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Executive Summary

This document outlines a comprehensive plan for migrating ACME-1's existing
content management system to Strapi. Docupal Demo, LLC will lead this migration.
The primary goals are to enhance ACME-1's content management capabilities,
improve website performance, and reduce long-term maintenance costs.

Key Benefits

The migration to Strapi will offer several business and technical benefits. These
include increased productivity for content editors, faster website loading times
leading to improved SEO, and reduced operational overhead for the IT department.

Stakeholders

This project involves key stakeholders from ACME-1. The Marketing Team and
Content Editors will see improvements in their daily workflows. The IT Department
will benefit from a more maintainable system. Executive Sponsors will see a return
on investment through increased efficiency and reduced costs.

Deliverables
Docupal Demo, LLC will deliver a fully functional Strapi-based content management

system. This system will be populated with ACME-1's existing content, optimized
for performance, and supported by comprehensive documentation and training.

Current System Assessment

ACME-1 currently utilizes WordPress as its primary content management system.
This system is responsible for managing a diverse range of content, including blog
posts, product descriptions, news articles, and marketing landing pages. The
volume of blog posts is substantial, exceeding 10,000 entries. The product catalogs
managed within WordPress are complex, featuring numerous attributes for each
product.
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Limitations of the Current System

Several key shortcomings within the existing WordPress implementation
necessitate a migration to a more robust and flexible platform. The first is limited
content modeling flexibility. WordPress's inherent structure restricts ACME-1's
ability to create and manage content types beyond standard posts and pages.

Secondly, ACME-1 experiences slow page load speeds. This negatively impacts user
experience and potentially search engine rankings. The administrative interface is
also cumbersome. This reduces the efficiency of content creation and management
workflows for ACME-1's team.

Reasons for Migration

The migration to Strapi is driven by the need to overcome the limitations of the
current WordPress system. ACME-1 requires a CMS that offers greater content
modeling flexibility to accommodate its complex product catalogs and diverse
content types. Improving page load speeds is also a critical objective to enhance
user experience and SEO performance. A more intuitive administrative interface is
essential for streamlining content management processes and improving team
productivity. These factors collectively underscore the need for a modern,
performant, and flexible CMS solution like Strapi.

Migration Strategy and Approach

Docupal Demo, LLC will use a phased migration strategy to move ACME-1's content
to Strapi. This approach reduces risk and allows for thorough testing at each stage.
We will start by migrating blog posts, followed by product descriptions.

Migration Phases

1. Data Extraction: We will extract content from ACME-1's current system.
Custom scripts will be used for this process.

2. Strapi Setup: We will set up and configure the Strapi CMS environment. This
includes defining content types and structures.

3. Data Transformation: The extracted data will be transformed to match the
new Strapi content structures. Custom scripts will handle this transformation.
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4. Data Migration: The transformed data will be imported into Strapi. We will use
Strapi's built-in import/export feature. Database migration tools may also be
used.

5. Testing: We will conduct thorough testing to ensure data accuracy and
functionality within Strapi.

6. Go-Live: After successful testing, the migrated content will go live.

Tools and Automation

We will use a combination of tools and automation to support the migration:

» Custom Scripts: These scripts will handle data extraction and transformation.

« Strapi Import/Export: Strapi's built-in feature will be used for importing
content.

« Database Migration Tools: These tools will support database migration tasks
as needed.

)

Key Milestones and Checkpoints

The migration will be tracked using these milestones:

Milestone Description
Data Extraction Complete |All data has been extracted from the current system.
Strapi Setup Complete Strapi CMS environment is fully configured.
Data Migration Complete |All data has been migrated into Strapi.
Testing Complete All testing has been completed and issues resolved.
Go-Live The migrated content is live.
Team Roles

Docupal Demo, LLC will assemble a team with clear roles:

Project Manager: Oversees the entire migration process.

Data Migration Specialist: Responsible for data extraction, transformation,
and migration.

Strapi Developer: Configures and customizes the Strapi CMS.

Quality Assurance Tester: Conducts testing and ensures data accuracy.
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Technical Architecture Design

The proposed Strapi migration for ACME-1 involves a robust and scalable
architecture leveraging modern cloud technologies. This design ensures seamless
integration with ACME-1's existing systems while providing a secure and
performant content management solution.

Strapi Implementation

We will deploy Strapi on AWS cloud infrastructure using Docker containers. This
approach allows for consistent deployments across different environments
(development, staging, production) and simplifies scaling. A managed database
service will be used to host Strapi's data, ensuring high availability and automated
backups.

The Strapi application will be structured using a modular design, separating
concerns and promoting code reusability. Custom content types will be defined to
match ACME-1's specific content needs. Role-based access control will be configured
within Strapi to manage user permissions and data access.
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Integration Points

Strapi will integrate with ACME-1's existing e-commerce platform and CRM system
through REST APIs. This allows for bidirectional data flow, enabling content updates
in Strapi to be reflected on the e-commerce platform and customer data from the
CRM to be used within Strapi for personalization.

The following endpoints will be created:

« /api/products: Retrieves product information from the e-commerce platform.
 /api/customers: Retrieves customer data from the CRM system.
« [api/content: Provides content managed in Strapi for use in other systems.

API Design and Security

We will adhere to RESTful API design principles for all Strapi endpoints. This
includes using standard HT'TP methods (GET, POST, PUT, DELETE) and following a
consistent URL structure. All API requests will be authenticated and authorized
using JSON Web Tokens (JWT).

Security measures will include:

« Authentication: JWT-based authentication to verify the identity of users and
applications.

 Authorization: Role-based access control to restrict access to specific
resources based on user roles.

 Rate Limiting: Implementation of rate limiting to prevent abuse and ensure
API availability.

« Input Validation: Thorough input validation to prevent injection attacks and
ensure data integrity.

« HTTPS: All API communication will be encrypted using HTTPS.

« CORS: Properly configure CORS to protect API.

Data Migration Plan

This plan outlines the process for migrating ACME-1's content from WordPress to
Strapi. The migration will encompass all existing content, including blog posts,
product descriptions, news articles, and marketing landing pages. This content is
currently structured within WordPress as posts, pages, and custom post types.
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Data Transfer Process

The data transfer process will involve extracting content from the WordPress
database and importing it into the Strapi CMS. We will use custom scripts to extract
data directly from the WordPress database. These scripts will be designed to handle
the nuances of the existing WordPress data structure. The extracted data will then
be transformed to match the content types defined within Strapi. This ensures
compatibility and proper formatting within the new system.

Data Mapping and Transformation

Data mapping is a critical step to ensure data integrity during the migration. We will
develop custom mapping scripts to transform the WordPress data structure into
Strapi's content types. This includes mapping WordPress post types and fields to
their corresponding Strapi content types and attributes. This process will address
any differences in data structure or formatting between the two systems. The
transformation scripts will handle tasks such as converting HTML content to
Markdown or other formats supported by Strapi, as well as reformatting dates and
other data types.

Validation and Quality Assurance

To guarantee data accuracy, we will implement a comprehensive testing plan. This
includes unit tests to verify the correctness of the mapping scripts, integration tests
to ensure that data is correctly imported into Strapi, and user acceptance testing
(UAT) to validate the migrated content. We will compare samples of migrated data
with the original WordPress content to ensure accuracy and completeness. We will
also perform spot checks across different content types and categories.

Rollback Plan

In the event of any issues during or after the migration, we have a rollback plan in
place. This involves restoring the WordPress database to its pre-migration state. We
will also redirect traffic back to the original WordPress site. This will minimize any
disruption to ACME-1's online presence. We will maintain a recent backup of the
WordPress database throughout the migration process.
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Data Volume and Migration Timeline

We estimate the total data volume to be records.

The migration process is expected to take
Aug 19 Aug 20 Aug 21 Aug 22 Aug 23 Aug 24 Aug 25 Aug 26 Aug 27

Data Extraction -
T -

Data Import

Validation

. This timeline includes time for data extraction, transformation, import, and
validation.

Risk Management and Mitigation

We have identified key risks associated with the Strapi migration for ACME-1. We
will actively monitor and control these risks throughout the project lifecycle. We
also have contingency plans to address critical failures.

Potential Risks

The migration process presents several potential risks:

 Data Loss: There is a risk of data loss during the migration from WordPress to
Strapi.

» System Downtime: Downtime may occur during the go-live phase as systems
transition.
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« Compatibility Issues: Compatibility problems could arise between the new
Strapi system and ACME-1's existing infrastructure.

Mitigation Strategies

We will implement the following strategies to minimize these risks:

» Data Backup and Validation: We will create a full backup of the WordPress
database before migration. We will validate the migrated data in Strapi.

» Staging Environment: We will use a staging environment to test the new
Strapi setup. This helps identify and resolve issues before the go-live.

» Performance Testing: We will conduct performance testing on the staging
environment to ensure stability and responsiveness.

» Go-Live Support: A dedicated support team will be available during and after
the go-live to address any issues.

 Rollback Plan: In the event of critical failures, we can quickly revert to the
original WordPress database.

Risk Monitoring and Control

We will monitor migration progress through regular status meetings and progress
reports. We will address issues proactively.

Risk Assessment Matrix

Risk Impact |Likelihood Mitigation Strategy
Data Loss High Medium Databa.sg bgckup, data validation, and
reconciliation procedures.
System Staging environment testing, optimized go-

High |Medium

Downtime live process, and a rollback plan.
Compatibility . Thorough compatibility testing during
Issues Medium [Low development and staging, continuous

integration, and detailed documentation.
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Project Timeline and Milestones

The Strapi migration project is scheduled to begin on January 15, 2024, and conclude
on April 15, 2024. We will use project management software, such as Jira, to track
progress. Regular status meetings and progress reports will ensure clear
communication.

Key Project Phases

The project is divided into distinct phases, each with specific milestones and
deliverables.

« Phase 1: Infrastructure Setup. This initial phase involves setting up the
necessary infrastructure for the new Strapi instance.

« Phase 2: Strapi Setup. This phase depends on the successful completion of the
Infrastructure Setup.

« Phase 3: Data Mapping. This phase involves mapping the existing data
structure to the new Strapi structure.

« Phase 4: Data Migration. The Data Migration phase depends on the Data
Mapping phase. Data will be migrated to the new Strapi instance.

« Phase 5: Testing and Validation. The migrated data and the new Strapi
instance will be thoroughly tested.

» Phase 6: Deployment. The new Strapi instance will be deployed.

Project Milestones
Milestone Expected Completion Date

Infrastructure Setup 2024-01-29

Strapi Setup 2024-02-12

Data Mapping 2024-02-26

Data Migration 2024-03-11

Testing and Validation 2024-03-25

Deployment 2024-04-08

Project Completion 2024-04-15
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Budget and Resource Allocation

This section outlines the costs, resource needs, and how we plan to allocate the
budget for ACME-1's Strapi migration. The budget covers Strapi Enterprise license
fees, development and testing tools, personnel costs, and infrastructure expenses.
We also include a contingency to address unforeseen costs.

Cost Components

The project budget includes these key components:

« Strapi Enterprise License: Cost for the Strapi Enterprise license.

« Development and Testing Tools: Expenses for required software and
platforms.

« Personnel: Salaries for developers, project manager, and testers.

« Infrastructure: Costs related to server setup, hosting, and maintenance.

Budget Breakdown

Item Estimated Cost (USD)
Strapi Enterprise License 15,000
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Item Estimated Cost (USD)
Development/Testing Tools 5,000
Personnel Costs 60,000
Infrastructure 10,000
Subtotal 90,000
Contingency (10%) 9,000
Total Project Cost 99,000
Resource Allocation

We'll allocate resources across the project phases as follows:

« Initial Phase: Focus on infrastructure setup and data mapping. This phase
requires significant infrastructure and developer resources.

» Subsequent Phases: Shift focus to data migration, testing, and refinement.
Developer and tester resources will be heavily utilized during these phases.

Testing 25%

Data Migration 25%
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Contingency

A 10% contingency budget (USD 9,000) is included to cover unexpected expenses
that may arise during the migration process. This will ensure project completion
without budget overruns.

Post-Migration Optimization and
Support

Following the Strapi migration, Docupal Demo, LLC will provide comprehensive
optimization and support services to ACME-1. This ensures a smooth transition and
optimal performance of the new Strapi CMS.

Optimization Activities

We will conduct several optimization activities. These include image optimization
to reduce file sizes and improve loading times. We will implement database
indexing to enhance query performance. API caching will be configured to
minimize server load and accelerate response times.

Training and Documentation

Docupal Demo, LLC will deliver training sessions for ACME-1's content editors and
developers. These sessions will cover the new Strapi environment and its features.
Comprehensive documentation will be provided. We will also offer video tutorials
for easy reference.

Ongoing Support

A dedicated support team will be available to address any post-migration issues. We
will provide service level agreements (SLAs) to guarantee response times and issue
resolution. This support model ensures ACME-1 has the assistance needed to
maintain a healthy and efficient Strapi platform.
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Stakeholder Communication Plan

Effective communication is vital for the success of this Strapi migration project. We
will keep all stakeholders informed throughout the process using a variety of
channels.

Communication Channels

We will primarily use email, Slack, Jira, and Confluence to share information. These
tools allow for both broad distribution and focused discussions.

Communication Frequency and Reporting

Key stakeholders, including the Marketing Team Lead, IT Director, Project Manager,
and Executive Sponsors at ACME-1, will receive weekly progress reports. These
reports will outline accomplishments, upcoming tasks, and any potential risks or
roadblocks. We will deliver these reports via email and also post them within our
project management software (Jira). Milestone achievements will be promptly
communicated through email and Slack for immediate visibility. Confluence will
serve as a central repository for all project-related documentation, ensuring
transparency and easy access to information for all stakeholders.
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