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Introduction and Executive Summary

This document, prepared by Docupal Demo, LLC, outlines a comprehensive proposal
for Acme Inc. (ACME-1) to migrate its existing native iOS and Android applications
to a unified Flutter codebase. Our analysis indicates that this strategic shift will
deliver significant improvements in user experience, accelerate development cycles,
and ensure true cross-platform compatibility.

Purpose

The primary purpose of this proposal is to present a clear, actionable plan for
migrating ACME-1's mobile applications to Flutter. Currently, ACME-1 maintains
separate native codebases for iOS and Android, resulting in duplicated effort,
increased maintenance costs, and slower feature deployment. By adopting Flutter,
ACME-1 can consolidate its development efforts, reduce technical debt, and deliver a
consistent user experience across both platforms.

Key Objectives

The proposed Flutter migration aims to achieve the following key objectives for
ACME-1:

« Enhanced User Experience: Create a consistent and engaging user interface
across both iOS and Android platforms.

« Faster Development Cycles: Streamline the development process with
Flutter's hot-reloading feature and single codebase.

 Cross-Platform Compatibility: Ensure seamless functionality and consistent
performance on both iOS and Android devices.

« Reduced Technical Debt: Refactor and modernize the existing applications,
reducing maintenance overhead.

« Cost Optimization: Lower long-term development and maintenance costs
through code reuse and simplified workflows.

« Stakeholder Alignment: Ensure ACME-1 CEOQ, CTO, mobile development team,
and end-users are aligned in the migration goals.
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Current System Overview

ACME-1 currently operates native mobile applications for both iOS and Android
platforms. The iOS application is built using a combination of Swift and Objective-C.
The Android application is built using a combination of Java and Kotlin.

Architecture and Technologies

The existing mobile application architecture follows a traditional multi-platform
approach. This means that each application (i0S and Android) has its own separate
codebase, UI/UX design, and development lifecycle. Data synchronization and
backend communication are handled through platform-specific implementations.

The technology stack includes:

« i0S: Swift, Objective-C, UIKit, Core Data
» Android: Java, Kotlin, Android SDK, SQLite

Challenges and Limitations

ACME-1 faces several challenges with its current native mobile application system.
These challenges impact performance, maintenance, scalability, and the ability to
meet evolving business needs.

» Performance Inconsistencies: Due to the separate codebases and platform-
specific implementations, ACME-1 observes performance inconsistencies
between the iOS and Android applications.

» High Maintenance Costs: Maintaining two separate codebases requires
dedicated iOS and Android development teams. This leads to increased
development and maintenance costs.

 Limited Scalability: Scaling the existing system to support new features or a
growing user base is challenging and time-consuming due to the duplicated
development efforts.

« Feature Parity Challenges: Ensuring feature parity between the iOS and
Android applications is difficult and often results in delays in releasing new
features on both platforms simultaneously.

« UI/UX Inconsistencies: Maintaining a consistent user experience across both
platforms is challenging, leading to potential usability issues and brand
inconsistencies.
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 Slow Response to Market Changes: The current system makes it difficult to
quickly deploy new features and respond to changing market demands due to
the need for separate development cycles for each platform.

These limitations hinder ACME-1's ability to innovate and compete effectively in the
mobile market.

Flutter Technology Overview

Flutter is a UI toolkit developed by Google for building natively compiled
applications for mobile, web, and desktop from a single codebase. It uses the Dart
programming language. Flutter’s architecture is designed to be layered and
extensible.

Core Features and Architecture

Flutter is a reactive framework, meaning that the UI reflects the underlying
application state. Widgets are central to Flutter's UI construction. Everything on the
screen is a widget. Flutter’s layered architecture provides control and customization.
The framework is structured in a series of layers, each building upon the last. Dart is
used for developing Flutter apps.

Cross-Platform Development

Flutter enables cross-platform development using a single codebase for both iOS
and Android platforms. This reduces development time and resources. Flutter
allows for platform-specific adaptations, meaning the application can leverage
unique features of each operating system.

Advantages Over Current Technologies

Migrating to Flutter offers several advantages. These include faster development
cycles due to code reuse, leading to quicker time-to-market for new features and
applications. Flutter also improves Ul consistency across both iOS and Android
platforms, creating a unified user experience. Reduced maintenance costs are
another benefit, as updates and bug fixes can be implemented across both platforms
simultaneously from a single codebase.
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Migration Strategy and Approach

Docupal Demo, LLC proposes an incremental migration strategy for ACME-1's
existing native iOS and Android applications to Flutter. This approach minimizes
disruption and allows for continuous integration and testing throughout the
migration process. We will also utilize a hybrid approach, allowing native and
Flutter components to coexist during the transition. This will provide flexibility and
control over the migration.

Key Phases

The migration will be executed in distinct phases, each with specific deliverables:

1. Assessment: This initial phase involves a thorough analysis of the existing
native applications. We will identify key functionalities, dependencies, and
potential challenges. The deliverable for this phase is a comprehensive
assessment report, outlining the scope of the migration and a detailed project
plan.

2. Proof of Concept (POC): A POC will be developed to demonstrate the feasibility
and benefits of Flutter for ACME-1's applications. This will involve migrating a
small, representative module to Flutter. The deliverable is a functional Flutter
module and a report validating the chosen architecture and approach.

3. Module Migration: This phase focuses on migrating individual modules from
the native applications to Flutter. Modules will be prioritized based on their
complexity, impact, and potential for improvement. Each migrated module will
undergo rigorous testing. Deliverables include fully functional Flutter modules,
associated documentation, and unit/integration tests.

4. Testing: A comprehensive testing strategy will be implemented throughout
the migration process. This includes unit tests, integration tests, and user
acceptance testing (UAT). This ensures the quality and stability of the migrated
application. Deliverables include test reports, bug fixes, and validated builds.

5.Deployment: The final phase involves deploying the migrated Flutter
application to the respective app stores. We will provide support during the
deployment process. Deliverables include deployed Flutter applications, release
notes, and post-deployment support.
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Legacy Functionalities

Legacy functionalities will be addressed strategically. Whenever possible, we will
refactor them into Flutter modules to leverage the cross-platform capabilities of
Flutter. In cases where native functionality is essential or performance-critical, we
will wrap it as platform-specific services accessible from Flutter. This hybrid

approach ensures that existing features are preserved while taking advantage of
Flutter's benefits.

Migration Timeline

The following Gantt chart illustrates the estimated timeline for the migration
project.

Assessment l
Proof of Concept -

Module Migration

Testing

Deployment

Risk Assessment and Mitigation

Migrating ACME-1's native iOS and Android apps to Flutter involves potential risks.
These risks span technical, schedule, and business domains. Docupal Demo, LLC
will actively manage these risks throughout the migration process.
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Technical Risks

Code compatibility issues may arise when transitioning existing native code to
Flutter. Integrating third-party libraries could also present challenges. Performance
bottlenecks are another potential concern during the migration.

Mitigation: We will conduct thorough code analysis before migration. This analysis
will identify potential compatibility issues early. We will also perform rigorous
testing throughout the process. This testing will help to identify and resolve
performance bottlenecks. We will use established Flutter-compatible libraries where
possible.

Schedule Risks

Delays in the migration timeline are possible. These delays can stem from
unforeseen technical challenges or resource constraints.

Mitigation: We will adopt a flexible migration schedule. This allows for adjustments
based on project progress. Dedicated testing resources will ensure timely
identification and resolution of issues. We will use expert Flutter consultants to
provide specialized support.

Business Risks

User adoption challenges and budget overruns represent business-related risks. If
users don't readily accept the new Flutter app, it could impact business goals.

Mitigation: We will implement a phased rollout of the Flutter app. This allows users
to gradually transition to the new platform. User feedback will be actively solicited
and incorporated throughout the migration. Careful budget monitoring and control
measures will be implemented to prevent overruns.

Cost and Resource Analysis

The estimated budget for migrating ACME-1's native iOS and Android applications
to Flutter is $500,000. This figure encompasses development, testing, project
management, and required resources. A breakdown of these costs is provided below.
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Resource Requirements

Successful migration requires both internal and external resources. Internal
resources include ACME-1's existing developers, UI/UX designers, and QA engineers.
External Flutter consultants from Docupal Demo, LLC will provide specialized
expertise and support throughout the migration process.

Cost Breakdown

The $500,000 budget is allocated across several key areas:

« Development: This constitutes the largest portion of the budget, covering the
actual coding and implementation of the Flutter application. It includes the
time spent by both internal developers and external consultants.

» UI/UX Design: Ensuring a seamless user experience requires dedicated UI/UX
design efforts. This includes adapting the existing designs to Flutter,
conducting usability testing, and iterating on the design based on feedback.

 Quality Assurance: Thorough testing is crucial to ensure the stability and
reliability of the Flutter application. This includes unit testing, integration
testing, and user acceptance testing.

« Project Management: Effective project management is essential for keeping
the migration on track and within budget. This includes planning, scheduling,
risk management, and communication.

 Training: To ensure ACME-1's internal team can maintain and enhance the
Flutter application post-migration, training on Flutter development best
practices is included.

« Licensing: Cost include software licenses required for development and
deployment.

Cost Comparison

While the initial investment in Flutter migration may seem significant, it's
important to consider the long-term cost benefits. Flutter's cross-platform nature
reduces the need for separate i0S and Android development teams, leading to lower
development and maintenance costs compared to maintaining two native
applications.

Cost Allocation Chart
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Performance and Quality Benchmarks

We will use key performance indicators (KPIs) to validate the success of the Flutter
migration. These KPIs focus on app performance, user engagement, development
velocity, and customer satisfaction. Our quality assurance plan includes unit,
integration, and user acceptance testing. The benchmarks below will demonstrate
that the migration has been successful.

App Performance

We anticipate significant improvements in app performance after migrating to
Flutter. We will measure performance using metrics such as app startup time, frame
rates, and memory usage.

Metric Pre-Migration Post-Migration Target
(Native) (Flutter) Improvement
Startup Time (2.5 seconds 1.5 seconds 40%
Average FPS |45 FPS 60 FPS 33%
Memory 200 MB 150 MB 25%
Usage

User Engagement

Increased user engagement is a key goal. We will track metrics like daily/monthly
active users, session length, and conversion rates.

« Daily Active Users (DAU): Aim for a 15% increase within the first three months
post-migration.

 Session Length: Target a 10% increase, indicating users are finding the app
more engaging.

« Conversion Rates: Monitor and aim to improve key conversion funnels by at
least 5%.

Development Velocity

Flutter's cross-platform nature should accelerate development. We will measure this
through:
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» Feature Release Cycle: Reduce the time to release new features by 20%.
« Bug Fix Time: Decrease the average time to resolve bugs by 15%.

Customer Satisfaction

We will actively gather user feedback through in-app surveys, app store reviews,
and social media monitoring. We'll focus on:

« App Store Ratings: Aim for an increase in average rating (e.g., from 4.0 to 4.5
stars).

« Net Promoter Score (NPS): Track NPS to gauge user loyalty and satisfaction,
targeting a score improvement of at least 10 points.

Quality Assurance

Our testing strategy will cover all aspects of the application:

 Unit Tests: Ensure all individual components function correctly.

« Integration Tests: Verify the interaction between different parts of the app.

» User Acceptance Testing (UAT): Real users will test the app to identify any
usability issues or bugs.

« Bug Tracking: We will monitor the number of reported bugs closely, aiming for
a 30% reduction compared to the pre-migration state.

Team Roles and Responsibilities

Our team is structured to ensure a smooth and efficient Flutter migration for ACME-
1's mobile applications. Key members bring specific expertise to the project.

Core Team

o Project Manager: This role oversees the entire migration project.
Responsibilities include planning, resource allocation, risk management, and
communication with ACME-1 stakeholders. The Project Manager will ensure
the project stays on schedule and within budget.

o Lead Flutter Developer: The Lead Flutter Developer is responsible for the
technical architecture and implementation of the new Flutter application. This
includes code quality, performance optimization, and mentoring other
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developers.

» i0S/Android Developers: Our team includes experienced iOS and Android
developers who will assist in porting existing native functionalities to Flutter.
Their knowledge of the current codebase is crucial for a seamless transition.

e QA Lead: The QA Lead will be responsible for defining the testing strategy,
creating test cases, and managing the testing process. This ensures the
migrated application meets ACME-1's quality standards.

Skills and Collaboration

The team possesses the required skills in Dart programming, the Flutter
framework, mobile development principles, and UI/UX design best practices.

We will use Slack and Jira for daily communication and task tracking. Regular
meetings will be held to discuss progress, address challenges, and ensure
transparent communication across the team and with ACME-1.

Implementation Plan and Timeline

This section details the plan for migrating ACME-1's native mobile applications to
Flutter. The estimated project duration is 12 months. We will use project
management software to track progress. Regular progress reports and stakeholder
meetings will ensure transparency and communication.

Project Phases and Milestones

The migration will occur in five major phases:

1. Assessment (Month 1): This initial phase involves a thorough review of the
existing i0S and Android applications. We will analyze the codebase,
architecture, features, and third-party integrations. The output will be a
detailed migration strategy document.

2. Proof of Concept (Month 2-3): We will develop a proof-of-concept Flutter
application. This will validate the chosen architecture, demonstrate Flutter's
capabilities, and identify potential challenges early in the process.
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3. Core Module Migration (Month 4-7): This phase focuses on migrating the
core functionalities of the applications to Flutter. This includes user
authentication, data management, and essential UI components.

4. Feature Parity (Month 8-11): We will migrate the remaining features to achieve
feature parity between the Flutter app and the existing native apps. This will
involve iterative development and rigorous testing.

5. Full Deployment (Month 12): The final phase involves deploying the Flutter
application to the app stores. We will closely monitor performance and gather
user feedback to ensure a smooth transition.

Timeline Visualization

The following Gantt chart provides a visual representation of the project timeline.

Assessment i

Proof of Concept

e Migration _

Full Deployment

Progress Tracking and Reporting

We will track progress using project management software. This will enable us to
monitor tasks, deadlines, and resource allocation. We will provide regular progress
reports to ACME-1 stakeholders, including updates on milestones achieved,
potential roadblocks, and budget status. Stakeholder meetings will be scheduled to
discuss progress, address concerns, and make necessary adjustments to the plan.
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Conclusion and Recommendations

This proposal details a comprehensive Flutter migration strategy for ACME-1's
existing i0S and Android applications. The migration aims to deliver faster time to
market for new features, reduce overall development and maintenance costs, and
provide a consistent and enhanced user experience across both platforms.

Recommended Approach

We recommend an incremental migration approach. This allows for a phased
transition, minimizing disruption to existing users and providing opportunities to
gather feedback throughout the process. We also advise allocating sufficient
resources, including experienced Flutter developers and dedicated project
management, to ensure the migration stays on track and within budget.

Business Outcomes

A successful Flutter migration is expected to yield significant business benefits for
ACME-L. These include increased customer engagement through a more modern
and user-friendly app, higher app store ratings driven by improved performance
and design, and enhanced business agility, enabling faster response to market
demands. Prioritizing user feedback during development will be critical to
achieving these outcomes and ensuring the new Flutter app meets the needs of
ACME-1's customers.

Appendix and References

Appendix

Supporting Materials

This section provides supplementary information to support the Flutter migration
proposal. Included are detailed architecture diagrams illustrating the proposed
Flutter app structure and its integration with existing ACME-1 systems. Code
samples demonstrating key aspects of the Flutter implementation, such as Ul
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components and data handling, are available. A comprehensive migration plan
outlines the step-by-step process for transitioning from native iOS and Android
apps to Flutter, including timelines and resource allocation.

References

The following resources were consulted in the preparation of this proposal:

o Flutter Official Documentation: Provides comprehensive information on
Flutter framework features, APIs, and best practices.

o Flutter Case Studies: Showcases successful Flutter app implementations across
various industries, demonstrating performance and benefits.

« Industry Reports on Cross-Platform Development: Offers insights into market
trends, adoption rates, and the advantages of cross-platform frameworks like
Flutter.
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