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Executive Summary

This proposal outlines a plan for Docupal Demo, LLC to migrate ACME-1's existing
application to the Unity platform. The primary objectives of this migration are to
enhance performance, improve application stability, and unlock the potential for
implementing new features. We believe this transition will provide ACME-1 with
increased efficiency, a better user experience, and access to cutting-edge
technologies available within the Unity ecosystem.

Key Benefits

The Unity migration offers several key advantages for ACME-1:

Enhanced Performance: Unity's optimized engine will lead to smoother and
faster application performance.
Improved Stability: The migration will address existing stability issues,
reducing crashes and errors.
New Feature Enablement: Unity's flexible architecture will allow for the
seamless integration of new functionalities.
Better User Experience: A more responsive and feature-rich application will
result in a significantly improved user experience.
Access to Newer Technologies: Unity provides access to the latest
advancements in software development, ensuring ACME-1 remains
competitive.

Proposed Roadmap

The migration project will be executed in three distinct phases:

1. Assessment (2 weeks): A thorough evaluation of the existing application and
infrastructure.

2. Migration (8 weeks): The actual porting and adaptation of the application to
the Unity platform.

3. Testing & Deployment (4 weeks): Rigorous testing and final deployment of the
migrated application.

Docupal Demo, LLC is confident that this Unity migration will provide ACME-1 with
a robust, scalable, and future-proof application platform.
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Current State Assessment

ACME-1 currently utilizes Unity 2018 as its primary game engine. The codebase is
written in C#. The projects are built for both Windows and Android platforms.

Performance and Limitations

Our assessment reveals several key challenges. ACME-1 is experiencing
performance bottlenecks within the existing Unity 2018 environment. This
negatively impacts frame rates and load times. Outdated dependencies further
complicate development and maintenance efforts. The current version also imposes
limitations on platform support, restricting potential market reach. Crash reports
indicate stability issues that need addressing.

Performance Measurement

ACME-1 tracks project performance through three primary metrics: frame rate, load
times, and crash reports. These metrics provide a quantitative basis for evaluating
the impact of the proposed migration. The following chart illustrates current versus
desired performance targets:

Frame Rate: Current average is 30 FPS. The desired target is 60 FPS.
Load Times: Current average is 5 seconds. The desired target is 2 seconds.
Crash Reports: Current average is 10 per week. The desired target is 2 or fewer
per week.

Migration Objectives and Scope

The primary objective of this Unity migration is to modernize ACME-1's gaming
platform. This will be achieved by migrating key components to enhance
performance and scalability. The migration aims to boost user engagement, cut
operational costs, and broaden market reach.

Objectives

Enhance User Engagement: Improve the overall player experience through
optimized game performance and enhanced features.
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Reduce Operational Costs: Streamline development workflows and reduce
maintenance overhead through a modern Unity architecture.
Expand Market Reach: Position ACME-1 to target a wider audience by
leveraging Unity's cross-platform capabilities (excluding iOS initially).

Scope

This migration project includes the following components:

Core Game Logic: Refactor and migrate the existing game logic to improve
efficiency and maintainability.
UI Elements: Redesign and reimplement UI elements to provide a more
intuitive and engaging user interface.
Animation Systems: Migrate and optimize animation systems for smoother
and more realistic character movements and effects.

Out of Scope

The following features and platforms are explicitly excluded from the scope of this
migration:

VR Support: Integration with virtual reality platforms will not be included in
this phase.
iOS Platform: Migration to the iOS platform is deferred and not part of the
current project scope.

Technical Migration Strategy

Our technical migration strategy focuses on a phased approach. This minimizes
disruption and ensures a smooth transition to the new Unity version. We will
leverage a combination of automated tools and manual refinement. This ensures
ACME-1's project benefits from the latest Unity features and optimizations.

Migration Tools and Frameworks

We will primarily use the built-in Unity Upgrade Tool. This tool automates many
aspects of the migration process. It handles asset conversion and identifies
potential script compatibility issues. We will also develop custom scripts. These
scripts will address specific migration needs unique to ACME-1's project.
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Asset and Code Handling

Asset compatibility is crucial. We will re-import all assets into the new Unity
version. This ensures they are optimized for the updated engine. Code refactoring
will involve a multi-pronged approach. We will use code modernization techniques.
These will adapt existing scripts to the new Unity API. Where direct upgrades are
not feasible, we will create compatibility layers. These layers will bridge the gap
between the old and new code. This ensures legacy functionality remains intact.

Key Technical Milestones

The migration will be tracked against key milestones:

1. Successful Asset Migration: All project assets are successfully imported and
functional within the new Unity version.

2. Core Functionality Re-implementation: All core game or application
functionalities are re-implemented and verified to be working correctly.

3. Performance Optimization: Performance metrics are optimized. They meet or
exceed the original project's performance.

Migration Process Flow

The diagram below illustrates the migration process:

graph TD A[Backup Project] --> B(Unity Upgrade Tool); B --> C{Asset Conversion
Issues?}; C -- Yes --> D[Manual Asset Adjustment]; C -- No --> E{Script
Compatibility Issues?}; E -- Yes --> F[Code Refactoring/Compatibility Layers]; E --
No --> G[Testing and Validation]; D --> G; F --> G; G --> H{Performance
Optimization Needed?}; H -- Yes --> I[Profiling and Optimization]; H -- No -->
J[Migration Complete]; I --> G;

This flow ensures each step is carefully considered. It allows for iterative
improvements and problem-solving throughout the process. This approach
minimizes risks and ensures a successful migration.
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Resource and Team Plan

Docupal Demo, LLC will provide the personnel and expertise necessary for the
successful migration of ACME-1's project to the new Unity version. Our team
comprises experienced Unity developers, meticulous QA testers, and a dedicated
project manager.

Team Structure and Responsibilities

Unity Developers: This team will handle the core code migration, adapting
existing scripts and assets to be compatible with the new Unity version. They
will also address any compatibility issues that arise during the process.
QA Testers: Our QA team will rigorously test the migrated project. This will
ensure functionality, stability, and performance are maintained, or improved,
in the new environment. Testing will cover all aspects of the application to
identify and report any bugs or regressions.
Project Manager: A dedicated project manager will oversee the entire
migration process. This includes creating and maintaining the project
timeline, allocating resources, and serving as the primary point of contact for
ACME-1. They will also monitor progress and address any potential roadblocks.

Resource Allocation

Docupal Demo, LLC will manage resource allocation throughout the project
lifecycle. This will optimize efficiency and ensure timely delivery. The following
chart illustrates the planned resource allocation across the project timeline:

External Consultants

Docupal Demo, LLC will serve as external consultants and partners, providing
specialized Unity migration expertise to ACME-1.

Risk Assessment and Mitigation

Migrating to a new Unity version carries inherent risks. These risks could affect
project timelines and stability. Docupal Demo, LLC will actively manage and
mitigate these potential issues.
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Potential Risks

The migration process may encounter several key risks:

Code Breaking Changes: Updates to Unity can sometimes introduce changes
that break existing code.
Asset Incompatibility: Assets from older Unity versions may not function
correctly in the new version.
Unforeseen Bugs: New Unity versions can contain bugs that were not present
in previous versions.

Mitigation Strategies

Docupal Demo, LLC will employ these strategies to minimize risks:

Thorough Testing: Rigorous testing will be conducted throughout the
migration. This includes unit tests, integration tests, and user acceptance
testing.
Phased Migration: A phased approach allows us to migrate features
incrementally. This reduces the impact of any single issue.
Regular Backups: Frequent backups of the project will be maintained. This
ensures we can revert to a stable state if necessary.

Contingency Plans

In the event of significant issues, we have several contingency plans:

Rollback Plan: A detailed rollback plan allows us to quickly revert to the
previous Unity version if necessary.
Extended Timeline: The project timeline includes buffer time to accommodate
unexpected challenges.
Alternative Solutions: We will explore alternative solutions or workarounds for
any compatibility issues.

Risk Matrix

Risk Likelihood Impact Mitigation

Code Breaking
Changes

Medium High Thorough testing, code refactoring
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Risk Likelihood Impact Mitigation

Asset Incompatibility Medium Medium
Asset review, replacement, or
modification

Unforeseen Bugs Low Medium Regular testing, Unity bug reporting

Budget and Cost Estimation

This section details the estimated costs associated with migrating ACME-1's project
to the Unity platform. The budget covers development hours, testing resources, and
required software licenses. A contingency is included to address unforeseen
expenses. We will manage any potential budget overruns through scope
adjustments and a clearly defined approval process for additional expenses.

Cost Components

The major cost drivers for this project are:

Development: Encompasses the time spent by our team on porting, coding,
and integrating existing systems with Unity.
Testing: Allocation for rigorous testing to ensure the migrated project meets
quality standards and functions as expected.
Software Licenses: Cost of any new Unity licenses or plugins required for the
project.

Detailed Cost Breakdown

The following table provides a detailed breakdown of the estimated costs:

Item Estimated Cost (USD)

Development Hours 40,000

Testing Resources 15,000

Software Licenses 5,000

Subtotal 60,000

Contingency (10%) 6,000

Total Estimated Cost 66,000
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Cost-Benefit Analysis

A return on investment (ROI) analysis is included as a separate appendix to this
proposal. This analysis outlines the anticipated benefits of migrating to Unity, such
as improved performance, enhanced features, and reduced maintenance costs.

Timeline and Milestones

Project Timeline

This section outlines the proposed timeline for the Unity migration project,
including key milestones and deliverables. We will deliver incremental builds with
core features throughout the project.

Project Schedule and Milestones

Milestone Start Date End Date Deliverables

Planning &
Assessment

2025-08-
19

2025-08-
26

Project plan, risk assessment,
resource plan
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Milestone Start Date End Date Deliverables

Core Migration
2025-08-
26

2025-09-
16

Core systems migrated, initial build

Feature
Implementation

2025-09-
16

2025-10-
21

Key feature integration

Testing &
Optimization

2025-10-
21

2025-11-11 Performance testing, bug fixes

Final Build & Go-Live 2025-11-11 2025-11-18 Final build, deployment, go-live

Progress Tracking

We will provide weekly progress reports. We will use Jira for bug and issue tracking.
Milestone completion will be a key indicator of progress.

Gantt Chart
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Post-Migration Support and Training

To ensure a smooth transition after the Unity migration, Docupal Demo, LLC will
provide comprehensive support and training resources to ACME-1. Our post-
migration support structure includes a dedicated support team readily available to
address any immediate concerns or technical issues. Additionally, we will maintain
a detailed knowledge base, accessible 24/7, containing answers to frequently asked
questions and solutions to common problems. An issue tracking system will also be
implemented to efficiently manage and resolve any reported bugs or unexpected
behavior.

Training Programs

Docupal Demo, LLC will deliver focused training programs designed to equip
ACME-1's team with the knowledge and skills needed to effectively utilize the
updated Unity environment. These programs will cover critical areas, including:

Unity API Updates: Providing in-depth training on the latest API changes and
their implications.
Best Practices: Sharing industry-standard best practices for Unity
development to optimize workflow and project quality.
New Feature Training: Introducing and demonstrating the use of new Unity
features to enhance ACME-1's development capabilities.

Documentation

Comprehensive documentation will be provided to serve as a valuable resource for
ACME-1's team:

Migration Guide: A step-by-step guide outlining the entire migration process,
from pre-migration preparations to post-migration validation.
API Documentation: Detailed documentation of the Unity API, including code
samples and usage examples.
Troubleshooting FAQs: A collection of frequently asked questions and their
solutions, addressing common issues encountered during and after the
migration.
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Appendix and Supporting Materials

Key Contacts

For any queries related to this Unity migration proposal, please contact:

[Name]
[Email]
[Phone]

Company Information

Docupal Demo, LLC

23 Main St, Anytown, CA 90210, USA

Client Information

Acme, Inc (ACME-1)

3751 Illinois Avenue, Wilsonville, Oregon - 97070, USA
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