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Introduction

This document presents a custom development proposal from Docupal Demo, LLC
to Acme, Inc (ACME-1) for a Drupal 9 solution. Our goal is to modernize ACME-1's
website, enhance its online presence, improve user engagement, and streamline
content management.

Project Objectives

The primary objectives of this project are to:

Implement a responsive and modern website design.
Improve content creation and publishing workflows.
Enhance website security and performance.
Integrate with ACME-1's existing systems.
Increase lead generation and brand visibility.

Client Background

ACME-1, located in Wilsonville, Oregon, faces challenges with its current website,
including outdated technology and limited scalability. These issues hinder their
ability to effectively engage users and manage content efficiently.

Proposed Solution

We propose a comprehensive Drupal 9 solution tailored to ACME-1's specific needs.
This solution will provide a flexible, scalable, and secure platform for managing
their online presence. The new website will feature:

A user-friendly interface.
Improved content workflows.
Enhanced security measures.

By addressing ACME-1's challenges and aligning with their business objectives, this
project will drive sales growth and improve the overall user experience. Our
development strategy focuses on delivering a solution that meets ACME-1's goals
and provides a strong return on investment.
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Project Scope and Objectives

This section defines the scope, objectives, and deliverables for the Drupal 9 custom
development project for ACME-1. Docupal Demo, LLC will deliver a Drupal 9 solution
that aligns with ACME-1's business objectives. The project will focus on developing
a robust and scalable platform with specific features and functionalities.

Scope

The project encompasses the custom development of a Drupal 9 website. This
includes:

Custom content types to manage ACME-1's specific information architecture.
Advanced search functionality using Apache Solr for improved content
discovery.
Integration with ACME-1's marketing automation tools to streamline
marketing efforts.

Objectives

The primary objectives of this project are to:

Increase website traffic by 30% within six months of launch.
Reduce website bounce rate by 15% to improve user engagement.
Improve lead generation by 20% through enhanced user experience and
targeted content delivery.

Out-of-Scope Items

The following items are explicitly excluded from the project scope:

Migration of legacy data from systems outside the current CMS.
Development of features not explicitly documented in the project
requirements. Any requests for functionality outside the documented
requirements will be assessed and handled through a separate change request
process.
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Deliverables

The key deliverables for this project include:

A fully functional Drupal 9 website with the features outlined above.
Custom Drupal modules developed to meet ACME-1's specific needs.
Comprehensive documentation for the developed solution, including user
guides and technical specifications.
Training for ACME-1's staff on how to manage and maintain the new Drupal 9
website.

Technical Approach and Architecture

Our technical approach centers on delivering a robust and scalable Drupal 9 solution
tailored to ACME-1's specific needs. We will leverage Drupal's core functionalities
and community modules, supplemented by custom module development, to achieve
your business objectives.

Drupal Core and Modules

We will build the solution on Drupal 9. This ensures long-term support, security
updates, and access to the latest features. Key contributed modules will include:

Views: For creating custom lists and displays of content.
Panels: For building flexible page layouts.
Webform: For creating various types of forms.
Commerce (if applicable): For e-commerce functionalities.

Custom Module Development

To address specific requirements not met by existing modules, we will develop
custom modules. This approach ensures that the platform precisely aligns with
ACME-1's workflows and data structures. Our custom modules will adhere to Drupal
coding standards and best practices for maintainability and security. We will utilize
Drupal's API to ensure seamless integration with core functionalities and
contributed modules.
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Integration Strategy

We will integrate the Drupal platform with several third-party systems:

Salesforce: For CRM, enabling synchronization of customer data and
streamlining sales processes.
Mailchimp: For email marketing, allowing for targeted campaigns and
automated communication.
Social Media Platforms: Integration with social media platforms for content
sharing and social engagement.

Our integration strategy involves leveraging APIs and web services to establish
secure and reliable connections between systems. We will implement data mapping
and transformation processes to ensure data consistency across all platforms.

Architecture Plan

The architecture will follow a modular design, promoting code reuse and
maintainability. The key components are:

Presentation Layer: This layer includes themes and templates responsible for
rendering content to users. We will develop a responsive theme that provides
an optimal viewing experience across devices.
Business Logic Layer: Custom modules encapsulate the core business logic
and functionalities specific to ACME-1. This layer handles data processing,
validation, and interaction with external systems.
Data Access Layer: This layer manages data storage and retrieval. Drupal's
database abstraction layer will be used for interacting with the database.
Infrastructure: We will deploy the Drupal application on a robust hosting
environment that meets ACME-1's performance and security requirements.
This may involve cloud-based infrastructure or dedicated servers.

We will use a multi-tier architecture to separate concerns and enhance scalability.
Caching mechanisms will be implemented at various levels to improve performance
and reduce server load. Our approach incorporates security best practices, including
input validation, output encoding, and regular security audits, to protect against
vulnerabilities.
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Project Timeline and Milestones

This section details the project's timeline, outlining key phases and milestones. We
will track progress using weekly reports, bi-weekly demonstrations, and milestone
reviews with your team. The availability of Acme Inc.'s IT team for server
configurations and access to existing systems is critical to maintaining the
schedule.

Project Phases and Durations

The project is divided into five key phases:

Discovery (2 weeks): This initial phase focuses on gathering detailed
requirements and finalizing the project scope.
Design (3 weeks): During this phase, we will create the user interface and
system architecture.
Development (8 weeks): This is the core development phase, where we build
the Drupal 9 solution.
Testing (2 weeks): We will conduct thorough testing to ensure the solution
meets all requirements.
Deployment (1 week): The final phase involves deploying the solution to your
environment.

Detailed Timeline

Phase Duration
Start
Date

End
Date

Key Deliverables

Discovery 2 weeks
2025-
08-18

2025-
08-29

Requirements Documentation, Project
Scope Finalization

Design 3 weeks
2025-
09-01

2025-
09-19

UI/UX Design, System Architecture
Blueprint

Development 8 weeks
2025-
09-22

2025-11-
14

Functional Drupal 9 Solution

Testing 2 weeks
2025-11-
17

2025-11-
28

Test Reports, Bug Fixes

Deployment 1 week
2025-12-
01

2025-12-
05

Deployed and Configured Drupal 9
Solution
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Project Milestones

The following table lists the major milestones for this project:

Milestone
Planned

Date
Acceptance Criteria

Requirements
Complete

2025-08-
29

Sign-off on Requirements Document

Design Approval
2025-09-
19

Sign-off on UI/UX Design and System
Architecture

Core Functionality
Developed

2025-10-31 Key features are built and tested

Code Freeze 2025-11-14
No new features added; focus on testing and
bug fixing

User Acceptance
Testing (UAT)

2025-11-28
ACME-1 team confirms the solution meets
acceptance criteria defined in User Stories

Go-Live
2025-12-
05

Drupal 9 Solution is live in the production
environment
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Budget and Cost Estimates

This section details the budget for the Drupal custom development project. It covers
each phase, including discovery, design, development, testing, and deployment. A
contingency is also included for unexpected issues.

Project Phase Costs

The estimated costs for each phase are as follows:

Phase Estimated Cost (USD)

Discovery $5,000

Design $7,500

Development $20,000

Testing $5,000

Deployment $2,500

Contingency

A contingency of 10% of the total project cost is included to address unforeseen
challenges or minor scope adjustments. This amounts to $4,000 (10% of $40,000).
The total project cost, including the contingency, is $44,000.

Payment Terms

Payment will be structured as follows:

30% upfront: $13,200
30% upon completion of development: $13,200
30% upon successful testing: $13,200
10% after final acceptance: $4,400

Cost Distribution

The following chart illustrates the distribution of costs across the different project
phases.
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Risk Management and Mitigation

Docupal Demo, LLC recognizes that risks are inherent in any custom development
project. We proactively identify, assess, and mitigate these risks to ensure project
success for ACME-1.

Potential Risks

We have identified potential technical and scheduling risks. Technical risks
primarily involve compatibility issues during integration with third-party systems.
Scheduling risks mainly relate to potential delays in receiving content and approvals
from ACME-1.

Mitigation Strategies

To address these risks, Docupal Demo, LLC will employ several strategies:

Experienced Team: We will assign experienced Drupal developers to the
project, minimizing potential technical challenges.
Thorough Testing: Comprehensive testing will be conducted throughout the
development lifecycle to identify and resolve compatibility issues early.
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Open Communication: We will maintain open and frequent communication
with ACME-1 to proactively address any delays or issues that may arise. We
plan regular project status meetings and risk assessment reviews.
Project Management Software: We will utilize project management software
to track project progress, identify potential risks, and manage issues
effectively.
Contingency Planning: We will establish contingency plans for critical tasks
and dependencies to minimize the impact of unforeseen delays. This includes
buffer time in the project schedule.
Change Management: A formal change management process will be
implemented to manage scope changes and their impact on the project
timeline and budget.

Quality Assurance and Testing Plan

Docupal Demo, LLC is committed to delivering a high-quality Drupal 9 solution for
ACME-1. Our quality assurance (QA) process is integrated throughout the
development lifecycle. This ensures that the final product meets ACME-1's
requirements and performs reliably.

Testing Methodologies

We will employ a multi-faceted testing approach, including:

Unit Testing: Developers will conduct unit tests to verify the functionality of
individual components and code modules.
Functional Testing: This testing will validate that all features function as
designed according to the specifications.
User Acceptance Testing (UAT): ACME-1's designated users will participate in
UAT to ensure the system meets their needs and expectations in a real-world
environment.
Performance Testing: We will conduct performance testing to evaluate the
system's speed, stability, and scalability under various load conditions.

Bug Tracking and Resolution

We will use Jira for bug tracking and issue management. All identified bugs and
issues will be logged in Jira, with detailed descriptions and steps to reproduce.
Issues will be prioritized based on severity (critical, high, medium, low) and resolved
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according to agreed-upon service level agreements (SLAs). Regular status updates
on bug resolution will be provided to ACME-1.

Acceptance Criteria

Final acceptance of the delivered Drupal 9 solution will be based on the following
criteria:

All features must be implemented as per the agreed-upon specifications and
user stories.
Successful completion of UAT by ACME-1, with all critical and high-priority
issues resolved.
The system must achieve the performance benchmarks defined during the
requirements gathering phase. This includes measures for page load times,
response times, and concurrent user capacity.

Testing Timeline

The following chart illustrates the approximate timeline for the key testing phases:

Team Roles and Responsibilities

DocuPal Demo, LLC will provide a dedicated team to ensure the successful execution
of ACME-1's Drupal custom development project. Our team structure is designed to
foster clear communication, efficient workflow, and accountability at every stage.

Key Personnel

Project Manager (Jane Doe): Jane will be the primary point of contact for
ACME-1. She is responsible for overall project planning, execution, and
monitoring. Her duties include managing timelines, budgets, and resources, as
well as facilitating communication between the development team and ACME-
1.
Lead Developer (John Smith): John will oversee the technical aspects of the
project. He is responsible for the architecture, coding standards, and quality of
the Drupal solution. He will also provide guidance and mentorship to the
development team.
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Front-end Developer (Alice Johnson): Alice will be responsible for the user
interface and user experience of the Drupal website. She will translate design
mockups into functional and visually appealing front-end code, ensuring
responsiveness and accessibility.

Communication and Resource Management

We will maintain open and consistent communication through weekly status
meetings, email updates, and a dedicated Slack channel for real-time collaboration.
Resource allocation will be managed through project management software, with
regular reviews to ensure optimal utilization and address any potential bottlenecks.

Support and Maintenance Plan

Docupal Demo, LLC will provide comprehensive support and maintenance services
following the launch of your Drupal 9 solution. This ensures the ongoing stability,
security, and optimal performance of your website.

Post-Launch Support

Our post-launch support includes:

Bug fixes to address any unexpected issues that arise after deployment.
Security updates to protect your site from vulnerabilities and maintain data
integrity.
Technical assistance to answer your questions and guide you through any
challenges.

This support is available for a defined period after the launch date.

Service Level Agreements (SLAs)

We are committed to providing timely and effective support. Our SLAs include:

Response Time: We will respond to support requests within 4 hours of
submission.
Resolution Time: We aim to resolve issues within 24-72 hours, depending on
the severity of the problem. Severity will be determined based on impact to site
functionality and user experience.
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Maintenance Packages

We offer maintenance packages that include:

Monthly security updates to keep your Drupal 9 installation protected against
the latest threats.
Optional feature enhancements to improve site functionality and user
experience. These enhancements can be added on a project basis based on
ACME-1 needs.

Use Cases and Requirements Gathering

This section details the use cases and requirements gathered to ensure our Drupal 9
solution effectively meets Acme, Inc.'s business objectives. Our approach focuses on
delivering a user-friendly, efficient, and engaging website experience.

Content Management Use Case

A primary driver is Acme, Inc.'s need for easy website content updates. Currently,
updating content is a cumbersome process. The new Drupal 9 system will empower
users to update website content effortlessly, keeping information current and
relevant. This addresses the user story: "As a user, I want to easily update website
content so that I can keep the information current."

The key requirements for this use case include:

A user-friendly content editing interface.
A streamlined workflow for content approval and publishing.
The ability to easily upload and manage images and other media.
Version control for content, allowing for easy rollback to previous versions.

Mobile Accessibility Use Case

Another key use case revolves around ensuring the website is accessible on any
device. Acme, Inc. recognizes that a significant portion of their audience accesses
the website via mobile devices. The Drupal 9 solution will be built with a responsive
design, adapting seamlessly to different screen sizes and devices. This directly
supports the user story: "As a user, I want the site to be mobile-friendly so that I can
access it on any device."
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The core requirements for mobile accessibility include:

A responsive design that adapts to different screen sizes.
Optimized images and media for mobile devices.
Fast loading times on mobile networks.
Intuitive navigation on touch screen devices.

Alignment with Business Goals

These requirements directly align with Acme, Inc.'s business goals by:

Enhancing User Experience: A user-friendly and mobile-accessible website
will improve user satisfaction and engagement.
Improving Content Management: Easy content updates will ensure that the
website remains current and relevant, driving more traffic and leads.
Increasing Engagement: A well-designed and informative website will
encourage users to explore Acme, Inc.'s products and services, ultimately
leading to increased sales and revenue.

Acceptance Criteria

We've defined specific acceptance criteria for each use case to ensure that the
delivered solution meets Acme, Inc.'s expectations:

Use Case Acceptance Criteria

Content
Management

Content editors can easily create, edit, and publish content
without technical assistance.

Mobile
Accessibility

The website renders correctly and is fully functional on a
variety of mobile devices.

Performance The website loads in under 3 seconds.

Integration The contact form successfully submits data to Salesforce.
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