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Project governance playbook for AWS large migrations

Bill David, Pratik Chunawala, Wally Lu, Tuhin Mukherjee, Amit Rudraraju, and Senay Swinney,
Amazon Web Services

® Note

The project teams, roles, and workstreams referenced in this guide are described in the
Foundation playbook for AWS large migrations. We recommend completing the foundation
playbook in advance of starting the project governance tasks in this guide.

Effective project governance is critical to the success of a large migration to the AWS Cloud. Project
governance defines the rules, boundaries, and plans for completing the migration. Common project
governance tools include a communication plan, benefit-tracking office, escalation plan, and
quality gates for migration and cutover. By completing this playbook, you create and customize the
governance that defines how to run your migration project.

In the third phase of a large migration, migrate and modernize, you refine your project governance
model and create many of the tools and templates that you use during the migration. You should
complete the assess and mobilize phases prior to starting this process. For more information
about the phases of a large migration, see Phases of a large migration in the Guide for AWS large

migrations.

This playbook provides a step-by-step approach to quickly develop an effective governance model
for a large migration project. It describes project governance for a large migration, which spans
both stages of the migrate phase, initialization and implementation:

 Instage 1, initialize, you assess team readiness and stand up the governance model. You define
the processes and tools that govern your large migration project. At the end of stage 1, you have
project governance tools that are customized for your own use case.

 Instage 2, implement, you use the tools you created in the previous stage in order to adhere to
your project governance plan.
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Guidance for large migrations

Migrating 300 or more servers is considered a large migration. The people, process, and technology
challenges of a large migration project are typically new to most enterprises. This document is

part of an AWS Prescriptive Guidance series about large migrations to the AWS Cloud. This series is
designed to help you apply the correct strategy and best practices from the outset, to streamline
your journey to the cloud.

The following figure shows the other documents in this series. Review the strategy first, then the
guides, and then proceed to the playbooks. To access the complete series, see Large migrations to
the AWS Cloud.

Strategy and best practices for Guide for AWS Foundation playbook for AWS
AWS large migrations large migrations large migrations

Introduction to governance
for AWS large migrations

You are here

Portfolio playbook for AWS
large migrations

Migration playbook for AWS
large migrations

About the tools and templates

In this playbook, you create the following tools. You use these tools to communicate with the
project stakeholders, including the migration teams, application owners, project sponsors, and
executive leadership. The goal of the following tools is to maximize transparency for all project
activities, which helps to accelerate the large migration:

Kickoff presentation

Meeting plan, including types and cadence

Escalation plan

Weekly project status report

Wave workshop

Guidance for large migrations 2
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Cutover readiness assessment presentation
Steering committee status report
Benefit-tracking office

Project summary dashboard

Financial reporting process

Resource plan

Decision log

Risks, actions, issues, and dependencies (RAID) log

Communication plan and templates, such as gate communications and reminders

We recommend using the attached templates and then customizing them for your portfolio,

processes, and environment. The templates are designed to foster effective communication, set

clear expectations, and align executive leadership, application owners, and migration project

stakeholders. The instructions in this playbook provide context as to the purpose of each of these

templates, which your team can customize. This playbook includes the following templates:

Cutover readiness assessment template — This template helps you track the progress of each
wave through the quality gates and key project management milestones.

Financial glide path template — This template is used to review financials with your project
sponsors on a regular cadence.

Kickoff presentation template - You use this presentation template at a kickoff meeting early in
stage 1.

Meeting plan template - You use this template to define the types of recurring meetings,
establish their cadence, and identify the key participants.

Status report template — You use this template in order to create a standard presentation
format for the project status review meetings.

Steering committee meeting template - You use this template in order to create a standard
presentation format for the steering committee meetings.

Wave workshop template - You use this template in order to create a standard presentation for
the T-14 and T-28 commit meetings.

Gate communication templates - You use these email communication templates to share the
status of the wave with project stakeholders and inform them of recent changes or upcoming
activities. This playbook includes the following templates:

About the tools and templates 3
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Communication template for cutover complete
Communication template for hypercare complete
Communication template for T-0

Communication template for T-1

Communication template for T-7

Communication template for T-14
Communication template for T-21

Communication template for T-28

Attachments

To access additional content that is associated with this document, download and unzip the

following file:

attachment.zip

Attachments


samples/attachment.zip
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About managing a large migration

To manage and effectively govern a large migration project, the project manager needs to have a
high-level understanding of the portfolio, the phases of a large migration, and the responsibilities
of each workstream.

This section contains the following topics:

Workstreams in a large migration

Feeding the migration pipeline

Hypercare period

Establishing an agile approach

Workstreams in a large migration

In the migrate phase, at any given time, a minimum of four workstreams are operating
simultaneously: the foundation, project governance, portfolio, and migration workstreams. These
are the core workstreams of any large migration project, and your project might have additional,
supporting workstreams. For more information, see Workstreams in a large migration in the

Foundation playbook for AWS large migrations.

Feeding the migration pipeline

In the migration factory, wave planning and migration occur at the same time and operate
continuously. The portfolio team feeds the migration pipeline by planning waves, and

the migration team completes the pipeline by performing the migration and cutting over
workloads. The portfolio team prepares five waves at the end of the initialization stage, and the
implementation stage begins when the migration team begins migrating one or more of the
prepared waves.

For each wave, the portfolio workstream runs 1-2 weeks, and the migration workstream typically
runs 3—-4 weeks. The portfolio workstream is five waves ahead of the migration workstream, so
there is always a five-wave buffer between the portfolio and migration workstreams. Throughout
the implementation stage, both the portfolio team and the migration team continue to process
waves, and the buffer prevents the migration workstream from running out of servers to migrate.

Workstreams in a large migration 5
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For an example of a wave schedule, see Stage 2: Implementing a large migration in the Guide for
AWS large migrations.

The portfolio team prioritizes applications and then assigns them to waves in logical move groups.
When planning waves, the portfolio team considers migration complexity, application similarities,
and application and infrastructure dependencies. This helps make sure that the applications and
their dependencies are migrated in their entirety. For more information about wave planning,

see the Portfolio playbook for AWS large migrations. For project governance, you manage and
track information about the waves and sprints, including the applications, servers, and application
owners. You might use a dashboard on a Confluence site, a list in Microsoft Excel, or a combination
of tools.

Hypercare period

After you have completed the cutover, the migrated applications and servers enter the hypercare
period. In the hypercare period, the migration team manages and monitors the migrated
applications in the cloud in order to address any issues. Typically, this period is 1-4 days in length.
At the end of the hypercare period, the migration team transfers responsibility for the applications
to the cloud operations (Cloud Ops) team. At this time, the wave is considered complete.

Establishing an agile approach

By establishing an agile approach, the project team can remain flexible and quickly adapt to
change during the migration. We recommend adopting a Scrum framework for a large migration.
In the Migration playbook for AWS large migrations, you assign waves to sprints, which is a fixed
period of time in which the migration team works on all waves within that sprint. If each sprint is 2
weeks in duration, each wave spans at least two sprints. A sprint consists of standard events, such
as planning the sprint and conducting daily stand-up meetings, a review, and a retrospective.

You use a sprint backlog, which consists of the current and pending tasks in the sprint, to manage
the activities. In this playbook, you select a project management tool for tracking progress. You
might select a project or issue-tracking application, such as Jira or Confluence, and you might also
select a visual approach of representing tasks, such as a Kanban board or a Gantt chart. By tracking
the sprint backlog in one or more of these tools, you provide project transparency, assign owners to
each task, and establish clear deadlines.

Hypercare period 6
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Stage 1: Initializing a large migration

It is important to define the governance model early in the migrate phase and then conduct a
kickoff meeting so that you can share it with the entire project team before you start migrating
applications. If the governance model is already set up, skip to Stage 2: Implementing a large

migration project, where you will use the project governance tools and model established in

stage 1. Establishing the right participants, communication formats, and meeting content at the
outset allows you to focus on accelerating the migration. Ineffective planning for project meetings
and communication can cause the team to spend too much time in meetings or providing status
updates, rather than working on the migration.

(@ Note

The tasks in this chapter are intended to be performed concurrently. Many of the tasks are
interdependent, as noted in the instructions for that task.

Stage 1 consists of the following sections, tasks, and steps:

« Before you begin

» Task: Kicking off the migrate phase

» Step 1: Build a kickoff presentation

» Step 2: Conduct the kickoff meeting

» Task: Creating a communications plan

« Step 1: Create a communications team

» Step 2: Establish an escalation plan

» Step 3: Define meetings and their cadence

« Step 4: Prepare meeting presentations

» Step 5: Schedule recurring meetings for stage 1

« Step 6: Understand the change management process

» Task: Defining communication gates and schedules

» Step 1: Define the communication gates

o Step 2: Create a T-minus schedule template

« Step 3: Create standard email templates for each gate
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» Task: Defining project management processes and tools

Step 1: Select a project management tool

Step 2: Validate roles and responsibilities for all migration activities

Step 3: Establish a benefit-tracking office

Step 4: Create a project summary dashboard

Step 5: Create a financial reporting process

Step 6: Determine how to manage and scale resources

Step 7: Create a decision log

Step 8: Create a RAID log

Before you begin

Confirm that you are ready to proceed with defining project governance for your large migration as

follows:

« Previous phases complete - Defining project governance occurs in the third and final phase of

a large migration. If you haven't already done so, we recommend you complete the assess and

mobilize phases. For more information, see the Guide for AWS large migrations.

« Expertise available - If you are new to a large migration project, have reviewed the available

documentation, and would like support, consider engaging with in-house or external subject

matter experts to prepare your team.

« Migration team prepared - Cutovers are likely to occur after regular working hours in order to

minimize the impact on the business and users of the application. If this is the case with your

project, confirm that the migration team and application owners are aware and prepared for the

working schedule.

Task: Kicking off the migrate phase

This meeting occurs once during the large migration project. Typically, you conduct this meeting as

early as possible in stage 1, initializing a large migration. Aligning the project team members and

setting expectations early helps the workstreams understand their responsibilities and build their

runbooks. The purpose is to align the stakeholders and workstreams regarding the project scope,

guiding principles, communication plan, and team member responsibilities.

In this task, you do the following:

Before you begin 8
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» Step 1: Build a kickoff presentation

» Step 2: Conduct the kickoff meeting

Step 1: Build a kickoff presentation

In this step, you create a presentation for the kickoff meeting. As noted in the following steps, to
create this presentation, you need some of the plans and processes that you define in other tasks in
this playbook.

There are nuances to every project, but we recommend starting with the attached Kickoff
presentation template (Microsoft PowerPoint format). This template contains the core components,
and you can customize it for your project. While you should review and customize the entire
template, at a minimum, update the following slides:

1. On slide 4, define the project scope, guiding principles, factors that are critical to success, and
the criteria by which success will be measured. You might work with a project management
office, stakeholders, and the migration team to customize this slide for your organization.

2. Onslide 5, create a roadmap of the high-level schedule for your project.

3. On slide 6, document the teams and key individuals involved in the migration. Identify
individuals who are providing support from other teams in the organization, such as networking.
Identify individuals by name and role, and differentiate internal and external resources. For a list
of common roles in a large migration project, see Roles in the Foundation playbook for AWS large
migrations.

4. On slide 10, add the T-minus schedules from Step 2: Create a T-minus schedule template.
Add new slides as needed to include a T-minus schedule for each migration strategy, such as
replatform or refactor.

5. On slide 13, add the meeting plan according to Step 3: Define meetings and their cadence.

6. On slide 16, add the escalation plan according to Step 2: Establish an escalation plan.

7. On slide 20, add links to your shared repository and project management resources.

Step 2: Conduct the kickoff meeting

In this step, you schedule and conduct the kickoff meeting. Do the following:

1. Schedule the kickoff meeting to occur as early as possible in the migrate phase. Typical meeting
participants include the project stakeholders, executive leadership, and the workstream leads.

Step 1: Build a kickoff presentation 9
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2. Conduct the kickoff meeting and use the presentation you created in the previous step, Step 1:
Build a kickoff presentation.

3. If there are any changes to the plans and processes presented in the meeting, after the meeting,
update the plans accordingly.

Save the kickoff presentation in a shared repository so that all members of the large migration
project can access the presentation as needed.

Task exit criteria

This task is complete when you have done the following:

» You have customized the Kickoff presentation template for your project.
» You have conducted the kickoff meeting.

» You have saved the kickoff presentation in a shared repository.

Task: Creating a communications plan

A critical element of the governance model is identifying who is responsible for communicating
with application owners and how to escalate if an application owner doesn't respond. In this task,
you define who is responsible for communications, determine what the regular communications
and meetings will be, create your standard communication templates, and determine what
happens if you need to escalate an issue.

In this task, you do the following:

« Step 1: Create a communications team

» Step 2: Define meetings and their cadence

» Step 3: Establish an escalation plan

» Step 4: Prepare meeting presentations and communication tools

» Step 5: Schedule recurring meetings for stage 1

« Step 6: Understand the change management process

Task exit criteria 10
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Step 1: Create a communications team

The communications team is part of the project governance workstream. This team is responsible
for communicating with project stakeholders at key migration milestones, scheduling meetings,
coordinating feedback, and confirming attendance for required meeting participants. The activities
of the communications team are typically governed by communication gates, which you define in
Task: Defining communication gates and schedules.

Do the following:

1. Identify the appropriate members of this team.

2. Designate a communications lead. This individual acts as a single point of contact throughout
the migration for scheduling gate meetings, coordinating questions and feedback from the
other workstreams, and confirming meeting attendance with required participants.

Step 2: Establish an escalation plan

When an issue arises in the migration, you must be able to quickly resolve it. By defining an
escalation plan before the migration starts, you can provide a clear action plan to the team in
advance, which helps prevent delay, frustration, or surprises. We recommend specifying a single-
threaded leader for each business unit. If an application owner isn't engaging or responding, you
can escalate to that individual.

This step is typically completed by the project manager and project sponsor. When establishing
the escalation plan, you need to define the type of issue, the circumstances in which you should
escalate the issue (known as the trigger), and define the tiers of escalation. We recommend no
more than three tiers. For each tier, you should identify the audience, or response owner, and the
amount of time that the audience has to respond. For example, if the first escalation audience
doesn't resolve the issue within 24 hours, escalate the issue to the second tier, which is a different
audience. With each escalation, CC the audiences of any prior tiers.

Do the following:

1. Create an escalation plan. You can use a dedicated project management tool for this, such as Jira
or Confluence, or you can create a list in Microsoft Excel. We recommend documenting:

« Short description of the anticipated or experienced issue
« The trigger

« Tiers of escalation and audience

Step 1: Create a communications team 11
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« The amount of time each tier has to respond to the issue
2. Conduct a meeting with the workstream leads and project sponsor to review the escalation plan.

3. Share the escalation plan with the entire project team to make sure that all members are
familiar with the escalation process.

4. Save the escalation plan in a shared repository, and make sure that all project team members
can access it.

The following is an example of how you might record an issue in the escalation plan.

# Issue Trigger Tier 1 Tier 2 Tier 3

Audience Escalate Audience Escalate Audience

after after

1 Firewall Firewall Network 24 hours Network 24 hours  Executive
ports isn't team, team team,
need open migration manager lead of
to be by T-28 lead impacted
open to commit business
migrate meeting unit
workloads
to AWS

Step 3: Define meetings and their cadence

In this step, you identify the regular, recurring meetings for the migration project and establish

the meeting frequency, or cadence. Documenting the meetings and their cadence improves project

transparency. When an issue arises, team members can quickly identify the appropriate meeting to

address it. You should identify the name of the meeting, the frequency, the core objectives, and the
owners and participants. You might need to update this document as the migration progresses and
you identify new meeting participants.

The following recurring meetings are common in a large migration project:

« Steering committee meetings — These meetings are typically held twice a month, and the
objective is to share the project status and resolve any issues that require involvement from

Step 3: Define meetings and their cadence 12
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executive leadership. Participants of this meeting typically include the project sponsor, executive
leadership, and a representative from the project management office.

» Project status review meetings — These meetings are typically held once per week. The objective
is to review the project status at the workstream level and evaluate the need for resources
or subject matter experts. Participants of this meeting include the project manager, project
stakeholders, workstream owners, and the migration lead.

« Daily stand-ups — These are very short meetings held once per day. It is called a stand-up
because the meeting should be short enough that the participants don't require a chair. The
purpose is to review planned and recently completed tasks and surface any issues. In daily stand-
ups, you typically use a visual task management tool, such as a Kanban board or Gantt chart,
which you determine in Step 1: Select a project management tool.

« Infrastructure and operations checkpoint meetings — These meetings are usually held twice a
week. The objective is to review the progress of the migration, review active issues and decide
whether escalation is required, collaborate across workstreams, and plan resources for the next
sprint. Participants of this meeting include the technical team members who own RACI-defined
migration activities.

» Migration business hours — This time is reserved as an open meeting for application owners to
seek support or guidance. We recommend that you hold business hours three times per week.

We recommend starting with the attached Meeting plan template (Microsoft Excel format). This
template contains a default example, and you can customize it for your project.

Step 4: Prepare meeting presentations

As defined in Step 3: Define meetings and their cadence, large migrations require frequent

meetings to align workstreams, address issues, and confirm that the migration is on schedule.
Defining standard formats and presentations for these meetings helps participants by establishing
consistent expectations for the meeting. It also helps reduce the amount of time needed to prepare
for each meeting. In this step, you create the presentation templates for your regularly scheduled
meetings.

We recommend starting with the following attached templates:

 Status report template (Microsoft PowerPoint format)
« Steering committee meeting template (Microsoft PowerPoint format)

» Wave workshop template (Microsoft PowerPoint format)

Step 4: Prepare meeting presentations 13
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o Cutover readiness assessment template (Microsoft Excel format)

Do the following:

1. Customize the Steering committee meeting template for your project.

2. Customize the Status report template for your project. This presentation is used in project status
review meetings, which are typically held on a weekly cadence. This template is a more robust
version of the executive-level summary you created in the previous step.

3. Customize the Wave workshop template for your project. This presentation is used in the T-28
and T-14 commit meetings. In T-28 commit meetings, application owners commit to the wave,
and in the T-14 commit meeting, they recommit to the cutover date.

4. Customize the Cutover readiness assessment template for your project. This presentation is
used in the infrastructure and operations checkpoint meetings to review current progress
of migration activities. The purpose of the presentation is to help the team confirm that the
progress gates have been met and that the application is ready for cutover.

5. Store these presentation templates in a shared repository, where the meeting owners can access
them.

6. For each type of meeting, define a shared repository where the meeting owners can save
their presentations. After each meeting, the meeting owner should save a version of their
presentation and any other meeting artifacts in this repository so that meeting attendees and
the project team can reference this information. For example, the repository for the project
status review meeting would contain a copy of the status report presented at each meeting.

Step 5: Schedule recurring meetings for stage 1

If you completed the mobilize phase, you might have already established some of the meetings
in this step. Complete this step for any meetings that you haven't already scheduled. According to
the meeting plan you developed in Step 3: Define meetings and their cadence, the meeting owner

should schedule the following recurring meetings:

« Daily stand-ups for each workstream
« Financial reporting meetings

« Steering committee meetings

» Project status reviews

« Infrastructure and operations checkpoint meetings

Step 5: Schedule recurring meetings for stage 1 14
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These meetings continue until the migration is complete.

Step 6: Understand the change management process

Understanding the change management process for your organization is critical to the success of
a large migration project. The change management process affects the schedules and deadlines in
your migration. You must understand the information and approvals required for each workload.
Make sure that you understand:

» The deadlines for submitting the list of applications and servers in the wave plan

« The criteria and information required for gaining approval to move workloads on the planned
date

« Any formal process documents that must be completed

» The process for submitting firewall or domain changes

All migration leads should understand the change management process prior to discovery
activities. Some migration-related tasks require approval, and team members need to understand
their responsibilities in the change management process. For more information about training,
see Training and skills required for large migrations in the Foundation playbook for AWS large

migrations.

Task exit criteria

This task is complete when you have done the following:

» You have created a communications team.

» You have defined participants for all meetings.

» You have established and approved an escalation plan.

» You have scheduled recurring meetings that start in stage 1, as defined in your meeting plan.
» You have defined the standard presentations that should be used in each meeting.

» For each meeting, you have defined a shared repository for capturing all presentations, activities,
and artifacts.

« All change management processes are understood and documented.

Step 6: Understand the change management process 15
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Task: Defining communication gates and schedules

In stage 2 of a large migration project, the portfolio workstream is actively planning waves, and
the migration workstream is migrating those waves. The project governance workstream oversees
these activities and helps guide the waves through communication gates. A communication

gate is a touchpoint when you formally communicate ongoing wave activities and status to the
stakeholders. At each gate, a designated gate owner notifies the specified audience about the
wave status and reminds application owners about upcoming activities or meetings. Gates typically
correspond with migration milestones, and defining communication gates maximizes transparency
for all project stakeholders. You move waves through the gates individually, or you can group
waves together.

In this task, you do the following:

o Step 1: Define the communication gates

o Step 2: Create a T-minus schedule template

« Step 3: Create standard email templates for each gate

Step 1: Define the communication gates

During the migration, you repeat the communication gates for each wave or for a group of waves,
until you have migrated all workloads and the project is complete. At a minimum, we recommend
the following communication gates. You might decide to add more gates to your project as
appropriate for your project.

Gate

Gate 1: Create T-
minus schedule

Gate 2: T-28
commit meeting

Approximate
timeline

Before wave
plan complete

4 weeks prior to
cutover

Purpose

Schedule dates
for each gate

Kick off wave
with application
owners

Gate owner

Project manager
or communica
tions team

Project manager
or communica
tions team

Audience

Applicati

on owners,
communication
lead, migration
lead

Applicati
on owners,
communication

Task: Defining communication gates and schedules
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Gate 3: T-21
communication

Gate 4: T-14
checkpoint
meeting

Gate 5: T-7
communication

Gate 6: T-1 go or
no-go meeting

Gate 7: T-0
cutover meeting

Gate 8:
Hypercare
period start

3 weeks prior to
cutover

2 weeks prior to
cutover

1 week prior to
cutover

24-48 hours
prior to cutover

Day of cutover

1 business day
after cutover

Reminder

that cutover is
scheduled to
occur in 21 days

Review the
schedule and
assess progress
on readiness
tasks

Reminder

that cutover is
scheduled to
occur in 7 days

Confirm
readiness for
migration
cutover

Cut over and
test the applicati
ons

Notification

that cutover is
complete and
hypercare period
has started

Project manager
or communica
tions team

Project manager
and migration
lead

Communications
team

Project manager
or communica
tions team

Project manager
and migration
lead

Project manager
or communica
tions team

lead, migration
lead

Applicati

on owners,
communication
lead

Applicati

on owners,
communication
lead, migration
lead

Applicati
on owners,
operations team

Cloud operation
s team, applicati
on owners,
infrastructure
team

Cloud operation
s team

Application
owners

Step 1: Define the communication gates
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Gate 9: 4 business days Notification that  Project manager, Application
Hypercare after cutover hypercare period communications owners in wave,
period end is complete team, or cloud communica

operations team  tion lead, cloud
operations team

The following image shows the sequence of these communication gates in the portfolio and
migration workstreams. Gate 1 occurs during wave planning, gates 2-6 occur during the migration,
gate 7 is the cutover meeting, and gates 8-9 occur during the hypercare period. Gates 2-6 are
named with the format T-#. The T refers to time remaining, and the # is the number of days
remaining until the scheduled cutover date.

Define the communication gates for your large migration project as follows:

1. Determine whether you require additional communication gates for your project. For example, if

your project doesn't have a single-threaded leader who is responsible for facilitating migration

readiness with application owners, you might want to include additional communication gates

for reminding application owners about upcoming activities and due dates.

2. In a shared repository or project-tracking application, such as Jira or Confluence, record the

communication gates for your large migration project. Make sure that you record the following

attributes for each gate:

Gate number and name

Approximate timeline of when the gate occurs in relation to workstream milestones or cutover
Purpose of the gate

The individual or team who is responsible for the gate, known as the gate owners

The individuals or teams who receive the communication or attend the gate meeting, known
as the audience

(Optional) The communication template or presentation template that the gate owner should
use

Step 2: Create a T-minus schedule template

A T-minus schedule is a visual way to represent all of the high-level migration activities that need

to be completed for each wave. It covers the period of time between the end of wave planning

and the end of the hypercare period. Because the high-level migration activities vary based on the
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migration strategy, you need a T-minus schedule template for each migration strategy. You share
the T-minus schedules at the kickoff meeting and at the T-28 and T-14 commit meetings.

Typically, you build a T-minus schedule by working back from the cutover date. You organize the
activities into migration milestones, and you track detailed tasks separately within your project
management tools. The T-minus schedule also highlights the communication gates that you
defined in Step 1: Define the communication gates.

We recommend starting with the attached T-minus schedule template (Microsoft PowerPoint
format). Do the following:

1. Open the T-minus schedule template. This template contains a default T-minus schedule for the
rehost migration strategy.

2. Modify the default rehost migration activities based on your use case. For a list of activities
for each migration strategy, refer to the responsible, accountable, consulted, informed (RACI)
matrices that you created in the Foundation playbook for AWS large migrations.

3. Modify the default communication gates based on the decisions you made in Step 1: Define the

communication gates.

4. Using the rehost T-minus schedule as a starting point, create a T-minus schedule for each
migration strategy, such as replatform or refactor.

5. Share the T-minus schedules with the communications team, migration team, and cloud
operations team. Make sure that all teams are in alignment and no adjustments are necessary.

6. Add the completed T-minus schedule templates to your kickoff presentation and to your wave
workshop presentation.

Step 3: Create standard email templates for each gate

Create templates for the email communications that you will send to application owners at each
communication gate. These emails should contain basic information about the applications in the
wave, inform application owners of the wave status, and remind stakeholders about any upcoming
due dates and meetings.

We recommend starting with the following attached templates:

o Communication template for T-28 (Microsoft Word format)

o Communication template for T-21 (Microsoft Word format)

Step 3: Create standard email templates for each gate 19
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o Communication template for T-14 (Microsoft Word format)

o Communication template for T-7 (Microsoft Word format)

o Communication template for T-1 (Microsoft Word format)

o Communication template for T-0 (Microsoft Word format)

o Communication template for cutover complete (Microsoft Word format)

« Communication template for hypercare complete (Microsoft Word format)

Task exit criteria

This task is complete when you have done the following:

» You have defined the communication gates for your large migration project.
» You have created a T-minus schedule template.
» You have shared the T-minus schedule template with the project stakeholders.

» You have integrated the T-minus schedule template into your kickoff presentation and your wave
workshop presentation.

» You have created standard templates for gate email communications.

Task: Defining project management processes and tools

Any large migration project requires well established management processes and tools. With

a large migration, there are nuances to sharing information, tracking performance metrics,
identifying the correct meeting participants, and assigning tasks to owners. In this task, you
document key migration tasks and owners, determine key performance indicators (KPIs) for the
migration and decide how to measure them, track the budget, and develop tools for managing
risks and tracking decisions.

Many of the steps in this task are performed concurrently, unless otherwise noted. Typically, you
complete these steps before or just after the kick-off meeting.

In this task, you do the following:

» Step 1: Select a project management tool

» Step 2: Validate roles and responsibilities for all migration activities

Task exit criteria 20
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» Step 3: Establish a benefit-tracking office

» Step 4: Create a project summary dashboard

« Step 5: Create a financial reporting process

» Step 6: Determine how to manage and scale resources

» Step 7: Create a decision log

» Step 8: Create a RAID log

Step 1: Select a project management tool

In this step, you establish the tools you want to use for tracking progress. You might choose to use
a software solution such as Jira or Confluence, build your own dashboards in Microsoft Excel, or
use a combination of these tools. Consider the following best practices when selecting or building
project management tools:

» For tracking tasks and tracking progress, we recommend a visual management tool such
as a Kanban board or Gantt chart, which are commonly available in project management
applications. Visual management tools are particularly effective in the daily stand-up meetings
for reviewing current tasks and wave progress.

« If you are selecting a project management application, consider whether you want to enter plans
and processes (such as an escalation plan, decision log, or RAID log) in your project management
tool, and make sure that it has the features you want.

« Itisimportant that the project sponsor, executive leaders, project managers, and external
stakeholders (if any) are aligned on the selected tool.

For more information about how these tools are used, see Establishing an agile approach.

Step 2: Validate roles and responsibilities for all migration activities

In the Foundation playbook for AWS large migrations, you created a detailed RACI matrix for

each migration strategy and high-level task in your large migration project. A RACI matrix is a
responsibility assignment tool, and the name is derived from the four responsibility types defined
in the matrix: responsible (R), accountable (A), consulted (C), and informed (I). This matrix format
is recommended to align roles and responsibilities across all of the migration activities. This matrix
can align on-site teams with remote teams or external partners. In this step, you validate the
matrices are correct and review them with the project teams.
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In order to tailor the RACI tasks for your organization, we recommend you consider the following:

Understand the change management processes, the lead times required for those processes, and
the roles involved in approving changes. For more information, see Step 6: Understand the change

management process.

Make sure that you have vetted your back-up and disaster recovery strategy prior to starting the
migration, and share this strategy with the migration team. If you identify gaps in the strategy,
we recommend you use integrated cloud services, such as AWS Backup or CloudEndure Disaster
Recovery.

Do the following:

1. If you haven't done so already, create a RACI matrix for each high-level task according to the
instructions in the Foundation playbook for AWS large migrations.

2. Review the matrices with the respective teams in each matrix. Confirm that all detailed tasks are
represented and that the teams are familiar with their responsibilities.

3. Update and create new matrices throughout the migration as you identify new migration
strategies or supporting tasks.

Step 3: Establish a benefit-tracking office

This team is a small group of individuals who are responsible for assessing the migration against
key performance indicators (KPIs). This team evaluates whether the migration is progressing
according to schedule and can act on any delays or issues impeding progress. This team meets
outside of the weekly or bi-weekly project status meetings.

In each meeting, this team usually reviews and answers the following questions:

What is the current status of the migration?

Are we on track to achieve our target outcomes?

Are we measuring performance accurately?

Do we need to make any adjustments in order to accelerate the migration?

If the benefit-tracking office determines that the migration isn't achieving the desired velocity, this
team should recommend adjustments to process, resourcing, or communications plans.

Do the following to establish a benefit-tracking office for your large migration:
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1. Identify the appropriate participants. Typical members of this team include the project sponsor,
project manager, migration lead, and an empowered representative from each business unit that
has workloads in scope.

2. Establish a regular meeting cadence for the benefit-tracking office. We recommend this team
meets once every two weeks.

3. Define qualitative and quantitative KPIs for the large migration with the project sponsor, and
collect input from executive leadership. The benefit-tracking office assesses the progress of the
migration against your KPIs. Examples of KPIs include:

 (Quantitative) Actual number of servers migrated compared to plan
 (Quantitative) The number of servers decommissioned compared to plan
 (Qualitative) Review of survey feedback and action plan

 (Qualitative) Corrective steps made in response to survey feedback

Step 4: Create a project summary dashboard

The project team must work with key project stakeholders collectively to develop a dashboard that
clearly conveys how the migration is progressing. Your project summary dashboard should do the
following on a single page:

« Quantifies the overall completed and remaining workloads for the whole project

o Reflects the performance of the most recently completed wave (planned and actuals)

« Shows the anticipated workloads in the upcoming wave (planned)

We recommend starting with the attached Project summary dashboard template (Microsoft
PowerPoint format). Do the following:

1. Modify the template as needed for your project. We recommend representing the allocation of
servers to each migration strategy. The provided template includes the rehost and replatform
migration strategies.

2. Review your project summary dashboard with the project stakeholders, including executive
leadership, and make sure that all stakeholders are aligned and understand how to use and
access the dashboard.

3. Save the dashboard in a shared repository. All stakeholders should be able access this
information themselves as needed.

Step 4: Create a project summary dashboard 23
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Step 5: Create a financial reporting process

Typically, you track financial reporting separately from the project status report because you

want to provide it to a more limited audience. The financial report should include the actual costs,
which are the costs incurred to date, and the forecasted costs, which are the expected costs for the
remainder of the project. You track internal and external resource costs separately. To assess actual
and forecasted internal resource costs, you can use in-house time reporting and your resource
plan. For external resources, you should ask your partners or consultants to provide actual and
forecasted costs.

We recommend starting with the attached Financial glide path template (Microsoft PowerPoint
format). Do the following:

1. Determine the stakeholders who should receive this financial report.

2. Determine whether this financial report will be shared in a meeting or through email.
3. Modify the template as needed for your project.
4

. Review your financial report with the executive leadership team or project sponsors to confirm
alignment on the format and content.

ul

. With the stakeholders, determine how frequently this report will be updated and reviewed.

6. Determine where you will save this financial report. Because it contains sensitive financial
information, we don't recommend saving this template in the shared repository with the rest of
the project documentation.

Step 6: Determine how to manage and scale resources

Managing resources effectively as the project progresses is critical to a large migration effort. As
the project moves from the initialization stage into the implementation stage, the migration team
must scale up in order to support the migration waves. At the same time, the discovery team might
be able to start scaling down, depending on the remaining discovery activities. In this step, you
map out the resource management and scaling plan for efficiency. This step is typically performed
by the project manager and workstream leads. After the plan is defined, you audit constantly
throughout the project to determine if you need all of the resources in the plan. For example,
delays in building the migration pipeline or larger-than-anticipated waves would likely affect the
resource plan.

The resource plan is different for each large migration, and it is typically determined by factors
unique to your project. Common factors include project budget, how your project team is
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organized, how quickly discovery activities can be completed, how your portfolio is distributed to
each migration strategy (such as refactor, rehost, or replatform), and how much time is needed for
change management processes in your organization.

When planning resources, consider the migration strategies for your portfolio and how these affect
your migration and portfolio teams. For example, rehost is a common strategy for large migrations
because it is low complexity. Almost every large migration project has at least one rehost migration
pod of 4--5 individuals. If you plan to include high-complexity migration strategies, such as
replatform or refactor, you should create migration team pods for these strategies and include
additional migration and portfolio team resources in your resource plan. For more information
about workstreams, team structure, and how many people are needed for each pod, see Team
organization and composition in the Foundation playbook for AWS large migrations.

In addition, the presence of specialized workloads, such as SAP, also warrants a separate,
specialized team of individuals who have experience with those workloads. For more information
about specialized workloads, see MAP specialized workloads at AWS Migration Acceleration

Program.

Do the following:

1. Define the resources you need to support project governance. Typical resources include a
program manager for delivery governance and oversight, a project manager, and a supporting
project manager.

2. Define the resources you need to support migration tooling. Typical resources include a cloud
architect or external consultant.

3. If your project includes migrating a specialized workload, such as an ERP system, define the
resources you need to support that workload. Typical resources for a specialized workload
include:

» Project manager

 Architecture lead

« Architecture engineer

« DevOps engineer

» Specialized migration pod that contains:
o Functional subject matter expert (SME)

» Testing specialist
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4. Define the resources you need to support each migration strategy, such as rehost. Typical
resources include:

» Project lead
» Architects and engineers for compute, storage, and networking
» Testing specialist

5. Allocate the number of resources needed to support these teams at various stages of the
project, including discovery, initialization, and implementation. Consider the acceleration of
the migration as you refine your processes, and consider how to scale resources down as you
approach the end of a stage or project.

Step 7: Create a decision log

Throughout the large migration, leads make decisions to resolve any issues that arise. Because of
the size and scope of a large migration project, the project manager cannot be present when every
decision is made. Workstream leads are responsible for recording the decisions that affect their
workstream. The project manager is responsible for reviewing the decisions and presenting recent
decisions at the project status review meetings.

This step is typically performed by a project manager. In this step, you create a decision log in
a shared repository and confirm that the workstream leads understand their responsibilities for
logging decisions. When necessary, use the escalation plan to facilitate timely decision making.
For more information, see Step 2: Establish an escalation plan. Confirm that all team members
understand the types of decisions that can be made at each level.

Do the following:
1. Create a decision log. You can use a dedicated project management tool for this, such as Jira or
Confluence, or you can create a list in Microsoft Excel. We recommend documenting:
» Short description of the decision
» Status
« How the decision affects the project
« Alternative options considered
« Who made the decision

« Date the decision was made
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2. Conduct a meeting with the workstream leads to review the decision log and train them on how
to use it. It is important that you establish a culture of recording decisions.

3. Save the decision log in a shared repository, and make sure that all workstream leads can access
it.
4. Before each project status review meeting, review the log for any decisions made since the

previous meeting, and include these decisions in your project status report presentation. This
ensures project-level transparency for all decisions made over the course of the project.

Step 8: Create a RAID log

Similar to the decision log, you should track risks and issues in a project management tool known
as a risks, actions, issues, and dependencies (RAID) log. No matter how thoroughly you plan your
large migration, issues will occur, and you will identify some risks to your project. By identifying
and recording risks and issues, you provide transparency to the project, and you establish a process
to control and monitor potential issues, minimizing their impact to the project.

Do the following:
1. Create a RAID log. You can use a dedicated project management tool for this, such as Jira or
Confluence, or you can create a list in Microsoft Excel. We recommend documenting:
« Type (risk, action, issue, or dependency)
» Short description of the item
« Open date
» Probability
« Impact
« Severity score, which is calculated by multiplying the probability and impact
« Owner

2. Conduct a meeting with the workstream leads to review the RAID log and train them on how to
use it. It important that you establish a culture of recording risks and issues.

3. Save the RAID log in a shared repository and verify that all workstream leads can access it.

4. Before each project status review meeting, review the log for any risks and issues identified since
the previous meeting, and include these in your project status report presentation. This ensures
project-level transparency for all risks and issues.
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Task exit criteria

This task is complete when you have done the following:

» You have selected one or more project management tools, such as Jira, Confluence, or
dashboards and lists in Microsoft Excel.

» You have created and validated a detailed RACI matrix for each migration strategy (such as
rehost) and for each high-level task in your large migration project.

» You have created a benefit-tracking office, established a regular cadence for their meetings, and
created an ownership and reporting template for the meetings.

« Internal stakeholders are aligned for how financial reporting will be handled. You have
established a formal cadence for reviewing the financial report, identified the recipients, and
determined who should have access to the financial report.

» You have created a resource plan for your project.

» You have established a decision log in a shared repository, and all team leads are empowered to
make updates.

» You have defined a location and template for the RAID log. You have established a process
for maintaining the log and prioritizing issues. Week-to-week changes in the RAID log are
summarized in the status report.

« All project stakeholders are aligned on how you will communicate the high-level project status in
the project summary dashboard.
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Stage 2: Implementing a large migration

In the previous stage, you established all of the tools, templates, plans, and processes that you
need to govern the migration. In this stage, you use those assets to effectively manage and oversee
the migration. This stage begins when the migration team begins migrating waves to the AWS
Cloud. You repeat the gates in this stage for each wave or for a group of sequential waves.

Stage 2 consists of the following tasks:

o Task: Schedule recurring meetings

» Task: Completing the communication gates

e Gate 1: Create T-minus schedule for the wave

o Gate 2: T-28 commit meeting

e Gate 3: T-21 communication

o Gate 4: T-14 checkpoint meeting

e Gate 5: T-7 communication

» Gate 6: T-1 go or no-go meeting

» Gate 7: T-0 cutover meeting

» Gate 8: Hypercare period start

» Gate 9: Hypercare period end

Task: Scheduling recurring meetings for stage 2

According to the meeting plan you developed in Step 3: Define meetings and their cadence, the

meeting owner should schedule the following recurring meetings. These meetings begin at the
start of stage 2, after the first T-28 commit meeting, and continue until the migration is complete:

 Migration business hours

 Benefit-tracking office meetings
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/A Important

Continue to hold the recurring meetings that you set up in Step 5: Schedule recurring
meetings for stage 1. These meetings continue until the end of the project.

Task: Completing the communication gates

In this task, you use the communication gates and the T-minus schedule that you defined in Task:
Defining communication gates and schedules in order to communicate the status of each wave as it

moves through the migration and portfolio workstreams.

You might move waves through these gates individually, or if multiple waves are on the same
schedule, you can move them through the gates in a group. Because of the wave overlap in the
migration workstream, at any given time in the migration, it is common to have multiple waves or
groups of waves at different gates. The following table shows how waves overlap in the migration
workstream, and each wave is scheduled 1 week apart. In this example, 6-—7 waves are active in the
migration workstream at any given time, and each wave is at a different gate.

Gate Wave 1 Wave 2 Wave 3 Wave 4 Wave 5

Gate 1: March 13 March 20 March 27 April 3 April 10
T-minus
schedule

Gate 2: T-28 March 20 March 27 April 3 April 10 April 17
meeting

Gate 3: T-21 March 27 April 3 April 10 April 17 April 24
communica
tion

Gate 4: T-14 April 3 April 10 April 17 April 24 May 1
meeting

Gate 5: T-7 April 10 April 17 April 24 May 1 May 8
communica
tion
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Gate 6: T-1 April 16 April 23 April 30 May 7
go or no-go
meeting

Gate 7: April 17 April 24 May 1 May 8
Cutover
meeting

Gate 8: April 18 April 25 May 2 May 9
Hypercare
period start

Gate 9: April 22 April 29 May 6 May 13
Hypercare
period end

This task consists of the following communication gates:

e Gate 1: Create T-minus schedule for the wave

« Gate 2: T-28 commit meeting

e Gate 3: T-21 communication

o Gate 4: T-14 checkpoint meeting

e Gate 5: T-7 communication

« Gate 6: T-1 go or no-go meeting

« Gate 7: T-0 cutover meeting

o Gate 8: Hypercare period start

» Gate 9: Hypercare period end

Gate 1: Create a T-minus schedule for the wave

Do the following in this communication gate:

May 14

May 15

May 16

May 20

1. Create a single, shared repository where you will store documentation for this wave.

Gate 1: Create a T-minus schedule for the wave
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2. Using the T-minus schedule template that you created in Step 2: Create a T-minus schedule

template, enter dates specific to this wave, and then save the T-minus schedule in the shared
repository.

3. Create a copy of the migration task list that you created in the Migration playbook for AWS large

migrations, and then save it in the shared repository. You use this task list as a checklist as you
progress through the gates.

4. Schedule the T-28 commit meeting with the appropriate participants. For more information
about this meeting, see Step 3: Define meetings and their cadence.

Gate exit criteria

Continue to the next gate when you have completed the following project governance activities:

» You have established a shared repository for the wave.
» You have created a T-minus schedule for the wave.
» You have created a migration task list for the wave.

« You have scheduled the T-28 commit meeting.
Continue to the next gate when you have completed the following migration activities and any
other tasks defined in your migration runbook:

» The portfolio team has completed the wave plan.

» The portfolio team has collected the migration metadata for the wave.

Gate 2: T-28 commit meeting

In this gate, the migration team reviews the wave plan with the application owners and asks
the applications owners to commit to the wave plan and cutover date. Do the following in this
communication gate:

1. Using the wave workshop presentation that you created in Step 4: Prepare meeting
presentations, customize this presentation for the wave, and then save the presentation in the

shared repository. You use this presentation in this gate and Gate 4: T-14 checkpoint meeting.

2. Conduct the T-28 commit meeting and, using your presentation, review the following:

» Provide an overview of the wave plan and migration process.
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» Provide detail about upcoming action items for the application owners.
« Confirm that the application owners are prepared to migrate each application in this wave.

« Confirm that application owners understand that they need to provide test plans for their
applications. A test plan describes how to validate that the cutover was successful. Testing
occurs immediately after cutover so that, if there are any issues, the migration team can roll
back the application to its original environment with minimal impact to the business and
application users.

» Review how stakeholders are expected to collaborate and communicate throughout the wave.
Provide the location of the shared repository where stakeholders can find documents related
to this wave.

» Review the escalation plan that you developed in Step 2: Establish an escalation plan.

» Provide an opportunity for questions and answers.

3. After the T-28 commit meeting, send the T-28 communication email that you created in Step 3:
Create standard email templates for each gate. Customize the email for the wave information
and recipients, and add all applications and servers in this wave.

4. After the T-28 commit meeting, schedule the following meetings with the appropriate
participants:

o T-14 checkpoint meeting
e T-1 go or no-go meeting

» T-0 cutover meeting

Gate exit criteria
Continue to the next gate when you have completed the following project governance activities:

» You have conducted the T-28 commit meeting.

« You have informed all key stakeholders about the shared repository to access wave
documentation, and all stakeholders have access.

» You have started holding migration business hours, per Task: Schedule recurring meetings for

stage 2.
» Application owners have confirmed that the applications in the wave plan can be migrated.

 All stakeholders understand the communication approach and know which meetings they are
required to attend.

» Application owners understand the specific action items for which they are responsible.
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« You have sent the T-28 communication email to all stakeholders.

» You have saved the meeting presentation and meeting notes in the shared repository so that all
stakeholders can access it.

» You have scheduled the T-14 commit meeting.
» You have scheduled the T-1 go or no-go meeting.

« You have scheduled the T-0 cutover meeting.

Continue to the next gate when you have completed the following migration activities and any
other tasks defined in your migration runbook:
« You have updated the wave plan with any changes made during the T-28 commit meeting.

» You have submitted a request for change (RFC) for the applications and servers in the wave, and
the change window is scheduled.

« Understand and identify the change management process.

» You have submitted RFCs for any new infrastructure requirements, such as forwarding, routing,
Or proxy services.

» You have updated the migration task list.

Gate 3: T-21 communication

The communications team continues to maintain contact with the application owners and business
unit representatives. These stakeholders are invited to migration business hours to provide an
opportunity for questions.

1. Send the T-27 communication email that you created in Step 3: Create standard email templates

for each gate. Customize the email for the wave information and recipients, and add all
applications and servers in this wave.

2. Update the scheduled T-14 checkpoint meeting with correct application owners. If any required
participants cannot attend, confirm that an alternate representative can attend according to
your escalation plan.

Gate exit criteria

Continue to the next gate when you have completed the following project governance activities:
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» You have sent the T-27 communication email to all stakeholders.
Continue to the next gate when you have completed the following migration activities and any
other tasks defined in your migration runbook:

» You have verified that the source servers meet the minimum requirements for replication.
« You have started replicating applications and servers in the wave.

» You have updated the migration task list.

Gate 4: T-14 checkpoint meeting

In this gate, you conduct the T-14 checkpoint meeting with the application owners and assess
whether the team is on track to cut over as scheduled. Do the following in this communication
gate:

1. Using the wave workshop presentation that you prepared in Gate 2: T-28 commit meeting,

update the presentation for the T-14 checkpoint meeting.
2. Conduct the T-14 checkpoint meeting and review the following:
» Review the applications and servers that are being migrated in this wave.

« Review the remaining tasks and schedule to make sure that attendees understand the
remaining steps in the process.

« Confirm that all application owners (or their representative) are available for the cutover
meeting.

« Confirm that test plans are ready for when the cutover is complete.

3. After the T-14 checkpoint meeting, send the T-14 communication email that you created in Step
3: Create standard email templates for each gate. Customize the email for the wave information

and recipients, and add all applications and servers in this wave.

4. Update the invitation to the T-1 go or no-go meeting and the T-0 cutover meeting with any
changes in participants, such as an alternative representative designated by an application
owner.

5. Update the migration task list.

Gate exit criteria

Continue to the next gate when you have completed the following project governance activities:
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» You have conducted the T-14 checkpoint meeting. All application owners or their designated
representatives attended. If an application owner didn't attend and is non-responsive, escalate
the lack of attendance according to the escalation plan.

» You have conducted migration business hours for the week.
« You have sent the T-714 communication email to all stakeholders.

» You have saved the meeting presentation and meeting notes in the shared repository so that all
stakeholders can access it.

» You have created a checklist of all pre-migration, migration, and post-migration tasks, closed any
completed tasks, and saved the checklist in the shared repository.

Continue to the next gate when you have completed the following migration activities and any
other tasks defined in your migration runbook:

» You have verified the health and status of replicated applications and servers. You are in the
process of troubleshooting any issues or have completed troubleshooting.

« The application owners have provided test plans to the migration team.

» You have updated the migration task list.

Gate 5: T-7 communication

In this gate, the communications team continues to maintain contact with applications owners and
business unit representatives. You also prepare for the cutover activities and meetings.

1. Send the T-7 communication email that you created in Step 3: Create standard email templates

for each gate. Customize the email for the wave information and recipients, and add all
applications and servers in this wave.

2. Confirm that required participants can attend the T-1 go or no-go meeting and the T-0 cutover
meeting. Update the meeting invitations as needed to include alternate representatives.

Gate exit criteria

Continue to the next gate when you have completed the following project governance activities:

« You have sent the T-7 communication email to all stakeholders.
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» You have confirmed attendance for the T-1 go or no-go meeting and T-0 cutover meeting. All
participants have accepted the meetings, or alternative representatives have been identified.

Continue to the next gate when you have completed the following pre-migration activities:

« All requests for change for this wave have been approved.

You have validated that the target infrastructure is ready for cutover.

You have shut down any test instances that you created in order to validate the infrastructure.

You have validated the cutover task list.

You have updated the migration task list.

Gate 6: T-1 go or no-go meeting

In this gate, you review a checklist of pre-migration activities with all team members on the RACI
matrix in order to validate that the applications and servers in the wave are ready for cutover. This
gate occurs 24-48 hours before the scheduled cutover.

1. In the T-1 go or no-go meeting, review the checklist with all team members on the RACI matrix
in order to validate that the applications and servers in the wave are ready for cutover.

2. Confirm that all required participants can attend the T-0 cutover meeting.

3. If you decide to proceed with migrating the wave (go), send the T-7 communication email that
you created in Step 3: Create standard email templates for each gate. Customize the email for
the wave information and recipients, and add all applications and servers in this wave.

4. If you decide not to proceed with migrating the wave or specific applications and servers (no-
go), send an email to all stakeholders informing them of the decision and provide any available
information about next steps or schedule changes.

Gate exit criteria

Continue to the next gate when you have completed the following project governance activities:

» You have confirmed that resources are available for the T-0 cutover meeting and that all required
participants can attend.

» You have saved the meeting presentation and meeting notes in the shared repository so that all
stakeholders can access it.
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» You have sent the -7 communication email to all stakeholders.
Continue to the next gate when you have completed the following migration activities and any
other tasks defined in your migration runbook:

« In the migration task list, you have confirmed that all migration tasks are complete.

Gate 7: T-0 cutover meeting

In this gate, you migrate all servers and applications in the wave during a cutover meeting, and
then you immediately have the application owners test the migrated applications to confirm that
they are operating as expected. Application owners might attend the entire meeting or attend only
as needed for their applications.

1. Before the cutover meeting, send the T-0 communication email that you created in Step 3:
Create standard email templates for each gate. Customize the email for the wave information

and recipients, and add all applications and servers in this wave.

2. In the T-0 cutover meeting, migrate the servers and applications in the wave according to the
instructions in your migration runbooks, which you developed according to the instructions in
the Migration playbook for AWS large migrations.

3. When an application or server has been migrated, use the test plan developed by the application
owner to validate that the application is functioning as follows:

« If the application or server is functioning as expected or has only minor issues, leave it in the
AWS environment and remediate any issues.

« If the application or server isn't functioning or has significant issues, roll it back.
4. As you complete the cutover activities in the migration task list, update the task list.

5. Send the cutover complete communication email that you created in Step 3: Create standard

email templates for each gate. Customize the email for the wave information and recipients, and

add all applications and servers in this wave.

Gate exit criteria
Continue to the next gate when you have completed the following project governance activities:

 You have validated that every application or server in the wave has been migrated successfully,
or you have rolled it back.

Gate 7: T-0 cutover meeting 38


https://docs.aws.amazon.com/prescriptive-guidance/latest/large-migration-migration-playbook/

AWS Prescriptive Guidance Project governance playbook for AWS large migrations

« You have made note of any applications or servers that rolled back. For these applications or
servers, you must update the migration pattern or redefine the target state to address any issues
encountered during cutover. You will include these applications or servers in a future wave plan.

» You have sent the cutover complete communication email to all stakeholders.

Continue to the next gate when you have completed the following cutover activities:

» You have completed all steps in the Cutover tasks section of the migration task list.

Gate 8: Hypercare period start

In this gate, you do the following:

1. Ask project stakeholders to review the migrated applications and servers in the cloud. If any
issues are identified, they should be sent to the migration team.

2. Address any issues identified during cutover or during the hypercare period.
3. Confirm that the cloud operations team is prepared to accept the workload.

4. Update all project management tools and repositories to reflect the status of the wave.

Gate exit criteria

Continue to the next gate when you have completed the following project governance activities:

 All stakeholders have reviewed the migrated applications and servers.

« The migration team has addressed any application or server issues that were identified during
cutover or during the hypercare period.

» The cloud operations team has confirmed that they are ready to accept the migrated
applications and servers.

» You have updated all project management tools and repositories in order to reflect the wave
status.

Gate 9: Hypercare period end

The hypercare period typically lasts 1--4 days, and it ends when the migration team has resolved
any issues with the migrated applications or servers. At the end of the hypercare period, the
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migration team meets with the cloud operations (Cloud Ops) team to review the migrated

applications and servers. In this gate, the migration team transfers ongoing support of the
migrated workloads to the Cloud Ops team. The Cloud Ops team notifies application owners
that the hypercare period is complete and that they are now the point of contact for any issues.

Optionally, you can include a survey in this communication and invite application owners to
provide feedback about the migration and cutover process.

1.

Incorporate the migrated applications and servers into the configuration management database
(CMDB) for the cloud operations team.

. Incorporate any application information into the Cloud Ops technical management support tool,

such as ServiceNow.

. Send the hypercare complete communication email that you created in Step 3: Create standard

email templates for each gate. Customize the email for the wave information, and include
instructions for how to contact the cloud operations team.

. Notify the infrastructure support team of the transition in order to start the process of

decommissioning the source servers and any supporting infrastructure. This step is typically
performed by the Cloud Ops team or the project manager.

Gate exit criteria

This gate is complete when you have performed the following project governance activities:

Cloud Ops has incorporated all workload-related information into their CMDB.

Cloud Ops has incorporated all application information into their technical management support
tool.

You have sent the hypercare complete communication email to all stakeholders.

The infrastructure team has started to decommission any supporting infrastructure that is no
longer needed.
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Resources

AWS large migrations

To access the complete AWS Prescriptive Guidance series for large migrations, see Large migrations
to the AWS Cloud.

Additional references

» Mobilize phase (AWS Prescriptive Guidance)
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