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The riskiest feature you’ll ever
release is a whole platform.

De-Risking a Legacy CRM Migration in Life Sciences

Feature-flag-driven rollout for a governed patient engagement platform
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01 - THE PROBLEM

Why CRM migrations fail differently

Identity

A CRM isn’t an application. It’s a
hub.

Integrations

Most dependencies live in field names,
nightly jobs and workflows nobody
remembers.

Communications THE REAL RISK

Blast radius

Dashed: dependencies that are rarely

Analytics Consent documented
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01 - THE PROBLEM

The big-bang migration trap

Data, integrations, users and
comms move at once
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MIGRATION WEEKEND
Data -
Integrations -
Users =

Communications =

Rollback?

Rollback means un-migrating
changed data

Point of no
return

New platform

Problems surface after the point of

no return
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02 - THE PIVOT

What if migration behaved like a release?

Deployment _ ,
DEPLOYED - configured - integrated - data loaded
the new platform exists
Activation
people and workloads depend
on it
@ Feature flags 22 Canary releases BB Ble/green sl Progressive rollout

What if we applied the same separation to a platform migration?
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03 - FEATURE FLAGS AS A CONTROL PLANE

T h em ig ra tio nNecon tro I p Ia ne Rollout decisions live outside the code.

Internal users People & records Channels Integrations

MIGRATION CONTROL PLANE Which path, right now?

Cohort Capability Channel Region Integration Data domain Workflow

Implemented as: flag service + SDK (e.g. OpenFeature) - gateway routing rules - config tables - segment eligibility

Legacy CRM New platform

!

4[ Observability - Reconciliation - Audit ]
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04 - PATTERNS

The migration state machine

Legacy disabled

Legacyonly ——> Shadow —> Dual run —> Pilot New primary .
disabled
w. R v, L7 . o
rollback

Acts: legacy Acts: legacy Acts: legacy Acts: new, one Acts: new Acts: new

New platform New observes real Both fed and cohort Legacy still fed for Legacy retired after
deployed, dark inputs reconciled Legacy is a warm rollback exit criteria

fallback

Every transition: entry criteria + a way back & Only one-way door: legacy disabled
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04 - PATTERN 1

Cohort-based rollout

100% Better cohort keys

2 Team

n
)

50%

o
=
[}

Segment

Data complexity

Workflow

20%

5%

Region

vV & & @

Channel

gate gate gate

Sticky and deterministic: recorded, changed only on

record_id —)> hash(stable ID) —)> bucket 07 - pilot
purpose
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04 - PATTERN 2

I N teg ra tio NnNrou ti 1] g Cutover becomes a config change.

[ CONTROL PLANE ]

0

| evaluate

Web sign-up Legacy CRM L __

Routing layer

Enrollment update
integration + cohort

New platform

Consent change

1
1
1
1
1
1
[
v

Reconciliation store
@ Correlation IDs S Idempotent writes Q_ Dedupe by key ® Retries + DLQ [ S J
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04 - PATTERN 3

Shadow mode and dual run

Legac .
— gacy ' > 22 Outcome delivered
system of action

DIFF MONITOR
® Match

Mismatch

Production event Compare

Under review

\

' New platform '

———3 : Side effects suppressed
7

I shadow mode

v Same identity? v Same segment? v Same consent outcome? v Same next message?
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05 - OBSERVABILITY

Observability is part of the flag

(@

Flag Telemetry

Missing one of the four? Then you have a switch, not a control.

ILLUSTRATIVE - error rate by flag state

- auto-revert

threshold

flag = legacy
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Threshold

BEYOND SRE SIGNALS
API errors
Recon mismatches

Stalled workflows

Data-quality issues

<==
Rollback

Latency
Duplicates
Message failures

Support tickets
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06 - GOVERNANCE

Regulated environments change the rules

A flag change is a change to where
sensitive data flows.

AUDIT LOG
who - when - flag - from = to - change

a91f - 14:02Z - route.consent - legacy - new - CHG-20260

A Keep sensitive data out of flag context and telemetry.

Use opaque IDs.
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Data lineage

Deterministic
rollback

Access control

Change approval

Consent

Auditability
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06 - GOVERNANCE

Feature flags can become technical debt

Nested conditions
stale flags

Inconsistent routing Config sprawl

Hidden dependencies

Knight Capital, 2012: a repurposed flag reactivated retired code on one
server (SEC order, 2013).
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FLAG PASSPORT

Owner
Purpose
Created
Retire by
Depends on
Monitor

Rollback

Never reuse a flag.

migration.consent-sync

CRM Platform Engineering

Route consent sync to new platform
Week 0 of rollout

30 days after 100% rollout

cohort.assignment

Mismatch rate below 0.5%

Route back to legacy
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07 - ROLLBACK

The kill-switch principle

Profile updates

Consent sync

New platform - primary

Web forms

Reporting © Every other capability keeps running

Reminder workflow (’

(® How quickly can we stop? Legacy path - warm takes back this one workflow

Kill switch is drilled, with a known On-call can flip it without a
4, Legacy path stays warm 00

propagation time = meeting
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08 - THE PLAYBOOK

A practical migration playbook

01 Map _ 02 Flag _ 03 Shadow
Inventory units Owned + reversible No side effects
oz Retire Per capability, not per program. 0 Compare
Remove flags, legacy Different capabilities can sit at different stages at once. Reconcile diffs
07 Expand B o6 Observe ” 0s Pilot
Through gates Against thresholds Small cohort first
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09 - CLOSE

Platform migrations don’ t have to be single,
irreversible events.

Profiles Consent Email SMS Web forms Reporting Identity Analytics
01 02 03
Treat migration as progressive Use flags to shrink blast radius Design rollback and observability
delivery before rollout

No single weekend should be able to hurt you.
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All examples in this talk are hypothetical.
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