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 Introduction 

 
As part of any MTS implementation, the conversion and migration of data from the current source system (Legacy 
system) to the new solution (MTS) is an important task within the implementation of MTS. Following the Plan of 
Approach (POA) and the Initial Business Analysis (IBA), where the high-level approach and scope with regards to 
the data conversion and the data migration will be indicated, this document, the Data Conversion & Migration 
Strategy, sets out the framework for the implementation of the required conversion and migration of the data 
such that the implementation of the MTS is realized.  

 Objective 

The Data Conversion & Migration strategy document aims to provide an overview of the BearingPoint 
methodology for implementing the required data conversion and data migration for the implementation of the 
MTS. It therefore contains the scope and budget for the data conversion and for the data migration, the 
framework for the implementation of the processes involved for the conversion and migration, and the project 
agreements. This document also sets out the basis for the detailed implementation document, which will focus on 
specific detailed steps required for the data conversion and the data migration. Such a document will be produced 
per go-live.1 

 Approach 

This document was produced based on the documentation and information provided by the IRD and best practices 
and expertise from the BearingPoint team’s experience in similar data conversion and migration implementations.  
 
  

 
 

1 The data conversion & migration strategy for the MTS project is heavily related to the cutover strategy, as well as to the 
interface strategy. For both, a strategy document and detail plan will be produced (which are separate deliverables). The 
different tracks come together during the implementation of each release and/or when the system will go-live. The impact of 
the data conversion and migration on the organization will be addressed in the overall implementation plan and will be drafted 
per go-live.  



 

 
 
 

 
 

Data Conversion & Migration Strategy: 
BearingPoint Caribbean         4 

  

 Data Conversion & Migration scope and budget 

 Definition of data conversion and data migration 

The data conversion refers to the process of transforming data from one format to the other. Within the MTS 
implementation, the data conversion process refers to the process of transforming the dates from the legacy 
system format to the MTS format. Consider for example the dates in Legacy system. The current format for dates is 
“dd-month in text-yyyy”, for example 01-Jan-2019. Within the MTS, the date formatting may need to be 
“dd/mm/yy”, ie. 01/01/19. (The mentioned formats are for exemplary purposes only. The definite MTS format will 
be determined as part of the business analysis for the implementation of MTS). . 

The data migration is the process concerning the transfer of data from one system to another. Within the MTS 
implementation, this process will include the selection, preparation, extraction, conversion and execution of the 
transfer of the data from the legacy system to the MTS.  

Based on these definitions, we can conclude that, although the data conversion and the data migration are two 
separate processes, the data conversion process forms part of the data migration process. In the remainder of this 
document, the term data conversion & migration will refer to the joint process of conversion and migration of 
data. When referring to the processes separately, the naming convention will be data conversion and data 
migration. 

Interrelated to the data conversion & migration process are the cutover activities. The cutover process details the 
required steps to physically switch from one system to the other. After a cutover, certain functionalities within the 
legacy system will no longer be used. Instead of performing the functionalities in the legacy system, they will be 
initiated and conducted from within the MTS. The data conversion & migration process is the pre-conditional 
process required in order for the cutover to take place. The cutover strategy will be further elaborated in the 
Cutover Strategy Document and/or implementation plan per release. This document will contain the execution 
strategy for cutover, which will include the cutover process, blackout and freezing periods, the role of the different 
stakeholders, and so on. 

 Data conversion & migration within the MTS implementation project 

 Scope and approach 

The roadmap for the MTS implementation at the IRD can be found below: 
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Roadmap MTS implementation at the IRD 

 

This roadmap was extracted from (document name) on (date). In case of changes to the roadmap, the scope for the data conversion & migration will 
automatically have to be assessed and, if needed, amended to reflect the corresponding changes.  

This picture shows the agreed project scope and the release planning for the MTS implementation. The scope of the data conversion & migration will be based 
on the project scope and release planning for the MTS implementation. This means that the scope of the project, the release planning and the go-live date(s) 
will determine the data to be considered for conversion and for migration.  
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Planning and execution of the data conversion & migration 

BearingPoint distinguishes between 2 instances for the data conversion & migration trajectory: the planning 
instance and the execution instance. The planning instance is where the scope for data conversion & migration 
gets defined, whereas the execution instance is where the conversion and the migration get executed. (Within this 
document, the term execution and implementation refer to this same instance and will be used interchangeably).  
 
The planning of the data conversion & migration will take the MTS implementation planning as a base. The scope 
definition and the timelines of planning will be based on the scope and timelines indicated in the roadmap. 

For the execution of the data conversion & migration, there are several approaches BearingPoint can consider. 
Within the implementation of the MTS at the IRD, the following main approaches are considered: 

• Big bang execution; This is when the conversion and the migration of the data happens in one instance. 
The complete scope of the project will be converted into the MTS format and migrated into the MTS, in 
one go; meaning that the system also will go-live in one instance 

• Phased execution; This is when the conversion and migration of the data occurs in a phased manner. The 
process is repeated until the complete scope of the project is converted and migrated into the MTS. This 
is likely to happen when the MTS will go-live in phases, as the data will be required in the MTS following 
each go-live  

• Hybrid execution; This is when the above approaches are combined for the execution of the data 
conversion & migration. Certain components are bundled and delivered according the big bang execution, 
whilst other components are delivered according to the phased approach 

The big bang execution might be generally preferred from an operational perspective, as the entire scope of the 
conversion & migration activities will happen in one instance. This is a more straight-forward and hassle-free 
method, as the entire scope of data will be converted and migrated, and the MTS will be functioning in its full 
entirety upon go-live. This approach though is generally very resource-intensive and prone to errors, due to the 
single execution nature.  

The phased execution might be preferred from a business perspective, as incremental progress is (visibly) booked 
throughout the timeframe of the project. Also, functionalities which are developed in the MTS, can immediately be 
tested and deployed with real data. This approach implies that several additional aspects be considered, like 
leading systems, dependencies and transition. These will be discussed further in the following sections.2 

The hybrid execution will be a combination of benefits and challenges from both the operational and the business 
perspective, as respectively indicated in the big bang and the phased execution section above.  

It is the IRD’s responsibility to select the most appropriate execution approach, considering both the operational 
and the business implications and consequences. The exact schedule for the execution of the data conversion & 
migration will follow based on the decision that the IRD takes with regards to big bang, phased or hybrid 
execution.  
 

 
 

2 The sections on leading system, dependencies and transition apply specifically for the phased execution. This 
document takes a general approach to conversion and migration, so the remaining content in this doc will also 
apply for the big bang approach  
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Please note that this document takes a generic approach for the planning and the execution of the data conversion 
& migration. If for any reason, the planning or the execution for the conversion & migration cannot or does not 
follow the project roadmap or the project agreements, this will be indicated to the IRD timely and accurately. 

 Leading system 

Although the legacy system is the IRD’s tax administration system, this system is currently also being used for other 
government and non-government purposes. For example, the collection of fees for business licenses or the 
payment for a motor vehicle license all happen currently within the legacy system, but they are not managed nor 
fall under the remit of the IRD. Yet these may be interconnected to the tax liability administration, which in turn 
does fall under the responsibility of the IRD. When this liability is being managed from the MTS, thus making the 
MTS system leading, this will have implicit implications to the connection required for these business licenses. 

There are several strategic decisions that need to be considered with the implementation of MTS as the 
replacement of the current tax administration system at the IRD. One such decision would be whether to have 
MTS as the leading system for tax administration. In this case, the IRD would manage the tax liability, the tax 
collection and overall tax management from within MTS. In the case of the phased execution approach, there 
arises the additional question on when to make MTS the leading system. 

Another (related) strategic decision to consider with this approach would be the role of the legacy system going 
forward, both on short term as on a longer term. For example, the IRD would need to determine whether to 
permanently keep the legacy system operational, or to start the process of phasing this system out of rotation. The 
legacy system could also be used for data storage purposes, where historical data get stored and can be accessed 
from. If IRD mentions during the project for example that historical data up to XX years back must be kept in the 
leading system. This could mean that data prior to XX years ago could be stored and accessed from the legacy 
system, while the remainder gets stored and managed from the MTS. Another option could also be to use a 
reporting tool/database for the storage of historical data.  

Upon making these strategic decisions, care must be taken on the dependencies of the legacy system and/or MTS 
with other systems and parties (internal parties at the IRD and/or external parties like government and non-
government agencies). The role of the legacy system and MTS will have effects on these dependencies. This is 
further elaborated in the section below.  

It is the responsibility of the IRD to determine the strategic role of MTS, and also to manage the corresponding 
implications and dependencies due to this choice. As part of the change management efforts, BearingPoint can 
support the IRD in communicating the project and its effects of the dependencies on the concerning parties. The 
data conversion & migration strategy will also have to take these strategic decisions into account. BearingPoint will 
discuss the different options with the IRD after which the IRD needs to take a decision. 
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 Dependencies 

As mentioned in the section above, the legacy system is currently being used at the IRD but has dependencies 
across several internal and external parties. This means that the strategic decisions will also heavily affect the 
processes and workflows at these parties.  

Take for example the taxpayer database. If/when the MTS becomes leading for taxpayer administration, then the 
main database for taxpayers will be held in the MTS. This means though, that other processes, like motor vehicle 
registration (which also depend on this taxpayer database), would need to feed from the data that will be 
maintained in the MTS, instead of the legacy system. This leads to a new requirement of having a form of data 
exchange between the legacy system and the MTS. This is particularly the case with the phased execution 
approach. This requirement may remain, even after the MTS went live. This could be a system-to-system interface, 
or manually managing 2 different processes in 2 different systems. This same will apply when registering or 
updating taxpayers.  

It is the responsibility of the IRD to highlight these dependencies and address and manage the consequences of the 
strategic decisions made with regards to the use of the MTS (and the legacy system) going forward. 

 Transition  

Considering the phased execution approach of the data conversion & migration during the MTS implementation at 
the IRD, there will be a period where both the legacy system and the MTS will be live and functioning. BearingPoint 
defines this period as the transition period (further referred to as the transition). As per the agreed plan of 
approach for the implementation of the MTS, the delivery of the MTS will be done iteratively. This means that the 
MTS will be delivered in an incremental manner, with the possibility that the corresponding functionalities and 
processes can go-live in separate instances.  

This delivery method has implications on the day-to-day operations in the legacy system and in the MTS. 
Functionalities and processes will have to be performed both in the legacy system and in the MTS, once 
(components of) the MTS has gone live. If not, and unless uncarefully managed, there can arise discrepancies 
between the data in the legacy system and the data in the MTS, which may lead to inconsistencies across the tax 
administration functions at the IRD. 

Take for example the registration component. After release 3, the registration component will be live and 
functioning in the MTS. This means that users will commence managing registrations from within the MTS. Upon 
creation or updating of a taxpayer record in the MTS, there will arise a need to feed this information back to the 
legacy system. This will be required to ensure that other functionalities (like raising demand notices for taxpayers), 
that are still managed from within the legacy system, can be performed as required. 

There will be a need to synchronise the data in the legacy system and the data in the MTS to ensure the correct 
compliance of the operations in both systems during the transition. BearingPoint distinguishes between the 
following potential approaches to enable this: 

 

 

 

 



 

 

 
 
 

 
 

Data Conversion & Migration Strategy: 
BearingPoint Caribbean         

9 

  

 

1) Manual synchronisation 
This approach implies that the user(s) ensures that the data in the legacy system is consistent to the data 
in the MTS. Two separate processes will have to be managed and the corresponding amendments, in both 
systems, will need to be executed, manually. 
 

2) Semi-manual synchronisation (by means of a monitoring system) 
This option includes a systematic approach in highlighting discrepancies and/or inconsistencies between 
the two systems. A monitoring system, producing a report for example, will be used to highlight the 
discrepancies and/or inconsistencies and specifying the actions that needs to be taken. Amendments in 
both systems must still be manually executed. 
 

3) Automatic synchronisation (by means of an automatic interface) 
Here, through an automatic system-to-system interface, the monitoring of discrepancies and/or 
inconsistencies between the two systems will be performed and the corresponding changes will be 
executed. Manual intervention is not necessary here. 

During the transition, it is the responsibility of the IRD to ensure that the data in the legacy system (and in the 
MTS) is such to allow for the proper functioning of business processes and functionalities (in both systems). This 
means that the required synchronisation efforts, including the choice of synchronisation method and the 
execution thereof, will have to be managed by the IRD, such to allow for the planned implementation trajectory of 
the MTS with minimal disruption to the day-to-day operations in the legacy system. Additionally, this should take 
into account the vision the IRD has with both systems, during this transition phase and in the future. 
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 Data clean-up 

Although data cleansing is out of scope for BearingPoint, it is still a crucial requirement with the implementation of 
MTS at the IRD. The IRD will have the desire to start operations in MTS with a clean slate, data-wise. This section 
details the different approaches (further referred to as strategies) the IRD has to its disposal for the legacy system 
data clean-up required for the MTS implementation. The BearingPoint team provides these options as general 
strategies the IRD could take to conduct the legacy system data cleansing exercise.  

The data conversion & migration required for the implementation of MTS is separate component to the data 
clean-up. Data conversion and data migration can occur with or without having the data clean-up executed (this is 
Strategy 2: Clean-up POST MTS conversion & migration, further explained in section 4.3.3). However technically 
feasible, this option is not recommended by the BearingPoint team. This data conversion & migration strategy 
detailed in this document is therefore designed under the assumption that the data required for the 
implementation of MTS will be cleaned data, such that MTS functions as it should do.  

The data clean-up within the MTS implementation project is the responsibility of the IRD.  It is therefore up to the 
IRD to ensure that the data clean-up gets performed, adequately and in a timely manner. The BearingPoint team 
can provide support to the IRD to complete this, if required. 

 Data Clean-up approaches 

The BearingPoint team distinguishes the following data clean-up strategies for the data clean-up required during 
the implementation of the MTS at the IRD: 

1) Clean-up PRE MTS conversion & migration; 
2) Clean-up POST MTS conversion & migration;  
3) Hybrid clean-up MTS conversion & migration. 

In the sections below, each strategy is further explained. First, a description of the strategy is provided, followed by 
the pre-conditions of the strategy, detailing the conditions which need to be in place such that the clean-up 
strategy can be executed. Next, the required (high level) steps to perform the clean-up are provided. Also, the 
potential benefits and risks of the strategy are further elaborated. Lastly, best practice recommendations and 
BearingPoint ’s recommendations for the strategy are also given.  

The recommendations given for each strategy are based on a star rating system, with the following definition: 

   not recommended  neutral       highly recommended 
 

 Strategy 1: Clean-up PRE MTS conversion & migration  

This clean-up strategy focuses on cleaning up the legacy system data before the conversion and migration into the 
MTS occurs. In this case, the data from the legacy system will be delivered as a cleaned dataset for the import into 
the MTS. Within this strategy, the BearingPoint team distinguishes between 2 possible sub-strategy:  

• Strategy 1a: Clean-up PRE MTS conversion & migration within the legacy system; 
• Strategy 1b: Clean-up PRE MTS conversion & migration between the legacy system and MTS. 

The details for these strategies are provided in the tables below. 
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Strategy 1a: Clean-up PRE MTS conversion & migration within the legacy system 

Strategy 1a Clean-up PRE MTS conversion & migration within the legacy system 
Description This strategy focuses on performing the data clean-up before the MTS data conversion & migration. The clean-up will take place within 

the legacy system, prior to the conversion & migration to the MTS. 

Pre-conditions The data required for conversion & migration (based on the scope, the planning and data requirements of MTS) is identified and available 

in the legacy system 

Required actions 
 

1. Identify missing, incorrect or duplicate information from the data identified. This will be the set of data in scope for the data clean-

up; 

2. Audit and profile data for clean-up and devise a clean-up methodology. Based on the outcome of the audit (data assessment), the 

way the clean-up will be performed can be described. This should include, but should not be limited to, the use of internal and/or 

external resources and the use of outsourced and/or in-house technology/tools. This should also address the resource planning and 

the timelines for the clean-up;  

3. Perform clean-up within the legacy system;  

4. Export the data from the legacy system; 

5. Execute the data conversion & migration process for the MTS.  

Benefits The benefits of performing the clean-up within the legacy system system before the conversion & migration to the MTS are (but not 

limited to): 

• Clean slate data will be migrated into the MTS, allowing operations to start effectively; 

• The processes for conversion & migration can be performed adequately, with minimal adaptations to the MTS; 

• Internal expertise (on the legacy system) from current staff and in-house technology (local queries) can be used to perform the 

clean-up; 

• Other departments can rely on cleaned data in the legacy system for their operations up to the moment the information gets 

exported; Note that the information that remains in the legacy system needs to be kept updated after the clean-up is completed; 

• There is a possibility to outsource the clean-up to a technology-led activity, which leads to less burden on the organization. 

Risks The risks of performing the clean-up within the legacy system system before the MTS conversion & migration are (but not limited to): 

- Dependency on the availability of staff (internal/external) to perform the clean-up; 

- Dependency on the availability of budget for the resources required to perform the clean-up (human/financial); 

- Dependency on required skill level of staff (internal/external) to perform the clean-up; 

- In order to be aligned with the timelines of the MTS implementation, the clean-up has to be executed in a timely manner. 

Recommendations Best practice            
 BearingPoint    
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Strategy 1b: Clean-up PRE MTS conversion & migration between the legacy system and MTS 

Strategy 1b Clean-up PRE MTS conversion & migration between the legacy system and MTS 
Description This strategy focuses on performing the data clean-up before the data conversion & migration to the MTS takes place. Firstly, the data is 

exported from the legacy system system. Subsequently, this clean-up will take place offline. Then, the cleaned data will be imported into 

the MTS. The clean-up will therefore take place offline, in between the two systems, prior to the conversion & migration to the MTS. 

Pre-conditions The data required for conversion & migration (based on the scope, the planning and data requirements of MTS) is identified  

Required actions 
 

1. Identify missing, incorrect or duplicate information from the data required for conversion & migration. This will be the set of data in 

scope for the data clean-up; 

2. Audit and profile data for clean-up and devise a clean-up methodology. Based on the outcome of the audit (data assessment), the 

way the clean-up will be performed can be described. This should include, but should not be limited to, the use of internal and/or 

external resources and the use of outsourced and/or in-house technology/tools. This should also address the resource planning and 

the timelines for the clean-up;  

3. Export the data from the legacy system; 

4. Perform clean-up offline;  

5. Proceed with the data conversion & migration process for the MTS. 

Benefits In addition to the benefits mentioned in strategy 1a, the benefits of performing the clean-up according to this strategy are (but not limited 

to): 

• Performing the clean-up offline provides a more hands-on approach and greater visibility of the clean-up actions; 

• If available, the clean-up of the data can be performed (semi) automatically. This can be done for data where matching ID is possible. 

The data will need to be reliable, up to date and accurate. This can speed up the execution of the clean-up. 

Risks In addition to the risks mentioned in strategy 1a, the risks of performing the clean-up according to this strategy are (but not limited to): 

- Data clean-up is sensitive to any data updates in the legacy system system after export, as this will not be reflected accurately in the 

offline data or in the MTS. To prevent this, operation in the legacy system must temporarily be stopped, to avoid discrepancies 

between the system data and the exported data; 

- Changes should also be updated in the legacy system system for consistency; 

- Changes and/or deletion on the (offline) data must be logged, to show and account for the differences between the legacy system 

data and MTS data; 

- Manual editing of data is prone to human errors due to the lack of validation, like automated system checks and/or validations.  

Recommendation Best practice            
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Strategy 1b Clean-up PRE MTS conversion & migration between the legacy system and MTS 
 BearingPoint    
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 Strategy 2: Clean-up POST MTS conversion & migration 

This clean-up strategy focuses on cleaning up the legacy system data after this data have been converted and 
migrated to the MTS. This strategy is heavily dependent on the assumption that the legacy system data is of good 
enough quality that it can pass all validations and entry gateways of the MTS.  

This strategy will be discussed with the IRD and it could be decided that such approach is not desirable for the 
clean-up required for the implementation of the MTS at the IRD.  

For the sake of completeness, the BearingPoint team provides the details for the strategy in the table below: 
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Strategy 2: Clean-up POST MTS conversion & migration 

Strategy 2 Clean-up POST MTS conversion & migration 
Description This approach focuses on performing the data clean-up after the data has been converted and migrated into the MTS.  

This strategy assumes that the data (to be cleaned) has already been transformed from the legacy system format to the required MTS 
format. The data clean-up will be performed within the MTS. 

Pre-conditions The legacy system data:  
- has been exported from legacy system;  
- is compatible and feasible for conversion & migration to the MTS; 
- has passed all validations and checkpoints for data entry into the MTS; 
- has been migrated into the MTS, although not cleaned up, and will not limit the functioning of the MTS; 
- that could not pass validations and checkpoints, was not converted and migrated and is considered not critical/mandatory. 

Required actions 
 

1) Identify missing, incorrect or duplicate information by inspecting the data within the MTS; 
Note: The inspection and correction of the data will be performed within the MTS; 

2) Audit and profile data clean-up for accuracy; 
3) Perform clean-up within MTS;  

Benefits The benefits of performing the clean-up after the data has been converted & migrated into the MTS are (but not limited to): 
• Less risk on the timelines (scope and release planning) for the completion of the conversion & migration activities within the MTS 

implementation; 
• More time available to scout for the required resources and skills (human, finance, IT); 
• The MTS will be live and working, although with data of ‘bad’ quality (inheritance from the legacy system system). This could be 

seen as a benefit when the go-live priority is higher than the quality of the data. 
Risks The risks of performing the clean-up after the data has been converted & migrated into the MTS are (but not limited to): 

- All of the abovementioned pre-conditions are unlikely to happen; 
- The assumption that the data from the legacy system system can be converted and migrated into the MTS without any clean-up is 

very unlikely; 
- Users will commence operations with incorrect, missing or duplicated data, which can lead to incorrect MTS-led actions; 
- Imported duplications cannot be deleted from the MTS database/user view as BE-Informed platform does not allow deletion of 

data;  
- Data will never be cleaned with the risk to have garbage in – garbage out. 

Recommendation Best practice            
 BearingPoint    
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 Strategy 3: Hybrid clean-up  

This clean-up strategy focuses on combining abovementioned strategies for the clean-up of the legacy system data. One example is to combine strategy 1a 
and/or 1b with strategy 2. Another example could be to just combine strategy 1a and strategy 1b. The details for this strategy are provided in the table below:  

Strategy 3 - Hybrid clean-up  

Strategy 3 Hybrid clean-up  
Description This approach is a hybrid approach of combining the strategy 1 (a and/or b) and strategy 2. This means that the legacy system 

data clean-up will be performed by combining the clean-up both before the conversion & migration into the MTS, as after the 
conversion & migration into the MTS.  
 
For example: 
Assume that the data (set A) required for the conversion & migration into the MTS has been highlighted. Set A will be divided 
into 2 subsets, subset A1 and subset A2. This can be for example subset A1: enterprise tax data and subset A2: individual 
taxpayer data. When considering this hybrid approach, a possible clean-up strategy could be: 

1) Clean-up PRE MTS conversion & migration for subset A1 for enterprise tax data only; 
2) Clean-up POST MTS conversion & migration for subset A2 for taxpayer data only. 

Pre-conditions The pre-conditions will be as per the pre-conditions mentioned for strategy 1 (a and/or b) and strategy 2. 
Required actions The required actions will be as per the actions mentioned for strategy 1 (a and/or b) and strategy 2. 
Benefits The benefits of performing the clean-up according to a hybrid approach are a combination of the benefits of the clean-up for 

strategy 1 (a and/or b) and strategy 2. 
Risks The risks of performing the clean-up according to a hybrid approach are a combination of the risks of the clean-for strategy 1 (a 

and/or b) and strategy 2.   
 
Additionally, a potential risk could arise when there are interdependencies between the different subsets to be cleaned. Due to 
this interdependencies, cleaning up the subsets according to different strategies may lead to complications, both before and 
after the conversion & migration. Data connectivity between the two subsets, for example, may be lost when the cleaned-up 
data cannot relate to the data not cleaned up. 

Recommendations Best practice            
 BearingPoint   
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 Data conversion and data migration techniques 

 Data conversion techniques 

The data conversion technique is dependent on the requirements for the data needed for the MTS 
implementation. This technique is based on a target-mapping principle, where the requirements of the target 
systems guides the necessary mapping of the data from the source system. The execution of the data conversion 
for the MTS is therefore led by the specifications for the data formatting required for the data in the MTS.  

Take for example the required registration data for release 1. Based on the data fields required for the registration 
component in the MTS, transformation/mapping rules will be devised in order to convert the current data fields 
from the legacy system format to the MTS format.  

The data conversion is an internally led activity and the BearingPoint team will inform the IRD about the data 
conversion technique upon the execution of the data conversion within the MTS delivery. 

 Data migration techniques 

There are many techniques for conducting data migrations. Within the MTS implementation project, BearingPoint 
distinguishes between the following possible (but not limited to) approaches: 

1. Full set migrations (migration of all data, mandatory and non-mandatory, in the legacy system that is 
relevant for the MTS implementation at the IRD) 

2. Minimum requirement migrations (migration of only the mandatory data relevant to the MTS 
implementation at the IRD) 

3. Hybrid migrations (migration of the data relevant to the MTS implementation the IRD. This scope of this 
data could take any form between the full set and the minimum set scope) 

These approaches are further elaborated below: 

 

This figure conceptually indicates the full scope of the legacy 
system data. Here the columns (A to Z) represent the different 
variables within the legacy system database. The rows (1 to 
100) represent the taxpayer records within the database. 

1. Full set migration 

The first data migration technique (full set migration) would 
refer to the mandatory dataset (grey box) and the non-
mandatory dataset (red box). Full set migrations is the 
migration of all data relevant to the data conversion and 
migration scope from the legacy system into the MTS. This 
approach considers the migration of all mandatory data and all 
non-mandatory data.  

Take for example the data conversion and migration scope for go-live 1. This concerns taxpayers and 
enterprises. This migration technique entails the migration of all existing the legacy system data on 
taxpayers and enterprises only. The full set will then include the full set of data in scope, dating back to 
the initial record recorded. 
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Usually this approach is a less desirable option, as full set migrations often leads to substantial lead times 
and complex processes due to the size of the source databases and the amount of the data involved. The 
implications on the resources (time, financial, IT, capacity, etc.) may also be exponential, making this 
option a very costly approach. Additionally, due to the dependencies of other parties on this legacy 
system data, this may lead to substantial external complications within the functionalities at these parties. 

Although BearingPoint can perform full set conversions, it is often not a recommended approach. 

2. Minimum requirement migrations 

The minimum required data migration refers to migrating only the data in the mandatory dataset (grey 
box). This is the migration of only the minimum required data from the legacy system. The set will include 
only mandatory data. The non-mandatory data will be out of scope here.  

Based on best practices and experiences with data migrations in other projects, BearingPoint highly 
recommends this approach. This option leads to a streamline and resource-efficient (time, financial, 
capacity, etc.) data conversion execution.  

3. Hybrid migrations 

The hybrid method includes migrating any dataset between the mandatory dataset (grey box) and the 
non-mandatory dataset (red box). Determining the subset for this method must be such that the 
functioning of the MTS and the IRD is not compromised. 

Take the scope of go-live 1 for example. The scope for this go-live could be determined according to the 
following business rule: all taxpayer registered in the legacy system which are active (mandatory 
requirement), where the registration date is not older than 01/01/2012 (non-mandatory requirement) 
and with an assessment conducted within the same period (non-mandatory requirement). 

This option may be considered as a preferable option as the complexity of the data conversion can be 
made significantly less when considering only a subset of the legacy system data (compared to the full set 
migration). This heavily depends on the business rules used to filter and determine the subset of data, the 
amount of data involved, and the complexity required to perform the migration. Depending on these 
factor, BearingPoint might also advise for or against this option, as this option could also lead to 
substantial lead times (or not) and complex processes (or not) involved for the execution of the migration. 

The selection of the data migration technique will have to be based on the project scope, the project constraints 
and the release planning. The IRD will need to decide and determine which technique is desirable and feasible for 
each release within the implementation of the MTS.  

Based on the size and the complexity of the required data migration, BearingPoint may advise to conduct the data 
migration process in cycles. In this case, the set of data to be migrated will be split into different instances. During 
each cycle, an instance will be migrated into the solution. In this way, migrating the data into the MTS will be 
iteratively executed and the data will be transferred in an incremental manner. 

Additionally, the legacy system (and therefore the legacy system data) is used across multiple government (and 
non-government) parties, apart from the IRD. The data within the system is therefore – limited to their rights and 
permissions - also at the disposal of all these parties. When choosing the data migration technique, care must also 
be taken for the consequences for this choice on these parties. It is the responsibility of the IRD to ensure that the 
business processes and functionalities at these parties are not compromised.   
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 Data migration techniques (to delete) 

There are many techniques for conducting data migrations. Within the MTS implementation project, BearingPoint 
distinguishes between the following possible (but not limited to) approaches: 

4. Full set migrations (migration of all data in the legacy system that is relevant to the IRD) 
5. Subset migrations (migration of the data in the legacy system that is relevant to the MTS implementation 

at the IRD, which are either available in the MTS or out of the MTS) 
6. Minimum requirement migrations (migration of only the data relevant to the MTS implementation at the 

IRD) 

These data migration techniques are further elaborated below: 

1. Full set migration 

Within this project, full set migrations refer to the migration of all data relevant to the data conversion 
and migration scope from the legacy system into the MTS. This approach considers the migration of all 
mandatory data) and all non-mandatory/ supporting.  

For example, if the data conversion and migration scope for go-live 1 concerns taxpayers and enterprises, 
then this migration technique entails the migration of all existing the legacy system data on taxpayers and 
enterprises only. The full set will then include the full set of data in scope, dating back to the initial record 
recorded. 

Usually this approach is a less desirable option, as full set migrations often leads to substantial lead times 
and complex processes due to the size of the source databases and the amount of the data involved. The 
implications on the resources (time, financial, IT, capacity, etc.) may also be exponential, making this 
option a very costly approach. Additionally, due to the dependencies of other parties on this the legacy 
system data, this may lead to substantial complications within the functionalities at these parties. 

Although BearingPoint can perform full set conversions, it is often not a recommended approach. 

2. Subset migrations 

Subset migrations are migrations of only a subset of the legacy system data (which is relevant to the 
entire MTS implementation project at the IRD). This means that the data to be migrated will include all of 
the enabling data and part of the supporting data. Determining the subsets will have to be such that the 
functioning of the MTS and the IRD is not compromised. 

Determining the subset of data will be done according to determined predefined business rules. Consider 
the scope of go-live 1 for example. The scope for this go-live could be determined according to the 
following business rule: only taxpayer registered in the legacy system where the registration date is not 
older than 01/01/2012 and with an assessment conducted within the same period is considered as pivotal 
data. If the IRD indicates to consider data from 01/01/2010, despite this business rule, then this will be 
considered as subset migrations as the enabling data and the supporting data will be in scope.  

This option may be considered as a preferable option as the complexity of the data conversions can be 
made significantly less when considering only a subset of the legacy system data. This heavily depends on 
the business rules used to filter and determine the subset of data, the amount of data involved, and the 
complexity required to perform the migration. Depending on these factor, BearingPoint might also advise 
against this option, as similarly to full set migrations, this option could also lead to substantial lead times 
and complex processes involved for the execution of the migration    
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3. Minimum requirement migrations 

This is the migration of only the minimum required data (which is relevant to the MTS implementation at 
the IRD) from the legacy system. The set will include only mandatory data, for example data where the 
registration date is not older than 01/01/2012. The supporting data, as these are not pivotal for the 
functioning of MTS, will be out of scope here. The scope and the release planning of the MTS 
implementation determines the scope for the data migration.  

Based on best practices and experiences with data migrations in other projects, BearingPoint highly 
recommends this approach. This option leads to a streamline and resource-efficient (time, financial, 
capacity, etc.) data conversion execution.  

the legacy system (and therefore the legacy system data) is used across multiple government (and non-
government) parties, apart from the IRD. The data within the system is therefore – limited to their rights and 
permissions - also at the disposal of all these parties. Within this project, full set migrations, subset migrations and 
minimum requirements migrations refers to the migration of the relevant data (according to the MTS data 
conversion and migration scope only) from the legacy system system, and or lookup from other related systems, 
which applicable for the MTS project. 

Based on the size and the complexity of the required data migration, BearingPoint may advise to conduct this 
process in cycles. In this case, the set of data to be migrated will be split into different instances. During each cycle, 
an instance will be migrated into the solution. In this way, migrating the data into the MTS will be iteratively 
executed and the data will be transferred in an incremental manner. 

The selection of the data migration technique will have to be based on the project scope, the project constraints 
and the release planning. The IRD will need to decide and determine which technique is desirable and feasible for 
each release within the implementation of the MTS.  

 Infrastructural environments 

To realize the data conversion & migration, it is important that the client’s infrastructural environments, as 
mentioned in the IT Hardware Requirements overview document, are in place. In the table below the required 
environments related to the data conversion & migration are mentioned: 
 

Environment Purpose Responsible Required 
Development environment 
 

This is where the software, including the 
conversion and migration task/tool, is designed 
and developed. This environment resides at 
BearingPoint.  

BearingPoint Yes 

Testing environment This is where the functional testing is done by 
BearingPoint and therefore this environment also 
resides at BearingPoint.  
Upon completion of the functional testing, the 
application is then deployed to the Acceptance 
Testing Environment in the IT infrastructure of the 
IRD. 

BearingPoint Yes 
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Environment Purpose Responsible Required 
Acceptance testing 
environment 

This is where the Functional Acceptance Testing 
(FAT) and the User Acceptance tests (UAT) for the 
MTS and the tests related to the data conversion 
& migration are conducted 

IRD Yes 

Production environment 
 

The production environment resides in the IT 
infrastructure of the IRD. Here is where the 
systems are deployed, and the conversion & 
migration is executed after they have been tested 
and accepted by the IRD. 

IRD Yes 

 
Further discussion will be held between the IRD, the IT department and the BearingPoint Deployment team with 
regards to setting up the infrastructural environments for the implementation of the MTS. However, the 
implementation of these environments at the client site remains the responsibility of IRD and the IT Department. 
BearingPoint can provide advice and support, if required.  

 Summary of Conversion & Migration Strategy 

This section gives a summary of the data conversion & migration strategy, based on the previous paragraphs. 
Changes to the scope and budget will have to be requested and approved based on the MoSCoW principle (Must 
have, Should have, Could have, and Won't have): 

Subject  Items Description 
Definition of data 
conversion and 
data migration  

• N/A  The data conversion refers to the process of transforming 
data from one format to the other. The data migration is the 
process concerning the transfer of data from one system to 
another. Within the MTS implementation, this process will 
include the selection, preparation, extraction, conversion and 
execution of the transfer of the data from the legacy system 
to the MTS. This means that the data conversion process 
forms part of the data migration process. 
 

Data conversion 
& migration 
scope and 
approach 

• Scope will be according 
to the MTS roadmap 

• Options: 
o Big bang execution 
o Phased execution 
o Hybrid execution 

The scope of the data conversion & migration will be based 
on the project scope and release planning for the MTS 
implementation. This means that the scope of the project, the 
release planning and the go-live date will determine the 
timing and the data to be considered for conversion and for 
migration.  
 
The possible approaches for the execution of the data 
conversion & migration are:  

- Big bang execution; This is when the conversion and 
the migration of the data happens in one instance.  

- Phased execution; This is when the conversion and 
migration of the data occurs in a phased manner.  
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Subject  Items Description 
- Hybrid execution; This is when the above approaches 

are combined for the execution of the data 
conversion & migration. 
 

Leading system • N/A There are several strategic decisions that need to be 
considered with the implementation of the MTS as the 
replacement of the current tax administration system at the 
IRD. One such decision would be whether to have the MTS as 
the leading system for tax administration. In this case, the IRD 
would manage the tax liability, the tax collection and overall 
tax management from within the MTS. Upon making these 
strategic decisions, care must be taken on the dependencies 
of the legacy system and/or the MTS with other systems and 
parties. It is the responsibility of the IRD to determine the 
strategic role of the MTS, and also manage the corresponding 
implications and dependencies due to this choice.  
 

Dependencies • N/A the legacy system is currently being used at the IRD but has 
dependencies across several internal and external parties. It is 
the responsibility of the IRD to highlight these dependencies 
and address and manage the consequences of the strategic 
decisions made with regards to the use of the MTS (and/or 
the legacy system) going forward. 
 

Transition 1) Manual synchronisation 
2) Semi-manual 

synchronisation 
3) Automatic 

synchronisation 

Considering the phased execution approach of the data 
conversion & migration during the MTS implementation at 
the IRD, there will be a period where both the legacy system 
and the MTS will be live and functioning. There will be a need 
to synchronise the data in the legacy system and the data in 
MTS to ensure the correct compliance of the operations in 
both systems during the transition. BearingPoint distinguishes 
between the following potential approaches to enable this: 
1) Manual synchronisation, where the user(s) manually 

ensures that the data in the legacy system is consistent 
to the data in the MTS by managing 2 separate processes 

2) Semi-manual synchronisation, where via a systematic 
approach, discrepancies and/or inconsistencies are 
highlighted between the two systems, which leads to the 
update actions being taken  

3) Automatic synchronisation, where, through an automatic 
system-to-system interface, the monitoring of 
discrepancies and/or inconsistencies between the two 
systems will be performed  

During the transition, it is the responsibility of the IRD to 
ensure that the data in the legacy system (and in the MTS) is 



 

 
 
 

 
 

Integration Strategy: 
Implementation MTS and associated ICT services 23 version 1.0 – 11 July 2019 

©2019 BearingPoint. All rights reserved. CONFIDENTIAL 
 

Data Conversion & Migration Strategy: 
BearingPoint Caribbean         23 

  

Subject  Items Description 
such to allow for the proper functioning of business processes 
and functionalities (in both systems). 
 

Data clean-up 1. PRE MTS conversion & 
migration clean-up 

2. POST MTS conversion & 
migration clean-up 

3. Hybrid clean-up MTS 
conversion & migration 

1. Clean-up PRE MTS conversion & migration is the clean-up 
strategy focusing on cleaning up the legacy system data 
before the conversion and migration into the MTS 
occurs. In this case, the data from the legacy system will 
be delivered as a cleaned dataset for the import into the 
MTS.  

2. Clean-up POST MTS conversion & migration is the clean-
up strategy focusing on cleaning up the legacy system 
data after this data have been converted and migrated to 
the MTS. 

3. Hybrid clean-up MTS conversion & migration is the clean-
up strategy which focuses on combining abovementioned 
strategies for the clean-up of the legacy system data. 
 

Data conversion 
techniques 

• Led by the data 
transformation 
requirements of MTS 

 

The data conversion technique is dependent on the 
requirements for the data needed for the MTS 
implementation. This means that the execution of the data 
conversion is led by the specifications for formatting of the 
data for MTS to function as required. The data conversion 
technique is therefor based on a target-mapping principle, 
where the requirements of the MTS guides the necessary 
mapping of the data from the legacy system. 
 

Data migration 
techniques 

1. Full set migration 
2. Subset migration 
3. Minimum requirement 

migration 

1. Within this project, full set migrations refer to the 
migration of all data (relevant to the MTS data 
conversion and migration scope) from the legacy system 
into MTS. This approach considers the migration of all 
mandatory data and all non-mandatory data.  

2. Subset migrations are migrations of only a subset of the 
legacy system data (which is relevant to the MTS 
implementation project at the IRD). This means that the 
data to be migrated will include all the mandatory data 
and part of the non-mandatory data. Determining the 
subsets will be based on business rules and will have to 
be such that the functioning of MTS is not compromised. 

3. The hybrid method includes migrating all mandatory data 
and also some of the non-mandatory dataset. 
Determining the subset for this method must be such 
that the functioning of the MTS and the IRD is not 
compromised. 
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 Budget 

The data conversion & migration strategy and the execution thereof will be delivered under the time boxing 
principles. For each data conversion and migration instance, BearingPoint and the IRD will first analyse the 
conversion & migration scope, and jointly evaluate the best approach, taking into account the timelines and 
budget constraints.  

The allotment of the available budget for the data conversion & migration and the allocation of the timelines and 
resources will be discussed and determined between the IRD and the BearingPoint management team. 
Agreements that follow from this will be implied and applied to the delivery of the conversion and the migration, 
as part of the MTS implementation at the IRD. 
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 Data conversion & migration implementation framework 

In this section, the high-level plan of approach that BearingPoint will use, collaboratively with the IRD, to execute the data conversion & migration within the 

MTS implementation project at the IRD is explained. This plan of approach, also referred to as the data conversion & migration implementation framework, is 

generic for the whole project, and therefore will be repeated for each go-live (if necessary). This framework is displayed according to the following flow: 

 

 

The processes (referred to as the data conversion & migration activities) make part of the activities from the delivery phase process within the MTS 

implementation, as was detailed in the POA. Each step within these processes represents the actions (also referred as the sub-activities) required for the data 

conversion & migration execution.  

The data conversion & migration activities are explained further below:  
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Release planning phase 

1. Preparation and project start 
As part of the release planning phase of the delivery process, this ‘preparation and project start’ process is 

where the conversion & migration activities for the release are kicked off. This is usually 2 to 3 months prior to 

go-live and this contains kick-off and handover sessions on the (initial) conversion & migration scope. 

 

2. Go-Live Planning 
The go-live planning phase is where the scope of the conversion & migration is defined. Here is where, for 

example, the decision is made on having taxpayer information and enterprise data information as the 

conversion & migration scope for the first go-live. Additionally, the project plan and implementation plan are 

determined, taking into consideration the project scope, the resource requirements (both technical and non-

technical) and the overall project constraints like timing and budget. Also, the IT environment requirements 

are defined here, specifying the IT infrastructural environments for the conversion & migration execution.  

Analysis phase 

3. Business Analysis 
Here is where the detail scope of the data required for the conversion & migration is determined. Based on 

the scope definition from the project planning phase (step 2), the detail scope for the data conversion & 

migration will now be defined. Here is where the internal BE team can indicate which data is required for the 

functioning of the components of the MTS going live. Here is also where the IRD can indicate which business 

rules to consider when defining the detail scope for the data to be converted and migrated. Based on this, the 

team can do a preliminary data profiling in the source system. This profile and audit activities focuses on 

creating a data profile of the data selected. This means that the analysis on the quality of the legacy system 

data for the conversion & migration is conducted here. Within this step, if necessary, a Conversion & 

Migration Contract (which is a technical contract) and the Clean Data Requirements3 document (specifications 

for the clean data required) will be produced. 

 

Parallel to this, an assessment is also conducted on the technical side of the conversion & migration process. 

IT system requirements, compatibility analysis, conversion tools and security/risk of data transfers are all 

further explored during this phase. 

Configuration, test and deployment cycle phase 

4. R1 Process: Audit on extract data 
The data in the legacy system system is referred to as R0. R0 is extracted and will be considered as the initial 

export report (R1).  With R1, an initial audit is performed on the data. This data will be audited for relevancy 

and accuracy (data quality) and the results will be drafted and distributed to the IRD. Although the clean-up is 

out of scope, its execution is of pivotal importance for conducting of the data conversions. Depending on the 

data clean-up strategy selected, R1 may already be the clean-up dataset for conversion and migration or may 

be the dataset needing to be cleaned up. The cases which could not go through this process is captured in the 

O1  report.  

 

 

3 The execution of the data clean-up is the responsibility of the IRD. BearingPoint can advise the client about the 

approach for the clean-up but eventually the IRD needs to ensure that the data is in a good qualitative state to 

enable the conversion & migration process for the MTS implementation 
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5. R2 Process: Prepare data for import 
Next, the data required for the input into the MTS is extracted from the legacy system. An audit is performed 

on this dataset as well, and the results of this will be drafted and distributed as R2 to the IRD. Depending on 

the data clean-up strategy selected, the extracted report may or may not be cleaned up at this instance. The 

list of cases which could not go through this process will be referred to as O2. These will need to be corrected 

to ensure that the process can proceed to the next step.  

 

6. R3 Process: Basic conversion 
Having extracted the data for import from the legacy system (R3), the basic conversion will be performed 

here. General conversion rules, like ensure proper date formats and number formats, will be applied to this 

dataset. The results of this will be drafted and distributed as R4. The list of cases which could not go through 

this process will be referred to as O3. These will need to be corrected to ensure that the process can proceed 

to the next step.  

  

7. R4 Process: MTS import conversion 
The specific data conversion for the MTS import occurs here. Based on the rules and requirements from the 

MTS import task/tool, the legacy system data (R3) will be transformed as such to be able to be imported into 

the MTS. The data is mapped such that the legacy system data is transformed into MTS data. This produces 

R4, which will be drafted and distributed to the IRD. Depending on the data clean-up strategy selected, the 

extracted report may or may not be cleaned up at this instance. The list of cases which could not go through 

this process will be referred to as O4. These will need to be corrected to ensure that the process can proceed 

to the next step. 

 

8. R5: Import 
Having prepared the data for import into the MTS, this process concerns the physical transfer/import into the 

MTS. Auditing results will be collected to monitor this process and the results will be related back to the team 

as the R5 report. The list of cases which could not go through this process will be referred to as O5. These will 

need to be corrected to ensure that the process can proceed to the next step.  

9. GO/NO-GO test 

This functional test is where the team checks if the extraction, transformation and import of the legacy system 

data into the MTS has been successful. In such a case, a go decision would be taken, which will lead to a go-

live of the MTS with the corresponding data. In case a no-go decision was taken, this process would revert to 

step 4 and the cycle will be repeat. The cases which could not pass this gate (O-reports) will need to be 

corrected as such to guarantee a go decision at this step. 

After care phase 

10. Go live and aftercare 
As part of the aftercare phase of the delivery process, this process focuses on switching the functionalities 

within the MTS on and providing the aftercare required.  
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 Data Conversion & Migration implementation process  

This section provides an overview of the implementation activities when executing the data conversion & 

migration strategy for each go-live (this is applicable for the phased execution, as well as the big bang execution). 

The step-by-step plan will be used to navigate through the process of conversion & migration and is based on best 

practices and lessons learned from implementations in other projects.  

From inception to go-live, the following steps per activity are required to be executed to ensure that the data 

conversion and data migration is correctly set out and properly put in place: 

Delivery  Steps Resources 
Activity 1 Go-live Planning  
1.1 Determine and agree on scope for the data conversion & 

migration (based on the scope of the go-live) 

BearingPoint , IRD 

1.2 Identify and determine non-technical requirements  

(e.g. required stakeholders, the required expertise level, roles 

and responsibilities of BearingPoint  and IRD)  

BearingPoint , IRD 

1.3 Determine technical requirements (including hardware, 

software, infrastructure and environments)  

BearingPoint , IRD 

Activity 2 Analysis   
2.1 Perform the business analysis on the scope for the data 

conversion & migration  

BearingPoint , IRD 

2.2 Determine the detail scope and pre-conditions for the data 

conversion & migration for the go-live (like the data clean-up), 

if necessary 

BearingPoint  

2.3  Perform a technical requirements analysis, detailing the 

required hardware, software, infrastructure and environments 

requirements for the data conversion & migration 

BearingPoint , IRD 

2.4 Arrange access and authorisations to the required technical 

resources for the conversion & migration for the go-live 

BearingPoint , IRD 

2.5 Draft the Data Conversion & Migration Contract, which 

includes the detail scope, the pre-conditions and the technical 

and non-technical resource requirements  

BearingPoint  

2.7 Draft the Clean Data Requirements Document, which will 

contain the general clean-up rules that the data for conversion 

& migration should adhere to 

BearingPoint  

2.8 Draft Memorandum of Understanding, if required IRD  

Activity 3 Configuration, Test and Deployment Cycle  

3.1 Perform R1 process: extract data from the legacy system for 

initial audit on data relevancy and accuracy 

BearingPoint   

3.2 Perform R2 process: extract and audit data from the legacy 

system which will be used as import into the MTS 

BearingPoint  

3.3 Perform R3 process: perform basic conversion on extracted 

data from the legacy system which will be used as import into 

the MTS  

BearingPoint  
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Delivery  Steps Resources 
3.4 Perform R4 process: perform data conversion based on 

requirements from MTS import tool/task 

BearingPoint  

3.5 Perform R5 process: import data into the MTS and collect 

auditing results 

BearingPoint  

3.6 Collect auditing results from R1 – R5 process and determine 

go/ no-go decision based on functional test in ‘live’ MTS  

BearingPoint  

Activity 6 Aftercare  
6.1 Aftercare agreements for the latest MTS Solution version BearingPoint , IRD 

6.2 Aftercare remote / location (optional) BearingPoint  

6.3 Evaluation of the go-live (lessons learned) BearingPoint , IRD  

Milestone Go-Live   
 

The implementation process described above presents only the activities and steps that need to be taken to 

perform the required conversion and migration of the data relevant to a go-live. For each go-live, the steps in the 

implementation process will be detailed, presented and discussed with the IRD to assess feasibility, and determine 

capabilities and timelines4. Once approved, the detailed document will become part of the implementation plan 

for go-live. 

  

 

 

4 Note that timelines are very dependent on the strategic decisions mentioned in section 4. These will further 

narrow down the scope and delivery of the conversion and migration and will aid in the provision of an accurate 

representation of the timelines required. 



 

 

 
 
 

Integration Strategy: 

Implementation MTS and associated ICT services 
30 

version 1.0 – 11 July 2019 

©2019 BearingPoint. All rights reserved. CONFIDENTIAL 

 

Data Conversion & Migration Strategy: 

BearingPoint Caribbean         
30 

  

 Project agreements 

In this chapter, the project agreements specifically for the implementation of the conversion & migration are 

described. These activities will serve as input for other detail documents that are produced as part of the delivery 

of the MTS.  

 Project planning 

For each go-live, the following output will be produced as part of the delivery activities: 

Output Audience Responsible 
Go-Live Planning   

Conversion & Migration Project Plan Internal BearingPoint  

Conversion & Migration Implementation Plan External BearingPoint , IRD 

Analysis   
the legacy system Data Quality Assessment report, if necessary External IRD 

the legacy system Data Clean-up Strategy report, if necessary External BearingPoint  

Conversion & Migration Contract External BearingPoint , IRD 

MoU (Conversion Process Design agreement, Migration Process Design 

agreement) 

External BearingPoint , IRD 

Initial Conversion Report (R0) Internal BearingPoint 

the legacy system Data Model External IRD 

Configuration, Test and Deployment Cycle    
Conversion reports (R1 to R5)  Internal BearingPoint  

Audit results  Internal BearingPoint  

List of open issues (O1 to O5) Internal BearingPoint  

Conversion execution report Internal BearingPoint  

Go-live notes conversion & migration and all other conversion and 

migration relevant documents 

External BearingPoint , IRD 

Aftercare   

Approval and sign-off document External BearingPoint , IRD 

Aftercare agreements for open issues External BearingPoint , IRD 

Go-live notes hotfixes and patches (if necessary) External BearingPoint , IRD 

Evaluation report (lessons learned)  External BearingPoint , IRD 
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 Project roles and responsibilities 

The matrix below details the list of roles required for the implementation of the conversion & migration strategy. The roles described covers the entire project: 

 
Project Sponsor 
(Conversion & 

Migration) 

Project Manager 
(Conversion & 

Migration) 

Technical Lead 
(Conversion & 

Migration) 

Implementation 
coordinator 

(Conversion & 
Migration) 

Implementation 
Manager 

(Conversion & 
Migration) 

Test Manager  
(Conversion & 

Migration) 

Person of Contact 
(Conversion & 

Migration) 

IRD TBD TBD   TBD TBD TBD 
The IT Department   TBD   TBD TBD 
BearingPoint  TBD Per go-live TBD TBD TBD TBD 

 
 
In addition, for go-live, such a matrix will be defined detailing the project team responsible for the execution of the conversion & migration for a specific go-
live: 

 

Go-Live 
Project Sponsor 
(Conversion & 

Migration) 

Project Manager 
(Conversion & 

Migration) 

Technical Lead 
(Conversion & 

Migration) 

Implementation 
coordinator 

(Conversion & 
Migration) 

Implementation 
Manager 

(Conversion & 
Migration) 

Test Manager  
(Conversion & 

Migration) 

Person of Contact 
(Conversion & 

Migration) 

IRD        
The IT Department        
BearingPoint        
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 Risk management and mitigation 

For each go-live, a risk analysis will be executed by the BearingPoint team. The aim of this analysis is to uncover the 

potential risks, with regards to the conversion & migration, which may arise during the implementation of the 

MTS. Example of such risk may include 

• Availability of the required skilled resources and/or IT tools 

• Electricity outages 

• Connectivity issues (like internet malfunctioning) 

• Infrastructural issues (like external servers not being available) 

• Network issues (like shortage on bandwith) 

• Weather conditions 

Following this analysis, the BearingPoint team will set up a risk management and mitigation plan, also referred to 

as the fallback plan or the contingency plan. This plan will be based on what-if scenarios of the highlighted risks 

and will provide and/or mitigation strategy to minimize the impact and/or eliminate the risk.  

Such a plan may look as per the table below. The definite layout and content of the plan will be determined as part 

of the implementation plan of each go-live: 

Risk # 
Description of 

risk 

Description of 

impact 

Probability of 

impact 

Mitigation 

Plan 
Owner Status 

       

       

       

       

 Key assumptions 

In addition to the general key assumption which are documented in the Contract and the Plan of Approach, the 

following specific key assumptions apply for the implementation of the conversion & migration:  

- IRD management commits itself to this suggested approach; 

- The IRD is responsible for the commitment, participation and collaboration of all relevant stakeholders; 

- The IRD is responsible for the interactions required with both internal (IRD departments) and external parties, 

which have dependencies with the data in scope. The effects of the execution of the conversion & migration 

strategy on the workflows, processes and functionalities within these different parties will need to be 

managed by the IRD; 

- Necessary resources (both functional and technical) from the IRD, the IT department and other parties will be 

made available (on time) and will possess the skills, mandate and availability needed for their role; 

- Communication with external parties like IT suppliers and end users is the responsibility of the IRD. If support 

from BearingPoint is needed, this can be discussed, taking into consideration the implications on the timeline 

and budget constraints; 

- The (functional) scope is initially defined in the POA and the IBA and further documented in this Data 

Conversion & Migration strategy document. The detail scope will be further detailed in the analysis sessions 

per go-live;  
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- Changes to the scope are requested and approved based on the MoSCoW principle (Must have, Should 

have, Could have, and Won't have) and can potentially be traded in for other functionalities (if not yet started 

and available budget allows for it); 

- Once the analysis process has started, it is mandatory to communicate any changes affecting the scope of the 

conversion & migration project (workflow, organisation, data, systems, etc.) in a timely manner to the 

BearingPoint  team; Collaboratively with the IRD team, the effect of the changes on the deliverables will be 

assessed, and if necessary, the implementation will be adjusted accordingly;  

- Decisions related to operating policies and processes and process design workshops are made in a timely 

manner by IRD; 

- The Operational Procedures and Guidelines will contain the general delivery acceptance procedure and 

criteria for this document. Clients responsibilities (e.g. review, validate, approve, sign-off) with regards to the 

deliverables will be described and monitored in the delivery matrix; The implementation plan will also address 

the acceptance activities specific to the releases.  

- Predefined deliverables are prepared, where required, in collaboration between the IRD and BearingPoint and 

will be approved through pre-established acceptance criteria which are described in the Operational 

Procedures and Guidelines deliverable; 

- The IRD is responsible for providing the required identified technical environments for the execution of the 

conversion & migration;  

- The required infrastructural environments and the identified systems comply with the current standards 

required for conversion & migration; 

- The IRD is responsible for providing BearingPoint with access to the systems, databases and indicated 

environments and assuring timely and qualitative cooperation from the suppliers of these systems through 

the relevant parties; 

- The IRD will provide accurate, complete and timely information and documentation necessary for the 

execution of the work; 

- The budget for implementation of the conversion & migration is based on the time boxing principle; 

- The budget is only designated for the activities described in the implementation process (chapter 6 and 7); 

- The data conversion & migration strategy is related to the interface strategy, as well as the cutover strategy. 

The delivery of these strategy documents will therefore be a synchronized effort. 

 

 

 

 

 

 

 

  


