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Space to experiment

Migration Project

“How will you unblock  
dependency X, Y and Z”

“Is this the most impactful thing  
to be worked on”

“Have you asked manager X  
whether we should prioritise this”

“We don’t have the expertise  
or context on this system”

“How long will it take” “How much can we put  
it off”
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Space to experiment

“I will be spending a timeboxed <n> days/weeks investigating  
the migration from X to Y” 

 
“You can track my progress in this living document here”

Migration Project
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Space to experiment

Experiment with no-regrets code in  
the shadows
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Navigating stakeholders

Run reviews to build consensus, understand issues,  
share knowledge and get feedback



@suhailpatel | StaffPlus London 202313



@suhailpatel | StaffPlus London 202314

Navigating stakeholders

Be intentional in space and time to execute
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Feedback

Be very explicit with blocking vs non-blocking feedback
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Migration ownership

Centralised Team  
handling it all

Fan out to  
different teams
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Migration Procedures

Points of no return Rollback stepsRisks
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Coherence checking

service.streams-publish-
coherence

service.streams-consume-
coherence
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rules: 
 - id: no-print-usage 
   pattern: print($X) 
   message: Use logging.debug() instead of print() 
   severity: INFO 
   fix: logging.debug($X) 
   languages: 
     - python 

https://semgrep.dev
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Automated migration tooling

service.amazon-keyspaces-
migrator

Announce Start of Migration
Validate Service Deployed Recently

Freeze Migrations
Preflight Checks
Create Keyspace
Validate Schema

Initialize Migration Proxy
Enable Shadow Traffic
Validate Shadow Traffic
Send Queries via Proxy
Send Queries via Proxy

Validate traffic
Backfill Data

Switch Database
Wean Queries from Proxy

Unfreeze Migrations
Announce Migration Finish
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Automated migration tooling
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Tier 3 services

Tiered migration

Tier 2 services Tier 1 services Tier 0 services

Systems that support  
our core

Services that run  
behind the scenes 

Systems for running  
our platform

Services for core  
banking needs
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Normalizing incidents
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Normalizing incidents

Your reaction to incidents can make or break trust
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Celebrate the wins
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