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Introduction 

Almost any study you look at will confirm that 

migrating data can be tricky. Whether a project 

runs over on time, exceeds budget, fails to 

move data, or has other errors, an estimated 

40% to 80% of all data migrations is said to fail. 

Why the difficulty? Well, the type of information 

being moved, the quality and quantity of data, 

the skills available, and unclear project 

ownership are just some of the many things 

that can hinder successful data transfer. 

Migration projects, including CRM migrations, 

don’t have to be difficult, though. Read on for 

advice on setting up your CRM Migration Plan 

and you’ll see that with the right preparation 

and planning there’s every reason to expect a 

totally successful move to the new CRM system. 

If you still have questions after reading this, 

please visit InaPlex or request a call from one of 

our experienced CRM Migration consultants. 

The Secret to Success?  

There is no secret - it’s all 

about experience, careful 

preparation and planning. 
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Migration Project Failures 
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Project Basics 

 - Do Business Owners Rule? 
 

One of biggest problems affecting CRM 

migrations is project ownership.  

 

It’s not unusual for CRM migrations to be 

techno-centric with patchy and poorly 

defined involvement of relevant business 

units. However if the needs and 

expectations of business users aren’t 

clear at the outset the entire migration 

can be a technical success, but a 

business operations disaster – data is 

moved but not correctly and completely. 

 

For this reason it’s often stated that 

migrations should be owned by the 

business, however this has its difficulties 

as well. Business groups may know what 

they want, but may not appreciate setup 

and technical limitations that can impact 

the movement of client information. 

Clearly both business and IT need input 

and responsibility as appropriate. 
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Identify Business 

Units 

Locate and list data pools to migrate 

Confirm business buy-in 

Agree project owner(s)

on Test Run 

 
Migration Test Run 

Idenfify and agree milestones and 

constraints 

Clarify security and access levels 

Ensure adequate backup and 

restore procedures 

So who should own the project? To be 

realistic, politics, budgets, personalities 

and many other issues will often dictate 

the ownership of a project. What really 

matters, however, is that all relevant 

groups are involved and accountable from 

the very beginning of the project.  Neither 

business needs nor technical realities can 

be ignored and managing both is 

imperative for a successful project.  
 

Sample steps for building the 

bedrock of the CRM migration 
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Business Data Setup 

- Old Data and New Processes 

At this point you should have responsible parties identified, 

clear budgets, and constraints and deadlines agreed. So, all 

you have to do is move the data, right?  

If only it were that easy!  

Another area that is often missed, or addressed too late, 

involves setup of the new CRM system. This is absolutely 

critical for making sure that data gets across in the right 

format and is represented correctly in the new system.  

 

  

Things to consider: How do existing business and data flows correspond to new 

data flows? How will reporting be affected and will there be disruptions and changes 

to higher level information? What is the match between current and new pick lists? 

Will the format and data needs of the sales teams change? Are the opportunities 

offered by the new system being utilized and what does this mean for data? Below is 

a chart showing the relative times spent on different aspects of business 

preparation. The content and time will change for different companies.  

 

 

Map Business Data Flows - Old and New 

Match Old and New Pick-lists 

Identify all Data Repositories to Move 

Ensure Reporting Needs Will Continue to 
be Met 

Identify Data Needs of Sales and Other 
Groups 
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The same customer information can be 
repeated across the same and different 
systems and checking for, and eliminating, 
duplicates is hugely important for getting 
across clean, consistent and accurate 
information. This is definitely a time to fix 
any data messiness. 
 
 

 

 

Customer data can be hiding in ERP or 

accounting data, even excel files, so make 

sure all data sources come together for full 

visibility of everything that needs to be 

moved across. 

 

 

 

Are all the business units involved and 

responsible for providing access to data? 

Don’t forget to go through sub-tabs and 

check for custom entities with each user 

group. Data missed now is a problem later. 

Data Review 

- Finally, a Good Look at the Data! 
 

Here is where you get down to the nitty 

gritty and learn all about the customer 

information that’s being transferred. This 

part of the project is absolutely crucial for 

getting a realistic handle on the structure 

and quality of the data to be moved.  

Many projects grossly underestimate the 

time and effort needed to migrate to a new 

CRM system, and this is often due to 

missed, forgotten or poorly understood 

data. Correctly managing this step is 

important for being able to build a 

complete and accurate project plan. 

Things to look out for include: poor 

quality data (duplicates and 

inconsistencies, for instance), obsolete 

data, missing data and data formats 

that need changing for the new system 

(from data and numbers to account-

centric versus client-centric). The 

amount of data to transfer can also be 

quantified to assess transfer times, and 

the impact of moving attachments, 

emails and history can be assessed. 
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Data Integration Assessment 

- Searching for Synergy 

The main reason for considering data 

integration needs during the migration is 

to make sure that information being 

moved across is in the right format for 

access by other systems. In particular, 

check that pick lists (drop down lists) 

setup in the new CRM system accept 

migrated data as well as data moved 

across regularly when running live. 

Also take a look at systems that need 

migration as well as ongoing integration. 

This can include ERP, HR, MA, and quoting 

software. Check that migrated data 

formats match ongoing integration needs. 

 

In addition to these benefits, reviewing 

ongoing integration needs at this point 

can also reveal synergies. There may be 

some data formatting identified for 

migration which can also be applied to 

new or revised integration links, or data 

transformation needed when moving data 

might also be needed for established data 

integration links. 

Finally, data integration and data 

migration are two sides of the same coin 

so get a feel how similar the projects are. 

Maybe you can use one tool for both, 

which could save lots of money and time. 

 

 

 

 

most typical ones. 
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Resources Review 

- Skills, Availability and Tools  

 

Once there is a better understanding of 

what the migration will involve it’s time 

to look at the skills needed. In an ideal 

world tasks are identified first, then the 

skills needed, and finally the people and 

tools that provide a fit are selected. This 

helps identify gaps that need filling. In 

reality, many companies decide in 

advance who will be involved in the 

project and just make it work. If you take 

this approach be aware of its limitations. 

this approach  

Once skill sets and availability are 

determined it becomes easier to calculate 

how long a project will take. This helps 

identify bottlenecks and constraints, and in 

particular if more or different people are 

needed, whether additional tools could be 

useful, and how this fits with the budget. 

Changing tools and people can take time, 

however, so the sooner this is identified, the 

better for every aspect of the project.  
 

What skills and tools are needed? 

Is there budget for more resources? 

External services needed? 

What are the constraints?  How do skills affect duration? 

Is responsibility for tasks clear? 
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Migration Setup 

- Preparing the Migration Run 

 

The tools and resources selected for 

the project affect how this step 

progresses. There are many ways the 

migration can be tackled: an in-house 

developed tool run by the IT team, 

services provided by a third party, ETLs 

specialized for migrations, or any other 

combination of these. Whatever the 

approach, this is where the data needs 

identified in earlier steps are translated 

to processes for running the migration.  

This step involves setting up procedures, 

routines, profiles, training formats and 

anything else involved in the mechanics 

of getting details to the new CRM system. 

Data integrity is the key focus, however 

managing attachments, emails, history 

and tasks can be complex and mapping 

pick-lists is often time-consuming. This 

is why the preparation from previous 

stages is so important – migration setup 

is much easier if earlier work has been 

thorough. 

 

Tools that automate a large part of the migration can save plenty of time, even though they 

usually need some “tweaking” if you want to bring a wide range of client information across.   
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If problems have been missed in previous steps, this is 

where they will be picked up, so the testing phase is 

absolutely critical for making sure the final migration run 

goes smoothly and gives the expected results. 

 

 

How the results of a test run are checked depends both the 

moved data and new CRM setup. Things to check for 

include correct transformations and pick list updates, 

duplicated, corrupted or missing data and clean data. 

  

 

Not only is the data checked, but also the way that it is 

available in the new system is assessed. This makes it 

possible to verify the integrity of the transferred data as 

well as the way it will be used in the new CRM system. 

 

 

A tool with testing functions and easy logging and error 

reporting can make it much easier to go through the loop of 

run-review-refine. Throughout the entire migration, make 

sure that a robust backup plan is in place and adhered. 

 

 

Another advantage of the testing phase is to check transfer 

times to make sure that scheduling for the final migration 

run is realistic. If the migration is to the cloud it can take 

quite a bit longer, especially for emails and attachments. 

Migration Test Run 

- Run Refine Review             
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Migrate Data 

- Home Run 

You’ve done your preparation thoroughly and carefully 

tested to make sure everything works as expected. Now 

it’s time to migrate the data, but first there are just a few 

more things to double check. Do you have: 

 All steps signed off to this point 

 A safe backup strategy in place 

 An adequate window for the test run 

 Support in place for the migration run 

 Trained users ready 

 Test and sign-off plan(s) in place 

 All needed resources available 

By this stage you will also have decided whether to run in 

parallel for a while or whether to cut over immediately to 

the new system. 

You’ll also have a fall-back plan in case something 

unexpected interrupts the scheduled migration run; even 

though it’s unlikely, it can happen. 

If all prior steps have been completed properly, the final 

run should hold no surprises. The migration to the new 

CRM system will flow smoothly and place your client data 

exactly where it’s needed and ready for live operation.. 

 

When you know what you’re doing a successful migration is the norm. There are still 

challenges – for instance it can be hard to make sure you’re not held up by others missing 

agreed deadlines – but experience helps work around most regular problems. 
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Some Final Points 

“Congratulations on a successful migration! This is a terrific start to getting the 

most out your new CRM system and a great return on your investment.” 

That’s what you’ll hear if you’ve effectively managed the move to your new CRM 

system; hopefully this document has helped you and your team do this.  

Because every migration is different this document 

can only be a guide. CRM setup, resources, 

constraints, objectives, business practices – these 

factors, and many more, vary and shape the detail of 

a migration plan whether the company is small and 

moving thousands of records, or large and shifting 

millions. 

One thing that every company benefits from, 

however, is involving professionals with strong CRM 

migration experience as they can quickly identify 

challenges and problems. If you have experienced 

personnel in-house, that’s great. If not, consider 

contacting some external ones – their charges are 

often more than offset by a speedier and more 

complete move to the new system.   

A migration that goes wrong costs in so many ways 

– time, money and missed opportunities – and 

getting it right doesn’t have to be hard. Prepare 

correctly and thoroughly and your CRM migration 

will be a success. 
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InaPlex has been developing and implementing solutions for CRM migration for over a 

decade, with particular expertise managing Salesforce, Dynamics 365, Sage CRM and Infor 

CRM migrations. We have free maps to move all customer data from Act! and GoldMine, a 

specialized migration tool, and free advice and support for Partners and users. 

InaPlex fully supports it’s highly trained Partner base and also has a Services 

Group for special projects. To learn more about how we could help with your 

migration or integration project contact us for a free data assessment, 

demonstration, or fixed-price quote. 
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