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Abstract 

This whitepaper provides a strategic and technical roadmap for modernizing Enterprise Data Warehouses (EDWs) by 

integrating Microsoft Fabric with legacy Microsoft Dynamics systems, including Dynamics AX, NAV, GP, and on-

premises CRM. Organizations with decades of investment in these platforms face mounting pressure from data silos, 

rigid architectures, and the growing demand for real-time analytics. Microsoft Fabric, a unified Software-as-a-Service 

analytics platform built on OneLake and the Medallion (lakehouse) architecture, offers a compelling modernization 

path by consolidating data engineering, warehousing, science, and real-time intelligence into a single integrated 

environment. The paper evaluates four distinct migration strategies—lift-and-shift, hybrid coexistence, incremental 

modernization, and full re-architecture—providing decision criteria, risk profiles, and phased implementation guidance 

for each approach. Key technical topics include data integration patterns using Dataflows Gen2 and Data Pipelines, 

dimensional modeling within the lakehouse paradigm, legacy schema mapping, and performance optimization 

techniques. Governance, security, organizational change management, and the establishment of a Center of Excellence 

are addressed as essential enablers of long-term success. Drawing on industry research and real-world implementation 

patterns, the whitepaper equips enterprise architects and data leaders with a practical framework for navigating the 

transition from legacy constraint to modern analytical capability. 
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Executive Summary 

The modern enterprise finds itself at a crossroads. Years of investment in legacy ERP and CRM systems—particularly 

the on-premises Microsoft Dynamics family including AX, NAV, GP, and older CRM versions—have created a data 

landscape that is increasingly difficult to navigate. These systems, while foundational to daily operations, have 

evolved into isolated data islands that resist integration and stifle the organization's ability to derive meaningful 

insights at the speed modern business demands. 

Meanwhile, traditional Enterprise Data Warehouses (EDWs), built on rigid on-premises infrastructure, struggle to 

keep pace. The overnight batch processing that once seemed acceptable now feels glacial compared to the real-time 

analytics capabilities competitors are wielding. Scaling these systems means months of hardware procurement and 

configuration. And when it comes to handling the diverse data types that modern analytics requires—streaming 

data, semi-structured logs, social feeds—these warehouses simply weren't designed for the task. 

Microsoft Fabric enters this picture as something genuinely different: a unified, Software-as-a-Service analytics 

platform that consolidates data engineering, data warehousing, data science, real-time analytics, and business 

intelligence into a single, cohesive environment. At its heart lies OneLake, a tenant-wide data lake that fundamentally 

changes how organizations think about data storage and access. Gone are the silos; in their place, a single source of 

truth accessible to every analytical workload. 

This whitepaper charts the course from legacy constraint to modern capability. We examine four distinct 
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modernization strategies—from the pragmatic lift-and-shift to the transformative greenfield rebuild—and provide 

guidance on selecting the approach that fits your organization's context, risk tolerance, and strategic vision. We dive 

deep into integration patterns, exploring how techniques like Change Data Capture can bring near-real-time data from 

aging Dynamics databases into the Fabric ecosystem. We advocate for a hybrid approach to data modeling: the robust, 

auditable Data Vault methodology in the integration layer feeding performance-optimized star schemas where business 

users actually work. 

Perhaps most importantly, we address the human elements that determine success or failure: governance frameworks 

that scale, security models that protect, cost optimization that delivers ROI, and change management that brings your 

people along on the journey. The organizations that will thrive in the coming decade are those that transform their data 

infrastructure today. This whitepaper provides the blueprint. 

 

Introduction to Enterprise Data Warehousing Challenges 

If you've spent any time in enterprise IT over the past two decades, you've witnessed a familiar pattern play out. 

Organizations invest heavily in best-of-breed applications to run their businesses—ERP systems for finance and 

operations, CRM platforms for customer relationships, specialized tools for everything in between. Each system does 

its job well enough in isolation. But when leadership asks for a unified view of the business, the cracks start to show. 

The data warehouse was supposed to solve this problem. Centralize everything, transform it into a consistent format, 

and deliver insights to anyone who needs them. For many organizations, that vision has proven stubbornly difficult to 

realize. The ETL pipelines grow increasingly complex and fragile. The overnight batch windows extend into business 

hours. New data sources take months to integrate. And the warehouse itself—anchored to physical hardware that was 

sized for workloads that no longer reflect reality—either runs out of capacity or sits underutilized. 

These challenges are particularly acute for organizations running legacy Microsoft Dynamics systems. Consider the 

typical landscape: Dynamics AX handling manufacturing operations, NAV managing a regional subsidiary, GP 

running financials for an acquired company, and an older CRM system tracking customer interactions. Each of these 

applications represents a distinct technology stack, a unique database schema, and a separate pocket of institutional 

knowledge required to work with it. Getting these systems to talk to each other—let alone to speak with a single 

analytical voice—has kept integration teams busy for years. 

The business environment offers no respite. Competitors who have modernized their data infrastructure are making 

decisions in hours that take your organization weeks. Finance expects daily cash position reports; supply chain wants 

real-time inventory visibility; marketing needs customer journey analytics that span touchpoints your current 

warehouse doesn't even capture. The gap between what the business needs and what the data infrastructure can deliver 

continues to widen. 

This whitepaper confronts these challenges directly and offers a path forward. We'll examine the specific 

characteristics of legacy Dynamics systems and traditional EDW architectures that create today's pain points. We'll 

introduce Microsoft Fabric as a platform purpose-built to address these challenges. And we'll provide concrete 

strategies, patterns, and recommendations for organizations ready to evolve their data infrastructure into something 

that enables rather than constrains. 

 

Understanding Microsoft Fabric 

Microsoft Fabric represents a fundamental rethinking of how enterprise analytics should work. Rather than assembling 

a patchwork of services—a data lake here, a warehouse there, an analytics engine somewhere else—Fabric delivers 

everything organizations need as a unified, managed platform. But calling it "unified" barely captures what Microsoft 

has accomplished. This is a ground-up reimagining that touches architecture, user experience, governance, and 

commercial model alike. 

The platform consolidates capabilities that organizations previously cobbled together from multiple services: Data 

https://ijsrem.com/


           
           International Journal of Scientific Research in Engineering and Management (IJSREM) 

                        Volume: 10 Issue: 03 | March – 2026                           SJIF Rating: 8.659                                   ISSN: 2582-3930                                                                                                                                               

 

© 2026, IJSREM      | https://ijsrem.com                                 DOI: 10.55041/IJSREM57122                                           |        Page 3 
 

Factory for integration, Synapse for compute (both Spark and SQL), Real-Time Analytics for streaming workloads, 

Data Science for machine learning, and Power BI for visualization. These aren't separate products awkwardly stitched 

together—they're experiences within a single platform that share common infrastructure, security models, and most 

importantly, a common data layer. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1: Microsoft Fabric Architecture Overview 

 

 

 

The architecture centers on three core principles that distinguish Fabric from its predecessors. First, it delivers a truly 

unified SaaS experience. Organizations don't provision separate resources or manage independent services; they work 

within a single environment where every capability is available and interconnected. Second, all workloads share a 

common foundation—not just in terms of management interface, but in how they store data, apply security policies, 

and track lineage. Third, the platform adapts to different user personas without sacrificing that underlying unity. Data 

engineers use Spark notebooks; data warehouse professionals write T-SQL; analysts build visualizations in Power 

BI—yet they all work with the same data. 

OneLake: The Foundation for Everything 

If Fabric has a revolutionary element, it's OneLake. Think of it as "OneDrive for data"—a single, logical data lake 

automatically provisioned for every Fabric tenant. No more standing up separate lakes for different projects or 

business units. No more copying data between environments for different analytical workloads. OneLake provides one 

namespace that spans the entire organization. 

Built on Azure Data Lake Storage Gen2, OneLake standardizes on the open-source Delta Lake format. Every Fabric 

engine—whether you're using Spark, SQL, or the Power BI Direct Lake mode—reads and writes Delta tables. This 

isn't just a storage decision; it's what makes the platform's unified promise actually work. Data written by a Spark job 

is immediately queryable via SQL. Transformations applied in a dataflow appear instantly in Power BI reports. The 

format enables ACID transactions, schema evolution, and time-travel capabilities that bring data warehouse reliability 

to data lake scale. 

OneLake's shortcut mechanism deserves particular attention. Shortcuts are symbolic links that reference data in other 

locations—whether another workspace in OneLake, an external Azure Data Lake account, or even Amazon S3—

without physically moving or duplicating that data. For organizations with existing data lake investments or multi-
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cloud requirements, this capability is transformative. You can create a unified analytical view without the massive data 

migration that would otherwise be required. 

 

Legacy Dynamics Systems Landscape 

Understanding your legacy Dynamics environment is the essential first step in any modernization journey. Microsoft's 

business applications portfolio evolved through a series of acquisitions rather than unified development, resulting in a 

collection of products that share a brand name but little else. Each system brings its own database architecture, 

development paradigm, and integration challenges. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 2: Legacy Dynamics Systems Landscape 

 

 

 

Microsoft Dynamics AX (originally Axapta) targeted mid-sized to large enterprises with comprehensive ERP 

functionality. Its MorphX development environment and X++ programming language created a powerful but 

proprietary ecosystem. The database schema reflects decades of functionality accumulation—hundreds of tables with 

relationships that require significant domain expertise to navigate. Organizations running AX often have extensive 

customizations that further complicate data extraction. 

Dynamics NAV (Navision) took a different approach, emphasizing flexibility and customization for small to medium 

businesses. Built with the C/AL development language, NAV systems are frequently heavily tailored to specific 

business processes. The database structure, while more approachable than AX, still presents integration challenges—

particularly when multiple NAV instances exist for different subsidiaries or divisions. 

Dynamics GP (Great Plains) earned its reputation in financial management and accounting. Its Dexterity development 

platform and distinctive database architecture create yet another integration pattern to master. Organizations with GP 

often have decades of financial history that represents their most critical data asset—and their most complex extraction 

challenge. 

The on-premises Dynamics CRM installations add another dimension. Customer relationship data living separately 

from ERP transaction data has been the classic barrier to achieving a unified customer view. The database schemas 
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differ significantly from the ERP products, and the integration patterns required to bring CRM and ERP data together 

multiply the complexity. 

What makes this landscape particularly challenging is that many organizations don't have just one of these systems—

they have several. A manufacturing company might run AX for production, NAV for a recently acquired distributor, 

GP at a subsidiary that came through a merger fifteen years ago, and legacy CRM across the sales organization. Each 

system is a data silo. Each requires specialized knowledge to access. Each contributes to the fragmented view that 

modern analytics is supposed to eliminate. 

 

The Case for EDW Evolution 

The pressure to evolve traditional data warehouse architectures comes from multiple directions simultaneously. 

Understanding these drivers—and their relative importance in your specific context—is essential for building a 

compelling business case and selecting the right modernization strategy. 

Cost is often the most immediately quantifiable driver. Traditional EDW infrastructure carries substantial expense: 

server hardware, storage arrays, database licenses, and the specialized personnel required to keep everything running. 

But the real cost isn't just the infrastructure bill—it's the opportunity cost of capital and talent locked into maintaining 

systems that constrain rather than enable the business. When your best database administrators spend their time 

troubleshooting ETL failures rather than optimizing analytical workloads, something has gone fundamentally wrong. 

Agility—or rather, the lack of it—frustrates business stakeholders and IT alike. When a new reporting requirement 

takes three months to implement because it requires changes to five different ETL jobs, a modification to the 

warehouse schema, and regression testing across downstream reports, the organization's ability to respond to market 

conditions atrophies. Modern platforms promise development cycles measured in days rather than quarters. 

The demand for real-time data has shifted from nice-to-have to non-negotiable for many use cases. Fraud detection 

systems that run on yesterday's data might as well not run at all. Supply chain visibility dashboards that refresh 

overnight miss the operational decisions that happen throughout the day. Customer-facing applications that could 

personalize experiences in realtime instead show stale recommendations based on last month's behavior. 

Advanced analytics and machine learning have emerged as competitive differentiators, but they require architectural 

foundations that traditional EDWs weren't designed to provide. ML models need access to granular, historical data at 

scale—exactly what gets aggregated away in traditional warehouse design. Training environments need the ability to 

spin up substantial compute temporarily without permanent infrastructure investment. Production ML needs 

integration paths that traditional warehouse architectures struggle to support. 

Finally, governance and compliance requirements continue to intensify. Organizations need to demonstrate data 

lineage for regulatory reporting. They need to apply consistent security policies across diverse data assets. They need 

to prove that sensitive data is handled according to policy wherever it travels in the analytical ecosystem. Achieving 

this in a fragmented environment of different tools, different security models, and different audit capabilities ranges 

from difficult to impossible. 

 

Evolution Strategies and Approaches 

Choosing the right modernization strategy requires honest assessment of where you are, clarity about where you want 

to go, and pragmatic evaluation of the resources available to get there. No single approach fits every organization; the 

right strategy depends on your current technical debt, your risk tolerance, your budget horizon, and the urgency of 

your business drivers. 
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Figure 3: EDW Evolution Roadmap 

 

 

Lift-and-Shift: The Quick Exit 

The lift-and-shift approach prioritizes speed over optimization. You take your existing data warehouse and ETL 

processes and move them to the cloud with minimal changes. In the Fabric context, this might mean redirecting 

existing pipelines to load data into a Fabric Warehouse or Lakehouse while keeping the transformation logic largely 

intact. 

This approach makes sense when the primary driver is exiting a data center quickly—perhaps a lease is expiring or 

hardware is reaching end-of-life. It can also serve as a tactical first step in a longer-term modernization plan, getting 

data into the cloud where it can be progressively improved. However, organizations should enter this path with clear 

expectations. Lift-and-shift carries technical debt into the new environment. Cloud costs may exceed on-premises 

costs initially because the workloads aren't optimized for cloud-native patterns. You'll eventually need to refactor 

anyway; this approach simply delays that work. 

Phased Migration: The Balanced Path 

Phased migration acknowledges that full modernization takes time while delivering incremental value along the way. 

The approach can range from light replatforming—making tactical optimizations during migration—to substantial 

refactoring that redesigns components for cloud-native operation. 

The lighter touch might involve migrating data from a Dynamics SQL database to OneLake and replacing legacy ETL 

tool logic with Fabric Dataflows Gen2, gaining some efficiency without fundamental redesign. Deeper refactoring 

might rewrite complex stored procedures as modular Spark notebooks, redesigning for scalability and maintainability. 

Either way, the organization moves forward subject by subject, demonstrating value with early wins while building 

toward the end state. 

Hybrid Coexistence: Bridging Two Worlds 

For large organizations with extensive legacy investments, immediate full-scale migration may simply not be feasible. 

The hybrid approach creates a bridge: legacy systems continue serving existing critical functions while new 

development happens exclusively in Fabric. Data synchronization keeps both environments current, and the 

organization gradually shifts workloads as confidence builds. 

This model trades simplicity for pragmatism. Managing dual environments adds complexity and cost, but it minimizes 

disruption to ongoing operations. It's often the right choice when the legacy environment is deeply embedded in 
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business processes and wholesale cutover carries unacceptable risk. 

Greenfield Rebuild: The Transformative Option 

The greenfield approach discards the legacy architecture entirely and builds from scratch for the Fabric platform. New 

ingestion pipelines using Data Factory. New data models designed around the Medallion Architecture. New reports in 

Power BI leveraging Direct Lake mode. Everything optimized for cloud-native operation from day one. 

This is the highest-investment option in the short term but yields the greatest long-term benefits. Organizations that 

take this path end up with systems that are truly scalable, performant, and agile. But it requires substantial 

commitment: budget, skilled resources, and organizational appetite for change. The greenfield approach is best suited 

for organizations where the existing system has become a clear liability and leadership has the conviction to invest in 

fundamental transformation. 

 

Integration Architecture Patterns 

Successfully connecting legacy Dynamics systems to Microsoft Fabric requires careful selection of integration 

patterns. The right approach depends on data volumes, latency requirements, the specific characteristics of your source 

systems, and the analytical workloads you're enabling. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4: Integration Architecture Pattern 

 

 

ELT Over ETL: A Paradigm Shift 

Traditional data warehousing followed the ETL pattern: Extract data from source systems, Transform it in a separate 

staging environment, then Load it into the warehouse. This approach made sense when compute was expensive and 

transformation needed to happen before storage could accept the data. In the cloud-native world of Fabric, ELT 

(Extract, Load, Transform) often makes more sense. 

With ELT, raw data lands directly in the Bronze layer of OneLake. Transformation happens afterward using Fabric's 

elastic compute—Spark engines that scale automatically, SQL pools that activate on demand. This approach preserves 

the raw source data (invaluable for troubleshooting, compliance, and future use cases you haven't imagined yet), 

leverages cloud-scale compute for transformations, and decouples the extraction process from transformation logic for 

greater flexibility. 
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Change Data Capture: Near-Real-Time Integration 

Batch extraction—the traditional approach of pulling full datasets on a schedule—works for many scenarios but fails 

to meet the real-time requirements of modern analytics. Change Data Capture (CDC) provides an alternative by 

identifying and extracting only the changes (inserts, updates, deletes) that have occurred since the last extraction. 

CDC can work through several mechanisms: reading transaction logs from the Dynamics SQL databases, using 

timestamp columns where available, or leveraging database triggers. The captured changes stream into Fabric where 

they update Delta tables incrementally. The result is data that stays current within minutes rather than hours or days, 

enabling the operational analytics and real-time dashboards that batch processing cannot support. 

Handling Multiple Source Systems 

The typical legacy Dynamics environment includes multiple systems—AX, NAV, GP, CRM—each requiring its own 

integration approach. Data Factory's extensive connector library handles the technical connectivity, but the 

architectural challenge lies in bringing these disparate sources together coherently. 

The recommended pattern establishes separate pipelines for each source system, landing raw data in source-specific 

areas of the Bronze layer. Transformation logic in the Silver layer handles the integration work: conforming business 

keys, resolving entity definitions that differ across systems, building the integrated enterprise view that no single 

source system provides. This separation of concerns—extraction isolated from integration—makes the overall 

architecture more maintainable and resilient to changes in any individual source. 

 

Data Migration Methodologies 

The initial migration of historical data from legacy environments into Fabric is a project unto itself, requiring careful 

planning and methodical execution. A structured approach reduces risk and sets the foundation for ongoing operations. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 5: Data Migration Strategy Comparison 

 

Discovery and Assessment 

Before any data moves, you need a comprehensive understanding of what you're working with. This means profiling 

source data to understand volumes, growth rates, and quality issues. It means mapping dependencies—which reports 

rely on which tables, which downstream processes consume which datasets. It means documenting the transformations 

currently applied in legacy ETL processes so they can be faithfully reproduced or thoughtfully redesigned. 
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Assessment should surface the difficult questions early. How much historical data do you actually need to migrate 

versus archive? Which data quality problems need to be fixed during migration versus accepted and addressed later? 

What reconciliation controls will prove that the migration is complete and accurate? 

Planning and Execution 

Migration planning translates assessment findings into concrete work packages. Define the target architecture in 

Fabric: workspace structure, lakehouse organization, security model. Sequence the migration—which source systems 

first, which subject areas, what dependencies between them. Establish the technical approach for each data domain: 

initial full load strategy, ongoing incremental pattern, transformation implementation. 

Execution itself typically proceeds in waves. Early waves validate the approach with representative data while the 

team builds expertise. Later waves move larger volumes with increasing confidence. Throughout, the focus remains on 

controlled, verifiable progress rather than heroic all-at-once cutover. 

Validation and Cutover 

Validation cannot be an afterthought. Every migration wave should include structural validation (schemas match 

expectations), content validation (record counts reconcile, financial totals balance), and functional validation (reports 

produce correct results, downstream processes work correctly). Automated reconciliation reports comparing source 

and target become essential tools. 

Cutover planning addresses the moment when the new environment becomes the system of record. This includes user 

communication, failback procedures if issues emerge, decommissioning timelines for legacy components, and support 

readiness for the inevitable questions that follow any significant change. 

Lakehouse Architecture and Data Modeling 

How you structure data within Fabric determines whether your modernization investment delivers its promised value. 

The platform's architecture enables a layered approach—the Medallion Architecture—that balances flexibility, 

governance, and performance in ways that traditional warehousing struggled to achieve. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 6: Lakehouse Architecture (Medallion) 
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The Medallion Architecture 

The Medallion Architecture organizes data into three logical layers, each serving distinct purposes. The Bronze layer 

is the landing zone where raw data from source systems—including your Dynamics databases—arrives in its original 

form. No transformations, no cleansing, just the data as it existed in the source. This preservation proves invaluable for 

auditing, troubleshooting, and use cases that emerge after the data has been captured. 

The Silver layer is where the real integration work happens. Data from different sources comes together, conforming 

to common definitions and standards. Duplicates are identified and resolved. Business rules apply. The result is an 

enterprise view of key entities—customers, products, orders, transactions—that no single source system provides on 

its own. 

The Gold layer contains curated, business-ready data optimized for specific analytical use cases. This is where you 

build the data marts that serve finance, operations, marketing, and other business functions. The data here is 

aggregated, filtered, and structured for the questions each audience needs to answer. 

Hybrid Modeling: Data Vault Meets Star Schema 

The Medallion Architecture provides the perfect framework for combining different modeling techniques where each 

is strongest. For the Silver layer—where flexibility, auditability, and accommodation of changing sources matter 

most—the Data Vault 2.0 methodology excels. Data Vault organizes data into Hubs (business keys that identify core 

entities), Links (relationships between entities), and Satellites (descriptive attributes that change over time). This 

highly normalized, insert-only structure handles source system changes gracefully and maintains complete historical 

audit trails. 

The Gold layer, however, serves a different purpose. Business users need data that's intuitive to navigate and performs 

well in analytical queries. Star schemas—with their central fact tables surrounded by descriptive dimension tables—

have proven their worth here over decades. They're easy for business analysts to understand, they perform 

exceptionally well with BI tools like Power BI, and they map naturally to how business users think about their data. 

The hybrid approach feeds Gold layer star schemas from Silver layer Data Vault structures. Each subject area—sales, 

finance, operations—gets its own dimensional model optimized for its specific analytical requirements. This 

architecture provides the robust, auditable foundation that enterprise data management requires while delivering the 

performance and usability that business users demand. 

 

Governance and Security Considerations 

A modern analytics platform is only as valuable as the trust stakeholders place in it. Robust governance ensures data is 

accurate, properly managed, and used appropriately. Security protects sensitive information from unauthorized access. 

In the fragmented environments that preceded Fabric, achieving these objectives often meant juggling multiple tools 

with different capabilities and blind spots. Fabric's unified approach simplifies this challenge considerably. 
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Figure 7: Governance Framework 

 

 

 

Data Governance with Microsoft Purview 

Microsoft Purview integration provides the backbone for governance within Fabric. Automated scanning discovers 

and classifies data across your entire Fabric estate, identifying sensitive information like personally identifiable data, 

financial records, or health information. Sensitivity labels applied through Purview propagate throughout the 

platform—a label applied to a Delta table is respected when that data appears in a Power BI report. 

Data lineage capabilities trace the journey of information from source systems through transformations to final 

consumption. When a business user questions a number in a report, lineage enables tracing that value back through 

every transformation to its origin in the source Dynamics system. This transparency builds trust and simplifies 

troubleshooting when issues arise. 

Effective governance extends beyond technology to organizational structure. Define data ownership clearly—who is 

accountable for the accuracy and appropriate use of each data domain. Establish stewardship roles responsible for day-

to-day data quality. Use Fabric's workspace and domain concepts to reflect these organizational structures within the 

platform itself. 

Security Model and Access Control 

Fabric's security model operates at multiple levels, providing the flexibility to implement least-privilege access 

appropriate to your organization's requirements. Workspace-level permissions control broad access to groups of 

related artifacts. Item-level permissions allow finer control over individual lakehouses, warehouses, or reports. Within 

the compute engines, table-level, column-level, and row-level security enable precise control over what specific users 

can see. 

Data encryption protects information at rest in OneLake and in transit between services. Integration with Microsoft 

Entra ID (formerly Azure Active Directory) enables single sign-on and conditional access policies. Comprehensive 

audit logging tracks who accessed what and when, supporting both security monitoring and compliance evidence 

requirements. 
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For organizations with data residency requirements, Fabric capacities can be deployed to specific Azure regions, 

ensuring data remains within required geographic boundaries. This capability is essential for organizations subject to 

regulations that mandate where personal data can be stored and processed. 

 

Implementation Roadmap 

Translating strategy into execution requires a structured implementation approach that sequences activities 

appropriately, manages dependencies, and delivers value incrementally. While every organization's roadmap will 

differ based on specific circumstances, common patterns emerge from successful modernization efforts. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 8: Implementation Phases Timeline 

Foundation Phase 

The initial phase establishes the architectural foundation and proves the approach with controlled scope. Activities 

include provisioning the Fabric capacity and workspace structure, implementing security and governance policies, 

deploying the initial data pipelines for a representative subset of Dynamics data, and building the first iteration of the 

Medallion layers. This phase should demonstrate end-to-end capability—from source extraction through Bronze, 

Silver, and Gold layers to consumption in Power BI—even if the scope is limited. 

Expansion Phase 

With the foundation validated, the expansion phase broadens coverage across source systems and business domains. 

Additional Dynamics systems are integrated. More subject areas are built out in the Gold layer. The organization 

begins to sunset legacy reporting as Fabric-based alternatives prove their value. This phase typically proceeds in 

waves, each adding new data domains while the team continues to optimize the components already in production. 

Optimization and Innovation Phase 

The final phase shifts focus from migration to value creation. Advanced analytics capabilities— machine learning 

models, real-time dashboards, predictive insights—begin to differentiate the organization's analytical capabilities. 

Performance optimization ensures the platform operates efficiently at scale. Governance matures as the organization's 

data culture evolves. The platform becomes not just a replacement for legacy systems but a foundation for capabilities 

that weren't previously possible. 
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Performance and Cost Optimization 

Moving to a cloud-native platform like Fabric changes the performance and cost equation fundamentally. The auto-

scaling capabilities, serverless compute, and unified capacity model create opportunities for optimization that simply 

didn't exist in the on-premises world. Realizing these benefits requires understanding how to leverage the platform's 

characteristics effectively. 

Performance Optimization Techniques 

Fabric's Synapse engines incorporate automatic optimization capabilities that reduce manual tuning requirements. V-

Order, a write-time optimization applied to Delta files, dramatically improves read performance for BI and SQL 

workloads. Direct Lake mode in Power BI queries these optimized files directly, delivering import-mode performance 

without the overhead of data duplication and scheduled refresh. 

Beyond automatic optimizations, deliberate architectural choices impact performance significantly. Partitioning large 

tables appropriately enables query engines to scan only relevant data. Materialized views in the Synapse Data 

Warehouse precompute expensive aggregations. 

Result set caching avoids redundant computation for repeated queries. The Medallion Architecture itself is a 

performance optimization—Gold layer structures are specifically designed for the query patterns business users 

require. 

Cost Management Strategies 

Fabric's capacity-based pricing consolidates costs that would otherwise be scattered across multiple services. 

Organizations purchase capacity pools that serve all Fabric workloads, simplifying budgeting and eliminating the 

complexity of tracking separate service costs. The unified model also enables more efficient resource utilization—

capacity serves different workloads at different times rather than sitting idle when specific components aren't in use. 

Practical cost management requires visibility and discipline. The Fabric Capacity Metrics app provides detailed 

monitoring of resource consumption, enabling identification of inefficient workloads and right-sizing decisions. 

Scheduling non-critical jobs during off-peak hours spreads load and can reduce peak capacity requirements. 

Development and test environments can be paused when not in use, eliminating cost accumulation for inactive 

resources. Query optimization—avoiding unnecessary full table scans, leveraging incremental processing— translates 

directly to cost efficiency. 

 

Change Management and Adoption 

Technology modernization succeeds or fails based on how well organizations manage the human dimension of 

change. The most technically elegant Fabric implementation delivers no value if users don't adopt it, if teams don't 

build skills to operate it, or if organizational resistance undermines the transformation. Thoughtful change 

management is as important as thoughtful technical architecture. 

Evolving Roles and Skills 

The shift to Fabric requires evolution in how data professionals work. ETL developers accustomed to specific on-

premises tools need to learn Data Factory pipelines and Dataflows Gen2. Database administrators shift focus from 

managing server infrastructure to optimizing workloads and governance within the service. Business analysts gain new 

capabilities through Direct Lake mode and Data Activator but need training to leverage them effectively. 

A comprehensive training program addresses these skill transitions. This means not just technical training on Fabric 

features but practical enablement focused on how work actually gets done in the new environment. Hands-on 

workshops, sandbox environments for experimentation, and access to learning resources support the transition. 

Identifying and investing in enthusiastic early adopters creates internal champions who can support their colleagues 

through the change. 
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Building a Center of Excellence 

A Center of Excellence (CoE) provides the organizational structure to sustain modernization beyond the initial 

implementation. The CoE establishes and maintains best practices— architecture patterns, coding standards, 

governance procedures—that ensure consistency as the platform grows. It provides support and enablement to 

development teams across the organization. It monitors the platform's evolution, evaluating new Fabric capabilities 

and determining how the organization should adopt them. 

The CoE also serves as the voice of data platform strategy to leadership. It articulates the business value being 

delivered, advocates for continued investment, and ensures that modernization efforts remain aligned with 

organizational priorities. Without this advocacy function, even successful implementations can wither as 

organizational attention moves on to other initiatives. 

 

Best Practices and Recommendations 

Successful modernization efforts share common characteristics that distinguish them from projects that struggle. The 

following recommendations synthesize lessons learned from organizations that have navigated this transformation 

effectively. 

Start with strategy, not technology. Before touching Fabric, invest in understanding your current state and articulating 

your desired future. What business outcomes are you trying to achieve? What are the most painful constraints in your 

current environment? Which analytics use cases matter most to the business? The answers to these questions should 

drive technology decisions, not the other way around. 

Embrace the lakehouse paradigm fully. The Medallion Architecture isn't just a recommended pattern—it's fundamental 

to realizing Fabric's benefits. Commit to the discipline of Bronze, Silver, and Gold layers. Use appropriate modeling 

techniques at each layer. Resist shortcuts that seem expedient but undermine the architecture's long-term value. 

Prioritize data quality from the start. The temptation to defer data quality work is strong, but it creates compounding 

problems. Bad data in Bronze becomes bad data in Silver becomes bad insights in Gold. Establish data quality rules 

early, implement them in your transformation logic, and monitor them continuously. 

Invest in people at least as much as technology. Technical platforms don't deliver business value—people using 

platforms deliver business value. Budget for training. Allocate time for learning. Celebrate early adopters. Patience 

with the learning curve pays dividends in long-term adoption. 

Govern from day one. Retrofitting governance into an established platform is far harder than building it in from the 

start. Implement Purview integration early. Define security policies before loading sensitive data. Establish lineage 

tracking as pipelines are built. Document data definitions as entities are created. 

Deliver value incrementally. Multi-year projects that promise transformation at the end fail more often than they 

succeed. Structure your roadmap to deliver meaningful business value in months, not years. Early wins build 

momentum, demonstrate ROI, and maintain organizational support for the journey ahead. 

 

Conclusion 

The evolution from legacy Enterprise Data Warehouses to modern, cloud-native platforms is not optional for 

organizations that intend to compete on the basis of data-driven decision making. The constraints of traditional 

architectures—the rigidity, the silos, the inability to scale or respond to real-time requirements—have become too 

severe to tolerate. The data locked in legacy Dynamics systems represents enormous latent value; unlocking it requires 

modern infrastructure designed for the task. 

Microsoft Fabric offers a genuinely compelling path forward. Its unified architecture addresses the fragmentation that 

has plagued enterprise analytics for years. OneLake eliminates the data duplication and movement that has consumed 

so much effort. The integration of data engineering, warehousing, science, and visualization into a single platform 
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simplifies operations and accelerates time to insight. Direct Lake mode and the broader lakehouse paradigm resolve 

longstanding trade-offs between flexibility and performance. 

Yet technology alone does not determine outcomes. The organizations that will succeed in this transition are those that 

approach it strategically—honest about their current state, clear about their objectives, realistic about the resources 

required. They will choose modernization strategies appropriate to their context rather than following industry hype. 

They will invest in their people, recognizing that platforms are only as valuable as the skills applied to them. They will 

govern thoughtfully, building trust in data that earns its place at the center of decision making. 

The journey from legacy constraint to modern capability takes time, investment, and commitment. There will be 

setbacks and surprises along the way. But organizations that navigate this transformation successfully will emerge 

with data infrastructure that enables rather than constrains—infrastructure that answers today's questions while 

remaining adaptable to tomorrow's challenges. In a business environment where competitive advantage increasingly 

flows from data, that capability is worth the journey. 
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