
The Stratum-Stack Deploy  
Subtitle: The Barrier Repair Transition Plan 
Project Owner: [Name] 

Project Mission: To migrate the skin's cleansing routine from a high-irritancy state to 
a stabilized, barrier-healthy state without system failure (purging or inflammation). 

Phase 1: The Project Charter (Definition of Done) 
This is the non-negotiable starting block. To prevent "skincare scope creep," we 
define success with technical precision before the first application. 

Final Deliverable: A fully deployed, high-compatibility facial cleansing routine. 

Definition of Done: > "The [Cleanser Name] is successfully integrated into a 
twice-daily routine (AM/PM) for 7 consecutive days, resulting in zero (0) instances of 
stinging, erythema (redness), or post-wash xerosis (tightness), as verified by a 
60-second air-dry test on Day 7." 

Project Scope: This plan covers the cleanser migration only. No other active 
ingredients (Retinol, Vitamin C, Acids) are to be introduced during this deployment 
cycle. 

Phase 2: Discovery & Safety (The Spot Test) 
The goal of this phase is to ensure the asset (product) is compatible with the 
environment (your skin) before full-scale deployment. 

Done Task Owner Due Date Status 

[  ] Execute 
Patch Test: 
Apply a 
dime-sized 
amount to the 
inner forearm 
or behind the 
ear. 

User [Date] [Pending] 



[  ] Quality 
Assurance: 
Monitor the 
test site for 24 
hours for any 
inflammatory 
responses. 

User [Date] [Pending] 

[  ] Tech Spec 
Audit: Verify 
the product pH 
level is 
between 4.5 
and 5.5 to 
match skin 
acidity. 

User [Date] [Pending] 

Phase 3: Asset Integration (The AM Swap) 
The goal of this phase is a "soft launch." We introduce the product in a low-stress 
environment while maintaining the legacy routine as a backup. 

Done Task Owner Due Date Status 

[  ] Initiate Soft 
Launch: 
Replace the 
Morning (AM) 
wash cycle 
with the new 
cleanser. 

User [Date] [Pending] 

[  ] Maintain 
Legacy 
System: 
Continue using 
the old "safe" 
cleanser for 
the Evening 
(PM) wash. 

User [Date] [Pending] 



[  ] Performance 
Monitoring: 
Document any 
"mid-day 
shine" or 
tightness by 
3:00 PM. 

User [Date] [Pending] 

Phase 4: Full System Launch (The Go-Live) 
The goal of this phase is the final migration. We retire the old product and move to 
100% utilization of the new asset. 

Done Task Owner Due Date Status 

[  ] Full 
Migration: 
Use the NEW 
cleanser for 
both AM and 
PM wash 
cycles. 

User [Date] [Pending] 

[  ] Interface 
Testing: Apply 
follow-up 
serums; 
ensure no 
chemical 
interaction/stin
ging. 

User [Date] [Pending] 

[  ] Final Stability 
Run: Complete 
the 7-day 
streak to meet 
the "Definition 
of Done." 

User [Date] [Pending] 



Phase 5: Post-Mortem Analysis (Debrief) 
The "Closed Loop." We analyze the project execution to improve the next skincare 
"deployment." 

Final Result: Did the product meet the "Definition of Done"? [Yes / No] 

What Went Well? 
(Processes to Keep) 

What Went Wrong? 
(Processes to Change) 

What Will I Do Next Time? 

e.g., "The 24-hour patch 
test prevented a face-wide 
reaction." 

e.g., "I tested during a week 
with high wind/cold, which 
skewed results." 

e.g., "I will wait for a 
'neutral' weather week for 
the next product switch." 

   

Project Status: [Active / Complete / Aborted] 
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