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1. Overview
Quality gates are formal checkpoints where work products must meet defined criteria before proceeding to the next phase. This document defines the gates, criteria, and approval process for the data modernization program.
1.1 Quality Gate Principles
1. Mandatory: No work proceeds without passing the gate
1. Measurable: Criteria are objective and verifiable
1. Documented: All gate decisions are recorded
1. Timely: Gate reviews occur at scheduled points, not ad-hoc
1. Empowered: Gate reviewers have authority to stop work


2. Migration Quality Gates
2.1 Gate Overview
GATE 0          GATE 1          GATE 2          GATE 3          GATE 4
Discovery       Conversion      Testing         UAT             Go-Live
Complete        Complete        Complete        Complete        Approved
   │               │               │               │               │
   ▼               ▼               ▼               ▼               ▼
┌──────┐       ┌──────┐       ┌──────┐       ┌──────┐       ┌──────┐
│Assess│──────▶│Convert│──────▶│ Test │──────▶│ UAT  │──────▶│Deploy│
└──────┘       └──────┘       └──────┘       └──────┘       └──────┘

2.2 Gate 0: Discovery Complete
	Criteria
	Measure
	Owner

	All source code inventoried
	100% catalogued
	Tech Lead

	Complexity assessment complete
	All assets rated
	Tech Lead

	Dependencies mapped
	Dependency matrix
	Architect

	SME interviews conducted
	All critical assets
	BA Lead

	Conversion plan approved
	Signed plan
	PM



2.3 Gate 1: Conversion Complete
	Criteria
	Measure
	Owner

	All code converted
	100% of scope
	Workstream Lead

	Unit tests written and passing
	>= 80% coverage
	Developer

	Code review complete
	All code reviewed
	Tech Lead

	Technical documentation updated
	Docs current
	Developer

	Integration tests passing
	100% pass
	QA Lead





2.4 Gate 2: Testing Complete
	Criteria
	Measure
	Owner

	Data reconciliation passed
	100% match
	QA Lead

	Performance benchmarks met
	<= Legacy time
	Tech Lead

	Regression suite passing
	100% pass
	QA Lead

	All defects resolved or deferred
	0 S1/S2 open
	QA Lead

	Test summary report approved
	Signed report
	PM



2.5 Gate 3: UAT Complete
	Criteria
	Measure
	Owner

	All UAT test cases executed
	100% executed
	UAT Lead

	Business validation complete
	SME sign-off
	Client Lead

	Critical defects resolved
	0 Critical open
	QA Lead

	Training delivered
	All users trained
	Change Lead

	UAT sign-off obtained
	Signed form
	Client Lead



3. Gate Review Process
3.1 Review Meeting
1. Schedule: Gate reviews scheduled 2 weeks in advance
1. Attendees: Gate owner, PM, Tech Lead, Client Lead, QA Lead
1. Duration: 1-2 hours depending on gate complexity
1. Materials: Evidence package distributed 3 days prior
1. Decision: Pass, Conditional Pass (with actions), or Fail
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