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No one gets excited about 
a migration project
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Getting a migration right 
*matters*
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https://www.theguardian.com/business/live/2018/apr/24/tsb-online-banking-
troubles-uk-public-finances-business-live
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“Your ability to migrate can easily 
constrain you overall velocity”

https://lethain.com/migrations/
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• Moving to the Cloud 



sarahwells.dev

• Moving to the Cloud 
• Adopting microservices 



sarahwells.dev

• Moving to the Cloud 
• Adopting Microservices 
• DevOps/Empowered Teams
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Remove dependencies if you want 
to move faster
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https://medium.com/ft-product-technology/making-a-request-to-the-financial-
times-b2119a2f422d
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Migrations are all about managing 
dependencies
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A migration story…
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“The decision has been made to 
stop work on the project”
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Cost savings were an illusion
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“I’m not sad or disappointed”
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“It’s actually a remarkable thing to 
have the confidence to stop 
something”
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“We learnt a lot and that will result 
in positive changes”
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🙌
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Timing is important
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Understand what your goal is
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It’s not a failure to cancel a 
migration 
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How to give yourselves 
the best chance of success
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Communication

Empathy

Clarity
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Clarity
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Why are you doing this?
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What is the finish line?
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Who needs to do work outside 
your own team?
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What context are they working in?
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What is the consequence of failing 
to hit the finish line?
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Communication

Clarity
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Be very very clear about: 
• What exactly people need to do 
• When they need to do it by 
• What will happen if they don’t do it 

by then
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https://jchyip.medium.com/why-aligned-autonomy-is-an-ongoing-struggle-
efa62e272d5d
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Use every channel you can
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Tech Governance Group: 
For discussing tech changes with 
broad impact
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“Dear specific person…”
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Communication

Empathy

Clarity
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Nudge theory: the idea that minor 
changes to the way things are 
presented can influence people’s 
behaviour
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    https://www.behaviouralinsights.co.uk/wp-content/uploads/2015/07/  
    BIT-Publication-EAST_FA_WEB.pdf
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Easy: 
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Easy: 
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• Visualise their progress 
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Easy: 
• Remove dependencies on YOU 
• Visualise their progress 
• Do the work for them!
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Attractive
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Attractive: 
• Make it clear what they and/or 

the organization get from this 
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Attractive: 
• Make it clear what they and/or 

the organization get from this 
• Give them something better (if 

you can)
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Social
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Social: 
• Show them how they compare to 

others 
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Social: 
• Show them how they compare to 

others 
• Encourage a public commitment 
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OKRs: 
• an objective—a clearly defined 

goal 
• 3–5 key results—specific measures 

used to track the achievement of 
that goal
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Timely
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Timely: 
• Pick the right time 
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Timely: 
• Pick the right time 
• Help people make a plan 
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Timely: 
• Pick the right time 
• Help people make a plan 
• Focus on immediate costs and 

benefits
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Communication

Empathy

Clarity
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Make sure you finish the 
migration
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Two milestones
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1: The new service is used for new 
use cases, the old service is 
deprecated
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2: The old service is no longer 
being used and can be 
decommissioned
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Define DONE right at the start
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Agree on an end date
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🙌
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Will Larson: https://lethain.com/migrations/ 

Gergely Orosz: https://newsletter.pragmaticengineer.com/p/migrations

https://lethain.com/migrations/
https://newsletter.pragmaticengineer.com/p/migrations

