
e Lazyloading implemented
e Scripts deferred
e Page load times improved significantly

Keith’s experience helps the team resolve a more complex performance issue efficiently.

8. Security Testing
Micah leads security validation.
8.1 Security Checks
e Plugin vulnerabilities
e Secure login enforcement
e Database protection
8.2 Findings
Minor vulnerabilities are identified in one plugin.

Micah:
“This plugin has outdated security patches.”

Carl:
“Let’s replace it with a more secure alternative.”



Resolution:
e Pluginreplaced

e Security retested and validated

9. SEO Validation
Anya ensures the website is fully optimized.
9.1 SEO Checklist
e Metatitles and descriptions
¢ Keyword placement
e Internallinking
e Alttextforimages
9.2 SEO Challenge
Anya notices inconsistent keyword usage across pages.
Challenge #4 (Student-Led Resolution):

Anya:
“We need better keyword consistency. Some pages aren’t aligned with our strategy.”

Janet:
“Will that require layout changes?”

Anya:
“Minor adjustments, mostly content updates.”

Resolution:
o Contentrevised for consistency

e SEO structure improved

10. Monitoring Team Performance
Keith evaluates team effectiveness:

e Strong collaboration observed



e Timelyissue resolution
e Increasing independence among students

He provides feedback to reinforce strengths and guide improvements.

11. Communication During Testing
11.1 Regular Updates
e Dailyissue logs
e Weekly review meetings
11.2 Client Involvement
Roger participates in a pre-launch review:

Roger:
“The site looks great. It’s exactly the modern feel | wanted.”

Minor feedback is incorporated before final approval.

12. Risk Monitoring
Remaining risks are minimal:

e Minor bugs

e Final optimization needs

All are addressed promptly.

13. Quality Assurance Summary

All testing categories meet defined KPls:
¢ Functionality: Verified
¢ Performance: Optimized
e Security: Secured

e SEO:Implemented



e Usability: Improved

14. Final Pre-Deployment Checklist
e Allbugs resolved
e Backup system active
e SEO settings finalized

e Security measures verified

15. Lessons Learned During Testing
Key Takeaways:
e Early testing reduces major issues
e Collaboration accelerates problem-solving

¢ Mentor guidance is valuable for complex challenges

16. Readiness for Deployment
The website is now:

¢ Fully functional

e Secure

e Optimized

e Client-approved

17. Conclusion

The Monitoring & Testing Phase ensures that the project meets all quality and performance
standards before launch. Through structured testing, proactive monitoring, and
collaborative problem-solving, the team successfully refined the website into a polished

final product.



Challenges encountered during this phase strengthened the team’s ability to
communicate, troubleshoot, and adapt. With guidance from Keith and strong collaboration
among students, all issues were resolved efficiently.

The project is now fully prepared to transition into the final phase: Deployment and
Closure, where the website will be launched and handed over to Roger.

End of Monitoring & Testing Phase Document

PROJECT DEPLOYMENT & CLOSURE PHASE DOCUMENT

Website Redesign Project — Roger’s Company

1. Introduction to Deployment & Closure Phase

The Deployment and Closure Phase represents the final stage of the website redesign
project. After successful completion of monitoring and testing, the website is now ready to
be launched into a live production environment and formally handed over to Roger.

This phase ensures that all deliverables are finalized, the website is accessible to the
public, stakeholders are satisfied, documentation is completed, and compensation is
distributed as agreed. It also includes a structured review process to evaluate
performance, capture lessons learned, and formally close the project.

The successful execution of this phase reflects not only the completion of technical work
but also the achievement of the project’s primary objective: delivering a modern, secure,
and user-friendly web presence for Roger’s business.

2. Deployment Strategy
2.1 Pre-Launch Preparation
Before deployment, the team conducts a final readiness review:

o \Verification of all website pages and functionality



¢ Confirmation that all testing issues have been resolved

¢ Backup of the full website (files and database)

e Final SEO checks (meta tags, indexing readiness)

e Security verification (plugins, access controls, SSL readiness)

Micah ensures that backups are securely stored and that recovery procedures are
documented.

2.2 Live Environment Setup
Carl leads the deployment process by preparing the live hosting environment:
e Configuring hosting server settings
o Uploading website files
e Importing the database
e Connecting the domain name to the hosting server

Micah assists by verifying database integrity and ensuring secure connections.

2.3 Website Launch
Once all configurations are complete, the website is officially launched.
Launch Activities:

e DNS propagation confirmation

e Live site testing

o Verification of forms and interactive features

¢ Monitoring forimmediate post-launch issues

The team remains on standby to address any unexpected issues during the initial launch
window.

3. Post-Launch Monitoring

Immediately after deployment, the team conducts real-time monitoring:



e Website uptime tracking
e Performance monitoring
e Errorlogging
e Userinteraction validation
Carl and Micah handle technical monitoring, while Anya checks SEO indexing readiness.

No critical issues are identified during launch, indicating a smooth transition from staging
to production.

4. Knowledge Transfer & Handoff
4.1 Client Training

A training session is conducted with Roger to ensure he can manage the website
independently.

Training Topics:

Logging into WordPress dashboard
e Editing and updating content

e Uploading images and media

e Managing basic settings

e Understanding SEO basics

Anya and Carl lead the training session, while Keith ensures clarity and completeness.

4.2 Documentation Delivery
The team provides Roger with a documentation package that includes:
e Website user guide
e Plugin overview
e Security best practices
e Backup and recovery instructions

e Contactinformation for future support



4.3 Final Handoff Confirmation
Roger confirms that:
e He hasfull access to the website
e He understands how to manage content

o Alldeliverables have been received

5. Payment Disbursement

As agreed in the project charter, compensation is distributed upon successful project
completion.

5.1 Payment Breakdown
e Janet: $650
e Carl: $650
e Anya: $650
e Micah: $650
e Keith (Mentor): $250
5.2 Payment Confirmation
Roger confirms that all payments have been issued in full.

Roger:
“l confirm that all agreed payments have been distributed to the team and mentor for their
work on this project.”

6. Project Closure Activities

6.1 Final Deliverable Review

Keith conducts a final review to ensure:
e Allscope requirements are met

e Deliverables are complete



e Documentation is finalized
6.2 Administrative Closure

e Projectfiles archived

e Access permissions reviewed

e Project officially marked as complete

7. Customer (Roger) Review
Roger’s Feedback:

“This project exceeded my expectations. The team delivered a website that truly reflects
my business and connects with my customers. The design is modern, the site is easy to
navigate, and | feel confident managing it moving forward.

| especially appreciated the communication throughout the project. Every phase was
clearly explained, and | always knew what to expect. The students demonstrated
professionalism and dedication, and Keith’s guidance ensured everything stayed on track.

| would absolutely recommend this team for future projects.”

8. Mentor Review (Keith)
Keith’s Evaluation:

“This project was an excellent example of structured project management combined with
hands-on learning. Each student demonstrated growth in their respective areas and
contributed meaningfully to the team.

Key strengths included:
e Strong collaboration and communication
o Effective problem-solving during testing
e Adherence to project timelines
Areas for continued development:
e Anticipating performance challenges earlier

e Further refining cross-functional coordination



Overall, the team delivered a high-quality product and successfully met all project
objectives.”

9. Student Reviews & Reflections
9.1 Janet (UI/UX Designer)

“This project helped me understand how design translates into real-world applications.
Seeing my designs come to life in a functional website was incredibly rewarding. | also
learned the importance of usability and how small changes can make a big difference.”

9.2 Carl (Developer)

“Working on the backend and integrating a custom design into WordPress gave me
valuable experience. | improved my problem-solving skills, especially when debugging
issues during testing and optimizing performance.”

9.3 Anya (SEO & Content Specialist)

“This project strengthened my ability to aligh content with business goals. | learned how
SEO, design, and development all work together to create an effective website.”

9.4 Micah (Security & Database Specialist)

“l gained hands-on experience with securing a live website and troubleshooting real issues.
The collaboration with Carl and the team helped me better understand how all
components connect.”

10. Lessons Learned

10.1 What Went Well
e Clear planning and defined roles
e Strong mentorship and guidance

o Effective communication



10.2 Challenges Overcome
e Performance optimization issues
e Cross-browser compatibility fixes
¢ Content consistency improvements
10.3 Recommendations for Future Projects
e Begin performance optimization earlier
e Conduct more frequent usability testing

¢ Maintain detailed documentation throughout

11. Project Success Evaluation

The project is considered successful based on:
e Completion within the 2-month timeline
e Delivery within budget
¢ Achievement of all defined objectives
+ Positive client feedback

¢ Functional, secure, and optimized website

12. Final Project Closure Statement

This document confirms that all project phases—Initiation, Planning, Execution, Monitoring
& Testing, and Deployment & Closure—have been successfully completed.

All deliverables have been provided, payments have been disbursed, and the website has
been launched and handed over to Roger.

The project is now officially closed.

13. Sign-Off

Project Sponsor (Owner):
Roger



Signature:
Date:

Project Manager / Mentor:
Keith

Signature:
Date:

Team Members:
Janet | Carl | Anya | Micah

Signatures:

End of Deployment & Closure Phase Document



