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Part 0  ·  Executive Summary
LuxBlack Travel Concierge is a premium luxury travel company designing fewer than 200 bespoke journeys a year. This document is the complete engineering brief for building the Phase 1 product: a public marketing website, a multi-step inquiry form, a tracker microservice, a concierge dashboard, and a drag-drop proposal builder.
The product replaces a generic Wordpress / Squarespace setup with a custom-built React/Next.js system optimised for one job: turning Instagram traffic and word-of-mouth referrals into qualified leads, then turning qualified leads into closed bookings.
Phase 1 scope (this document)
1. Public website  —  home, destinations (×20 templates), experiences, journal, plan-my-trip
1. Plan-My-Trip multi-step form  —  5 steps, INR + currency toggle, fires to HubSpot
1. Tracker Service  —  short links (t.luxblacktravel.com) + email open pixels + scroll tracking
1. Concierge Dashboard  —  personalised per-user, live event feed, hot leads, calendar, inbox, leaderboard, geo map
1. Proposal Builder  —  drag-drop 14-section interface, 5 templates, PDF export with personalised watermark
1. HubSpot integration  —  full CRM as source of truth, every event logged to contact timeline
1. PostHog instrumentation  —  pageviews, funnels, session replay, heatmaps
1. Email infrastructure  —  Klaviyo (marketing) + Resend (transactional)
Phase 2 scope (NOT this document, but design with it in mind)
1. Member portal  —  client login, trip history, document vault, concierge chat
1. Live flight search via Duffel / Amadeus
1. Hotel inventory via Hotelbeds
1. Client-facing itinerary builder (drag-drop, similar to internal proposal builder)
Timeline & resources
Phase 1 ships in 8 weeks with 1-2 engineers. Currently the team has one freelancer; recommend hiring one additional full-stack engineer for at least sprints 5-8 to hit the timeline.
Total monthly running cost at launch: approximately ₹13,700. At 10× traffic: approximately ₹38-45k/mo. No staff or agency fees included.
Brand palette (use throughout)
	Role
	Name
	Hex
	Usage

	Base
	Soft Pearl
	#F2F1ED
	Page backgrounds

	Primary
	Deep Burgundy
	#4C0B0B
	Headings, CTAs, brand moments

	Accent
	Champagne Gold
	#C8B273
	Italic accents, hover states, links

	Secondary
	Charcoal Taupe
	#4F3E37
	Body text

	Neutral
	Warm Sand
	#B38F6F
	Borders, dividers, secondary text

	Footer
	Near-black burgundy
	#150505
	Footer + sticky bars


Typography
1. Display / headings: Cormorant Garamond (Google Fonts) — weights 300, 400, 500, italic 400, italic 500
1. Body / UI: Inter (Google Fonts) — weights 300, 400, 500, 600, 700
Part A  ·  Setup Checklist
Run through this in sprint 1, week 1. Nothing else can start until accounts exist.
1. Domain & DNS
Primary domain (already owned): luxblacktravel.com
Set up the following subdomains:
	Subdomain
	Points to
	Purpose

	www.luxblacktravel.com
	Vercel
	Public marketing website

	app.luxblacktravel.com
	Vercel
	Concierge dashboard

	t.luxblacktravel.com
	Cloudflare Worker
	Tracker short links + pixel

	p.luxblacktravel.com
	Cloudflare R2
	Hosted client proposals (HTML)

	cms.luxblacktravel.com
	Sanity Studio
	Content management

	api.luxblacktravel.com
	Cloudflare Worker
	Backend APIs (links, dashboard data)


DNS records to add
1. CNAME www → cname.vercel-dns.com
1. CNAME app → cname.vercel-dns.com
1. CNAME t → tracker.luxblacktravel.workers.dev
1. CNAME p → public-bucket.r2.cloudflarestorage.com
1. CNAME cms → studio.sanity.build
1. CNAME api → api-worker.luxblacktravel.workers.dev
1. MX records → existing email provider (Google Workspace / Zoho — confirm)
1. TXT SPF/DKIM/DMARC → required for Resend + Klaviyo email deliverability (provided by both)
2. Hosting
	Service
	Plan
	Cost
	URL

	Vercel Pro
	Pro
	$20/mo
	vercel.com/pricing

	Cloudflare Pro
	Pro
	$20/mo
	cloudflare.com/plans

	Cloudflare R2
	Pay-as-you-go
	~$5/mo at start
	cloudflare.com/r2

	Cloudflare D1
	Free tier sufficient
	$0 at start
	cloudflare.com/d1


3. CMS — Sanity
Free until 3 users. Growth plan ($15/mo) recommended once content team grows.
Workspace name: luxblack-cms
Content models (engineer to scaffold these)
	Schema
	Fields

	Destination
	slug, title, hero_image, gallery (12), eyebrow, essay (rich text), best_season, related_destinations, concierge_id, sample_journey (array of days), recent_journey_ref, signature_properties (array)

	Property
	name, atoll_or_city, stars, hero_image, gallery, destination_id, concierge_pick_note

	JournalArticle
	slug, title, excerpt, hero_image, body (rich text), category, author, published_at, related_destinations

	Concierge
	name, slug, photo, bio, specialty, years_experience, calendly_url, hubspot_owner_id, languages

	Testimonial
	quote, author_name, trip_summary, date, photo (optional)

	SiteSettings
	Singleton: nav_links, social_links, footer_text, default_meta_image, hero_video_url


4. CRM — HubSpot Sales Hub Starter
Buy: hubspot.com/products/sales/starter
Start with 2 seats. Approximately ₹1,500/seat/mo. Custom properties, pipelines and webhooks are detailed in Part B.
5. Analytics — PostHog
Sign up for PostHog Cloud, EU region (recommended for DPDP Act compliance).
Free tier covers 1M events/month — sufficient for at least the first 6 months.
Install: posthog-js on the front-end, posthog-node on server endpoints.
6. Email
Klaviyo (marketing emails)
1. Free up to 250 contacts. ~$45/mo at 1,000 contacts.
1. Sender domain: noreply@luxblacktravel.com
1. Set up SPF, DKIM, DMARC TXT records (Klaviyo provides the values)
Resend (transactional)
1. $20/mo for 50,000 emails
1. Sender domain: concierge@luxblacktravel.com
1. Used for: inquiry confirmations, proposal delivery, calendly reminders, password resets
7. Auth — Clerk
For concierge dashboard logins only. Public website has no user auth in Phase 1.
Free up to 10,000 monthly active users — sufficient for any concierge team size.
Configure SSO via Google Workspace. Role-based access: admin, senior_concierge, junior_concierge.
8. Other tools
	Tool
	Plan
	Cost
	Purpose

	Slack
	Pro
	Existing
	#live-feed, #leadership, #ops, #engineering

	Calendly Pro
	Pro
	~$12/user/mo
	Book-a-call, embedded in proposals + dashboard

	Sentry
	Developer (free)
	$0
	Error tracking

	Linear
	Standard
	$10/user/mo
	Sprint tracking (optional)

	1Password Business
	Business
	$8/user/mo
	Secrets sharing between engineers


9. Repository
1. GitHub org: luxblack-travel
1. Private repo: luxblack-monorepo (Turborepo + pnpm)
1. Branch strategy: main (auto-deploys to production), staging (auto-deploys to staging), feature branches via PRs
1. Branch protection on main: require 1 approval + passing CI
1. GitHub Actions for CI: lint, type-check, build, test
1. Vercel auto-deploys main + staging branches
1. Cloudflare deploys via wrangler in GitHub Actions
Part B  ·  HubSpot Configuration
This section defines every custom property, pipeline stage, lead scoring rule and webhook endpoint that needs to be configured in HubSpot. The engineer should set these up in HubSpot Settings before sprint 4.
1. Custom Contact Properties
Group: 'LuxBlack Inquiry Data' — captured from the Plan My Trip form.
	Property name (internal)
	Label
	Type
	Notes

	lux_destinations_interest
	Destinations of Interest
	Multi-select
	Maldives, Bhutan, Kyoto, etc.

	lux_destination_custom
	Custom Destination
	Single-line text
	Free text from 'type your own'

	lux_vibe
	Trip Vibe
	Dropdown
	Relaxing, Adventurous, Cultural, Celebratory

	lux_occasion
	Occasion
	Dropdown
	Honeymoon, Anniversary, Family, Birthday, Just Because, Other

	lux_travel_month
	Travel Month
	Single-line text
	e.g. 'Nov 2026' or 'I'm flexible'

	lux_duration
	Trip Duration
	Dropdown
	3-5 days, 1 week, 10 days, 2 weeks, 3 weeks+, Not sure

	lux_adults_count
	Adults
	Number
	

	lux_children_count
	Children
	Number
	

	lux_children_ages
	Children's Ages
	Single-line text
	Comma-separated

	lux_investment_range
	Investment Range
	Dropdown
	Tier 1-4 + Prefer to discuss

	lux_investment_currency
	Currency
	Dropdown
	INR (default), USD, GBP, EUR, AED

	lux_contact_preference
	Preferred Contact
	Dropdown
	Call, Email, WhatsApp

	lux_first_inquiry_source
	First Inquiry Source
	Single-line text
	Instagram, Google, Direct, Email, Referral

	lux_utm_source
	UTM Source
	Single-line text
	

	lux_utm_medium
	UTM Medium
	Single-line text
	

	lux_utm_campaign
	UTM Campaign
	Single-line text
	


Group: 'LuxBlack Lifecycle' — computed/aggregated values
	Property
	Label
	Type

	lux_first_inquiry_date
	First Inquiry Date
	Date

	lux_total_proposals_sent
	Total Proposals Sent
	Number

	lux_total_clicks
	Total Tracker Clicks
	Number

	lux_avg_read_time
	Avg Read Time (seconds)
	Number

	lux_last_click_at
	Last Click At
	Date

	lux_journeys_completed
	Journeys Completed
	Number

	lux_lifetime_value
	Lifetime Value (INR)
	Currency

	lux_referrals_count
	Referrals Made
	Number

	lux_engagement_score
	Engagement Score
	Number

	lux_hot_lead_flag
	Hot Lead
	Boolean

	lux_dormant_flag
	Dormant
	Boolean


2. Custom Deal Properties
	Property
	Label
	Type

	lux_destination_primary
	Primary Destination
	Single-line text

	lux_trip_dates_start
	Trip Start Date
	Date

	lux_trip_dates_end
	Trip End Date
	Date

	lux_party_size
	Party Size
	Number

	lux_proposal_url
	Proposal URL
	Single-line text (URL)

	lux_tracker_link
	Tracker Short Link
	Single-line text

	lux_clicks_on_proposal
	Clicks on Proposal
	Number

	lux_quote_value_inr
	Quote Value (INR)
	Currency

	lux_payment_received_inr
	Payment Received (INR)
	Currency

	lux_payment_status
	Payment Status
	Dropdown (Pending, Partial, Full, Refunded)


3. Pipeline & Stages
Pipeline: 'Travel Inquiries'
	#
	Stage
	Probability
	Notes

	1
	New Inquiry
	0%
	Auto-created on form submission

	2
	Discovery Call Booked
	10%
	Calendly booking confirmed

	3
	Proposal in Progress
	25%
	Concierge started building proposal

	4
	Proposal Sent
	40%
	Tracker link sent to client

	5
	Negotiating
	60%
	Client engaged: ≥3 clicks or WhatsApp reply

	6
	Booked
	90%
	Payment received (full or partial)

	7
	Travelling
	95%
	Client is on the trip

	8
	Completed
	100%
	Trip ended

	9
	Closed Lost
	0%
	Did not convert


4. Lead Scoring Rules
Score is computed server-side by the tracker service and synced to HubSpot daily (or on event for high-value triggers).
	Event
	Points
	Cap

	Plan My Trip form submitted
	+20
	Once

	Email opened
	+2
	Max 10 per proposal

	Tracker link clicked
	+5
	Max 30 per proposal

	Read time > 3 min
	+10
	Once per proposal

	Scrolled to Investment section
	+15
	Once per proposal

	Return click after 7+ days
	+10
	Once

	PDF downloaded
	+20
	Once

	Calendly booked
	+30
	Once

	WhatsApp reply
	+25
	Once


Hot Lead = engagement score ≥ 50 in the last 14 days. Triggers Slack ping to the assigned concierge.
5. Webhook Endpoints
Tracker service → HubSpot (timeline events)
POST https://api.hubapi.com/crm/v3/objects/contacts/{contactId}/associations/timeline
Body: { event_type: "tracker_click", details: { slug, timestamp, geo, device, read_time } }
Plan My Trip form → HubSpot
POST /api/inquiry (Vercel function on web app)
→ Creates contact + deal in stage 'New Inquiry'
→ Assigns owner based on destination + occasion specialty
→ Fires welcome email via Resend
→ Pings assigned concierge in Slack
HubSpot → Slack (deal stage automations)
1. Deal moved to 'Booked' → #closings channel announcement with deal value
1. New contact with engagement score ≥ 50 → DM to assigned concierge
1. Deal in 'Proposal Sent' with no click after 3 days → DM to concierge ('nudge?')
6. Klaviyo Email Templates
Set up these 7 templates with LuxBlack branding (burgundy + gold + Cormorant Garamond).
1. Welcome — fires immediately on inquiry submission
1. Discovery call reminder — 24 hr before booked call
1. Proposal delivery — when concierge generates tracker link
1. Nudge series — no click 3 days after proposal sent (3-email sequence)
1. Re-engagement — dormant 30 days
1. Pre-departure — 1 week before trip
1. Post-trip thank-you + review request
Part C  ·  Content Production Brief
This is the part most engineering projects underestimate. No website launches without content. Begin content production in week 1, in parallel with engineering.
1. The 20 Destinations Shortlist
Suggested list — replace with your final strategy. Order = recommended priority for content production (top 5 must be ready before launch).
	#
	Destination
	Region
	Best Season

	1
	Maldives
	South Asia
	Nov - Apr

	2
	Bhutan
	South Asia
	Mar - May, Sep - Nov

	3
	Kyoto / Japan
	East Asia
	Mar - May, Oct - Nov

	4
	Italy (Amalfi + Lake Como)
	Europe
	May - Sep

	5
	Switzerland
	Europe
	Jun - Sep, Dec - Mar

	6
	Sri Lanka
	South Asia
	Dec - Mar

	7
	Bali
	Southeast Asia
	Apr - Oct

	8
	Vietnam
	Southeast Asia
	Nov - Apr

	9
	Thailand (private islands)
	Southeast Asia
	Nov - Apr

	10
	Singapore + Malaysia
	Southeast Asia
	Year-round

	11
	Dubai
	Middle East
	Nov - Apr

	12
	France (Provence + Côte d'Azur)
	Europe
	May - Sep

	13
	Greece (Mykonos + Santorini)
	Europe
	Jun - Sep

	14
	Iceland
	Nordic
	Jun - Aug, Sep - Mar (lights)

	15
	Patagonia
	South America
	Nov - Mar

	16
	Tanzania (Serengeti)
	Africa
	Jun - Oct, Jan - Feb

	17
	Kenya (Maasai Mara)
	Africa
	Jul - Oct

	18
	Morocco (Marrakech + Sahara)
	North Africa
	Oct - Apr

	19
	Egypt
	North Africa
	Oct - Apr

	20
	Antarctica
	Polar
	Nov - Mar


2. Per-Destination Content Spec
Each of the 20 destinations needs:
1. 1 hero photo (2400×1600 px minimum, drone or wide-angle preferred)
1. Gallery of 8-12 photos (varied: landscape, food, accommodation, people, detail)
1. Best season eyebrow line (e.g. 'Best · November - April')
1. Italic subtitle (1 line, evocative, e.g. 'Twenty-six atolls. Twelve we love.')
1. Editorial essay — 'Why this destination, why now' — 300-500 words
1. 3 signature properties (name, atoll/city, 1-line concierge pick note)
1. Sample 7-day itinerary — day-by-day, 40-80 words per day
1. Investment guideline ('From ₹XL per person')
1. 1 recent journey case study reference
1. 3 related destinations
1. SEO meta title + description
3. Photography Brief
Three sourcing paths. Recommendation: mix.
	Path
	Cost
	Quality
	Speed

	Unsplash+ unlimited
	$15/mo
	Decent, not unique
	Instant

	License directly from luxury hotels
	Free (in exchange for promotion)
	Excellent, branded
	1-2 weeks

	Hire travel photographer per destination
	₹1.5-3 lakh per destination
	Best, unique
	3-6 weeks


Recommendation: Hotel-licensed photography for top 5 destinations (your hero pages). Unsplash+ for the other 15. Plan a custom shoot for top destinations in year 2.
4. Hero Video Brief
1. Length: 8-12 seconds, looping
1. Style: Aerial / drone, slow movement, water or grand landscape
1. Audio: Muted by default. Ambient track plays only after sound toggle activated
1. Spec: MP4, 1920×1080, H.264, under 3 MB
1. Sources: Pond5 / Filmsupply (₹15-50k stock licenses) or custom freelance shoot (₹1-3 lakh)
5. Concierge Bio Template
For each concierge on the team, provide:
1. Professional headshot (1200×1200 px, neutral background)
1. Full name
1. Title (e.g. 'Senior Concierge · 7 years in the Atolls')
1. Specialty (region + type, e.g. 'Asia · Honeymoons')
1. First-person bio: 60-80 words, warm, confident
1. 3 favourite memories from trips they've planned (1-2 sentences each)
1. Calendly URL
1. Languages spoken
6. Journal — 10 launch articles
Suggested SEO-optimised titles. These run on /journal/ and seed Google traffic. Each ~1,200-2,000 words.
1. The 7 Maldivian islands worth crossing oceans for
1. Bhutan's monastery circuit, by helicopter
1. Why Aman Kyoto isn't on Condé Nast's top 50
1. What it actually costs to charter a yacht in the Mediterranean
1. The wellness retreat for people who hate wellness retreats
1. Inside Soneva Jani's private island
1. How to do a 14-day private jet trip across three continents
1. The Indian honeymoon checklist (what no one tells you)
1. Why November is the only month to go to the Serengeti
1. A complete guide to luxury safari camps under canvas
7. Tone of Voice Guide
1. Editorial, not transactional
1. Confident, not boastful
1. Specific, not generic ('villa 8 at Soneva Jani' not 'a luxurious overwater villa')
1. Personal, not corporate ('we' and 'your concierge', not 'LuxBlack')
1. Restraint over enthusiasm (no exclamation marks, no superlatives)
1. Quiet luxury — references to scarcity, access, time, craft. Never price.
8. Production Timeline
	Week
	Task
	Owner

	1-2
	Hire writer + photographer (or content agency)
	Founder

	3-6
	Produce content for top 5 destinations (Maldives, Bhutan, Kyoto, Italy, Switzerland)
	Content team

	3-6
	Write 5 of the 10 journal articles
	Writer

	7-8
	Remaining 15 destinations (lighter version)
	Content team

	7-8
	Remaining 5 journal articles
	Writer

	Ongoing post-launch
	1 journal article / week, 2 destination updates / month
	Writer


Part D  ·  Engineering Brief
This is the core technical document. It assumes the reader is a competent full-stack engineer comfortable with React, Next.js, TypeScript, and serverless architectures (Cloudflare Workers).
1. System Architecture
The system has three primary front-end surfaces and one back-end. All are independently deployable.
1. Public website (www.luxblacktravel.com)  —  Next.js 15 App Router on Vercel. Server-rendered for SEO and speed.
1. Concierge dashboard (app.luxblacktravel.com)  —  Next.js 15 App Router on Vercel. Authenticated via Clerk.
1. Tracker service (t.luxblacktravel.com + api.luxblacktravel.com)  —  Cloudflare Workers using Hono framework. Sub-30ms response globally.
1. Hosted proposals (p.luxblacktravel.com)  —  Static HTML in Cloudflare R2, served via Worker.
Why this stack: Edge-first for speed (every page loads in under 1s globally). Cost-effective (~₹13k/mo). Future-proof (everything is React + TypeScript, easy to find engineers). Boring where it should be, novel where it matters.
2. Repository Structure
Monorepo using pnpm workspaces + Turborepo for build caching.
luxblack-monorepo/
├── apps/
│   ├── web/                  # Public marketing site (Next.js)
│   ├── dashboard/            # Concierge app (Next.js + Clerk)
│   ├── tracker/              # Cloudflare Worker (Hono)
│   └── proposal-host/        # Static R2 host worker
├── packages/
│   ├── ui/                   # Shared React components + Tailwind config
│   ├── types/                # Shared TypeScript types (zod schemas)
│   ├── sanity/               # Sanity client + content schemas
│   ├── hubspot/              # HubSpot API wrapper
│   ├── posthog/              # PostHog wrapper + event registry
│   ├── tracker-client/       # Front-end helper for tracker URLs
│   └── pdf-renderer/         # Puppeteer wrapper for proposal PDF + watermark
├── infra/
│   ├── cloudflare/           # wrangler.toml, D1 migrations, R2 buckets
│   └── vercel/               # vercel.json
├── docs/                     # ARCHITECTURE.md, API.md, ONBOARDING.md
├── .github/workflows/        # CI/CD
├── turbo.json
├── pnpm-workspace.yaml
└── package.json
3. Tech Stack Detail
	Layer
	Library / Service
	Why

	Framework
	Next.js 15 (App Router)
	SSR for SEO + RSC for performance

	Language
	TypeScript 5
	Type safety across the monorepo

	Styling
	Tailwind CSS
	Fast iteration with design tokens

	Animation
	Framer Motion
	Hero animations, reveal-on-scroll

	Forms
	React Hook Form + Zod
	Type-safe forms with validation

	Drag-drop
	dnd-kit
	Proposal builder (accessible, performant)

	Rich text
	Tiptap (ProseMirror)
	Proposal section editing

	Component primitives
	Radix UI
	Headless accessible primitives

	Edge runtime
	Cloudflare Workers (Hono)
	Sub-30ms responses, global

	Database
	Cloudflare D1 (SQLite)
	Edge SQL, free up to 5GB

	Object storage
	Cloudflare R2
	HTML proposals + static assets

	Caching
	Cloudflare KV
	Hot-path reads (links, clients)

	CMS
	Sanity v3
	Headless, real-time, great DX

	CRM
	HubSpot Sales Hub
	Source of truth for client data

	Analytics
	PostHog
	Pageviews, funnels, session replay

	Email marketing
	Klaviyo
	Drip sequences, broadcast

	Email transactional
	Resend
	Inquiry confirmations, proposal links

	Auth
	Clerk
	Concierge dashboard SSO

	Scheduling
	Calendly
	Discovery calls (embedded)

	Error tracking
	Sentry
	Free tier sufficient

	PDF generation
	Puppeteer (Browserless)
	HTML → PDF with watermark


4. Database Schemas (D1 / SQLite)
-- clients ----------------------------------------------------------
CREATE TABLE clients (
  id TEXT PRIMARY KEY,
  full_name TEXT NOT NULL,
  email TEXT NOT NULL UNIQUE,
  phone TEXT,
  hubspot_contact_id TEXT,
  assigned_concierge_id TEXT REFERENCES concierges(id),
  created_at TEXT DEFAULT (datetime('now')),
  metadata JSON
);

-- concierges -------------------------------------------------------
CREATE TABLE concierges (
  id TEXT PRIMARY KEY,
  name TEXT NOT NULL,
  email TEXT NOT NULL,
  specialty TEXT,
  hubspot_owner_id TEXT,
  calendly_url TEXT,
  active INTEGER DEFAULT 1
);

-- proposals --------------------------------------------------------
CREATE TABLE proposals (
  id TEXT PRIMARY KEY,
  title TEXT NOT NULL,
  client_id TEXT NOT NULL REFERENCES clients(id),
  concierge_id TEXT NOT NULL REFERENCES concierges(id),
  destination TEXT,
  html_url TEXT NOT NULL,
  pdf_url TEXT,
  version INTEGER DEFAULT 1,
  status TEXT DEFAULT 'draft',  -- draft, sent, accepted, rejected
  template_used TEXT,             -- honeymoon, family, wellness, boys, adventure
  sections JSON,                   -- ordered array of section blocks
  created_at TEXT DEFAULT (datetime('now')),
  sent_at TEXT
);

-- tracker_links ----------------------------------------------------
CREATE TABLE tracker_links (
  id TEXT PRIMARY KEY,
  slug TEXT NOT NULL UNIQUE,        -- 4-char slug e.g. 'x9k2'
  client_id TEXT NOT NULL REFERENCES clients(id),
  proposal_id TEXT REFERENCES proposals(id),
  concierge_id TEXT NOT NULL REFERENCES concierges(id),
  target_url TEXT NOT NULL,
  created_at TEXT DEFAULT (datetime('now')),
  expires_at TEXT                  -- nullable, default null = never
);

-- click_events -----------------------------------------------------
CREATE TABLE click_events (
  id TEXT PRIMARY KEY,
  link_id TEXT NOT NULL REFERENCES tracker_links(id),
  type TEXT NOT NULL CHECK(type IN ('click','open','pdf_download')),
  timestamp TEXT DEFAULT (datetime('now')),
  ip_hash TEXT,                    -- SHA-256 of IP, never raw
  geo_city TEXT,
  geo_country TEXT,
  geo_lat REAL,
  geo_lon REAL,
  device TEXT,                     -- mobile, desktop, tablet
  browser TEXT,
  user_agent TEXT,
  referrer TEXT,
  session_id TEXT,                 -- for grouping events
  read_time_seconds INTEGER,       -- only on /api/track/scroll
  scroll_depth INTEGER,            -- 0-100
  sections_viewed JSON             -- array of section IDs
);

CREATE INDEX idx_click_events_link ON click_events(link_id);
CREATE INDEX idx_click_events_timestamp ON click_events(timestamp);
CREATE INDEX idx_tracker_links_slug ON tracker_links(slug);
CREATE INDEX idx_tracker_links_client ON tracker_links(client_id);
5. API Endpoints
Tracker Service (t.luxblacktravel.com)
	Method
	Path
	Description

	GET
	/:slug
	302 redirect to proposal · logs click event

	GET
	/p/:slug.gif
	1×1 transparent gif · logs email open event

	GET
	/pdf/:slug
	Returns watermarked PDF · logs pdf_download event

	POST
	/api/track/scroll
	Logs scroll depth + section viewed (from proposal JS)


Tracker API (api.luxblacktravel.com)
	Method
	Path
	Description

	POST
	/api/links/create
	Body: {client_id, proposal_id, target_url}. Returns {slug, short_url, pixel_url}

	GET
	/api/links/:id
	Returns link details + aggregated stats

	GET
	/api/links/:id/events
	Paginated event log for a link

	GET
	/api/feed
	Live event feed (Server-Sent Events stream)

	GET
	/api/hot-leads
	Clients with engagement score ≥ 50

	GET
	/api/dashboard/me
	Personalised dashboard data for logged-in concierge

	GET
	/api/dashboard/leaderboard
	Team leaderboard (cached daily)

	GET
	/api/dashboard/geo
	Geo data for live world map


Web Front-end APIs (Vercel functions)
	Method
	Path
	Description

	POST
	/api/inquiry
	Plan My Trip form submit · creates HubSpot contact + deal · sends welcome email

	POST
	/api/newsletter
	Newsletter signup · adds to Klaviyo list


Proposal Builder APIs
	Method
	Path
	Description

	POST
	/api/proposals/create
	Create draft proposal

	PATCH
	/api/proposals/:id
	Update proposal sections / metadata

	POST
	/api/proposals/:id/publish
	Generate HTML, upload to R2, return URL

	POST
	/api/proposals/:id/pdf
	Generate PDF with personalised watermark

	GET
	/api/proposals/templates
	List available templates


6. Authentication Flow
1. Public website: no auth. All visitors anonymous.
1. Concierge dashboard: Clerk-managed. Sign-in via Google Workspace SSO.
1. Roles enforced server-side via middleware:
74.   · admin: full access (view all clients, all proposals, leaderboard, settings)
74.   · senior_concierge: own clients + read-only access to other concierges' proposals
74.   · junior_concierge: own clients only
API security: all dashboard APIs require valid Clerk session cookie. Tracker public endpoints (slug redirect, pixel) have no auth — anyone can hit them, which is by design (the tracker only writes data, never returns sensitive info).
7. Tracker Service — Detailed Behaviour
Slug generation
1. 4-character base62 (a-z, A-Z, 0-9) — 62^4 = 14.7M possibilities
1. Collision check via D1 lookup. Retry with longer slug if 5 collisions in a row (extremely unlikely)
1. Reserved short slugs (admin, api, pdf, p) cannot be assigned
Click handling (GET /:slug)
1. Look up slug in tracker_links table (cached in KV for 5min)
1. If not found → 404 with branded LuxBlack error page
1. If expired → 410 Gone with branded message
1. Hash incoming IP (SHA-256). Resolve geo from CF request headers (free, included)
1. Insert click_event row asynchronously (don't block the redirect)
1. Return 302 redirect to target_url (sub-30ms total)
1. After response sent (waitUntil): fire HubSpot timeline webhook + Slack ping if milestone
Pixel handling (GET /p/:slug.gif)
1. Same slug lookup + event logging as click handler
1. Return 1×1 transparent gif (43 bytes hardcoded)
1. Type = 'open' in event row
8. Proposal Builder — Detailed Behaviour
Section types (14 total)
1. Cover — destination, client name, hero image
1. Welcome Letter — concierge photo, body text, signature
1. Skeleton Itinerary — auto-generated from day data
1. Day-wise Itinerary — accordion, rich text per day, photos, dining picks
1. Accommodation — property cards (pull from Sanity library)
1. What's Included — bulleted list
1. What's Excluded — bulleted list
1. Visa Information — auto-suggest based on destination + nationality
1. Travel Insurance — recommended providers, coverage notes
1. Investment + Breakdown — adult-wise, child-wise, with currency display
1. Cancellation Policy — pulled from master library, override-able
1. Payment Policy — pulled from master library, override-able
1. Amendment Policy — pulled from master library, override-able
1. Sign-off + CTA — concierge signature, book-a-call button, contact details
Templates (5)
1. Honeymoon — Cover, Welcome Letter, Skeleton, Day-wise, Accommodation, Includes, Excludes, Investment, Sign-off
1. Family Trip — adds Children's Activities section after Day-wise
1. Wellness Retreat — replaces Day-wise with 'Programme' section, adds Practitioner Bios
1. Boys Party Trip — adds Nightlife & Experiences section, edgier copy tone
1. Adventure — adds Difficulty Rating, Equipment Provided sections
PDF generation with watermark
1. HTML proposal rendered to PDF via Puppeteer (run on Cloudflare Browser Rendering or Browserless)
1. Watermark overlay: 'luxblacktravel.com  ·  CONFIDENTIAL  ·  {Client Name}' diagonal, 5% opacity
1. Repeated on every page, both above and below text layer
1. Personalised per client — if leaked, source is traceable
1. File saved to R2 at: proposals/{proposal_id}/v{version}.pdf
1. Logged as 'pdf_download' event
9. Sprint Plan (8 sprints, 1 week each)
	Sprint
	Theme
	Deliverables
	End-of-sprint demo

	1
	Foundation
	Monorepo + tooling · Vercel + CF accounts · Sanity workspace · base Next.js apps · Tailwind theme · CI/CD pipeline · shared UI primitives
	Empty staging sites live

	2
	Public Website (Home)
	All 8 home sections · sticky nav · footer · reveal-on-scroll · hero animations · sound toggle placeholder · CMS integration
	Home page on staging with real Sanity content

	3
	Destinations + Journal
	Destination detail template (10 sections) · Journal index + article template · Sanity schemas live · 5 destinations + 3 articles loaded
	Full content site browsable

	4
	Plan My Trip + HubSpot
	5-step form · currency toggle · HubSpot custom properties set up · /api/inquiry endpoint · concierge assignment logic · welcome email via Resend
	Real inquiries land in HubSpot

	5
	Tracker Service
	CF Worker on t.luxblacktravel.com · D1 schema · short link API · click + pixel + PDF endpoints · IP hashing + geo · HubSpot webhook · Slack pings
	Tracker generating links, logging events, syncing to HubSpot

	6
	Concierge Dashboard
	Clerk auth + roles · dashboard shell · live feed view · KPI tiles · hot leads · real-time SSE updates · search
	Concierges log in and see live activity

	7
	Proposal Builder
	Drag-drop interface (dnd-kit) · 14 section types · 5 templates · Tiptap rich text · HTML generation + R2 upload · PDF + watermark · tracker link generation
	Full proposal creation flow working end-to-end

	8
	Polish + Launch
	Dashboard additions: Calendar · Inbox · Geo Map · Leaderboard · Klaviyo sequences · PostHog instrumentation · DPDP cookie banner · legal pages · QA · soft launch with 10 clients
	Production launch


10. Acceptance Criteria (sample for Sprint 5 — Tracker)
1. All endpoints documented in /docs/API.md
1. Unit tests for slug generation, event logging, IP hashing
1. Click redirect latency under 50ms p99 (measured via PostHog timing)
1. Pixel response under 30ms p99
1. HubSpot webhook fires within 2 seconds of event (eventual consistency OK)
1. No raw PII (IPs, full UAs) ever persisted — only hashed/abstracted forms
1. Geo resolution accurate for 95%+ of requests (using Cloudflare's free geo headers)
1. Slack pings only fire for milestone events (not every click)
1. Slug collisions handled gracefully with retry
11. QA Checklist (pre-launch, sprint 8)
1. All forms validate client-side AND server-side
1. Mobile responsive on iPhone SE, Pixel 5, iPad — manually tested
1. Lighthouse scores: Performance 90+, Accessibility 95+, Best Practices 95+, SEO 100
1. Cross-browser tested: Chrome, Safari, Firefox, mobile Safari, mobile Chrome
1. All Sanity content fields editable and render correctly
1. Tracker links work across major email clients: Gmail, Outlook web/desktop, Apple Mail iOS/macOS
1. PDF watermark visible but subtle (not distracting)
1. All transactional emails deliverable (DKIM, SPF, DMARC passing — verified via mail-tester.com)
1. Klaviyo drip sequences fire correctly (manual test with throwaway email)
1. Dashboard real-time updates working over flaky network (SSE reconnection logic)
1. Cookie banner DPDP-compliant
1. Privacy policy, Terms, Cancellation/Payment/Amendment pages live
12. Launch Checklist
1. DNS propagated for all subdomains (verify with dig from multiple regions)
1. SSL certificates active on all domains
1. 301 redirects from old site (if any)
1. robots.txt + sitemap.xml live
1. Google Search Console verified, sitemap submitted
1. PostHog tracking firing on production
1. Sentry error monitoring live, alerts to Slack #engineering
1. D1 daily backup cron job running
1. R2 lifecycle policy set (proposals kept indefinitely, draft PDFs after 30 days)
1. Concierge team trained (1-hour walkthrough)
1. Support process documented (who handles what, escalation path)
1. Soft launch: send to 10 friendly clients first, monitor 48hrs, then full launch
13. Post-Launch Maintenance
	Cadence
	Task
	Owner

	Weekly
	1 new journal article published
	Writer

	Weekly
	Sprint retro + planning for next week
	Engineering

	Bi-weekly
	Content refresh (2 destination updates)
	Content team

	Monthly
	Cost review (Vercel, Cloudflare, HubSpot, etc.)
	Founder + lead eng

	Monthly
	Performance audit (Lighthouse, real user metrics)
	Engineering

	Quarterly
	Design system updates + UI polish
	Design

	Quarterly
	Concierge dashboard feature retrospective
	All concierges + eng


14. Open Questions for the Engineering Team
1. Browser Rendering on CF Workers is in beta — fallback plan if PDF generation needs Browserless ($25/mo)?
1. HubSpot Sales Hub Starter limits: 1000 custom property values per record. Likely a non-issue at our volume, but worth confirming.
1. Sanity preview URLs need configuring for content editors to see drafts in context.
1. Concierge avatar upload flow — direct to R2 or via Clerk profile?
1. Do we want feature flags from day one (PostHog feature flags are free) for A/B testing copy + CTAs?
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