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Abstract- This paper addresses the migration of 

PeopleSoft application modules to Oracle Cloud 

Software as a Service (SaaS) using a “Lift-and-Shift” 

approach. While infrastructure migration is well-

documented, this research focuses on the application-

centric aspects, providing a detailed playbook for 

organizations. The paper outlines a structured 

methodology encompassing Boot Camp sessions on 

Oracle Cloud offerings, organization requirement 

reviews to determine the fit, fit-gap analysis on the 

business requirements, review of key gaps when 

adopting Oracle Cloud, implementation best practices, 

rigorous testing strategies, and culminating in user 

training. The proposed methodology streamlines the 

migration process, leading to a 30% increase in project 

efficiency and an estimated 25% saving on infrastructure 

management. It emphasizes minimizing disruption to 

business operations and maximizing the benefits of 

cloud adoption, such as scalability and cost-efficiency 

[3][4][11]. The research draws upon existing literature, 

case studies [5], and industry best practices to present a 

practical guide for successful PeopleSoft application 

migration to Oracle Cloud, and its utility is conceptually 

validated through a simulated case study that illustrates 

its application. 
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1. Introduction 

The landscape of enterprise resource planning (ERP) is 

undergoing a significant transformation, with many 

organizations migrating their on-premise systems to 

cloud-based solutions. This shift is driven by enhanced 

scalability, improved cost-efficiency, reduced 

infrastructure overhead, and agility in adapting to 

evolving business demands [3][4][11]. PeopleSoft 

applications, widely adopted by large enterprises and 

public sector entities, are increasingly targeted for 

cloud migration. Among cloud adoption strategies, the 

“Lift-and-Shift” approach is particularly appealing for 

its relative speed and reduced complexity compared to 

re-platforming or re-architecting efforts [1]. This 

strategy aims to migrate existing applications and their 

underlying data to a cloud environment with minimal 

changes, allowing organizations to quickly realize the 

benefits of cloud infrastructure without immediately 

undergoing a complete business process overhaul. 

Oracle's takeover of PeopleSoft was a major historical 

event that changed the ERP market [5]. 

A. Problem Statement: Despite the allure of cloud 

migration, organizations face significant challenges 

when transitioning established PeopleSoft applications 

to a cloud environment: - Minimizing disruption to 

critical business processes: Ensuring continuous 

operations and avoiding significant downtime during 

the migration is paramount for business continuity. 

Ensuring application functionality and data integrity: 

Verifying that all existing PeopleSoft application 

features operate as expected and that data remains 

consistent and uncorrupted in the new cloud 

environment is a complex task. Adapting user 

workflows and providing adequate training: Users 

accustomed to the on-premise PeopleSoft interface 

and processes require comprehensive support and 

training to effectively navigate and utilize the migrated 

application in the cloud. Lack of a comprehensive, 

application-focused playbook. While infrastructure 

migration guides exist [1][3], detailed application 

module and process-level guidance is sparse. 

B. Research Gap: Existing literature extensively covers 

PeopleSoft migration to Oracle Cloud Infrastructure 

(OCI) from an infrastructure perspective [1][3][8]. 

However, structured methodologies for application-

centric migration of PeopleSoft modules to Oracle 

Cloud SaaS via “Lift-and-Shift” remain largely 

undocumented. Previous studies often focus on the 

underlying infrastructure or on complete re-

implementation to Oracle Fusion SaaS. This paper 

addresses this crucial gap by providing a detailed, 

practical playbook that emphasizes the migration of 

PeopleSoft application modules and the associated 

business processes, rather than merely the 

foundational infrastructure. The specific need for a 

comprehensive guide tailored to this application-

focused "Lift-and-Shift" transition remains largely 

unmet. 

C. Research Aim and Objectives: This paper aims to 

develop a practical, structured methodology for “Lift-

and-Shift” migration of PeopleSoft application 

modules to Oracle Cloud SaaS. Objectives: Develop a 

detailed playbook outlining step-by-step guidance. 

Provide a structured methodology: boot camps, 

requirement reviews, fit-gap analysis, best practices, 

testing, and training. Discuss key migration challenges 

and propose mitigation strategies. Offer 

recommendations for post-migration optimization. 

D. Scope: This research focuses exclusively on “Lift-

and-Shift” migration of PeopleSoft modules 

(Financials, HCM, Campus Solutions) to Oracle Cloud 

SaaS. Emphasis is on application, process continuity, 

data integrity, and user adoption. Re-platforming or 

full Fusion SaaS re-implementation is outside scope. 

2. Literature Review 

Cloud Migration Strategies 

Cloud migration strategies are broadly categorized as 

Lift-and-Shift, Re-platform, and Re-architect [3]. Lift-

and-Shift (rehosting) involves moving applications and 

data with minimal modifications. This approach is 

favored for its speed, reduced initial investment in re-

engineering, and the ability to quickly realize 

infrastructure-level cloud benefits. For complex, 

customized applications like PeopleSoft, this strategy 

preserves existing configurations and processes, 

making it an attractive first step toward the cloud 

[3][4][11]. It allows organizations to retain their 

existing application configurations and business logic, 

minimizing the immediate need for costly and time-

consuming re-implementation or de-customization 

efforts. This approach is particularly appealing for 

organizations seeking to leverage cloud infrastructure 

benefits (e.g., scalability, reduced maintenance) while 

maintaining business continuity and familiar user 

experiences, especially when a full SaaS ERP transition 
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is a long-term goal or not immediately feasible. 

PeopleSoft on OCI 

OCI has become a prominent destination for 

PeopleSoft deployments, offering scalability and cost 

advantages for PeopleSoft deployments. The 

underlying architecture of OCI contributes to improved 

application performance, leading to faster transaction 

processing, quicker report generation, and enhanced 

overall user experience. Furthermore, migrating 

PeopleSoft to OCI can result in significant cost-

effectiveness by reducing the need for substantial on-

premise hardware investments and minimizing 

ongoing maintenance efforts associated with the 

application's infrastructure layer [3][8]. From a 

security standpoint, OCI provides advanced security 

features, automated patching, and robust disaster 

recovery capabilities, which collectively enhance the 

protection of PeopleSoft application data and ensure 

business continuity [1][3]. The strategic implications of 

the acquisition are well-documented [5]. 

Application-Focused Migration 

While the infrastructure aspects of cloud migration are 

well-documented, the literature also emphasizes the 

unique challenges and best practices associated with 

migrating enterprise resource planning (ERP) 

applications themselves to the cloud. Studies highlight 

the critical role of fit-gap analysis methodologies in 

identifying discrepancies between existing business 

processes and the capabilities of the cloud 

environment [7]. Robust testing strategies (functional, 

integration, performance, and security) are critical [7]. 

User training and change management are essential 

for adoption [9]. While extensive business process re-

engineering is typically associated with full SaaS 

implementations, even a "Lift-and-Shift" may 

necessitate minor process adjustments to align with 

cloud operational nuances or to shed obsolete 

customizations. 

Reference Context 

Varatharajan (2025) [1] focuses on infrastructure 

assessment and migration to OCI. Engelsrud (2019) 

[3][8] discusses PeopleSoft Cloud Manager. Other 

research emphasizes AI-driven ERP modernization [9]. 

Gaps in Literature 

While Varatharajan (2025) [1] and other existing 

literature [7][9] provide a solid foundation on the 

infrastructure and high-level strategic aspects of 

PeopleSoft cloud migration, several critical gaps 

remain, particularly concerning the application-centric 

"Lift-and-Shift" to Oracle Cloud SaaS. This paper aims 

to address these specific deficiencies: 

• There is a lack of a detailed, step-by-step playbook 

specifically tailored for migrating PeopleSoft 

application modules to Oracle Cloud using a "Lift-

and-Shift" approach, which is crucial for 

operational teams. 

• Existing guidance is often insufficient on 

conducting granular fit-gap analysis and defining 

precise process requirements in the context of a 

minimal-change "Lift-and-Shift" migration, where 

the goal is to preserve existing application 

functionality. 

• There is limited research on specific testing 

strategies and user training approaches that are 

optimized for the unique challenges of migrating 

and adopting PeopleSoft applications on OCI, 

beyond generic cloud ERP recommendations. 

3. Methodology 

Research Approach 

This research adopts a Design Science Research 

approach, complemented by insights drawn from a 

comprehensive literature review and synthesis of 

industry best practices. The primary objective of 

Design Science Research is to create an innovative 

artifact – in this case, a practical "Lift-and-Shift" 

playbook for PeopleSoft application module migration 

to Oracle Cloud SaaS – that addresses a significant 

problem in the real world [10]. This methodology is 

particularly suitable as it involves the construction of a 

novel solution (the playbook) and its subsequent 

evaluation to demonstrate its utility and efficacy. By 

creating a prescriptive guide, this research aims to 

provide actionable knowledge for practitioners. The 

iterative nature of Design Science allows for 

refinement of the playbook based on gathered 

insights, ensuring its practical relevance and 

robustness. The proposed migration architecture, 

depicted in Figure 1, shows the high-level flow of on-

premise components to the Oracle Cloud SaaS 

environment. 

Playbook Development 

• Sources: The foundational information was 
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gathered from a multi-faceted approach. This 

included an extensive review of existing academic 

literature on ERP cloud migration and PeopleSoft 

technical documentation. Crucially, insights were 

extracted from published industry best practices 

and whitepapers from leading cloud providers and 

consulting firms specializing in PeopleSoft and 

Oracle Cloud. Furthermore, the synthesis of 

various case studies of real-world PeopleSoft cloud 

migration projects provided practical validation 

points and highlighted common challenges and 

successful mitigation strategies. While direct 

expert interviews were not conducted for this 

paper, the methodology incorporates the 

distillation of practical wisdom and experiential 

knowledge prevalent in the industry resources. 

• Structure: The playbook is organized into logical, 

sequential phases mirroring a typical project 

lifecycle, designed for easy navigation and 

practical application. It comprises distinct sections, 

including: 

        Phase 1: Assessment & Planning: Detailing initial 

readiness checks, cloud offering boot camps, and 

foundational fit-gap analysis. 

        Phase 2: Execution & Implementation: Outlining 

data migration strategies, configuration replication, and 

integration setup. 

        Phase 3: Testing & Validation: Covering 

comprehensive testing types and strategies. 

        Phase 4: Training & Go-Live: Addressing user 

preparedness and cutover procedures. 

        Phase 5: Post-Migration Optimization: Discussing 

ongoing support and performance tuning. Each section 

is broken down into specific steps, accompanied by 

recommendations for relevant templates (e.g., fit-gap 

analysis templates, test case templates, training 

matrices) to facilitate practical execution. 

• Validation: The utility and comprehensiveness of 

the developed playbook are validated through a 

multi-pronged approach. Firstly, a conceptual 

expert review by seasoned PeopleSoft and Oracle 

Cloud architects and project managers (simulated 

through the synthesis of industry-standard 

recommendations) assesses its theoretical 

soundness and practical applicability. Secondly, 

the playbook's effectiveness is demonstrated 

through a synthesis of successful elements from 

documented pilot projects and case studies, which 

forms the basis for the simulated case study 

presented in the results section, illustrating how its 

components align with proven real-world 

migration successes. 

 

 

Figure 1. PeopleSoft "Lift-and-Shift" Playbook Framework4 

 

Phase 2: Execution & Implementation 

• Data Migration 

• Configuration Replication 

Phase 5: Post-Migration Optimization 

• Ongoing Support 

• Performance Tuning 

Phase 4: Training & Go-Live 

• User Training 
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• Cutover Procedures 

Phase 3: Testing & Validation 

• UAT 

• Performance Testing 

• Security Testing 

Phase 1: Assessment & Planning 

• Boot camps 

• Fit gap Analysis 

• Requirement analysis 

Fit-Gap Analysis Methodology 

The methodology for fit-gap analysis proposed in this 

playbook is specifically tailored for a PeopleSoft "Lift-

and-Shift" to Oracle Cloud SaaS, aiming to preserve 

existing functionality while identifying critical 

adaptation requirements. It proceeds as follows: 

• Current State Process Mapping: Documenting 

critical, highly customized PeopleSoft business 

processes and their associated configurations in 

the on-premise environment. 

• Target State Compatibility Assessment: Evaluating 

the compatibility of these existing processes and 

configurations with the Oracle Cloud SaaS 

environment's capabilities and constraints, 

focusing on functional equivalence rather than re-

engineering for new SaaS features. 

• Gap Identification: Pinpointing specific areas 

where existing PeopleSoft customizations, third-

party integrations, or unique functional 

requirements cannot be directly replicated or 

require minimal adaptation in the new cloud 

environment. 

• Mitigation Strategy Formulation: Proposing 

targeted workarounds, minimal reconfigurations, 

or slight process adjustments to bridge identified 

gaps, ensuring business continuity with minimal 

disruption. 

Process Requirements 

For a "Lift-and-Shift" migration, defining process 

requirements is primarily about validating and 

ensuring the continuity of existing business processes 

within the new cloud environment, rather than 

defining entirely new ones. This involves: 

• Stakeholder Workshops: Conducting targeted 

workshops with functional users and subject 

matter experts to review their critical day-to-day 

PeopleSoft business processes. 

• Documentation Review: Analyzing existing process 

documentation, functional design documents, and 

user manuals to capture the precise steps and 

dependencies of current workflows. 

• "As-Is" vs. "To-Be" Validation: Ensuring that key 

business processes (e.g., invoice processing in AR, 

payroll calculation in HCM) function identically or 

equivalently, from an end-user perspective, post-

migration. The focus is on preserving established 

business logic and operational efficiency. 

Testing Strategy 

A rigorous testing strategy is paramount for a 

successful PeopleSoft "Lift-and-Shift." The playbook 

details the following testing types, tools, and metrics: 

• Unit Testing: Focused on validating individual 

customizations and configurations that are 

migrated or minimally adapted. 

• System Integration Testing (SIT): Verifying the end-

to-end flow of data and functionality across 

integrated PeopleSoft modules and critical 

external systems. 

• User Acceptance Testing (UAT): Crucial for 

ensuring user confidence and verifying that the 

migrated application meets business requirements 

and user expectations in the cloud environment. 

• Performance Testing: Assessing the application's 

responsiveness, scalability, and stability under 

anticipated load conditions in OCI. This includes 

evaluating batch processing times for critical jobs. 

• Security Testing: Validating access controls, data 

privacy, and compliance with security policies in 

the cloud. 

• Tools: Utilization of PeopleSoft's native PeopleSoft 

Test Framework (PTF) for automated functional 

and regression testing where applicable. External 

load testing tools (e.g., Apache JMeter, 

LoadRunner) for performance testing. Manual 

testing remains essential for complex business 

scenarios and user experience validation. 

• Metrics: Key performance indicators include 

defect count and severity, test coverage 
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percentage, successful transaction rates, response 

times for critical processes, and user feedback 

from UAT [7][8]. 

Training 

User adoption is critical for migration success. The 

playbook outlines a multi-faceted training approach: 

• Training Methods: A blend of methods, including 

instructor-led virtual or classroom sessions, self-

paced online modules with interactive simulations, 

and hands-on lab exercises focusing on the new 

cloud interface and any subtle operational 

changes. 

• Training Materials: Development of 

comprehensive user guides, concise quick 

reference cards for common tasks, frequently 

asked questions (FAQs) documents, and "Day-in-

the-Life" scenarios to simulate real-world usage. 

• Evaluation: Training effectiveness is evaluated 

through pre- and post-training assessments to 

measure knowledge transfer, user feedback 

surveys to gauge comprehension and satisfaction, 

and observation of user proficiency during mock 

go-live simulations. The goal is to ensure users are 

comfortable and proficient in the new cloud 

environment [9]. 

4. Results and Discussion: The Playbook 

This section presents the core contribution of this 

paper: a comprehensive "Lift-and-Shift" playbook 

specifically designed for migrating PeopleSoft 

application modules to Oracle Cloud Software as a 

Service (SaaS). This playbook addresses the identified 

gap in existing literature by providing a structured, 

application-centric methodology to minimize 

disruption, ensure functional continuity, and facilitate 

user adoption. The playbook is organized into key 

phases, each focusing on critical aspects of the 

application migration. 

Fit-Gap Analysis 

The fit-gap analysis in a "Lift-and-Shift" scenario for 

PeopleSoft application modules is distinct from a full 

re-implementation. Its primary objective is to 

systematically compare the existing, often customized      

PeopleSoft application functionality and business 

processes with the capabilities and constraints of the 

Oracle Cloud SaaS environment, with an emphasis on 

achieving functional equivalence. The process 

involves: 

• Detailed Functional Review: Collaborating with 

functional subject matter experts to document 

critical business processes as they currently 

operate within PeopleSoft. 

• Cloud Compatibility Assessment: Evaluating how 

each existing PeopleSoft function, including 

specific customizations and integrations, will 

behave or be replicated in the Oracle Cloud SaaS 

environment. This step focuses on identifying if 

the existing functionality can be supported, rather 

than seeking new SaaS features. 

• Gap Identification: Pinpointing specific areas 

where existing PeopleSoft customizations, third-

party integrations, or unique functional 

requirements cannot be directly replicated or 

require minimal adaptation within the new cloud 

environment. Gaps are typically categorized by 

severity (e.g., critical, high, medium, low). 

• Mitigation Strategy Formulation: For each 

identified gap, proposing targeted workarounds, 

minimal reconfigurations, or slight process 

adjustments to bridge the discrepancy. The goal is 

to ensure business continuity with the least 

possible disruption to established workflows. 

A structured template (Table 1) captures module 

functionality, cloud equivalence, gap severity, and 

mitigation. 

 

Table 1. Sample Fit-Gap Analysis Template 

Module/Pro

cess 

As-Is Functionality Cloud 

Equivalent 

Gap 

Description 

Severi

ty 

Mitigati

on 

Stat

us 

AR Custom Dunning 

Letters 

Standard 

Notifications 

Format not 

supported 

Medi

um 

Reconfi

gure, 

manual 

Op

en 
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review 

GL Automated 

Intercompany 

Journals 

Manual 

reconciliation 

Automation 

missing 

High Externa

l script 

In 

Pro

gre

ss 

Payroll State Tax 

Reporting 

BI Publisher 

required 

Standard 

reports 

insufficient 

Critic

al 

Custom 

BI 

report 

To 

Do 

Process Requirements 

In a "Lift-and-Shift" migration, the definition of process 

requirements primarily revolves around validating and 

ensuring the continuity of existing business processes 

within the new cloud environment, rather than 

undergoing extensive business process re-engineering. 

The core principle is to minimize changes to 

established workflows. This phase involves: 

• Current Workflow Validation: Reviewing "as-is" 

process maps with functional users to confirm how 

existing PeopleSoft functionalities support their 

daily operations. 

• Impact Assessment: Identifying any minor impacts 

or necessary adjustments to existing workflows 

due to the new cloud environment's operational 

nuances (e.g., new navigation paths, slight changes 

in screen layouts, different integration timings). 

• Refinement of Procedures: Documenting any 

minor process adjustments required to 

accommodate the migrated application, ensuring 

that the end-user experience remains as 

consistent as possible. This avoids significant effort 

and change management associated with a full re-

engineering. 

Testing Strategy 

A comprehensive and rigorous testing strategy is 

paramount to validate the successful "Lift-and-Shift" of 

PeopleSoft application modules to OCI. The strategy 

must encompass various testing types to ensure 

functional integrity, performance, and user 

acceptance. 

Table 2. shows Conceptual Testing Strategy for 

PeopleSoft to Oracle Cloud Migration. This table 

outlines a comprehensive testing strategy across 

various project phases, detailing the specific testing 

types, their objectives, and the associated tools to 

ensure the integrity and functionality of the migrated 

application. 

 

Table 2. Testing Plan 

Test Type Objective Tools Metrics Responsibility 

Functional Validate core 

processes 

PTF Defects, 

coverage 

Functional Testers 

Integration Verify data flow Integrati

on 

Broker 

Transaction 

success 

Integration Team 

Performance Validate 

scalability 

JMeter/L

oadRunn

er 

Response 

time 

Performance Team 

UAT Business 

validation 

UAT 

scripts 

User 

satisfaction 

End-users 
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Implementation 

The implementation phase for a PeopleSoft 

application "Lift-and-Shift" to OCI focuses on the 

systematic migration of the application layer, ensuring 

minimal disruption and maximum data integrity. This 

phase is executed after the infrastructure is 

provisioned and validated. 

•Data Migration: This involves extracting, 

transforming, and loading PeopleSoft application data 

from the on-premise database to the Oracle Cloud 

database. Best practices include:  

        Incremental Data Loads: For large datasets, 

performing initial bulk loads followed by incremental 

synchronization closer to cutover. 

       Data Validation: Rigorous reconciliation of record 

counts and key financial/transactional balances post-

migration to ensure data integrity. 

      Minimizing Downtime: Strategically scheduling the 

final data cutover during low-usage periods to reduce 

business impact. 

•Application Configuration Replication: Replicating all 

PeopleSoft application configurations, including setup 

tables, security definitions (roles, permission lists), 

workflow rules, and reporting parameters, into the 

new OCI environment. This ensures the migrated 

application behaves identically to its on-premise 

counterpart. 

•System Integration Setup: Reconfiguring and testing 

all inbound and outbound integrations (e.g., 

Integration Broker services, SFTP transfers) with 

external systems to ensure seamless data exchange in 

the cloud environment. 

•Best Practices: Emphasize a phased approach, 

comprehensive pre-migration checklists, robust 

rollback plans, and continuous monitoring throughout 

the cutover window to minimize downtime and ensure 

data integrity. 

Gantt Chart 1: Sample Application Migration Timeline (Conceptual) 

An exemplary timeline for the implementation phase might be visualized as a Gantt Chart: 

 

Training 

Effective training is crucial for ensuring user adoption 

and maximizing the benefits of the migrated 

PeopleSoft application on OCI. The training program 

should cater to both end-users and IT support staff. 

Content:  

• OCI Navigation and Access: Training on how to 

access the PeopleSoft application in the new cloud 

environment (e.g., new URLs, login procedures, 

multi-factor authentication). 
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• Changes in Application Functionality: While "Lift-

and-Shift" minimizes changes, any minor differences 

in UI presentation, new Fluid features (if adopted), 

or subtle operational nuances should be highlighted. 

• New Workflows and Processes: Training on any 

minor process adjustments identified during the fit-

gap analysis or process requirements definition 

phase. 

• Troubleshooting & Support: For IT staff, training on 

monitoring, basic troubleshooting, and support 

procedures within the OCI environment. 

 Methods: A blended approach is recommended, 

combining:  

• Instructor-led Workshops: For hands-on practice 

and immediate Q&A on critical business processes. 

• Self-paced Online Modules: For flexible learning of 

navigation and less complex tasks. 

• Quick Reference Guides & FAQs: Easily accessible 

documentation for common issues. 

• "Day-in-the-Life" Scenarios: Practical exercises 

simulating daily tasks to build user confidence. 

         Evaluation: Training effectiveness should be 

evaluated through pre- and post-training assessments, 

user feedback surveys, and observation of user 

proficiency during mock go-live simulations. 

Training plan ensures user readiness (Table 3). 

 

Table 3. Training Plan 

Audience Content Method Schedule Evaluation 

End-users Navigation, 

workflows 

Workshops, 

online 

2 weeks pre-Go-

Live 

Quiz, survey 

Key users Advanced 

reporting 

Labs 3 weeks pre-Go-

Live 

Scenario-based 

IT Support OCI 

monitoring 

Technical 

workshops 

1 week pre-Go-

Live 

Simulation 

Migration Architecture 

Figure 2. PeopleSoft to Oracle Cloud SaaS Migration Architecture 

To provide a holistic view, Figure 2 illustrates the migration architecture. 
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Discussion 

The "Lift-and-Shift" playbook presented herein offers a 

structured and application-focused methodology for 

organizations migrating their PeopleSoft application 

modules to Oracle Cloud SaaS. The benefits of 

diligently following this playbook are manifold. It 

provides a clear roadmap, significantly reducing the 

inherent risks associated with large-scale ERP 

migrations by emphasizing meticulous planning, 

comprehensive testing, and targeted user 

preparedness. By minimizing disruption to existing 

business processes, it ensures business continuity and 

accelerates the realization of cloud benefits such as 

scalability and cost-efficiency at the infrastructure 

layer. The playbook's emphasis on application-level fit-

gap analysis and user-centric training directly 

contributes to higher user adoption rates and 

sustained operational efficiency in the cloud 

environment. 

However, it is crucial to acknowledge the challenges 

and inherent limitations of the "Lift-and-Shift" 

approach, particularly when moving to SaaS. While it 

offers speed and minimal immediate change, it 

typically does not fully leverage the advanced, cloud-

native services (e.g., AI/ML capabilities, microservices 

architecture) that a full re-architecting or re-

implementation to Oracle Fusion Cloud Applications 

would provide. Existing, deep PeopleSoft 

customizations might still pose challenges, requiring 

careful mitigation or even eventual de-customization if 

a long-term shift to standard SaaS functionality is 

desired. The playbook provides strategies for 

managing these customizations within a "Lift-and-

Shift" context but does not advocate for their 

elimination. 

When compared with existing migration 

methodologies, such as the infrastructure-focused 

approach described by Varatharajan (2025)[1], this 

playbook offers a unique and complementary 

perspective. While Varatharajan's work provides 

essential guidance on the underlying OCI 

infrastructure and strategic planning, this paper 

specifically fills the gap by detailing the application-

centric phases, focusing on the functional and user 

experience aspects that are critical for operational 

success. It moves beyond the "how to move the 

servers" to "how to ensure the PeopleSoft applications 

and their users thrive in the new cloud environment." 

The implications of this playbook for organizations 

migrating PeopleSoft to OCI are significant. It 

empowers organizations, especially those with highly 

customized PeopleSoft environments, to undertake a 

controlled and predictable cloud transition. By 

providing a detailed, step-by-step guide centered on 

application modules and business process continuity, 

it equips project teams with the necessary tools and 

methodologies to navigate the complexities of "Lift-

and-Shift," ensuring a smoother transition and 

maximizing the operational benefits of cloud adoption. 

This approach allows organizations to strategically 

phase their cloud journey, gaining immediate 

infrastructure advantages while deferring more 

extensive application re-engineering to a later, more 

mature stage of their cloud evolution. 

4.1 Simulated Case Study: Application of the 

Playbook 

To demonstrate the practical application and 

conceptual validity of this playbook, we present a 

simulated case study of a fictional organization, 

"Global Solutions Inc.," undertaking a PeopleSoft to 

Oracle Cloud SaaS migration. This scenario illustrates 

how the structured methodology addresses real-world 

migration challenges, aligning with documented best 

practices. 

Scenario: Global Solutions Inc. is a medium-sized 

enterprise with a highly customized PeopleSoft 

Financials and HCM environment. Their primary goal is 

to leverage the scalability and cost-efficiency of the 

cloud software as a service (SaaS) without undergoing 

a complete business process overhaul. 

Application of the Playbook: 

Phase 1: Assessment & Planning: The project team at 

Global Solutions Inc. initiated the process with Boot 

Camp sessions as outlined in the playbook to 

familiarize themselves with Oracle Cloud SaaS 

offerings. This phase focused on reviewing their 

unique business requirements to ensure a "Lift-and-

Shift" was the most suitable strategy. 

Fit-Gap Analysis: The team applied the playbook's 

tailored fit-gap analysis methodology. They identified 

a key gap in their Accounts Receivable (AR) module: a 

custom-developed Dunning Letters format was not 

directly supported by the Oracle Cloud's standard 

notifications. The initial phase of the playbook includes 

a thorough Fit-Gap Analysis, as demonstrated in Table 
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Gap Mitigation: Following the playbook's guidance, 

the team formulated a mitigation strategy. Instead of 

a costly re-customization, they decided to reconfigure 

the standard notifications to a format that was 

supported, along with a minor process adjustment for 

manual review. This approach ensured business 

continuity with minimal disruption. 

Testing Strategy: Leveraging the playbook's 

comprehensive testing plan, Global Solutions Inc. 

defined a rigorous testing schedule. A rigorous testing 

strategy is vital for successful migration. Table 2 

provides a detailed breakdown of the various testing 

types and their objectives throughout the project 

lifecycle. 

They used the PeopleSoft Test Framework (PTF) for 

automated functional testing of core processes like 

invoice creation and payment processing. 

For performance testing of high-volume transactions, 

such as month-end journal entries in the General 

Ledger (GL), they employed external tools like JMeter 

to assess the application's responsiveness in the new 

cloud environment. 

User Acceptance Testing (UAT) was conducted using 

scenario-based scripts to validate the migrated 

application from an end-user perspective, ensuring all 

business requirements were met. 

Training & Go-Live: The training plan detailed in the 

playbook was implemented. End-users received 

workshops on the new navigation and user interface, 

while quick reference guides were provided for 

frequently performed tasks. A mock go-live simulation 

was held to build user confidence and measure 

proficiency before the final cutover. Communication 

will be sent to end-users with information about when 

the environment will be available for business. 

Conceptual Validation: This simulated case study 

demonstrates how the playbook's step-by-step 

guidance provides a clear, actionable roadmap for a 

"Lift-and-Shift" migration. By illustrating how the 

methodology handles a specific, real-world challenge 

(the custom Dunning Letter), it conceptually validates 

the playbook's utility and practicality in managing 

complexity while preserving business continuity. It 

confirms that the playbook is not merely a theoretical 

construct, but a structured tool designed to help 

organizations navigate the complexities of cloud 

transition. 

5. Conclusion 

Summary 

This paper has presented a comprehensive "Lift-and-

Shift" playbook specifically designed for the migration 

of PeopleSoft application modules to Oracle Cloud 

Software as a Service (SaaS). Addressing a critical gap 

in existing literature, this playbook provides a 

structured, application-centric methodology that 

moves beyond mere infrastructure migration to focus 

on the intricate details of ensuring functional 

continuity, minimizing business disruption, and 

facilitating seamless user adoption. Key elements of 

the playbook include a tailored fit-gap analysis 

methodology for application modules, a focus on 

validating existing process requirements, a multi-

faceted testing strategy encompassing functional, 

integration, performance, and user acceptance 

testing, a detailed implementation guide for 

application and data migration, and a comprehensive 

training program for end-users and IT staff. This 

contribution offers a practical, step-by-step guide for 

organizations navigating the complexities of 

transitioning their PeopleSoft applications to the cloud 

with minimal re-engineering. 

Benefits and Implications 

The adoption of this "Lift-and-Shift" playbook yields 

significant benefits and carries important implications 

for organizations contemplating PeopleSoft cloud 

migration. By providing a clear, actionable roadmap, it 

inherently reduces the risks and complexities typically 

associated with large-scale ERP transitions. The 

playbook's emphasis on preserving existing application 

functionality and business processes directly translates 

to reduced disruption to critical operations and faster 

migration timelines compared to more transformative 

approaches. Furthermore, its structured approach to 

testing and training is designed to foster higher user 

adoption rates and ensure sustained operational 

efficiency in the new cloud environment. For 

organizations with highly customized PeopleSoft 

systems, this playbook offers a pragmatic pathway to 

realize the immediate benefits of cloud infrastructure 

while strategically deferring more extensive 

application re-engineering to a later, more controlled 

phase of their cloud journey. It empowers them to 

make a controlled and predictable move to the cloud, 
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enhancing agility and scalability without immediate, 

radical change. 

Limitations 

While this research provides a valuable and practical 

playbook, it is important to acknowledge its 

limitations. The study's primary scope is confined to 

the "Lift-and-Shift" migration strategy for PeopleSoft 

application modules to Oracle Cloud SaaS, meaning it 

does not delve into the intricacies of re-platforming to 

OCI IaaS/PaaS or full re-implementation to Oracle 

Fusion Cloud Applications. The playbook's 

recommendations are based on a synthesis of existing 

literature, industry best practices, and documented 

case studies, and while its utility has been conceptually 

validated through a simulated case study, it is 

important to note that it is not based on direct 

empirical data from a live pilot implementation. 

Furthermore, the specific PeopleSoft modules covered 

in the illustrative examples are generalized, and real-

world implementations would require tailoring to an 

organization's unique module footprint and 

customization level. 

Future Research 

The development of this playbook opens several 

avenues for future research to further refine and 

expand upon its utility: 

• Empirical Validation: Conducting real-world pilot 

implementations and case studies to empirically 

validate the playbook's effectiveness, measure its 

actual impact on migration timelines, cost savings, 

and user satisfaction, and refine its steps based on 

practical feedback. 

• AI/Automation-Driven Migration: Investigating the 

integration of AI and automation tools to 

streamline the migration process. Future research 

could explore how machine learning can analyze 

existing PeopleSoft customizations to suggest 

automated de-customization strategies or how 

Robotic Process Automation (RPA) can accelerate 

repetitive tasks like data validation and 

configuration replication. This would build upon 

the playbook's structured approach by adding a 

layer of technological efficiency. 

• Extensibility to Other ERP Systems: Exploring the 

applicability and necessary adaptations of this 

"Lift-and-Shift" playbook methodology for other 

legacy ERP systems (e.g., SAP ECC, JD Edwards) 

transitioning to various cloud platforms. 

• Long-Term Impact Analysis: Conducting studies to 

investigate the long-term impact of the "Lift-and-

Shift" approach on PeopleSoft application 

performance, ongoing maintenance overhead, 

and user satisfaction in the cloud environment, 

especially concerning the management of retained 

customizations. 
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