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In the world of data engineering and business intelligence, commissioning a system or process 

is more than just turning it on and checking if it works. Commissioning should validate that the 

system performs as intended, under the right conditions, and aligned with business 

goals. Too often, commissioning checklists are treated as a one-time event—filled out for 

compliance, then forgotten. But the organizations that excel in data quality, BI insights, and 

process optimization know that commissioning is not just a box to tick. It’s a repeatable 

practice that sticks. 

 

Why Commissioning Matters in Data 

When data systems go live—whether it’s a new ETL pipeline, BI dashboard, or machine 

learning model—there’s risk. Risk of: 

•    Poor data quality (duplicates, missing values, schema mismatches) 

•     Incorrect insights that mislead decision makers 

•   Operational inefficiencies from brittle processes 

•     Compliance gaps that expose the business to regulatory issues 

A commissioning checklist is the first line of defense. Done well, it becomes part of the data 

quality framework and ensures teams don’t just validate technical completeness but also 

business usefulness. 

 

Building Commissioning Checklists That Stick 

The most effective checklists balance technical rigor with business alignment. Below are the 

four anchors: 

1. Data Quality Validation 

Commissioning must include rule-based checks beyond “data loads without error.” Examples: 

•    Schema validation (field types, constraints, nullability) 

•    Referential integrity (keys align across tables) 



•    Threshold rules (e.g., reject if null rate > 5%) 

•    Business rules (e.g., customer status must be active, canceled, pending, 

investigation) 

These checks create early data observability, preventing downstream chaos in BI reports. 

 

2. BI Alignment 

A commissioning checklist should confirm that business intelligence outputs make sense: 

•       Dashboards show correct aggregates (e.g., revenue totals reconcile with finance 

records) 

•    Filters and drilldowns work without breaking relationships 

•        KPIs align with executive reporting definitions 

This ensures that once the system is live, business users trust the insights. 

 

3. Process Optimization 

Too often, commissioning ends at “does it work?” Instead, ask: “Does it work efficiently?” 

•        Processing time within SLA (e.g., ETL completes in < 45 min) 

•     Automation validated (no unnecessary manual touchpoints) 

•      Error handling & retry mechanisms are tested 

This step transforms commissioning from a launch milestone into a continuous improvement 

driver. 

 

4. Data Engineering Sign-off 

Finally, commissioning must be owned by data engineering teams, not just auditors. A sticky 

checklist involves: 

•           Version control of checklist items (no ad hoc spreadsheets) 

•                                                    Joint sign-off from data engineers + data quality analysts 

•     Integration into CI/CD pipelines (so every deployment is commissioned 

automatically) 

When embedded in engineering workflows, the checklist becomes part of the culture—not just 

compliance. 



 

Making It Stick         

A commissioning checklist that sticks have three qualities: 

1. Repeatable – stored in a standardized template or automated tool, not hidden in 

someone’s email. 

2. Measurable – tied to KPIs and DQ metrics (completeness %, SLA adherence, 

dashboard adoption). 

3. Visible – shared across engineering, BI, and governance teams so accountability is 

clear. 

Organizations that embed commissioning into their data lifecycle reduce firefighting, improve 

trust in data, and accelerate BI adoption. 

 

Closing Thoughts 

Commissioning should not be a checkbox at go-live. It is a living practice that ensures systems 

deliver high-quality data, optimized processes, and reliable business intelligence. By designing 

checklists that focus on data quality, BI outputs, and engineering rigor, organizations move 

from launching systems to sustaining trust. 

    The best commissioning checklists aren’t just filled out. They stick. 

 


