For organizations evaluating modern data architectures, the term lakehouse often comes up as a promising
hybrid approach that blends the best of traditional data warehouses and data lakes. Yet as you engage vendors
claiming lakehouse expertise—whether they pitch solutions built on Azure Synapse, Microsoft Fabric, Databricks,

or even Snowflake's evolving feature set—the critical question remains: how do you verify they have real,

verifiable delivery evidence with measurable outcomes?

In this detailed guide, I'll share my experience from 11+ years running migrations from separate lakes and
warehouses to unified platforms on Azure and AWS, including lakehouse projects. You'll learn the practical
checklist, red flags, and evaluation lenses to identify vendors who truly deliver—not just pilots or fluffy “Al-ready”

claims.

Lakehouse vs Warehouse vs Data Lake: Why This Matters for
Verification

Understanding the underlying architectural distinctions is foundational when vetting vendor case studies:

e Data Lake: Stores raw, unstructured or semi-structured data, optimized for cost and scale but lacks strong

transactional or governance capabilities.

e Data Warehouse: Structured, cleansed, and modeled data optimized for business intelligence queries with

rigorous governance, schemas, and indexing.

* Lakehouse: Combines the openness and scale of data lakes with data management and governance

capabilities of warehouses via an integrated storage and query engine.

Many vendors conflate lakehouse success stories with traditional warehouse or lake projects. Look for case studies

specifically demonstrating:



¢ Unified data storage with ACID transactional support

® Governed semantic models spanning multiple data domains
® Use of open file formats like Delta Lake or Apache Iceberg
e Continuous integration/continuous deployment (Cl/CD) and infrastructure as code (laC) enabled pipelines

e Multi-cloud or hybrid cloud environment implementations

Databricks and Snowflake: Assessing Delivery Depth in Lakehouse
Contexts

Databricks and Snowflake dominate the modern analytics landscape but offer different paths to lakehouse

realization. Here's how you validate depth beyond marketing:

Databricks
¢ Verify Use of Delta Lake: Do case studies showcase implementation of Delta Lake with time travel, schema
enforcement, and data versioning?

e Multi-Workload Support: Look for delivered projects that unify Bl, Al/ML workloads, and streaming within a

single platform.

¢ Automation and Testing: Check if the vendor demonstrates automated CI/CD pipelines for ETL and data

quality tests.

* Integration with Azure ML, Synapse: Evidence of leveraging Azure's ecosystem is a plus, especially

Microsoft Fabric integration in recent projects.

Snowflake
¢ Hybrid Architecture Confirmation: Snowflake's data lake integration capabilities (Snowpipe, external tables)
should be evident, not just siloed warehouse use.

* Governance Framework: Are fine-grained access controls, tagging, and lineage built into production

workloads?

* Semantic Layers: Validation that business semantic layers and shared data catalogs have been deployed.



® Cross-Cloud Deployments: Proof of deployments across AWS, Azure, or GCP in the same project adds

credibility.

Azure and AWS Implementation Experience: The Real-World Test

Implementing lakehouse solutions in cloud platforms is complex. Vendors with real delivery experience

demonstrate nuanced understanding of:

Aspect Azure (Microsoft Fabric / Synapse) Example AWS Example Storage Layer Use of Azure Data Lake Storage
Gen2 with Delta Lake format; integration with Microsoft Fabric's OnelLake. S3 + AWS Lake Formation with Delta
Lake or open formats like Apache Iceberg. Compute Engines Azure Synapse Serverless Pools, Databricks Spark
clusters orchestrated with Azure Data Factory. EMR clusters with Apache Spark, Athena serverless queries.
Orchestration and CI/CD Use of Azure DevOps pipelines to deploy infrastructure as code and automations.
CloudFormation or Terraform scripts combined with CodePipeline/CodeBuild. Governance and Security Azure
Purview for data catalog and lineage; Azure AD role-based access controls. AWS Glue Data Catalog and Lake

Formation permissions.

Case studies that detail these specifics with client names (preferably referenced clients) and measurable KPIs are

gold standards to seek.

Governance, Lineage, and Semantic Modeling: The True Test of
Lakehouse Delivery

It's easy to build a data pipeline. It's much harder to operationalize governance and semantic consistency—which

is why | always ask:

* Where does lineage data live? Is there a central catalog (e.g., Azure Purview, Databricks Unity Catalog)

managing data provenance?
* Who owns data quality testing? Is testing automated within CI/CD or ad hoc manual validation?

® Is there a shared semantic model? How do they implement business glossaries, data domains, and trusted

datasets?

* Are access and security policies declaratively enforced? Look for references to fine-grained RBAC or

attribute-based controls.

Vendors that skip these foundational layers or provide vague answers without tooling and process details should
raise red flags.

Checklist: How to Verify a Vendor’s Lakehouse Case Studies

1. Request Documented Case Studies with Reference Clients: Don’t accept anonymous successes. Ask for

client contacts or public references.

2. Look for Measurable Outcomes: KPIs such as query performance improvements, cost savings, data

freshness latency reductions, or data quality improvements.

3. Confirm Architectural Details: Check specific cloud services, formats, governance tooling, and automation

frameworks implemented.
4. Probe Lineage and Data Quality Ownership: Ask who builds/maintains tests and where results live.
5. Validate CI/CD and laC Practices: Do they have repeatable pipelines for deploying lakehouse artifacts?

6. Be Wary of Pilot-Only Stories: Ask for scale and scope beyond proofs of concept.



7. Require Semantic Layer Implementation: How is shared semantic business logic delivered to analysts and

apps?

Common Red Flags | Keep on My Vendor Proposal Watchlist

® Pilot-only success stories with no scale or production metrics.
® Vague "Al-ready” claims without governance or lineage discussions.
® Architecture diagrams showing layers but no semantic modeling or test automation.

* References to lakehouses that ignore CI/CD or infrastructure as code.

Absence of documented reference clients or unwillingness to share them.

Conclusion

Validating a vendor's real lakehouse delivery experience requires digging beneath marketing claims and
https://www.suffolknewsherald.com/sponsored-content/3-best-data-lakehouse-implementation-companies-2026-
comparison-300269c¢7 pilot anecdotes. Focus on verifiable delivery evidence, reference clients, and measurable,

repeatable outcomes that demonstrate governance, lineage, semantic modeling, and cloud-native best practices.

Next time you engage teams offering lakehouse solutions on Databricks, Microsoft Fabric, Azure Synapse, or
Snowflake, keep this framework handy to separate genuine expertise from buzzword bingo. Your production

incidents and business users will thank you.

If you want a sample vendor questionnaire or detailed checklist template I've used in real-world evaluations, let me

know — happy to share!



