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Executive Summary

This document presents a comprehensive proposal from Docupal Demo, LLC to
Acme, Inc (ACME-]) for upgrading your CakePHP application. The core objective is
to enhance your system's security, improve its overall performance, and enable you
to utilize the latest CakePHP features.

Goals and Benefits

The upgrade will deliver several key benefits to your stakeholders. These include
increased operational efficiency, a reduction in ongoing maintenance costs, and an
improved user experience for both your team and your customers. The proposed
upgrade path has been carefully selected to minimize disruption while maximizing
these advantages.

Proposal Overview

This proposal details our approach to the upgrade, covering key aspects such as the
current system assessment, the selected upgrade path, the tools and methodologies
we will employ, a detailed project timeline, our testing strategy, the deployment
plan, and a thorough risk management assessment. We have also included a clear
budget breakdown and information about our ongoing support services. Our team's
qualifications and experience ensure a smooth and successful upgrade process.

Current System Assessment

This section details our assessment of Acme, Inc's current CakePHP system. Our
evaluation focuses on the existing infrastructure, version, dependencies,
integrations, and performance to understand the scope and requirements for the
proposed upgrade.

Application Overview
Acme, Inc. is currently running on CakePHP version 2.x. While this version served

ACME-1 well in the past, it now presents limitations due to its age. We identified
several pain points during our initial consultations: slow performance, outdated
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libraries, and potential security vulnerabilities.

Infrastructure and Dependencies

The current system utilizes a standard LAMP stack:

« Database: MySQL
» Web Server: Apache

Additionally, the application integrates with a third-party payment gateway.
Understanding these dependencies is crucial for a seamless upgrade process. We
must ensure compatibility of these components with the target CakePHP version.

Performance Analysis

We conducted a preliminary performance analysis of the existing CakePHP 2.x
application. The following chart illustrates the current system's performance
benchmarks:

The data indicates areas where performance improvements are needed. Upgrading
to a more recent CakePHP version will address these performance bottlenecks.
Modern frameworks offer improved caching mechanisms, optimized database
interactions, and better handling of API requests.

Security Considerations
Running an outdated CakePHP version poses security risks. CakePHP 2.x no longer
receives security updates. This leaves the application vulnerable to exploits. A key

driver for this upgrade is to mitigate these risks by adopting a supported CakePHP
version with the latest security patches.

Upgrade Strategy and Approach

This section details Docupal Demo, LLC's strategy for upgrading ACME-1's CakePHP
application. We will focus on a clear, efficient, and risk-mitigated approach to ensure
a smooth transition.
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Upgrade Path

We recommend upgrading directly to CakePHP 4.x. This version offers significant
performance improvements, enhanced security features, and aligns with current
best practices. A direct upgrade provides a modern foundation for ACME-1's
application. While other paths exist, upgrading to the latest stable version is the
most strategic long-term solution.

Migration Steps

The upgrade process will follow these key steps:

1. Environment Setup: We will create isolated development and staging
environments to minimize disruption to the production application.

2. Code Analysis: We will conduct a thorough code audit to identify deprecated
features and compatibility issues.

3. Dependency Updates: We will update all necessary dependencies to versions
compatible with CakePHP 4.x.

4. Code Modification: We will modify the codebase to address identified
compatibility issues, using the CakePHP Upgrade Tool and Rector to automate
many changes.

5. Testing: We will perform rigorous unit, integration, and user acceptance
testing to ensure application stability and functionality.

6. Deployment: We will deploy the upgraded application to the staging
environment for final validation before production deployment.

7. Monitoring: Post-deployment, we will closely monitor the application to
identify and resolve any unforeseen issues.

Tools and Frameworks

We will leverage the following tools to streamline the upgrade process:

» CakePHP Upgrade Tool: This tool helps automate code modifications required
for upgrading to CakePHP 4.x. It identifies deprecated code and suggests
replacements.

 Rector: Rector is a tool for instant automated refactoring and code upgrades. It
helps with more complex code transformations.

« PHPUnit: We will use PHPUnit for unit testing to ensure individual
components function correctly.
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Timeline and Resource Allocation

We estimate the upgrade will take approximately 8 weeks. This timeline includes
code modification, testing, and deployment.

The project will require the following resources:

« 2 Senior Developers: Responsible for code migration and complex problem-
solving.

« 1QA Engineer: Responsible for creating test plans, executing tests, and
reporting defects.

Upgrade Duration Comparison
The choice of upgrade strategy directly impacts the project timeline. A direct

upgrade to CakePHP 4.x, while potentially more complex initially, minimizes long-
term maintenance and refactoring efforts.

The line chart represents duration in weeks.

Testing and Quality Assurance

We will employ a comprehensive testing strategy to guarantee a smooth and
successful CakePHP upgrade for ACME-1. Our approach includes several key phases,
each designed to validate specific aspects of the upgraded application.

Test Case Development and Prioritization

Test cases will be developed based on the most critical functionalities and common
user workflows within the ACME-1 application. This ensures that the core features
of the system are thoroughly tested and function as expected after the upgrade. We
will prioritize these test cases to focus on high-impact areas first.

Testing Environments

We will utilize three distinct environments for testing:

« Development: Used for initial testing and debugging during the upgrade
process.
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 Staging: A mirror of the production environment, used for comprehensive
testing before deployment.

 Production: The live environment where the upgraded application will be
deployed after successful testing in staging.

Testing Methodologies

Our testing methodologies include:

 Unit Tests: These tests will validate individual components and functions
within the CakePHP application. We will use PHPUnit to automate these tests.

« Integration Tests: These tests verify the interaction between different
components and modules of the application. This will ensure that data flows
correctly and that the system functions as a cohesive whole.

« Regression Tests: These tests will be performed after the upgrade to ensure
that existing functionality remains intact and that no new issues have been
introduced. We will automate regression tests using tools like Selenium, where
appropriate.

« User Acceptance Testing (UAT): Key users from ACME-1 will participate in
UAT to validate that the upgraded application meets their requirements and
business needs.

Automation Tools

To enhance the efficiency and accuracy of our testing efforts, we will leverage the
following automation tools:

o PHPUnit: A popular unit testing framework for PHP, used to automate unit
tests and ensure code quality.

« Selenium: A web browser automation tool, used to automate regression tests
and simulate user interactions with the application.
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Deployment Plan

The deployment of the upgraded CakePHP application will occur in three distinct
stages. These stages are: development, staging, and production. Each environment
serves a specific purpose in ensuring a smooth and successful transition.

Deployment Stages

1. Development Environment: This is where the upgraded application will
initially be built and tested. It provides an isolated space for developers to work
without affecting the live system.

2. Staging Environment: The staging environment mirrors the production
environment as closely as possible. Here, the fully upgraded application
undergoes rigorous testing to identify any potential issues before the final
deployment.

3. Production Environment: Following successful testing in the staging
environment, the upgraded application will be deployed to the live production
environment.
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Risk Mitigation and Rollback

To minimize risks during deployment, we will implement several key strategies. We
will perform regular backups of the existing system before making any changes.
This ensures that we can quickly restore the system to its previous state if needed. A
detailed rollback plan will be in place, outlining the steps to revert to the previous
version of the application should any critical issues arise during or after
deployment. We will also implement continuous monitoring of the system.

Monitoring and Validation

Post-deployment, we will closely monitor key metrics to validate the success of the
upgrade. These metrics include:

» Response Time: We will monitor the application's response time to ensure it
remains within acceptable limits.

» Error Rate: We will track the error rate to identify and address any new issues
that may arise after the upgrade.

« Resource Utilization: We will monitor server resource utilization (CPU,
memory, disk I/O) to ensure the upgraded application is performing efficiently.

These metrics will provide valuable insights into the stability and performance of
the upgraded application.

Risk Assessment and Mitigation

We recognize that upgrading CakePHP involves inherent risks. This section
identifies potential issues and outlines our mitigation strategies. Our plan
integrates risk management throughout the upgrade process.

Potential Risks

Several technical risks could impact the upgrade:

» Data Migration Issues: Moving data to the new CakePHP version may cause
errors or data loss.

« Compatibility Problems: The upgraded CakePHP version might not be
compatible with existing plugins or libraries.
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« Unexpected Errors: Unforeseen bugs or issues could emerge during the
upgrade.

Risk Mitigation
We will employ several strategies to minimize these risks:

« Thorough Testing: We will conduct extensive testing after each upgrade stage.
This testing includes unit, integration, and user acceptance testing.

 Data Backup and Recovery: Before any data migration, we will create a
complete backup of the existing database. We will also develop a detailed
recovery plan.

« Compatibility Checks: We will assess the compatibility of all plugins and
libraries before the upgrade. Incompatible components will be updated or
replaced.

» Phased Rollout: The upgrade will be implemented in phases. This approach
allows us to identify and address issues early in the process, minimizing the
impact on the entire system.

« Contingency Planning: We will develop contingency plans for potential
problems. These plans will outline alternative solutions and rollback
procedures.

Cost and Resource Analysis

The upgrade project is budgeted at $20,000. This budget covers all anticipated
expenses for the CakePHP upgrade. We will manage resource constraints related to
limited developer availability and potential downtime during the upgrade.

Financial Resources

Our cost estimates are broken down by project phase. These estimates include labor,
software, and potential licensing fees. The table below presents a detailed cost

breakdown.
Item Estimated Cost (USD)
Project Planning $2,000
Code Assessment $3,000
Core Upgrade & Modification $8,000
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Item Estimated Cost (USD)
Testing & Quality Assurance $4,000
Deployment $2,000
Contingency (10%) $1,000
Total $20,000

Human Resources

We will allocate experienced CakePHP developers to this project. This team
possesses the skills needed for a smooth and efficient upgrade. We anticipate
needing a project manager, two senior developers, and a QA tester. Limited
developer availability may extend project timelines.

Technical Resources

The upgrade requires specific software tools. These tools include code analysis
software, testing frameworks, and deployment tools. We will primarily use open-
source tools to minimize licensing costs. However, some commercial plugins may
be necessary to ensure compatibility and security. We will also utilize cloud-based
staging environments to minimize downtime. The cost for these is included in the
financial resources.

Potential Additional Costs

We have included a 10% contingency to handle unforeseen issues. Unexpected
complexities or compatibility issues could impact the budget. We will promptly
communicate any potential cost overruns.

Post-Upgrade Support and Maintenance

We will provide ongoing support and maintenance to ensure ACME-1's CakePHP
application runs smoothly after the upgrade. Our support includes a dedicated team
ready to address any post-upgrade issues. We will also provide comprehensive
documentation for your team'’s reference.
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Ongoing Support Plans

Our support plans include:

« Issue Resolution: Promptly addressing and resolving any bugs or issues that
arise post-upgrade.

 Security Updates: Applying security patches and updates to protect the
application from vulnerabilities.

» Code Reviews: To ensure code quality and adherence to best practices.

Continuous System Monitoring

We will use tools like New Relic to continuously monitor the application's
performance. We will also analyze application logs regularly. This helps us identify
and address potential issues proactively, ensuring optimal performance.

Scheduled Maintenance

We will perform scheduled maintenance activities, including:

« Database Optimization: Optimizing the database to improve performance and
efficiency.

 Server Maintenance: Ensuring the server environment is stable and up-to-
date.

 Application Updates: Applying necessary updates to the CakePHP application
and its dependencies.

About Us

Docupal Demo, LLC, based in Anytown, CA, is a United States-based company
specializing in CakePHP development and migrations. We bring deep expertise in
CakePHP and agile project management to every project. Our team has extensive
experience with CakePHP migrations and complex system integrations.

Our Expertise

We focus on providing tailored solutions for businesses like ACME-], ensuring a
smooth and efficient upgrade process. We understand the intricacies of CakePHP
and its various versions.
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Our Commitment

Docupal Demo, LLC is committed to delivering high-quality results. Our team will
ensure your CakePHP upgrade meets your business needs. We are confident in our
ability to provide ACME-1 with a successful CakePHP upgrade.

Appendices and References

Appendix A: Supporting Documentation

This section contains documents that provide additional information and context
for the proposed CakePHP upgrade.

« CakePHP Upgrade Guides: Official guides from CakePHP outline step-by-step
instructions for migrating between versions. These guides are crucial for
understanding the required code changes and configuration updates.

« Migration Scripts: Custom scripts developed to automate parts of the data
migration and code refactoring processes. These scripts will be version-
controlled and thoroughly tested before deployment.

« API Documentation: Comprehensive documentation for all CakePHP APIs
used within the ACME-1 application. This will ensure compatibility and proper
integration after the upgrade.

» Database Schema: Current database schema of the ACME-1 application.

« Server Configuration Files: Current server configuration files to ensure
compatibility with updated application.

o List of Third-Party Plugins: List of third-party plugins currently used in
ACME-1 application.

Appendix B: External References

The following external resources have been consulted in the development of this
upgrade proposal and serve as validation for our recommended approach:

« CakePHP Official Documentation: The primary source of information for
CakePHP best practices, upgrade procedures, and API reference:
https://book.cakephp.org/

« CakePHP Community Forums: A valuable resource for troubleshooting,
finding solutions to common problems, and gaining insights from other
CakePHP developers: https://discourse.cakephp.org/
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« Relevant Case Studies: Examples of successful CakePHP upgrades in similar
business contexts, demonstrating the benefits and potential challenges: links
to case studies will be provided upon request.

« PHP Version Release Notes: Release notes for PHP versions 7.4 and 8.x,
outlining changes and potential compatibility issues.

« Composer Documentation: Documentation for Composer, the dependency
manager for PHP, used for managing CakePHP and its dependencies:

https://getcomposer.org/doc/

Appendix C: Dependency List

The following table lists the major dependencies of the ACME-1 application and
their current and proposed versions after the upgrade.

Dependency Current Version Proposed Version
CakePHP 39x 45X
PHP 72 74 [ 8X
MySQL 5.7 8.0
Composer 1x 2.X

Appendix D: Version Release Notes

Version release notes contain information on version upgrades of CakePHP.

» CakePHP 4.0 Migration Guide: Details on changes and deprecations in
CakePHP 4.0.

« PHP 7.3, 7.4, 8.0, 8.1 Release Notes: Information on new features, performance
improvements, and backward compatibility breaks in PHP.
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