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Today’s customer is always-on – accessing multiple channels via several devices every day. For quite 
some time, these modern, always-on customers have been a catalyst for digital transformation 
within businesses. The implications of the COVID-19 pandemic only accelerated customers’ 
desire for digital interactions, while also shining a spotlight on if and how enterprises can adapt 
and change. 

Unfortunately for many businesses, legacy systems have created roadblocks and prevented agility, 
making it difficult to meet customers’ growing expectations. This is leading businesses to rethink 
the technology they use to engage with customers, especially as it becomes more necessary to shift 
from one-way, transactional communications to meaningful, two-way customer conversations. 

Businesses overwhelmingly know they need to invest in cloud-based technologies to deliver better 
customer experiences, as solutions purpose-built for the cloud allow organizations to be more 
innovative, agile and scalable. In fact, spending on public cloud services grew by more than 20% 
in 2021, totaling $332.3 billion.1

Today’s Customer Expectations 
Require Digital Transformation 

A CCM Migration Roadmap 2



Moving from legacy systems to the cloud, however, is a significant investment and can often feel 
like a daunting process for many enterprises because of the critical nature of the communications, 
compliance standards, cost concerns and more. Despite requiring careful planning and resources, 
the benefits of migrating to a cloud solution will always outweigh the costs. 

When it comes to customer conversations, critical communications simply can’t be turned off. 
Explanation of Benefits (EOBs), account statements, regulatory disclosures, fraud alerts and more 
are essential messages customers need to receive when and where they expect them. However, 
there are ways businesses can move through the Customer Communications Management (CCM) 
migration process without ever missing important customer interactions, plus reap the benefits 
of a modern solution. 
 

This ebook explores how large enterprises can more easily navigate migration, 

specifically highlighting: 

•	 Business drivers that lead to migration 

•	 Benefits of a cloud-based CCM platform

•	 Typical barriers to migration 

•	 Technology that facilitates an effective and 

efficient migration

•	 How Smart Communications can help
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Before making the leap to a modern, cloud-based solution, enterprises need to assess current processes and technologies and determine 
the end goals of a digital transformation initiative. First, teams should identify business drivers that serve as a catalyst for a CCM migration 
initiative. Those drivers include:

Considering Migration: Why Businesses Should 
Move from their Existing Platforms 

Consolidating technology systems 
In many organizations, there are sometimes 
10 to 20 applications that generate customer 
communications. Consolidating them onto a 
single platform leads to long-term benefits, 
such as an enhanced customer experience, 
consistent branding and improved 
internal efficiencies. 

Moving to a more advanced platform 
Newer solutions provide significant feature 
enhancements to applications. Users can 
leverage these features to streamline their 
internal processes and improve the overall 
customer experience.  

Reducing technical debt 
The ongoing maintenance of multiple 
applications for customer communications 
– from keeping them updated, secure, 
compliant and integrated into an ever-evolving 
technology stack – drains resources across 
multiple teams. 

Aligning with a corporate cloud strategy 
Moving to a pure cloud solution is often part of an 
enterprise-wide strategy in which the business has 
decided that cloud-based solutions provide efficiencies 
and a competitive advantage. These businesses are 
typically addressing a range of implications that include 
overall costs, reprioritization of IT resources, security and 
compliance factors and more. 

Modernizing core systems
When modernizing or moving to an 
entirely new solution, businesses need 
to assess the degree to which its CCM 
platform will integrate and connect to the 
core system. This process usually results 
in assessing the suitability of existing 
processes and technologies. 

Supporting company-wide efforts to improve 
the customer experience 
The need to improve the overall customer experience 
– adapting to changing customer demographics and 
preferences – is a key driver for considering a new 
CCM solution. Many companies are creating Centers of 
Excellence (COE) to provide a more centralized view of 
customer communications. 
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Benefits of Migrating to a Pure Cloud CCM Solution

Connect to other mission-critical 
business applications create a 
flexible ecosystem and allow internal 
stakeholders to take advantage of 
the new technology with shorter 
ramp-up times. 

Empower business users to  
have more control over the 
communications process and avoid  
IT reliance and lengthy delays. 

Reduce TCO through platform 
consolidation, elimination of 
hardware and software costs 
associated with on-premise and 
legacy applications and scaling on 
demand versus building for peak 
volume capacities.  

Speed and Agility Business User Control Reduced Total  
Cost of Ownership (TCO) 

✓  

Seamless Integrations

Avoid extensive integrations and 
legacy systems being overcome 
by publishing APIs. Plug-and-play 
accelerators enable disparate 
systems to communicate and 
trigger faster responses.

✓  Take MVPs and proof of concepts 
into production in days or weeks 
instead of years and experience 
agility and rapid time-to-market. 

Consistent Innovation 

✓  Better equip businesses to  
respond and adjust in times of 
crisis and minimize disruptions to 
day-to-day operations. 

Enhanced Business Continuity  

✓  

✓  ✓  Rapidly deploy new products, 
solutions, services and 
communication channels to  
meet changing customer  
demands and market shifts. 

Enhanced Customer Experience 

✓  
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Following these steps gives enterprises important visibility into current reliance on both printed and electronic communications while also prioritizing the entire migration project.

Preparing for and Executing a CCM Migration
The drivers of the overall change in CCM platform will often dictate many aspects of the migration. However, there are several steps organizations can take to begin preparing for a successful 
migration project.

Inform and involve the organization. Multiple stakeholders from across the organization, including legal, compliance, content, line of business owners, QA and IT, will ultimately be involved. 
It’s important to outline key milestones and deliverables and plan for how each stakeholder will be impacted by and involved in the migration. 

Prepare current communications. Teams should measure volume by department and by channel, categorize the type of collateral and identify the types of customers receiving these (printed) 
documents. This will help teams create a content inventory that covers basic metrics like the total number of communication documents and templates, the total number or percentage of 
reusable content, the types of communications (such as notifications, reminders and SMS) and which department owns the content. Then, communications can be categorized by complexity 
– highly complex items are often prioritized later in the migration process. Finally, teams should evaluate existing print operations to decide which document types should be digitized. 

Understand data and content structure differences. When moving onto the new CCM platform, data, content, styles, layouts and other critical elements may be handled differently. Gaining 
an understanding of the differences will help businesses understand whether communications should be migrated as-is or as a modified version. It's important to understand the optimal export 
formats in order to accelerate conversions. 

Migrate and optimize. A modern CCM solution will have new capabilities to leverage and it’s important to understand how this new functionality could potentially impact the migration. In 
addition to rationalizing and consolidating content that is repeated, enterprises should leverage capabilities that help them lower the number of templates to reduce their complexity and 
maintainability. Modern solutions typically allow for templates that can be used across channels, which significantly reduces the scope of the overall migration project. 

Understand the resources, experience and partners the vendor offers. Many CCM solutions now offer AI-assisted migration tools that significantly reduce the burden of migration. 
Understanding what these assistive technologies can offer will help organizations to better plan and execute the migration. Professional Services and accredited partners often have significant 
experience in migrating customers to the solution. Take advantage of their developed best practices and specific automated utilities to facilitate successful migrations. 

1
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CCM Migration Process Steps

Key Steps

Preparation Conversion Optimization and Testing

Audit of existing communications inventory

Categorization by LOB, complexity, type 
of communication

Prioritization of communications to be 
migrated according to business  
objectives and timelines

Define conversion strategy to avoid  
a lift and shift migration that simply  
replicates in the new platform

Leverage an automated migration 
solution to help extract key elements of a 
communication including content, styling, 
fonts, image, pages and data elements 

Automated creation and conversion of 
elements in new platform

Rationalization of migrated content to  
reduce duplication

Mapping to associated data files

✓  ✓  

✓  

✓  

✓  

✓  

✓  

✓  

AI-Assisted Migration:  Automating the extraction and creation of elements from existing 
communications – usually from MS Word or PDF -  and automating their creation in the 
new platform 

Content Intelligence: Better understand and optimize the readability and sentiment  
of content

Content Rationalization: Analyze content upon migration to check for duplication with 
previously stored content 

Custom Conversion Tools: Leverage custom-built solutions designed to extract templates 
directly from third-party systems and automate the conversion process

Design Environment Regression Testing: Regression test communications against 
approved runs to detect unexpected changes

Key Supporting Capabilities

Comparison and coverage reports

Regression and QA testing

Automate deployment of new templates using 
APIs to enable CI/CD

Sign-off from compliance and other stakeholders

Augmentation of existing communications  
with additional functionality to enrich the 
customer experience

Extension of existing communications to 
additional channels

✓  

✓  

✓  

✓  

✓  

✓  
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A large-scale migration project won’t happen overnight, which is why it’s important 
to identify common obstacles and potential barriers to success early on. Enterprises 
can overcome any of these potential challenges with proper planning and a 
solution that has a suite of migration tools in place: 

Complexity – Reduce the steps required to get started, meaning 
faster time to value

Cost – Lower the overall financial resources required to get and stay 
up and running  

Time – Automate processes and template creation to decrease 
migration duration

Inertia – Empower business users to engage with migration activities, 
giving them the ability to strategically plan over time

A successful migration requires a combination of planning, people, technology and 
process. Enterprises must ensure they can execute quickly to enhance employee 
productivity. To achieve this, businesses must invest in the right technology – 
modern, pure-cloud systems that make organizations more efficient, agile 
and scalable. 

Overcoming Common 
Barriers to Success 

Tips to Get Internal Buy-in

Clearly communicate how and why a migration 

project supports the company’s goals 

Involve all stakeholders in the planning and 

execution process 

Communicate potential TCO and ROI, as well as 

cost of maintaining the status quo

Identify potential challenges and/or risks 

Maintain regular communication with  

all stakeholders 

1

2

3

4

5

A CCM Migration Roadmap 8



As companies explore ways to meet the needs of today’s customers, they are likely to invest in a 
cloud-first future where the customer experience is at the core of every decision. This means that 
enterprises that are replacing home-grown or legacy applications should prioritize a platform that 
includes a suite of tools designed to make migration easier. 

Specifically, business leaders should invest in a solution that extracts more than just content. 
Migration tools should also carry over styling, layout and more. 

Achieving Migration Success 

“Computer-assisted template 
migration can already reduce 

duplicate and similar content by 
up to 70% and reduce cycle times 

by up to 90% in comparison to 
manual processes.”  

 
– Aspire
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✓  
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Simple-text based content

Simple email communciations

SMS communications

Standard content outputs – Postscript, PDF

Standardized customer and compliance 
correspondence templates

Policy documents/forms 

Claims correspondence

Policy Declarations

Insuring Agreements

Conditions and Endorsements

Policy Contracts

Consumer loan or bank statements

Standard disclosures

Commercial loan document packages

Wealth management reports

Client onboarding 

Plan renewals (renewal notice and  
plan documents)

Explanation of Benefits (EOBs)

Provider and pharmacy directories

Marketing collateral 

Insurance

Financial Services

Letters for customer correspondence

Member or provider-related correspondence

Email communications

Jurisdictional / geo-specific language

Lengthy communications that span  
multiple pages

Communications with multiple data items

Graphically rich content including  
images, videos, and more

Complex tables that repeat

Heavy personalization

Complex business rules

Low MEDIUM HIGH

✓  ✓  ✓  

✓  

✓  ✓  ✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  ✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  

✓  

INDUSTRY EXAMPLES BY LEVEL OF COMPLEXITY

A Framework for Categorizing Migration Complexity

Healthcare
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How Smart Communications Can Help 

Migration Studio

Smart Communications' Migration Studio is a suite of tools which reduces the cost, time and 
complexity inherent with migrations. Migration Studio automates critical components of 
the migration process by facilitating the conversion of customer output to SmartCOMMTM 
templates. This can benefit organizations by reducing manual steps up to 70% during 
the migration process. 

Professional Services 

The Smart Communications Professional Services team developed multiple custom 
migration utilities to convert formats from other legacy CCM vendors. With a wealth 
of experience and hundreds of successful migrations from legacy platforms, Smart 
Communications offers the technology and experience to assist with even the most 
complex projects.

Key Benefits Include

•	 Moving from legacy and/or disparate systems to a cloud-based solution reduces risk

•	 Prioritizing assets for consolidation improves strategic planning 

•	 Shifting away from on-premise applications reduces IT overhead 

•	 Migrating content to Smart Communications significantly reduces time, cost and effort 

•	 Staggering the migration in phases provides more efficient use of budgets and capital  

•	 Reducing heavy lifting and customization allows enterprises to realize the full benefits of Smart 

Communications’ unique approach

Smart Communications is continuously working toward a SMARTER future, empowering 
enterprises around the world to deliver two-way, interactive customer conversations. 
Enabling exceptional conversations between businesses and their customers has never 
been more important, especially as customers increasingly prefer a digital-first, personalized 
approach. And since customers’ expectations will only continue to increase, enterprises 
must optimize the end-to-end experience to succeed.

The Smart Communications’ 
Conversation CloudTM 
platform delivers personalized, 
omnichannel conversations across 
the entire customer experience. 
Its key capabilities – Collect, 
Communicate, Collaborate 
and Coordinate – are built on 
Integration and Intelligence 
layers, allowing enterprises to 
engage in SMARTER customer 
conversations.
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Smart Communications is a leading technology company focused on helping businesses 
engage in more meaningful customer conversations. Its Conversation Cloud™ platform 
uniquely delivers personalized, omnichannel conversations across the entire customer 
experience, empowering companies to succeed in today’s digital-focused, customer-driven 
world while also simplifying processes and operating more efficiently. Smart Communications 
is headquartered in the UK and serves more than 650 customers from offices located across 
North America, Europe, and Asia Pacific. Smart Communications’ Conversation Cloud 
platform includes the enterprise-scale customer communications management (CCM) 
power of SmartCOMMTM, forms transformation capabilities made possible by SmartIQTM and 
the trade documentation expertise of SmartDXTM. In 2021, the company acquired Assentis, 
a leading European software solutions provider specializing in customer communications 
management (CCM) with a focus on the financial services industry.  To learn more, visit 
smartcommunications.com

About Smart Communications

To learn more about how Smart Communications 
enables large-scale migrations visit 
https://smartcommunications.com/migration-studio/  
or contact us today.
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