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Who this workbook is for

Thisresourceis designed specifically for data professionals at organizations committed
to successfully migrating data to the cloud.

Whether you're looking to enhance efficiency, scale operations, or leverage the latest in data technology,
this workbook will provide you with the insights and tools necessary to make your cloud migration journey
smooth and effective.

What will you learn?

Inthis workbook, you will discover a clear path to initiate and maintain your data cloud migration, including:

¢ Choosingtheright use case: Kickstart your migration by identifying the most suitable use cases
for your organization. Analyze your needs and priorities, and set a strong foundation for your
migration project

¢ Keepingyour migration ontrack: Learn strategies to maintain momentum and keep your
migration process aligned with your organizational goals, including managing timelines, resources,
and expectations effectively

¢ Keyelements of a successful migration: Uncover the critical components that ensure
asuccessful data cloud migration. From data governance to security protocols, you'lllearn
the essentials you'll want to consider for aseamless transition

By the end of this workbook, you'll not only have acomprehensive understanding of the steps involved
in data cloud migration, but also practical insights into executing these steps effectively.
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Why migrations are worth the effort

Data cloud migration represents a transformative shiftin how organizations manage and utilize data.

1. Enhancedreporting: Experience advanced analytics for deeper insights and data-driven
decisions, driving business growth

2. Quickerdataaccess: Enjoy swift data retrieval and manipulation for agile operations, enhancing
market dynamics responsiveness and decreasing time-to-market for new products and services

3. Optimized performance: Benefit from faster,more efficient data processes on cloud platforms,
boosting team productivity and operational efficiency

4. Reduced costs: Lower overallexpenses with scalable, pay-as-you-go cloud services

5. Stronger datasecurity: Gain robust protection with advanced encryption and secure backups,
ensuring regulatory compliance and avoiding costly penalties

Why migrations fail

Frominadequate planning andinsufficient data governance to compatibility issues and flawed
security protocols, the reasons for failure are as varied as they are critical. By learning about
these challenges, youempower yourself with the foresight and knowledge necessary
toavoid common mistakes.

Remember, atrue cloud migration heroisn'tjust defined by success, but by the ability
toanticipate and overcome obstacles along the way.
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Build your strategic advantage

Asadataleader navigating the cloud landscape, you're facing adefining challenge: How do you turn cloud
migration fromatechnical exercise into a catalyst for competitive advantage?

Theanswerisn'tinthe mechanics of moving data. It'sinhow you governit. Every business unit wants
todomore withdata. But few organizations are prepared to handle the complexity. Cloud migration
amplifies this challenge —and Al only raises the stakes further.

The good newsis your deep understanding of the organization’s data ecosystem positions youto see
the bigger picture. While others focus onimmediate technical wins, you recognize that success demands
more than better migrationtools. It requires unified governance that spans every system, source and user.

Thisis your opportunity to break free from fragmented governance that tethers control and visibility
to specific platforms. By building a foundation where policies apply consistently and business context
flows freely, you're notjust enabling safer migration — you're accelerating every future dataand Al use case.

The organizations that thrive in this new landscape will be those that transform cloud complexity from
anoperational burdeninto a strategic accelerator. This playbook shows you how.
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Getting started on your migration journey

Ready toembark onyour data cloud migration? Now’s the perfect time to kick it into high gear. Toensure
success, these three areas willbe key to your journey:

e Currentstate assessment: Begin by thoroughly evaluating your existing datalandscape.
Thisincludes understanding your current datainfrastructure, usage patterns,and any potential
challenges or limitations

*  Planning considerations: Carefully plan your approach. Thisinvolves aligning the migration with
your business objectives, engaging stakeholders, and prioritizing critical data sets for migration

¢ Measuring success: Establish clear metrics and benchmarks to evaluate the success of your
migration — and align them with your organizational goals. This could range from performance
improvements to cost savings and enhanced data accessibility

Focusontheseareas whenyou startand you'llbe well-prepared for a successful migration.
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Current state assessment

Let's start out with a self-assessment on the current state of your migration efforts. Check all the scenarios
that apply or add your own. Prioritize them based on your unique company needs.

o List your company’s strategic initiatives and expected outcomes

Sampleinitiatives and outcomes:

O Increase employee productivity O M&Aintegration
O Reducecompliancerisk O

O Increaserevenue O

O Enterintonewmarkets

e List the top concerns or challenges you are currently facing with your current infrastructure

Sample concerns:

O Negativelyimpacting productivity O Improvingdatacoverage acrosstheorg

O Increasingregulatory compliance/riskexposure [0 Lackoftrustindata-drivenbusiness decisions
O Negativelyimpacting business agility O

O Negativelyimpacting revenue opportunities O

e List any compelling events that can impact timelines of the project
Sample compelling events:

O New orchangingregulations O Expiringbudgets
O Upcomingmergersoracquisitions O
O Newapplications being onboarded O

Q List any data sources that are scheduled to be retired or replaced

O

O
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Aligning migration use cases with strategic
business initiatives

Check allthe scenarios that apply or add your own. Prioritize them based on your unique company needs.

o List strategic business initiatives where a data cloud migration will have a positive impact

Sampleinitiatives and outcomes:

[0 Reduceoperatingexpenses O Digitaltransformation
O Increase customerretention O Datamonetization
O Diversify and grow revenue streams O
O O

Improve cross-functional productivity

9 Identify and prioritize use cases that align with strategic initiatives

Sample concerns:

O Customer360 O Post-acquisition dataconsolidation
O Regulatory compliance andreporting O

O Financialreporting O

O ESGreporting

e Identify any potential risks a data cloud migration could introduce to a strategic initiative

Sample scenarios:

O Incompatibility of existing architecture [0 Datasecurity

O Lackorlossofskillsand subject matterexpertise [0 Datagovernance and complianceissues
O Dataloss |

O Budgetoverruns O
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Selecting the right use case to get started

Preparing for your data cloud migration journey

Moving forward on your data cloud migration journey is a strategic decision that can significantly enhance
your organization’s data management capabilities and overall operational efficiency.

However, the key to a successful migration lies in carefully selecting the right use case to begin your journey.
Onceyou'veidentified priority use cases, we recommend choosing one use case to pilot your strategy and
helpironout any kinks along the way.

Here are some example criteria for choosing the right use case:

- Keystakeholders have provided complete and detailed responses to our use case questionnaire

- Lowersecurity and privacy risks
«  Sourcedataishighly compatible with target system
*  Relevantconnectorsalready exist

*  Quickwinthat could demonstrate measurable impact and/or ROl early inthe project
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Ask the right questions about each use case

Let'sembark onthe critical questions that will guide you to a successful data cloud migration.
We'veincluded afew sample questions to help you get started. But note that these examples
are not exhaustive; your specific questions will reflect the unique state of your organization.

Can you identify all the data sources you need for the use case?
*  Wheredoesthedatareside
« Isthedatacompatible with your new data cloud platform

«  Arethere existing metadata connectors between your datagovernance platform
and the source and destination platforms

- Arethereexisting connectors between the source and destination platforms
- Issensitive or critical business data stored at the source

Are the data stakeholders and the benefits to each stakeholder
known for the use case?

«  Whoarethedataowners
«  Whoisneededtovalidate and certify the data
*  Whobenefits fromthe use case and how

Can the use case benefits be measured?

*  Whatare the hard benefits that canbe measured
»  Aretheresoft benefits

*  Howwillyoumeasure andreportonthem

Are the data policies needed for the data assets known or easily defined?

- Dotheexisting policies needto be refined foramove to the cloud

* Arethereregulationsorindustry best practices that need tobe assessed
» Istheresensitive datainvolved

* Aretheredataresidencyrestrictions that need to be takeninto account

*  Whoshouldbeallowed accesstothe data

«  Whatarethedataretention policies

Canthe current source be deprecated, or is there acompelling reason why it should only be copied
tothe new platform? Note: best practice is to deprecate when possible.

'—,:'—— Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Assessing capabilities required for a successful

cloud migration

Successful cloud migrationis not just atechnological shift, but acomprehensive transformation

oftechnology, skill sets and strategicintegrations.

Technology

O Cloudinfrastructure
O Datacloudplatform

O Dataintelligence platform (Explore

The essential dataintelligence buyer’s guide)

Integrations

O CRM

HRand payroll
Finance

ERP
Projectmanagement

Marketing automation

O o o o o o

Inventory management

Skillsets

O Projectmanagement
O Change management
O Dataengineering
Data security

Solutionarchitecture

o o od

Stewardship

'—,:'-— Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Project management
Other

Other

Businessintelligence tools
Datawarehouses

ETL/ELT tools

Third-party data providers
Technical/platform catalogs
Other

Other

Cloudinfrastructure
Legaland compliance
Analytics

Other

Other
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Knowing your global stakeholders

and what they care about

Inany large-scale endeavor like cloud migration, understanding and actively engaging with your global
stakeholdersis notjust beneficial — it's essential. These leaders will provide critical oversight across
various business areas. Recognizing what matters to each of themis key to aligning the migration strategy
with the organization’s broader objectives. You willneed escalation paths whenissues arise thatimpact
theirarea. They will want regular progress reports on how things are going - project timeline, RO,

adoption, risks, issues, etc.

Listthe global key stakeholders and what matters most to them.

O Chief Data Officer

Concerns

O ChiefInformation Officer

Concerns

O Chief Technology Officer

Concerns

O ProjectManager

Concerns

Z% Collibra  ©2025 Collibra. Allrights reserved. | collibra.com
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BusinessLeaders

Concerns

Other

Concerns

Other

Concerns

Other

Concerns
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Measuring success

Measuring successin your data cloud migrationis crucial for validating the effectiveness of the transition
and ensuring alignment with your organizational goals. This step includes tracking the migration process
—and quantifying the impact and value the migration brings to your organization. Establishing clear Key
Performance Indicators (KPIs) provides tangible metrics for measuring success, offering insightsinto

areas of improvement and achievement.

What KPIs will you use to measure success? Which will you use to track your process? Be sure you can

measure them before and after the migration.

O Number of datasources or datasets migrated

O Number of datasets deprecated

O Numberof securityincidents

O Improved compliance withregulations

O Applicationresponsetimes

O Numberofinquiriesabout data

O Averagedowntime

'—,:'-— Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Cost savings - infrastructure savings

Costsavings - time spent

User adoption

Reduce latency of data

Other

Other



Put your data cloud migration journey
on track from the start

Setting your data cloud migrationjourney onthe right track fromthe startis crucial. Thisinitial phase lays
the groundwork for asmooth transition, ensuring strategic alignment and effective execution throughout
the migrationprocess.

Follow these four key pillars to ensure a smooth, strategic transition to the cloud:

\@ Getorganizational buy-in

Establish an effective change
management plan

@ Buildacomprehensive Create awell-defined operating
M migration plan model and policy strategy
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Gaining organizational buy-in

Embracing data cloud migrationis a pivotal step towards digital transformation that requires organizational
buy-into unlockits full potential. Without it, the journey toward data cloud migration risks stalling, potentially
leaving you and your business falling behind the competition.

Why it matters

Executive Level

O Ensuresalignment with strategic initiatives of the business

O Gainscommitmentforresourcesand funds

O Supports Top-down communication to drive action and priority
O

Helpsidentify executive sponsorship to provide credibility, gather cross-functional support,
communicate goals,and actasanadvocate

Business and technical stakeholder alignment (and enthusiasm) on priority use cases. They should
[0 Beopentobeinganearly adopter and acting as anevangelist for the project
[0 Haverightlevel of subject matter expertise or willingnesstodigandlearn

O Havethetimetodedicatetothe project

Candidates for executive sponsorship

Nameand Title
Nameand Title
Nameand Title
List desired characteristics of business and technical stakeholders

[0 Entrepreneurial ortrailblazerspirit [0 Responsive

O Well-respectedcrossfunctionally [0 Usestime efficiently
[0 Subjectmatter expertise O Other
[0 Proactive O Other

'—,:'-— Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Establishing effective change management

Atthe heart of every successful data cloud migration lies effective change management. This strategy
is critical notjust for the technical shift, but for ensuring user adoption and maximizing the return
oninvestment (ROI) of the project. Understanding how stakeholders currently accomplish their tasks
and how this willtransform post-migrationis key to aseamless transition.

How will people be trained on the new
technology as well as new or changing
processes?

Online training
Trainthe trainer
Demonstrations
JobAids
Certifications

Other

O O oo o o d

Other

How will you promote/communicate
the value of the change?

O Internalnewsletters
Intranets postings
Email communications

Videotestimonials

O o o od

Presentationsatteam
and leadership meetings

Other

O

Other

'—,:'—— Collibra ©2025 Collibra. Allrights reserved. | collibra.com

How will you monitor progress and adoption?

Benchmark time spent onvarious activities
before and after the migration

Looking for data
Understanding data
Gainingaccesstodata
Monitoring data quality

Other

o O o o o O

Other

User satisfaction surveys
Easeofuse

Roll-out strategy

Training programs and materials
Communications

Other

O Oo o o o O

Other

Usage analytics

O Number ofuniquelogins

O Numberoflogins

O Number of business usersvs technical users
O

Number of dataaccessrequests
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Building a comprehensive data migration
planin 4 steps

Inthis phase, you'lldefine your data migration approach, setting priorities, roles, and a realistic roadmap
with contingency plans. Remember to focus on clear communicationin this phase to ensure asmooth
transition and successful post-migration audit.

@ Define the scope
- Decideif you'lltake a bigbangapproach, aniterative or agile approach, or ahybrid approach
«  Prioritize the migration use cases you identified at the beginning of the journey
« ldentify therequired connections to sources and tables for each use case
9 Set clear expectations for all stakeholders
»  DevelopaRACI (Responsible, Accountable, Consulted, Informed) chart to ensure everyone

understands their roles and responsibilities. Check out our sample RACIin the appendix
tohelpgetyoustarted.

- Createaroadmap androllout plan for each use case and data source.

- Setrealistic timelines and milestones for each phase of the migration project
«  Define standards for datamigrationreadiness

«  Communicate the change management plan

«  Confirmstakeholder agreement on expectations

9 Determine required contingency plans, such as:

»  Unexpectedloss of critical skills and subject matter expertise (e.g. cross-training,
consultants, etc.)

«  Migrationrollbackinthe event of dataloss, unanticipated changes to the data, errors

encountered during the migration, or other similar situations

@ Create a post-migration audit plan
- Beforeretiring the source system
«  Toconfirmthatdatawas migrated successfully

«  Toensurepolicies are accurately applied

Ready to start your plan?

To make the migration process easier and more efficient, we've developed a comprehensive
checklist tailored to guide you through each step of your plan.

Get our helpful checklist for building your data migration plan.

'—,:'—— Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Defining the operating model and guidelines
for policy strategy

An operating model and policy strategy are blueprints for achieving your organizational goals. Soit’s
important to decide on the type of data governance operating model that will work for your organization.

Consider the range of unique needs for your organization and balance them against the need for
standardization and consistency. The three main types of organizational models are:

O Centralized - centralauthority determines the rules of how to govern andindividuals and teams
executing datagovernance must adhere to centrally defined processes

« Introduces consistency and reduces confusion

»  Lessriskof duplication of effort - increasing productivity

*  Maybeappropriate for highly regulated organizations

«  Maynotaccountfor unique data governance needs for different parts of the organization

- Bottleneckstogainaccesscandelay access of businessinsights

O Decentralized - multiple groups of authority; most often adoptedif different teams with different
datagovernance needs

- Putsdatagovernance policy and definitions closer to the subject matter experts, but could result
inadisconnect frombusiness objectives

* Improvedrepresentation fromthe business

*  Runstherisk of duplication of dataand inconsistencies around policies

[0 Federated-balancestherestrictiveness of acentral governance authority that may not account
for the unique needs of various groups while also providing best practices and standards that provide
consistency andreduce complexity.

Defining clear roles and responsibilities for your chosen operating model is essential for driving
accountability and aligning data governance with your business objectives. In addition, establishing robust
data standards and usage guidelinesis critical for maintaining the integrity and trustworthiness of your data,
forming the foundation for your approach to data sharing, reusability and comprehensive governance.

'—,:'—— Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Defining the operating model and guidelines
for policy strategy

Efficient and effective policy developmentis anchoredin an understanding of your unique access standards
and stewardship model. Focus on the following critical areas as you craft your policy strategy.stency. The
three maintypes of organizational models are:

Policy strategy
Establish standards for access policies based on applicable regulations and best practices

O Whocanaccesseachtable?

O Whoshouldbe able to see sensitive data?

O Aretheredataresidency restrictions?

O Whatarethe dataretentionpolicies?

[0 Canthedatabe sharedoutside of the organization?
O Other

O Other

Decide onthe stewardship model:

[0 Subjectarea (forexample - products, customers, financials)

O Function (for example - marketing, sales, customer support)

[0 BusinessProcess (for example - campaigns, procurement, sales)

O Systems (forexample - CRM, project management, human resources)
O Other

O Other

'—,:'—— Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Be the hero of your data cloud journey

Cloud migrationisn'tanendpoint — it's an ongoing opportunity to transformhow your organization
activates data. The challengeisn'tjust moving data from point A to point B. It's about building the foundation
foraccelerating every dataand Al use case, safely and confidently.

You see, the organizations that thrive aren’tjust investing in better migrationtools. They're reimagining
governance foramulti-cloud world where data flows freely, policies apply consistently and business
contextenriches every interaction. They're turning fragmentation into unification, complexity into clarity
and governanceinto a catalyst for speed.

Your cloudjourney is achance to break free from the constraints of fragmented governance. Whenyou
unify visibility and control across every system, source and user, you create the conditions for sustainable
innovation. Your people can trust, comply and consume data confidently across every environment.
That's notjust better governance — it's competitive advantage.

The future belongs to organizations that can turn cloud complexity into strategic edge. With unified
governance as your foundation, you're ready to accelerate every data and Alinitiative while maintaining
controlandtrust.

That's Data Confidence.

: '—- Collibra ©2025 Collibra. Allrights reserved. | collibra.com

20



Power your data cloud migration with Collibra

Learn more

Getmore details on how Collibra can power your data cloud migration with dataintelligence.

www.collibra.com/migration

Get advice

Book a Collibra Coaching sessionto gain access to technical guidance or best practices onhow Collibra
supports your data cloud migration.

www.collibra.com/coaching

Get started

Engage topindustry experts on Collibra’s Professional Services team to help you unlock the full potential of
your data cloud migration.

collibra.com/professional-services

’-,:'- Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Appendix: Templates

Data Cloud Platform Migration:

use case questionnaire 23
Abouttheuse case 23
DataPolicies 23
DataSource 24

Checklist for building your

data migration plan 25
Roles and responsibilities 26
Sample Data Cloud

Migration RACI Chart 27
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Migration:

Data Cloud Platform

Information provided by:

Use case questionnaire

Use CaseName

Date completed:

Guidance: Please answer each questions with as much detail as possible.

About the use case

Describetheusecase.

List the business units, departments, teams and individual
roles that will benefit from this use cause?

What are the hard benefits of this use case that can
be measured (e.g., productivity, cost savings)?

What are the soft benefits of thisuse case that can
be measured (e.g.,employee satisfaction)?

Who will be responsible for measuring and reporting
onthe hard and soft benefits?

Z% Collibra  ©2025 Collibra. Allrights reserved. | collibra.com

Are the existing data policies known or easily defined?
O Yes O No

Do existing policies need to be refined prior to the migration?
O Yes O No

Arethereregulations orindustry best practices that need

tobeassessed?
O Yes O No

Isthere sensitive datainvolved?
O Yes O No

Arethere dataresidency restrictions that need
tobetakenintoaccount?
O Yes O No

Who should be allowed access to the datarelated to this
use case? Provide detailsif accessrights are different based
ontheuserrole.

What are the dataretention policies?

23



(Use case questionnaire continued)

Guidance: Provide as muchinformation as possible for each data source. Include additional pages if there is more than
onedatasource. Youmustinclude at least one data source. If you don't know the answer to a question, state ‘unsure.

Data Source

Existing data source (provide descriptionand location):
Name: Location:

Description: Data Owners:

Additional Information

Listany additional data stakeholders?

Who willbe responsible for certifying and validating the data (if different than the data owner)?

Is the datacompatible with the new data cloud platform?

Do metadata connectors between your data governance platformand the source and destination platforms?

Are there existing connectors between the source and destination platforms?

Is sensitive or critical business data stored at the source?

Z% Collibra  ©2025 Collibra. Allrights reserved. | collibra.com
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Checklist for building your data migration plan

Guidance: Check off each element once it has beenincluded in your data migration plan for each use case

Selectapproach
O Bigbang (all-at-once)
O Trickle (iterative)

O Hybrid (combination of both

Listroles and responsibilities

O Datasteward

O Dataowner

O Dataengineer

O Dataarchitect

O Privacy manager

O Applicationowner

O Businessanalyst

O Other

O Other

List situations that require a contingency plan

O Lossofskills

[0 Lossof subject matter expertise

O Migrationrollback

O Other

O Other

Z% Collibra  ©2025 Collibra. Allrights reserved. | collibra.com

Standards for datareadiness

O

O

Glossary with clearly defined terminology related to the data
and use case thatisimportant to the businesstokeep
everyone onthe samepage

Sufficient metadata with technical, business and privacy
context to enable all stakeholders to find, understand
andaccesstrusteddata

Technicaland businesslineage that provides end-to-end
flow of data, including transformationand usage

Data meets quality standards to ensure accuracy,
completeness, validity,and consistency

Other

Other

List critical elements of a post migration audit

O

Compare source and target data-values, formats, volume
of tables, columns and rows number of tables

Evaluate quality of data—accuracy,completeness,
validity, consistency

Assess for performance improvements

Identify anomalies and performroot-cause analysis

Validate sensitive datais protected

Other

Other
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Roles and responsibilities

Afew examples of the impact of data migration on various teammembers

O DataSteward:Empowerswithenhanced data quality and governance capabilities, leading
tomore efficient management and utilization of data assets.

O DataOwner: Offersimproved dataaccessibility and control, ensuring strategic and effective
useindecision-making processes.

O DataEngineer:Provides amore streamlined and optimized datainfrastructure, enhancing
the ability to manage and manipulate large datasets efficiently.

[0 DataArchitect: Benefits from the opportunity to designandimplement more robust, scalable,
and efficient data systems aligned with current technological advancements.

O Privacy Manager: Allows reinforcement of data protection protocols and compliance with privacy
regulations, ensuring secure and ethical datamanagement.

O Application Owner: Brings aboutimproved application performance and dataintegration, leading
toenhanced user experience and operational efficiency.

O BusinessAnalyst: Gains access to more accurate and comprehensive datasets, leading
to deeperinsights and more informed business decision-making.

'—,:'-— Collibra ©2025 Collibra. Allrights reserved. | collibra.com
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Sample data cloud migration RACI chart

Task/activity

Migration phase

Responsible (R)

Accountable (A)

Consulted (C)

Informed (I)

Project planning

Currentenvironment
assessment

Data classificationand
prioritization

Cloud service selection

Datamigration strategy definition

Infrastructure readiness

Datapreparationand cleansing

Migration execution

Testingand validation

Post-migration optimization

Z% Collibra ©2024 Collibra. Al rights reserved. | collibra.com

Initiation

Assessment

Assessment

Planning

Planning

Preparation

Preparation

Execution

Execution

Closure

Project Manager

Data Architect, IT Team

Data Governance Team

Cloud Solution Architect

Data Architect

IT Team

Data Team

DataTeam,IT Team

Testing Team

Cloud Solution Architect

Data Architect

Data Architect

Data Governance Team

IT Manager

IT Manager

IT Manager

DataTeam

Project Manager

Project Manager

Project Manager

Cloud Solution Architect,
Business Stakeholders

Cloud Solution Architect

IT Security, DataOwners

Data Architect, Procurement

Cloud Solution Architect

Cloud Solution Architect

IT Team, Data Architect

Cloud Solution Architect

Data Architect, IT Team

DataTeam,IT Team

Project Team,
Stakeholders

Project Team,
Stakeholders

Project Team,
Stakeholders

Project Team,
Stakeholders

Project Team,
Stakeholders

Project Team,
Stakeholders

Project Team,
Stakeholders

Project Team,
Stakeholders

Project Team,
Stakeholders

Project Team,
Stakeholders
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2 Collibra

Be the hero of your

o

O O If you are interested in learning more,
(@) please visit
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