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Project 
Manager?

Developer?



●
●
●
●
●

How?
Sample project + Background + Phases



In one word, describe it. ☺
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nexus-travel.com



This is taken from the multilingual demo on Drupal.org. See it: https://www.drupal.org/project/multilingual_demo

https://www.drupal.org/project/multilingual_demo


●
●
●
●
●
●



●
●
●
●
●
●
●
●

Node

Node

User

User

Commerce entities

Media entity

Taxonomy

Blocks



●
●

●

●





They are easy, right?



●
●
●
●
●
●



●
● →
● →
● →
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Real life:
Your project may use all types.



●
●

Real life:
Your project may use both types.



●
●
●

Real life:
HOW MANY FILES?!!

SOOOOO MUCH CONTENT!!!

Program

Manual

Program + Manual



●
●
●
●

Hmm…..

Thank you, community!

Real life:
Your project may use many types.

Hmm…..

Hmm…..



●
●
●
●

Files directory structure

Can’t mv / files.

Real life:
Legitimate impacts to planning.

Memory, debugging

Transfer speeds, firewalls



● long
● after-hours
● INCREDIBLY
● required
● intense

Real life:
Who likes to work like this?



●
●
●  
●
●

Real life:
Where do you get these people?

Plan and educate

Access source data

Develop migration code

Run migrations / recover from failure

Test the migrated data



●
●
●
●
●
●
●
●



Make it easier on your team.

Simplify where you can.



No cell left behind.



Migrations have a 
lot of moving parts.

Details 
Shmetails.



A spreadsheet is a custom DB 
table(s) w/ all variables.



27



Thorough planning 
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And the numbers prove it.
Let’s do the math!

and 
vigilant management 

leads 
to

 project success. 





Waterfall:
●
● Sign-off

Agile:
●
● acceptance



Production migration.
Phases 8 - 10

Building.
Phases 4 - 7

Getting started.
Phases 1 - 3







1. Pre-project education
2. Audit for migration
3. Discovery

Getting started.
Phases 1 - 3



Goals:
●
●
●

Real life:
It is ready when it is ready.



Migration projects take:
●
●
●
●
●



Nexus Travel:
● Undefined risk to schedule
● Aggressive schedule impact

work-life balance

● Mitigate expectations new 
launch dates



Goals:
●
●
●
●



Artifacts:
●
●
●
●
●
●
●
●



Artifacts:
●
●
●
●
●
●
●
●

DNS, DNS, 

DNS!



Lessons learned:
●
●
●
●
● No cell left behind!! Blank != N/A
●
●



Name / Feature Entity type Source Complexity Count

Members user profile fields, multiple roles 50,000

Lots of pretty pictures files + media Disorganized, bad file names 60,000 / 65,000

Many vocabularies taxonomy Heavily tagged content 20

Many terms taxonomy Heavily tagged content 800

Basic Page node 200

Locations node each: 5 pictures, 150 fields, node 
hierarchy, many specialized fields - geo 
location

3,000

Vendors node specialized users + roles + permissions, 
media, locations

300

Trips node 150 fields, many relationships 15,000

Ads blocks 1,000

Share Your Trip node multiple pictures and videos 5,000

Commerce commerce entities 2,325,000

Aliases / Redirects alias / redirect 720,320 / 1,440,640



Goals:
●
●
●
●

Tools:
●



Artifacts:
●
●
●
●



Nexus Travel:
●
●
●

●





4. Architect the new site
5. Migration mapping
6. Development phase
7. Pre-production migration

Building.
Phases 4 - 7



Goals:
●
●



Artifacts:
●
●
●
●



Lessons learned:
● ENTITY
● Media at least two passes
● MUST  EVERYTHING
● DO NOT

Ever.



Nexus Travel:
●
●

●



Goals:
●
●
●



Artifacts:
●
●

○ →
○ →
○



Lessons learned:
●
●

○
○ → →

● →



Nexus Travel:
●

●

●



Goals:
●
●
●
●
●



Artifacts:
●
●
●
●
●



Considerations:
●

●
●
●

●



Lessons Learned:
●
●
●
●
●
●



Nexus Travel:
●
●

●



Name / Feature Full Migration Time Developer Migration Notes Count

Members 10 min - 90 min* 50,000

Lots of pretty pictures 16 hours* file copy down from source + file cleanup 
+ file copy up to destination + number of 
gigs/internet speed from both ends

60,000 / 65,000

Many vocabularies 2 min Heavily tagged content 20

Many terms 4 min Heavily tagged content 800

Basic Page 2 min 200

Locations each: 5 pictures, 150 fields, node 
hierarchy, many specialized fields - geo 
location

3,000

Vendors specialized users + roles + permissions, 
media, locations

300

Trips 60 min - 120 min lots of joins! 15,000

Ads blocks 1,000

Share Your Trip 250 min* memory leak, run in batches 5,000

Commerce 2,325,000

Aliases / Redirects 720,320 / 1,440,640



Goals:
●
●
●
●

Artifacts:
●
●



Nexus Travel:
●

What happens now?
●
●

● Migrate ++, Cost ++,  Time ++





PER MIGRATION

Total overage hours: 
Total overage cost: 
Total overage time: 





8. Site testing and migration audit
9. Go live!!!!!!!!

10. Post-launch validation

Production migration.
Phases 8 - 10



Goals:
●
●
●



Artifacts:
●
●
●
●
●
●



Lessons learned:
● Moment of Truth

Non-live Production
REAL

● Rollback can be painful

● Do not run migrations
until they have passed testing



Nexus Travel:
●
●

What happens now?
●
●

● Migrate ++, Cost ++,  Time ++



PER MIGRATION

Total overage hours: 
Total overage cost: 

Total overage time: 



Goals:
●

Artifacts:
●
●

DNS, DNS, 

DNS!



Lessons Learned:
●
●
●
●
●
●



Nexus Travel:
●
●
●

●
●



Goals:
●
●

Lessons Learned:
●
●



Artifacts:
●
●
●
●



Nexus Travel:
●
●
●



●

●

●


