
BizTalk migration 
discovery checklist
A practical inventory you can complete before any vendor conversation – yours, 
ours, anyone's.


The point of this document is not to produce a migration plan. It's to make sure 
you know what you actually have, where the end-of-life risk is concentrated, and 
what good questions to ask of any partner you talk to. The clearer your answers, 
the shorter and more accurate any subsequent assessment will be.


If most rows below are answerable: you're ready for a real migration scoping 
conversation. If many are unknown or guessed: discovery is the first phase. These 
numbers drive every estimate and risk assessment in any migration plan.

1. Operational reality
Start with what's true about the team and your existing operations. These answers 
shape every later question.

BizTalk administrators in the team (how many people)

BizTalk developers / SMEs still active

Knowledge holders likely to leave or retire in the next 12 months

Documentation completeness – orchestrations       

Documentation completeness – custom code

Recent BizTalk training in the team (last 24 months)

Any BizTalk projects currently on the roadmap, frozen, or recently canceled
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2. Stakeholders to involve
Migration changes integrations that touch multiple parts of the business. Name 
the people who need to be in the room.

Business process owners for each BizTalk application – named:

Application 1 → Owner

Application 2 → Owner

IT operations / SRE team contact

Internal audit / compliance contact

Trading partner relationship owner

Executive sponsor for the migration

3. Constraints to share with any partner
These constraints shape the actual proposal. Vague answers produce vague 
proposals.

Migration budget range – rough order

Timeline pressure

Acceptable downtime per cutover

Risk tolerance

Dependencies on other modernization projects in flight

Internal team capacity for the migration dedicated  partial  minimal

The questions below are technical inventory. Hand this section to your integration team or BizTalk 
admin to fill in – the answers shape every cost and risk estimate in any migration plan.

 deadline  business event  strategic  no pressure

zero  minutes  hours  scheduled window

regulatory  financial  customeracing – rank
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4. BizTalk estate inventory
The first thing any partner will ask. Have these numbers ready.

BizTalk Server version in production         

Number of BizTalk applications

Number of orchestrations

Number of receive ports / send ports

Number of pipelines (custom + standard)

Number of schemas

Number of maps

Business Rules Engine policies in use

Business Activity Monitoring (BAM) tracking profiles

Custom adapters (non-default) – list

     

   

5. Custom code and dependencies
The hidden cost of most BizTalk migrations lives here.

Custom .NET code in pipelines and components – rough estimate (lines of code)

Custom helper assemblies / external libraries referenced
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Where does the BizTalk source code live

Build process

COM components or unmanaged code in any pipeline

Last time the codebase was reviewed for security/quality

6. Partner integrations
Trading-partner cutover is usually the slowest part of any migration. Get these 
clear early.

Number of active trading partners

Protocols in use (check all that apply):

EDI (X12) EDIFACT

HTTP / REST SOAP

Critical partner SLAs (response time, throughput, uptime)

Partner contact list current and reachable

Trading partner agreements documented and findable

AS2

       

    

    

SFTP / FTP

   

    

7. Performance and volume
A migration that doesn't keep up with current load isn't a migration – it's a 
regression.

Average messages per day

Peak messages per hour
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Largest message size encountered

Average end-to-end processing time

Existing SLAs for processing latency

Any sub-second / real-time requirements     

8. Compliance and audit
The most common reason migrations stall is discovering a regulatory constraint 
mid-project.

Protocols in use (check all that apply):

SOX HIPAA GDPR PCI-DSS

Industry-specific – which

Audit trail requirements

Message retention period

Encryption requirements

Access controls / role separation requirements

Last compliance audit date and findings
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What to do with this
When you have most of the above filled in:


You're ready for a focused scoping conversation. A good partner will reduce 
the assessment phase based on the clarity you bring.

The risk areas are the gaps. Where you couldn't answer, that's where discovery 
work is needed first – and where any partner who pretends to skip discovery is 
over-promising.

The biggest gaps cost the most. Documentation gaps and unknown custom 
code are the two areas where uncertainty translates directly into project risk.

Want to talk through it?
If you'd like to walk through what you've filled in with us – and have an Azure-
aligned engineering perspective on what the gaps mean for your migration – get 
in touch.

Contact Proekspert

or scan the QR-code below:

We start with a short discovery call. The conversation gets technical fast.

Proekspert is a Microsoft AI Cloud Partner with Digital & App Innovation and Data & AI designations, 
ISO 27001 certified, and a Microsoft Tier 2 Cloud Solution Provider. We've delivered Azure-based 
platforms and integrations for European companies for over 15 years – manufacturing, IoT, and 
device companies among our longest-running customers, including Danfoss and Stiebel Eltron.
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https://proekspert.com/solutions/azure-managed-services/#contact

