10 Steps to Simplify Your CCM Migration from a Legacy
Document Platform

Migrating away from a legacy document management platform can feel intimidating.
Years of accumulated templates, tightly coupled logic, integration with core systems, and
reliance on specialized resources often create the perception that migration is risky,
expensive, and disruptive. But for many organizations, the greater risk lies in staying put.
Over time, rising costs, slow change cycles, and growing complexity turn everyday
document updates into high effort, high exposure initiatives.

Organizations running legacy customer communications management platforms often
delay migration due to perceived risk, even as licensing costs and operational complexity
continue to increase. Today, modern migration approaches and Al assisted CCM
migration tools are changing that reality. Intelligent discovery, document comparison,
and rule validation make it easier to understand what you have, identify what truly needs
to move forward, and modernize without disrupting day-to-day operations.

The following ten steps outline a proven approach to CCM migration and legacy
document management replacement. When executed thoughtfully, migration becomes
less about replacing a system and more about reducing cost, improving compliance
responsiveness, and enabling long term agility.

1. Define Business Needs and Desired Outcomes
Successful CCM migration begins with business clarity.

e Identify cost drivers in your current CCM platform including licensing models, per
document fees, and non-production environments

e Quantify pain points such as time to implement document changes, reliance on
specialists, and compliance risk

o Align migration goals to outcomes like faster regulatory updates, lower cost per
document, and greater business user ownership

e Secure executive sponsorship focused on accelerating decisions and removing
organizational barriers
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For many insurers, CCM migration starts when legacy document management systems
can no longer support required speed, transparency, or cost control.

2. Assess Current Capabilities and Use Cases

A comprehensive assessment establishes the foundation for an effective CCM platform
migration.

o Catalog all document types, templates, forms, and outputs

e Classify documents by complexity from simple to highly dynamic
e Map data sources, integrations, and downstream dependencies

e Document volumes, peak loads, and batch versus real time usage

Al assisted discovery tools can significantly reduce the time and effort required to assess
large document libraries and identify complexity at scale.

3. Identify What to Migrate and What to Retire
Not every document deserves to move forward.

¢ |dentify documents that can be retired, consolidated, or redesigned

e Separate regulatory critical communications from lower risk content

e Prioritize high cost, high volume, or high friction templates for early migration
e Avoid lift and shift approaches that replicate legacy CCM complexity

This step is especially important when migrating from long standing CCM platforms
where document sprawl and unused templates are common.

4. Select a Migration Friendly CCM Platform

Choosing the right CCM replacement platform directly impacts cost, speed, and long-
term success.

e Evaluate pricing transparency and total cost of ownership
e Confirm support for non-production environments without added financial
penalties



e Assess separation of data, logic, and presentation layers

e Validate support for complex business rules, high volume output, and multiple
delivery formats

e Ensure business users can participate without heavy reliance on technical
specialists

A modern CCM replacement should support gradual migration from legacy document
systems rather than forcing full cutover.

5. Design a Migration Plan That Minimizes Risk
A structured migration plan reduces uncertainty and regulatory exposure.

e Choose phased migration or parallel run approaches based on risk tolerance

e Define environment strategy across development, testing, UAT, and production
e Establish integration patterns for upstream and downstream systems

e Plan for coexistence with legacy CCM platforms during transition

A well-designed plan replaces uncertainty with predictability and control.

6. Standardize Templates and Components Early
Standardization is a critical best practice during CCM modernization.

e Define reusable components such as headers, footers, tables, and clauses
e Establish naming conventions and design standards

e Separate static content from dynamic logic

e Reduce long term maintenance effort before large scale migration begins

This step enables faster document updates and broader business user participation.

7. Migrate in Phases to Deliver Early Wins
Phased execution is a proven CCM migration strategy.

e Start with lower risk documents that deliver measurable cost or efficiency gains



e Validate outputs against legacy documents for accuracy and consistency
e Measure performance, cost impact, and development effort
e Apply lessons learned to refine future phases

Each phase should improve outcomes while building organizational confidence.

8. Build Testing and Validation into Every Phase
Testing and validation are essential in regulated environments.

e Define acceptance criteria and comparison methods early

e Automate regression testing wherever possible

¢ Involve business users to validate document intent and accuracy

e Leverage non-production environments for iterative improvement

Al assisted CCM migration tools can support document comparison, rule validation, and
regression testing at scale.

9. Establish Controls Without Slowing Teams Down
Modern governance models balance oversight with agility.

¢ Implement version control and approval workflows

e Define clear roles and responsibilities

e Ensure auditability and compliance requirements are met

e Enable teams to move quickly without introducing bottlenecks

Controls should guide document changes rather than delay them.

10. Complete Migration and Exit the Legacy Platform
Finalizing the migration unlocks the full value of CCM modernization.

¢ Plan final cutover and rollback strategies
e Monitor production performance and document volumes
e Capture realized cost savings and efficiency improvements



e Decommission legacy infrastructure and licensing

Organizations often reclaim time and budget previously consumed by maintaining legacy
CCM systems.

Before You Begin: Common Pitfalls to Watch For

Even well-planned CCM migrations can stall when teams hang on to legacy assumptions
around process, ownership, and cost. These challenges are common when replacing
legacy CCM software without a phased migration strategy.

Common CCM Migration Pitfalls to Avoid:

e Treating CCM migration as a purely technical initiative
e Replicating unnecessary legacy document complexity
¢ Underestimating testing and validation requirements

e Ignoring pricing and licensing implications

Each of these pitfalls is avoidable with early planning and clear accountability.

Measuring What Matters: CCM Migration Success Metrics

A successful CCM platform migration is not defined by simply turning off a legacy
system. It is measured by sustained business improvement. These metrics should be
reviewed throughout the migration lifecycle, not only at final cutover.

CCM Migration Success Metrics

e Reduction in overall CCM platform costs

e Time required to implement document changes

e Document quality and error rates

e Reduction in dependency on specialized technical resources
e Time to regulatory response
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Final Takeaway

CCM migration doesn’t have to be a high-risk undertaking. With a phased approach to
implementing an intuitive modern system, organizations can simplify the transition while

gaining greater control over cost, compliance, and speed. The real risk is not migrating at
all and continuing to operate within the constraints of a legacy document management
platform that limits agility and compounds complexity. A modern CCM platform turns
migration into a foundation for continuous improvement and growth.
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