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• Music 

• Tennis 

• Photography 
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10 Ways to Cost Drupal Projects 

To be covered 

1. Entire project from conception – paid Discovery Phase 

2. Entire project from conception – unpaid Discovery 

Phase 

3. Development from designs and/or wireframes and/or 

prototype and/or build commenced 

4. Tenders 

5. Ballpark estimates 
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10 Ways to Cost Drupal Projects 

To be covered (continued) 

6. High level function point counting 

7. Low budget but high expectations 

8. Existing Drupal system 

9. You don’t want the job or the client and you can’t tell 

them directly 

10.Decline to be involved 
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10 Ways to Cost Drupal Projects 

What’s not covered 

 Lots 
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10 Ways to Cost Drupal Projects 
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On with the 10 ways… 
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#1 “Make a new plan, Stan” 

Entire project from conception 

using a methodology 

with a paid Discovery Phase 
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Conception 

xxx 

14 Photo Credit: Lynn (Gracie's mom) via Compfight cc 

http://www.flickr.com/photos/38274933@N00/280238861/
http://www.flickr.com/photos/38274933@N00/280238861/
http://www.flickr.com/photos/38274933@N00/280238861/
http://compfight.com/
http://creativecommons.org/licenses/by-nc-nd/2.0/


15 Photo Credit: birlewphotography via Compfight cc  

http://www.flickr.com/photos/46335976@N00/1198987717/
http://compfight.com/
http://creativecommons.org/licenses/by-nc-nd/2.0/
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Few projects are truly from 

conception 

Should start with goals 

but … preconceived notions: 

 What the project is about 

 Design ideas 

 Functionality needed 

Sometimes clients need to “unlearn” things they think they 

know 
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#1 “Make a new plan, Stan” 

Entire project from conception 

using a methodology 

with a paid Discovery Phase 
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“A guideline system for solving a problem, with specific 

components such as phases, tasks, methods, techniques 

and tools.” 
 

(Irny, S.I. and Rose, A.A. (2005) “Designing a Strategic Information Systems Planning Methodology 

for Malaysian Institutes of Higher Learning (isp- ipta), Issues in Information System, Volume VI, No. 

1, 2005) 
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Methodologies for Drupal development 

Typical steps 

• Discovery 

• Content strategy 

• Design 

• Construction 

• Launch 

• Post-launch 
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Examples from the Internet 
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Plenty of room for different 

methodologies 

From “Nick’s Site”: 

“Step 1: Ask yourself “What am 

I really trying to achieve?” 

Step 2: Find out the “Drupal” 

way of solving your problems 

Step 3: Have fun and play 

around 

Step 4: Write a module” 
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#1 “Make a new plan, Stan” 

Entire project from conception 

using a methodology 

with a paid Discovery Phase 

 

 Uncovers enough information to plan and cost the 

project properly 

 Actual steps depend on methodology 

 Other names: Study, Project Evaluation, Scoping 
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Discovery Phase might include: 

• Project brief 

• Business goals 

• Competitive analysis 

• User research 

• Existing site review 

• Process analysis 
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#1 “Make a new plan, Stan” 

Entire project from conception 

using a methodology 

with a paid Discovery Phase 

 

Costing in two phases: 

1. Discovery phase only 

2. Rest of project 
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Will the client pay for a Discovery Phase? 

• If they are serious about the project 

• Do you want them if they don’t? 

 

Resource: 

Stop Writing Project Proposals (start writing evaluations) 

Jonathon Wold, Smashing Magazine 
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Photo Credit: ~Brenda-Starr~ via Compfight cc 

http://www.smashingmagazine.com/2012/02/17/stop-writing-project-proposals/
http://www.smashingmagazine.com/2012/02/17/stop-writing-project-proposals/
http://www.smashingmagazine.com/2012/02/17/stop-writing-project-proposals/
mailto:"http://www.flickr.com/photos/37753256@N08/4482385900/
mailto:"http://www.flickr.com/photos/37753256@N08/4482385900/
mailto:"http://www.flickr.com/photos/37753256@N08/4482385900/
http://compfight.com/
http://creativecommons.org/licenses/by-nc-nd/2.0/
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Options for costing the Discovery Phase 

• Standard cost 

• Variable cost based on “feel” for project size 

• Percentage of estimated project size (based on “feel”) 

• Detailed costing 
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Photo Credit: levyfulop via Compfight cc 

Tip 

“Feel” is important. 

http://www.flickr.com/photos/24000399@N03/4318389457/
http://compfight.com/
http://creativecommons.org/licenses/by-nc-nd/2.0/
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Example of costing the Discovery Phase 
http://bit.ly/Tzq3x3  
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Once Discovery phase is complete: 

 Quoting rest of project is “easy” 

 Client trust established 

 Inside running on competition 
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How about Agile? 

What if your methodology is Agile-based? 

Harder – bill for time & materials? 

Session “Applied Agile for Drupal Projects” by Vesa Palmu: 

http://sydney2013.drupal.org/applied-agile-drupal-projects 
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#1 “Make a new plan, Stan” 

Entire project from conception 

using a methodology 

with a paid Discovery Phase 

 

Costing in two phases: 

1. Discovery phase only 

2. Rest of project 
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#1 “Make a new plan, Stan” 

Entire project from conception 

using a methodology 

with a paid Discovery Phase 
 

Verdict: A good option 

34 



35 

#2 “Make a new plan, Stan” 

Entire project from conception 

using a methodology 

with NO paid Discovery Phase 

 

ie. upfront quote required 
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NO paid Discovery Phase  

36 

 Much less information 

and/or errant  information 

 No guarantee of getting paid 

 Have to make assumptions 

 Guesstimates lead to 

increased contingency/cost 

 Problems for client 

comparing apples with 

apples 
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Deciding whether to participate 

 Risk that you’ll spent significant time and not get paid 

 Self-fulfilling prophesy 

 Some projects worth it 

 Weigh everything up, follow gut feel, not heart 
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#2 “Make a new plan, Stan” 

Entire project from conception 

using a methodology 

with NO paid Discovery Phase 

 

Verdict: Try to get paid for a Discovery Phase 
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#3 “Hop on the bus, Gus” 

Development from designs and/or 

wireframes and/or prototype and/or build 

commenced 

 Much of the planning is done 

 Watch for: 
 Design: missing page designs, vector design files, CMYK colour, fixed 

dimensions / responsive design 

 Wireframes: Missing pages, interactive wireframes (eg. Axure) 

 Prototypes: Bad coding, heavy images, non-responsive layout 

 Mess 
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Development from designs and/or 

wireframes and/or prototype and/or build 

commenced 

 

What to do: 

 Decide whether you want to participate 

 Detailed costing 

 Lock down scope, responsibilities and conditions in a 

contract 
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What’s in a contract? 

 Standard stuff: Parties, scope, payment amounts & 

schedule, warranty, termination, confidentiality, privacy, 

disputes, etc. 

 Webdev stuff: Specification, acceptance, IP, portfolio, 

non-hire, additional work. 
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Tip 1: It doesn’t matter what’s in a contract if the 

client doesn’t understand it. 

Tip 2: Commence warranty from acceptance testing. 

Tip 3: Payment milestone on acceptance testing. 
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Model contracts & resources 

 http://tri.be/update-the-shane-peter-inc-contract/ 

 http://www.zenfulcreations.com/resources/worksheets/d

esign_contract.htm 

 http://24ways.org/2008/contract-killer/ 

 http://speckyboy.com/2010/08/12/5-free-to-use-

freelance-design-contract-templates/ 

 
Disclaimer: Glo Digital provides no warranties or legal advice of any kind regarding the 

model contracts or contract elements listed in this presentation. We recommend that you 

receive personalised legal advice regarding contracts. 
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#3 “Hop on the bus, Gus” 

Development from designs and/or 

wireframes and/or prototype and/or build 

commenced 

 

Verdict: OK but make sure project is on a good footing 
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#4 “You don't need to be coy, 

Roy, just listen to me” 

Tenders 

 Can be prescriptive… 

45 



46 

The worst kind of prescriptive: The dreaded 

standardised CMS requirements list 
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The dreaded 

standardised CMS requirements list 

1. No thinking involved on client’s part 

2. Not necessarily related to real requirements 

3. Makes a Drupal site unnecessarily heavy 

4. To pre-quality vendors 
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Tenders 

What’s a tender? 

 “A structured invitation to vendors for the supply of 

goods or services” 

 Often very formal 

 Usually well organised/intentioned, but can be off the 

mark 

49 
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Tenders 

 Can be prescriptive 

 Significant investment, only one winner 

 Watch: Second round – prototype 

 Risk assessment – AS/NZS ISO 31000:2009 
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Digression: Risk management in tendering 

 Risk: “Effect of uncertainty on objectives” 

 Have a risk management framework 

 Process: 
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Digression: Risk management in tendering 

 Consequence scale, eg. Catastrophic / Major / 

Moderate / Minor / Insignificant 

 Likelihood scale, eg. Almost certain / Likely / Possible / 

Unlikely / Rare 

 Risk severity matrix 
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Digression: Risk management in tendering 

 Risk register 
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http://bit.ly/Tzq3x3  

http://bit.ly/Tzq3x3
http://bit.ly/Tzq3x3
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Tenders 

 Can be prescriptive 

 Significant investment, only one winner 

 Watch: Second round – prototype 

 Risk assessment – AS/NZS ISO 31000:2009 

 Often difficult for small companies BUT Drupal profile 

better now + partnership opportunities 
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How to cost tenders 

 Detailed list weighted to assessment criteria 

 Include preparation time+ 

 Less price sensitive 

 Overall value for money 
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Where to find tenders 

 groups.drupal.org/australia 

 Government procurement websites eg. 

www.tenders.gov.au, tenders.nsw.gov.au. List of state 

government sites. 

 Tender notification services, eg. TenderSearch, 

TenderLink,  

 Newspaper? 

 By invitation – so be seen! 

 After Discovery Phase 

56 

http://groups.drupal.org/Australia
http://groups.drupal.org/Australia
http://www.tenders.gov.au/
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#4 “You don't need to be coy, 

Roy, just listen to me” 

Tenders 

 

Verdict: Can be very worthwhile but think carefully before 

committing to the substantial work 
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#5 “You don't need to discuss 

much” 

The ballpark estimate 

58 
Photo Credit: brianwallace via Compfight cc  

http://www.flickr.com/photos/95288238@N00/281994802/
http://compfight.com/
http://creativecommons.org/licenses/by-nc-nd/2.0/
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The ballpark estimate 

 Coming up with a number without putting in much effort 

 businessdictionary.com: “An approximation, made with a 

degree of knowledge and confidence that the estimated 

figure falls within a reasonable range of values.” 
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http://www.businessdictionary.com/definition/ball-park-estimate.html
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When to use a ballpark estimate 

For clients who: 

 Are not serious 

 Want an answer on the spot 

 Have approached many firms 
 Selected 5+ organisations 

 Advertised on groups.drupal.org/australia, elance.com, guru.com? 

 Sent out mass email 

 Pasted stock text into enquiry form 

 Have no specification 

 Have no idea of what’s involved 

 Will not tell you budget or have not set budget 

 Will not let you address stakeholders directly 
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How to make a ballpark estimate 

 Compare to a similar completed project 

 Use “feel” and experience 

 Add up rough costs for each component 

 See also “#6 Just drop off the key, Lee” 
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#5 “You don't need to discuss 

much” 

The ballpark estimate 

 

Verdict: An excellent tool in the right 

circumstances 
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Photo Credit: brianwallace via Compfight cc  

http://www.flickr.com/photos/95288238@N00/281994802/
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http://creativecommons.org/licenses/by-nc-nd/2.0/
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#6 “Just drop off the key, Lee” 

High level function point counting 

My version: 

1. Classify high level website functions with a scale of 

magnitude, eg. small, medium & large. 

2. Assign each term a relative number, eg. small is 1 unit 

of work, medium is 4, large is 9. 

3. Relate a unit of work to a number of hours, eg. 1 unit = 

3 hours. 

4. Extrapolate Build Phase to other methodology phases 
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http://bit.ly/Tzq3x3  
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High level function point counting 

useful for: 

 

 Quick ballpark quote on a large, complex project 
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#7 “Why don't we both just sleep 

on it tonight, and I believe in the 

morning you'll begin to see the 

light” 

Low budget but high expectations – 

be creative! 

Think outside the box 
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Ways to be creative 

 Digress from normal methodology, eg. 1) Plan & 

wireframe, 2) Prototype using Drupal, 3) Design/theme 

 Use third party product, eg. Mailchimp instead of 

Simplenews with enhancements, Eventbrite instead of 

DIY event/ticketing/e-commerce. 

 Use the Drupal community 

 Outsource to India/China??? 

 Other ways? 
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http://mailchimp.com/
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#8 “The problem is all inside your 

head, she said to me, the answer 

is easy if you take it logically” 

Existing Drupal system 

 Developed by someone else 

 Client wants you to take over development and/or 

maintenance 
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Easy logical answer: Hourly rate 

Why? 

 Bad development: You can’t see all the problems with a 

cursory examination. 

 Maybe problem was not bad developer 

 

Recommend: 

 Start with small task, develop client confidence 

 Bill block of hours in advance 
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#9 “I wish there was something I 

could do” 

Quote high if you don’t want the job or the 

client and you can’t tell them directly 

 Client difficult to work with 

 You don’t agree with a project’s morals/ethics 

 Using Drupal to do something it’s not designed for 

 Match with project/client doesn’t “feel” right 

 Client smells 
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#10 “Slip out the back, Jack” 

Decline to be involved 

 Same as quoting high except you can tell them why 

 Insufficient budget 

 Disagree with morals/ethics 

 History of bad debts 
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Summary 

 Many methods to cost projects 

 Choose method that suits the project/situation 

 Know your business processes but be creative 

 Don’t underestimate the importance of gut feel 

 There’s nothing like experience 
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The End 
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Questions 
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10 Ways to Cost Drupal Projects - 

Feedback 

Leave a comment 

http://sydney2013.drupal.org/node/553 

 

Contact me 
mark@glodigital.com.au 
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