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Introduction

We know that starting a web project can be daunting. It’s a significant 

task that will often include a number of stakeholders from across your 

business and require meticulous planning and organisation. 

It’s also incredibly exciting. Working on a website redesign project - if 

approached using best practice - can give you the opportunity to get 

to know your user personas in detail, get clarity on your business, 

marketing and website goals and ensure your organisation creates a 

strong digital foundation. 

In this guide, we aim to shed light on each stage of a website project, 

including what it should look like, how it should be approached and 

advice and guidance on how to ensure high-quality execution at every 

stage. 

Our hope is that the guide is a valuable aid during your project but if you 

feel you need further support, please give us a ring! We’re a friendly 

bunch and also have been working on website projects for a long old 

time.
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UNDERSTANDING THE IMPORTANCE OF STAKEHOLDER MANAGEMENT IN A WEBSITE PROJECT 

One of the biggest challenges facing website project leads is stakeholder 

management and gaining buy-in from key leaders across their 

organisation. This can be particularly difficult in large organisations, where 

there are often multiple departments and conflicting interests involved.

At the heart of stakeholder management is communication - it is essential 

to clearly and consistently communicate your goals and plans for your 

website project with all relevant stakeholders. This can involve everything 

from establishing regular meetings or updates, to actively soliciting 

feedback and input throughout the planning process.

Another important consideration is time management - ensuring that 

everyone has enough time to contribute their views and opinions, while 

at the same time keeping the project on track and working towards 

deadlines. A key part of this is being prepared for potential roadblocks 

along the way, such as unexpected delays or changes in scope.

With careful planning and communication, it is possible to successfully 

navigate the challenges of stakeholder management in large website 

projects. By engaging all relevant parties from the outset, you can ensure 

that everyone is on board with your plans and help make your project a 

success.

Stakeholder management 
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Achieving project, time, and budget buy-in from all the relevant 

stakeholders is key to kicking off a website project. This can be a 

challenge, as each department may have its own objectives and goals. 

However, by thinking about this area early on and ensuring you have a 

considered internal communications approach, you can ensure you have 

all the key stakeholders on board.

Make a business case 
Writing a business case will be the starting point of your website 

project. Your organisation and stakeholders will want to see an 

evidence based justification for the website, including the key 

objectives, intended output and projected business return. It 

will be crucial to include relevant data and information about 

competitors to ensure you clearly show how a new website could 

make a positive impact on your organisation’s bottom line. 

Define the project objectives and goals
Before you start involving different departments, it is important to 

first define the high level organisational objectives and goals of the 

project. This will help ensure that everyone is clear on what the 

project is trying to achieve. Once you have defined the objectives 

and goals, you can then start approaching different departments to 

get their input and feedback.

Define the value for stakeholder groups
To get buy-in from different departments, it is also important to 

show how the website project will benefit each stakeholder group. 

For example, if one department has a strong focus on customer 

service, you could highlight how the website will help improve the 

customer service experience. Similarly, if another department is 

concerned with marketing, you could show how the website can 

be used to drive more traffic and leads. By demonstrating value for 

each stakeholder group, you increase the chances of getting buy-in 

from all departments. Having said this, it will be crucial to define 

prioritisation on the website around key organisational north stars. 

For example, a university website should attract new undergrads 

more than it focuses on alumni. It will be important to define these 

with senior stakeholders and your wider organisation to ensure all 

teams and departments are on the same page when it comes to 

priorities on the website.   

1.

2.

3.

HOW TO GET STAKEHOLDERS ON BOARD 

Getting buy-in from key stakeholders 
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Communicate effectively with stakeholders 
Once you have approached different departments, it is important 

to set out clear ways of working to communicate clearly and 

effectively with them throughout the project. This can involve 

regular meetings, presentations, or other forms of communication 

that are tailored to each department's needs and preferences. 

As you work through the different stages of the website project, 

be sure to keep your stakeholders updated on any changes 

or developments so that they can provide timely feedback or 

suggestions. However, at times you will need to keep these 

departmental stakeholders at arm’s length, as decisions and 

compromises may need to be made that they would not be in 

favour of - it often falls to you as a project lead to define with your 

senior stakeholder and your agency where to draw the line.

Seek input and feedback early on
As much as possible, try to seek input and feedback from different 

departments at the early stages of the website project. This will 

give them a chance to provide suggestions or ideas that can be 

incorporated into the project and allow them to feel ownership of 

the result. It also helps build trust and rapport between you and 

the stakeholders, which can be helpful when it comes time to get 

their buy-in for the final website.

Overall, getting buy-in from different departments for a website 

project can take time and effort, but with the right planning and 

communication strategies, it is certainly possible. By focusing on 

stakeholder needs and demonstrating value for each department, 

you can work towards a successful website project that meets the 

needs of all stakeholders involved.

4.

5.

GETTING STAKEHOLDER BUY-IN

Make a business case1. 

Define the project objectives 
and goals

2. 

Define value for stakeholder 
groups

3. 

Communicate effectively with 
stakeholders

4. 

Seek input and feedback 
early on

5. 
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HOW TO SET CLEAR EXPECTATIONS FOR STAKEHOLDERS 

Factoring in stakeholder time

At the core of any website project is planning and stakeholder 

management. When you are planning a new website, it is crucial that you 

take into account the time required by your internal stakeholders – from 

decision makers to junior team members – in order to ensure that your 

project stays on track and within your budget. Defining a plan around 

which stakeholders are responsible for writing and signing off on different 

types of content, for example, will help you plan this task.

It’s also important to ensure that everyone involved has the necessary 

time and resources available for the project so that all parties can 

contribute their input effectively. This can involve everything from design 

work to content creation, testing, feedback gathering, and more. Without 

taking into account these factors, there can be significant delays or even 

cost overruns as deadlines are missed or additional resources must be 

hired to make up for lost time.

Fortunately, there are several strategies you can employ to effectively 

plan for stakeholder time in your website project. These include:  

• Establishing clear timelines and goals

• Setting realistic expectations with key stakeholders

• Prioritising tasks based on their impact and urgency

• Maintaining effective communication throughout the process

Through thoughtful planning and effective stakeholder management, you 

can ensure that your website project runs smoothly from start to finish 

and delivers results that meet – or even exceed – your expectations.
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WHO TO INCLUDE IN YOUR WEBSITE PROJECT GROUP

Organisational roles 

Depending on the size and scope of the website, different roles may be 

needed to ensure its successful completion. Here are some common 

website roles and the amount of time they should expect to dedicate to 

the project:

• Marketing Manager: Usually the lead stakeholder in a website 

project, the Marketing Manager will normally be responsible for website 

project planning, setting the agenda, objectives and determining the 

brief and outcomes. The agency they work with will also be responsible 

for a significant amount of the planning and delivery however the 

Marketing Manager should be the overseer of the project and bridge 

between the organisation and the agency. They should expect to 

dedicate a significant amount of time to the project across the whole 

project lifecycle.  

• Project Lead: The project lead will usually provide admin and 

organisational support to the Marketing Manager to ensure that the 

project runs on time and on budget. Responsibilities might include 

developing and maintaining a filing system, ensuring all due diligence 

is met, day-to-day communication with the web design agency and 

any other relevant partners. Internal organisational risk management 

will also be a key role as well as securing resources from internal 

departments to ensure availability of key team members. 

• Department representatives: Depending on the makeup of 

your organisation, you may need several department representatives 

included in your working group. This will ensure that all departmental 

website requirements are understood and factored into the new website 

build. If these stakeholders are left out, there’s a significant risk that 

the new site will not meet all the needs from around the business and 

costly and damaging changes could be asked for retrospectively. These 

departments could include customer service, sales, marketing, finance, 

operations, IT and HR. During any relevant phases of the website 

project, they should allow at least a few hours per week for the website 

project. 
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• Design representative: The agency you work with should have a 

Digital Designer allocated to your project. But if you have a design team 

within your organisation, it will be useful to ask for some of their time 

to ensure that any brand guidelines and design approaches are fully 

understood before the web design work commences. 

• Senior stakeholder(s): You will need to gauge which (if any) senior 

stakeholders want to be involved in the website project. This could be 

your CEO (more on this later) or your CMO if your CEO does not have 

the capacity to be involved. Either way it’s highly likely that a senior 

stakeholder will need to be involved at least at the beginning and end of 

the project to ensure the website delivered meets expectations. 

• IT: The agency you work with should have an experienced Web 

Developer working on your website. But if you have a colleague in the 

IT team with a technical background this will be a helpful addition to the 

project team to ensure that every area is taken into consideration. It will 

also make sure that as a client, you fully understand all the moving parts 

of the project. Your technical colleague should allow at least a few hours 

per week for the website project, particularly during the beginning and 

end of the project. 

While every website project will have different stakeholders and business 

roles involved, these are some of the key team members you can expect 

to see in most website projects. Whether you are leading or participating 

in a website project, it's important to understand the time commitment 

required from each colleague in order to ensure successful completion of 

your website goals.

YOUR WEBSITE PROJECT GROUP 

MAY INCLUDE

Marketing Manager

Project Lead

Design representatives

Department representatives

Senior stakeholder(s) 

IT



10 www.crucible.io

B.

HOW TO RUN A WEBSITE PROJECT: A BEST PRACTICE GUIDE  

APPROACHING STAKEHOLDER MANAGEMENT WITH A SENIOR LEADER 

Involving your CEO 

No matter what stakeholder management approach you take, 

understanding how much involvement the CEO wants to have in a website 

project is key to ensuring that the project goes smoothly and aligns 

with the organisation's goals. By taking the time to engage with senior 

stakeholders early on, you can set your website project up for success.

It is crucial that your CEO understands what their role is, how to be 

helpful and what would be a hindrance to the project. For example, if the 

CEO is interested in having a more hands-on role in the website project, it 

is important to involve them in key decisions from the outset. This includes 

getting their input on things like the vision, key objectives and goals for 

the website project and the project budget and timeline. Additionally, 

you'll need to keep them updated on progress throughout the project and 

ensure that they are happy with the final deliverable. 

On the other hand, if the CEO prefers to take a more hands-off approach, 

it is still vital to keep them informed of progress and get sign off on major 

decisions. However, you'll have more freedom to work independently and 

may not need to involve them as much in day-to-day tasks.
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USING COMMUNICATION TO KEEP YOUR PROJECT ON TRACK

Achieving successful communication 

In order to ensure that your website planning process is smooth and 

efficient, it's important to take the time to manage internal stakeholders 

effectively with regular and clear communication. 

Keep lines of communication open.
One of the most important things you can do to ensure successful 

communication with stakeholders is to keep lines of communication 

open at all times. This means being available to answer questions, 

provide updates, and offer support when needed. It can be helpful 

to set up regular check-ins or status meetings so that everyone is 

always on the same page.

Be transparent about decision making.
When it comes to website projects, there are often many moving 

parts and decisions which need to be made quickly. It's important 

that stakeholders understand why certain decisions are being 

made and how they will impact the project overall. By being clear 

and transparent about these decisions, you can help prevent any 

unnecessary disagreements or confusion among team members.

1.

2.
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Conclusion 

It’s important to address concerns and issues raised by various 

stakeholders, while also being prepared to make compromises where 

necessary. Effective stakeholder management often involves working 

with teams or individuals who may not have much experience with web 

projects, so it is essential to provide clear instructions and guidance 

throughout the process. Successful stakeholder engagement requires 

careful planning, ongoing communication, and effective problem-solving 

skills in order to meet the needs of all parties involved. But the result 

of this invested time should be the delivery of a new website which 

serves all the needs of your organisation and becomes a key channel for 

organisational growth. 



C.

Project structure
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Introduction

Once you’ve completed the initial stages of your website project and 

ensured you have buy-in and project representation from all the relevant 

departments, it’s time to create your project structure. This will help 

you to run your project on time, reach your key milestones and meet 

expectations from your organisation. 

You can start your planning by looking at the day to day and week to week 

of your project to ensure you’re clear on its overall length, when different 

stages will take place and when your colleagues from other teams will 

be needed. While it’s also important to build in ‘slack’ so that you allow 

for the time it takes your different teams to sign off on your agency’s 

deliverables, you should also encourage all of your teams to stick to 

timescales as best they can. Missing signoff deadlines will have a knock-

on effect on the internal resources you’ve booked.

The first phase of your project should consist of several in-depth 

discovery meetings so that your agency can conduct requirements 

gathering, ensuring you are fully aligned on the vision and objectives for 

the project. 

The following section details what type and how many meetings you'll 

need throughout the duration of your project.
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UNDERSTANDING HOW TO KEEP YOUR WEBSITE PROJECT MOVING FORWARDS

Keeping on track

Following the discovery phase, you should then run two types of meetings 
in parallel: 

Weekly progress meeting
Ideally, this meeting should be at the same time each week and is a 

chance for your web agency to give a progress update. It should cover 

what the focus has been over the past week, help to plan the next week, 

and act as an opportunity for each party to follow up on any outstanding 

actions. 

Weekly deliverables meeting
If possible, this meeting should also be at the same time each week and 

give your agency the chance to run through any specific deliverables which 

are expected each week. These could be design drafts or UX diagrams 

which require feedback. 

We’d also recommend doing a: 

Monthly check-in 
As well as these two meetings, you may want to set up a monthly check-in 

to report on overall progress towards milestones. This check-in would run 

through a monthly report, which would give an overview of the activities, 

actions and deliverables achieved, whether or not the project was still on 

track (particularly regarding timings and budget), and give an opportunity 

to flag any concerns. A monthly check-in is also a good opportunity to 

monitor and update your project RAID log - an essential document to 

keep on top off over the course of your project. If this isn’t kept up to 

date, you run the risk of key areas of the project being overlooked and not 

adequately monitored. 
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KEEPING A RAID LOG 

During complex website projects, it’s important to be proactive with risks 

and pre-empt what they could be, how they could be mitigated, and to 

assign them to team members to manage. Using a RAAIDD log allows you 

to control and manage these risks as much as possible. 

WHAT DOES RAAIDD STAND FOR? 

RAAIDD (often just called RAID) is an acronym for: 

Risk: By ‘risk’, we mean any event with a level of uncertainty which 

would impact the project outcome. These could be positive or negative 

risks. But either way a mitigation plan needs to be put in place to ensure 

the risks do not impact the project. An example of a standard risk might 

be a key team member needing time off sick.

Action: Actions detail what will be done to mitigate a risk or resolve an 

issue. Actions need to be assigned to team members to ensure that there 

are accountable owners of each action. Ideally each action will also have 

an expected date of completion so that action owners can report back at 

the next RAAIDD meeting.

Assumptions: Assumptions are factors which are assumed to be 

true within a project. It’s important that these are validated to avoid 

miscalculations. An example of an assumption might be that a third 

party’s API documentation is comprehensive - which obviously could 

present an issue if it is later found out to be lacking.

Issues: Issues are negative events that arise during the course of a 

project. This means you are unlikely to fill them into your RAID log until 

they have already happened. In some cases they can be a result of a risk 

being realised but with a mitigation plan to resolve them. Some issues can 

be around the technical side of the project, for example. 

Dependencies: These are tasks or events which are dependent on 

another action being completed. Highlighting these is crucial to ensure 

that the project group is clear as to the order in which key aspects of the 

project need to be completed.

Decisions: It’s important that decisions are logged so they can be 

referred to throughout the project if needed. It can also be an important 

resource to learn from on completing the project. 



17 www.crucible.io

C.

HOW TO RUN A WEBSITE PROJECT: A BEST PRACTICE GUIDE  

WHAT ARE THE BENEFITS OF KEEPING A RAAIIDD LOG?  

It’s important to address concerns and issues raised by various 

stakeholders, while also being prepared to make compromises where 

necessary. Effective stakeholder management often involves working 

with teams or individuals who may not have much experience with web 

projects, so it is essential to provide clear instructions and guidance 

throughout the process. Successful stakeholder engagement requires 

careful planning, ongoing communication, and effective problem-solving 

skills in order to meet the needs of all parties involved. But the result 

of this invested time should be the delivery of a new website which 

serves all the needs of your organisation and becomes a key channel for 

organisational growth.

WHAT DOES BEST PRACTICE LOOK LIKE?  

• Updating the RAAIIDD log on a continuous basis and making it a 

key part of the regular project meetings  

• Delegating actions and tasks to owners to ensure accountability 

stays with individual people  

• Being just as mindful towards the Assumptions and Dependencies 

as you are towards the Risks and Issues  

• Ensuring that the RAID log is placed in a central location 

which the whole project group can access 

• Scoring the potential impact of each entry and assigning 

mitigation efforts based on likelihood and severity weightings
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HOW TO APPROACH WEBSITE CONTENT MIGRATION

Managing website content 

One of a marketing manager’s key roles during a website project will 

be managing the strategy and approach to the website content. And it’s 

crucial to think about this as early on as you can, as this is far and away 

the leading cause of costly delays to a website launch. 

When planning your approach to your website content, it is important 

to consult other stakeholders, and then to ultimately arrive at a set of 

principles. For example, one principle might be ‘every page on the old 

site is read over before being put live on the new site’. Or, if you have a 

much larger site or content archive, you might plan your website content 

changes along the lines of ‘any main website content older than 12 months 

needs rewriting, any blog post over 6 months old can go live without 

being checked’. Maybe you work in a sector where regulatory changes 

would mean it makes sense to check all of your content in depth. These 

decisions are important to make at the outset of a project so you can plan 

suitable resources to ensure you are ready to go live on time. You have an 

opportunity to decisively impact the style and structure of your website’s 

content and to set up stronger principles for the future - so don’t waste it!

Depending on which approach you choose and the size of your current 

site, the amount of time your content will take you to prepare will vary 

dramatically. If you choose to tackle an in-depth review of your site 

content, you will have content strategy work to do as well as rewrites and 

the production of new content for your site. This piece of work would 

require support from across your organisation which is why it’s important 

to think about this area early on. Through being proactive, you can ensure 

you take the best approach for your organisation to your website content 

and avoid rushing this crucial part of the project.
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Project stages and key responsibilities 

There are several stages to a website project, and it can be difficult to 

know what your focus should be at each stage. In this section, we’ve 

outlined the key project phases and what your list of jobs should look like 

during each phase. 

DISCOVERY

During Discovery, project and marketing managers will for the most part be 

ensuring all the admin around the project is set up and effectively managed 

internally. As well as this, you’ll need to make sure you’re well prepared 

for meetings and have an in-depth understanding of the key decisions and 

progress which will need to take place at each meeting. Your agency will 

be able to guide you on this and help you prepare, whether this is your first 

project or if you are a seasoned website project lead.

You will be: 

• Organising meetings and ensuring all project stakeholders can attend 

• Ensuring that all necessary internal preparation is completed before each 

meeting 

• Being proactive to ensure that project stakeholders know when decisions 

need to be made during this phase and are prepared to make them

USER EXPERIENCE & INFORMATION ARCHITECTURE (UX & IA)

Over the course of this phase, it’s important that you work closely with 

your internal stakeholders to ensure that crucial feedback on information 

architecture, user flows, wireframes and designs are gathered internally and 

passed to your agency. Be wary of simply rubber-stamp approving any of 

these deliverables: it is a common pitfall of a project to think ‘that looks about 

right’ and not engage in depth with the work your agency provides. During 

this phase, you will also need to work with your agency on a fully refined 

information architecture (IA) so your agency has a good understanding of 

the volume and types of content required across the site, as well as its 

overall structure. This will also help you to define the scope of the content 

part of the project.

You will be: 

• Contacting users to help your agency with interviews

• Circulating flows and diagrams around key stakeholders

• Comparing the site map and information architecture both to your current 

website and competitors to ensure it meets your users’ needs

• Testing early wireframes and prototypes

• Assessing whether you feel the UX is right for your users 
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DESIGN

The design phase will require substantial input from project stakeholders 

to ensure that designs are circulated in a timely manner and feedback 

is gathered quickly and sent back to your agency in an easy to digest 

and logical way. More than anything, following your internal discussions, 

you should present one unified voice back to your agency with clear 

actions. Distilling the internal feedback and defining those actions is often 

your job as a website project lead. One way to approach this phase is 

to hold internal workshops and discussions so you can get all project 

stakeholders in one place and gather the feedback there and then. 

You will be: 

• Signing off design assets such as mood boards

• Holding workshops and discussions to assess that the work that’s being 

delivered is meeting expectations around your brand

• Looking at user interface (UI) schemes and comparing them to 

competitors 

• Gathering feedback on the website designs from your senior 

management team  

• Providing sign off so your agency can progress to the development 

stage 

If you are working towards a minimum viable product (MVP) remember 

not to strive for ‘perfection’ but instead to sign off quickly so that designs 

can be developed. If your product aims for much longer term stability 

then you can take longer and include more rounds of feedback in this 

stage.

DEVELOPMENT

The development stage of the project will typically be quieter for you 

and your project stakeholders, as this is when your agency works on 

the heavy lifting of building the site. And so this is a great opportunity 

to make headway with your website content if it’s been difficult to make 

much progress on this part of the project before this point. Once your 

agency is ready, however, they will share a staging site for you to review, 

when you will need to participate in testing.

You will be: 

• Reviewing the staging website from your agency 

• Providing quality assurance (QA) and inputting into a user acceptance 

testing spreadsheet 

• Testing the CMS with website editors and users from across your 

organisation 

• Getting ahead with your website content and ensuring you’ve delegated 

the content requirements, production and management effectively 

across your project group 
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FINALISATION OF CONTENT & UPLOAD  

As we’ve discussed, ideally you should have started work on your 

website content in the initial phases and by this point be in the final stages 

of producing the content needed to launch your site. If your content 

approach is a ‘lift and shift’ from your old website, all you’ll need to do is 

an XML export which will then be uploaded to your new site. If you have 

been working on offline resources, now is the time to organise how these 

will be uploaded and begin the process of doing so.

You will be: 

• Finalising your website content and uploading to your new site 

• Completing the XML export from your old site 

• Giving any third parties or software providers plenty of notice to ensure 

business critical channels such as email continues to run as the website 

launches without any issues 

PROJECT STAGES WILL CONTAIN AT LEAST

Discovery

UX & IA

Design

Development

Finalisation of content & upload  



D.

Getting the right input
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HOW TO GET HIGH QUALITY INPUT FROM YOUR AUDIENCE

Consulting users 

User testing is the process of evaluating a digital product or service 

by testing it with real users. It allows you to gather feedback about the 

usability of your product and identify any areas that need improvement.

Testing your new website with users is an essential stage during a website 

project. Websites that are not designed in a user-centric way will not serve 

the needs of your audience and lead to poor website performance. 

There are several approaches you can take to user testing, ranging from 

high-tech, involved procedures such as observing focus groups, to much 

more economical options such as testing through online user testing 

platforms. Each approach has various benefits and drawbacks. 

It’s worth noting that when selecting users for testing there’s no such thing 

as a perfect sample. However random your group, some bias will always 

exist, and a range of different levels of skill and knowledge could skew 

your results. This is not an issue which can be avoided completely, but it’s 

important to mitigate it as much as possible, and do as much user testing 

as you can to lessen the impact of any outliers, and to help to achieve a 

wide and varied sample. 
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INTERVIEWS

One common method of user testing is conducting interviews with users. 

This involves asking them questions about their experience using the 

product or service and getting their feedback on specific aspects of it.

When conducting user interviews, there are a few things to keep in mind in 

order to get the most useful feedback:

Make sure to explain the purpose of the interview upfront.
This will help set the context for the user and ensure that they 

understand what you’re trying to learn from them and their 

interaction with your product.

Be clear and concise in your questions. Try to avoid asking 

leading or loaded questions that could bias the user’s response.

Allow the user to speak freely and openly about their 
experience. Avoid interrupting them or steering the conversation in 

a particular direction.

Take note of both the positive and negative feedback. It’s 

important to identify both areas that are working well and those that 

need improvement.

Thank the user for their time and feedback once the 
interview is complete.

User interviews can be a valuable tool for gathering feedback about your 

product or service. By following these tips, you can ensure that you get 

the most useful and accurate information from your users.

1.

2.

3.

4.

5.
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OBSERVATION

Another way to collect feedback from users is by observing participants. 

This can be done in a number of ways, but the most important thing is to 

be as unobtrusive as possible.

The best way to observe users is to employ a tool like UserTesting.com. 

This allows you to record users as they navigate around the site and then 

play back the recordings later. This is an invaluable tool for understanding 

how users interact with your designs. However, it’s important to note that 

these users are fairly seasoned at testing websites, so will be very aware 

of how to approach using your tool. This can mean they give more useful 

feedback, but it also means they are less authentic as a sample, and 

therefore may not pick up on the issues which your ‘normal’ audience 

would. 

Another way to observe users is to simply sit next to them and take notes. 

This can be more intrusive, but it can also give you a better understanding 

of what users are thinking and feeling as they use your prototypes and 

tools.

No matter how you choose to observe users, the most important thing 

is to pay attention to their behaviour and try to understand why they are 

doing what they are doing. This will allow you to make informed decisions 

about how to improve the user experience of your products.

https://www.usertesting.com/
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QUESTIONNAIRES

Questionnaires can be a great way to gather data during user testing. 

They can help you collect information about your users' needs, wants, 

and expectations. However, it is important to use them correctly and 

record data using a best practice approach in order to get the most 

accurate results. If this is neglected, it’s likely that results could be 

coloured by your own opinions, which could bias everything. 

Make sure the questionnaire is relevant to the task at 
hand. As you’ll be testing your website, make sure the questions 

are focused on usability and user experience.

Keep the questionnaire short and to the point. 
Users should be able to complete it in a few minutes.

Make sure the questions are clear and concise. 
Avoid ambiguity or confusion.

Be sure to pilot test the questionnaire - perhaps with 
your colleagues - before using it with actual users. 
This will help you catch any errors or problems with your testing 

setup.

Be prepared to answer any questions users have about 
the questionnaire. This will help ensure that they understand 

what is being asked of them.

Finally, make sure to debrief users after they complete 
the questionnaire. Thank them for their time, and let them know 

how their feedback will be used.

By following these tips, you can ensure that your questionnaire is effective 

and provides accurate data.

1.

2.

3.

4.

5.

6.
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WHEN TO GET INPUT FROM YOUR AUDIENCE

Consult on an ongoing basis 

It’s crucial to ensure that you consult users throughout the duration of 

your project. This will enable you to continue to understand the ongoing 

impact of the UX decisions you make, and keep your project laser 

focused on users. The key stages when you should be collecting feedback 

is when: 

• Creating the initial brief

• The first designs are ready

 ‣ Any iterations of these designs

• Your staging site is up and running 

• Once the website is live 

There’s a huge range of investment when it comes to user testing for 

websites, and budgets can vary dramatically. As the foundation of your 

website project, it’s an essential area to invest in within your project. So 

make sure you discuss the level of UX provision required for your project 

with your internal stakeholders and web design agency. 
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WHO TO WORK WITH IN YOUR ORGANISATION 

Consulting third parties 

Consulting third parties is an important aspect to a website project which 

tends to be overlooked. By third parties, we mean other teams in your 

organisation who sit outside of your project group, but are responsible for 

key areas which are related to the project.

Websites often tie into other critical areas of the business - for example 

the organisation’s email system. So it’s essential that someone from 

your company consults with your IT team, whether they are in-house or 

outsourced, in order to make sure that your agency is made fully aware of 

the systems your website integrates with.

Like we’ve suggested, the first step will be to introduce your IT 

representative to your web design agency and establish the relationship. 

Your agency should have experience and expertise in this area, enabling 

them to guide you through the process. But it is likely that at some point 

early on in this process your IT team and web design agency will need 

to map out the different streams of information coming in and out of the 

website, as well as to look in detail at its DNS setup - particularly any ‘A’ 

records, CNAMEs, NS records and MX records in your DNS. This will help 

to ensure that the full technical setup of the website is understood.



E.

Final testing & Roadmapping
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HOW TO ENSURE YOUR WEBSITE IS ROBUST AND READY TO GO LIVE 

Quality and testing 

Quality and testing is a crucial part of a website project. However, 

typically your web design agency will be testing the site extensively before 

showing it to you, so by the time you see it, the fundamentals are working 

correctly. 

When the staging site is delivered, it will be at a certain level of readiness, 

but there will be plenty of testing work to do to understand how well the 

site works in action. It’s also important that you test thoroughly, as despite 

your agency’s expertise, this will be the first time that users from your 

sector, with your level of subject matter expertise, actually use the site. 

This is usually best done by editors and managers of the website who 

will be able to try to perform their normal website tasks and highlight any 

barriers or issues with how the website functions. They should also test 

the site against the original job stories identified, to ensure the agency has 

fulfilled its brief fully.

It’s important that as much testing as possible is done by your internal 

team and fed back to your web design agency. They will typically supply 

you a UAT (User Acceptance Testing) spreadsheet for you to fill in. 

The reporting on any issues should be completed in as much detail as 

possible. For example you should note down exactly what function or 

module isn’t working as expected and what your process has been to 

complete the action. This will ensure that your web design agency can 

quickly and easily understand the issues which need to be resolved and 

the website delivered is easy and enjoyable for your team to use.
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LOOKING AHEAD TO FUTURE PHASES OF YOUR WEBSITE PROJECT 

Roadmapping

It’s often the case that when organisations embark on a new website, their 

eyes are bigger than their stomachs. Businesses can get carried away - 

they are keen that the website is all singing and all dancing but often don’t 

allocate enough budget to deliver on these expectations. It’s crucial to 

consider that even once the website is built, you will still need to pay for 

ongoing maintenance, upkeep and optimisation of the site. In many ways, 

the launch of a new website should be where the work begins rather than 

ends. 

It’s also important to manage expectations and build a website which 

can be effectively managed by your marketing team. For example if you 

are a team of one marketer, there is little point in having a site with over 

one hundred pages. You won’t have the time to keep the site up to date 

or meet the significant content demands of a large website. The website 

delivered needs to be realistic for the current marketing capacity in your 

organisation.

This is to some extent, where a roadmap comes in. A roadmap is a 

backlog of initiatives and tasks but typically it looks like a plan outlining 

the steps which will help you to expand over time, all the while delivering 

return on investment without overspending on each individual phase of 

your site.

Outlining a roadmap enables you to define different forms of minimum 

viable product (MVP) which you can work towards over a period of time. 

Making improvements to your site in an incremental way will ensure that 

you have time to gather evidence and data, allowing you to invest in areas 

in which you’re seeing a business return. 
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Crucible builds websites, brands and products that deliver digital growth. 

At our digital agency, we focus on web design, web development, and 

performance marketing. Through digital strategy and creative solutions, 

we deliver long term impact.

We love working with clients to build bold, user-focused digital products 

which exceed customer expectations and align with your business goals 

to drive growth. Our goal is to get to know your organisation inside out, 

understand your short, medium and long term digital goals and work with 

you closely to achieve them.

Get in touch today for a no-obligation consultation about your project.

F.

HOW TO RUN A WEBSITE PROJECT: A BEST PRACTICE GUIDE  

Conclusion 

We hope that this guide has given clarity to some of the areas of website 

projects which marketing professionals struggle with the most. A website 

project requires the spinning of many plates alongside a proactive 

mindset, but with the right approach and organisation, can produce 

incredibly successful results and serve your organisation for years to 

come.

Email us hello@crucible.io

Call us +44 (0)20 3137 9024

Learn more www.crucible.io

BOOK A MEETING

A BIT ABOUT US

https://crucible.io/contact/
https://calendly.com/craigcrucible/
https://twitter.com/crucible_uk
https://www.linkedin.com/company/crucible-uk/
https://www.instagram.com/crucible_uk/
https://www.facebook.com/crucible.io

