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Why Migration Estimates Are Wrong
The Reality of Cloud Migration Projects

Most cloud migration projects run 2–3x over the original estimate. The problem is not execution—it's that

early estimates don't account for the scope of what a migration actually entails.

69% Of cloud migrations take longer than planned

Gartner Cloud Migration Study 2025

2–3x Typical overrun factor for complex systems

Flexera Cloud State Report 2025

The missing factors: application refactoring, network reconfiguration, data migration complexity, testing time,

training, security policy changes, and the inevitable discoveries of technical debt that surface during

migration.
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Cloud Migration Timeline Benchmarks
Realistic Timelines by Complexity

Timelines depend on application complexity, team size, and architectural changes required. Here are

realistic estimates based on migration pattern.

Simple (Lift & Shift) 2–3 months
Low application complexity, minimal refactoring, small team (<10 engineers)

Modular (Lift & Shift + Replatform) 6–12 months
Moderate complexity, 2–3 major components, some modernization

Complex (Full Refactor) 12–24 months
High complexity, microservices, significant architecture changes, 20+ people

Legacy Mainframe 24+ months
COBOL/legacy systems, multi-year transformation, parallel ops required

These are REALISTIC TIMELINES. Most projects that run over estimates underestimated complexity or team
capacity. Add 25–50% buffer if this is your first cloud migration.
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Ten Common Slowdown Factors
What Lengthens Migration Timelines

1. Undocumented application dependencies (discovered during testing)

2. Data model complexity (schema migration, data validation)

3. Regulatory/compliance requirements (data residency, audit trails)

4. Network latency issues not visible until production-scale testing

5. Database migration complexity (downtime, cutover risk, validation)

6. Performance regression requiring application optimization

7. Unexpected technical debt surfaced during refactoring

8. Team context switching between migration and BAU delivery

9. Third-party vendor/API compatibility issues

10. Security policy alignment (certificates, encryption keys, network policies)

Each of these factors alone can add 2–4 weeks to timeline. Most projects encounter 3–4 of them. Plan
accordingly.
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Three Migration Strategies Compared
Timeline, Risk, and Cost Trade-Offs

Strategy Timeline Risk Cost Best For

Lift & Shift 2–6 mo Low Low Simple apps, quick migration

Re-platform 6–12 mo Medium Medium Need cloud benefits, some modernization

Refactor 12–24 mo High High Legacy systems, major architecture
change

Strategy Details
Lift & Shift

Move applications to cloud with minimal changes. No refactoring. Focus: operational efficiency.

Re-platform
Refactor for cloud (containerization, managed services). Keep core logic the same.

Refactor
Complete rewrite for cloud-native architecture. Major business logic changes possible.
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Your Next Step

Build Your Cloud Migration Roadmap

Work with Particle41 to build a realistic migration plan. We assess application

complexity, identify slowdown factors, and create a timeline aligned to your business

goals—not fantasy.

Migration Assessment

Classify applications by complexity and estimate realistic timelines.

Risk Analysis

Identify potential slowdown factors and mitigation strategies.

Phased Roadmap

Design a 3-wave migration plan with clear milestones and dependencies.

Contact

www.particle41.com

info@particle41.com

(469) 269-0780

Sources: Gartner Cloud Migration Study 2025; Flexera Cloud State Report 2025; AWS, Azure, GCP
migration documentation; Particle41 cloud migration case studies
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