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“Shipping first time code is like going into
debt. A little debt speeds development so
long as it is paid back promptly...”

— Ward Cunningham, 1992
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Agenda

1. Under-abstracting
2. Under-scaling
3. Throwaway code
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EDIT

GET STARTED

Home

GET STARTED
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Frontend

Renderer

Backend

Analytics List Manager

Email Email
Delivery Renderer

Email
Persistence

Templates
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Frontend

Backend

Renderer

Email
Persistence

Templates
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Revenue

April launch

June launch

Time
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[ ] @ %) Email Marketing - Email Templa' X +

C O B nhttps:/fwww.squarespace.com/email-marketing BBy L e o %

@ SQUARESPACE PRODUCTS v TEMPLATES RESOURCES v

MARKETING TOOLS > EMAIL MARKETING K \
Email . |

marketing

Collection

Squarespace Email Campaigns offer a unique
way for you to grow and communicate with
your audience while staying true to your
brand and design.

GET STARTED

Email layouts

Just like Squarespace has curated stunning
website designs for every purpose, there’s an
email layout for any audience.

Enjoy 15% Off with code GIFTGUIDE15
(7™
way

Your Logo Your Logo

Without you, there is
no Site Title.
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Cut the right corners:
the difference between good and bad debt
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LB @ Squarespace Campaigns

(& @ https://newsletters-prod.squarespace.com/config/marketing/campaigns * © o ® B ¢

< Marketing

s gy Whether you have 10
subscribers or 10,000,
we have a plan for you.

Sent

Automations

Mailing Lists

Sender Profiles

SELECT A PLAN >

Last Campaign Performance

1

Z

Squarespace Internal Site 100% 100% 0

Delivered Opened Clicked




Simple Content Management System (CMS) mockup

(] ( ] & @ New Tab X +

C Q_ Search with DuckDuckGo or enter address &

Hero image content management system

Image file Select

Update hero image




Content management
system requirements

e Backend REST APIs
e Frontend (React?)

Figurative CMS system diagram
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Content management
system requirements

Backend REST APIs
Frontend (React?)
File upload validation
Image storage
Authentication
Permissions

Figurative CMS system diagram
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Content management
system requirements

Backend REST APIs
Frontend (React?)

File upload validation
Image storage
Authentication
Permissions

Logs, metrics, and alerting
Runbooks

Tests

Error handling

Figurative CMS system diagram
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Figurative CMS system diagra

Frontend
Renderer Ul

Backend

List Email
Manager Persistence

Email

Renderer BRI
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LB @ Squarespace Campaigns

(& @ https://newsletters-prod.squarespace.com/config/marketing/campaigns * © o ® B ¢

< Marketing

s gy Whether you have 10
subscribers or 10,000,
we have a plan for you.

Sent

Automations

Mailing Lists

Sender Profiles

SELECT A PLAN >

Last Campaign Performance

1

Z

Squarespace Internal Site 100% 100% 0

Delivered Opened Clicked




Jeremy D. Miller L 4
@jeremydmiller - Follow
Reminder, any extensibility point that's

never used isn't just wasted effort, it's likely
to also get in your way as well

10:42 AM - Feb 20, 2015 ®

® 113 (2 Copylink

Read 8 replies
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Maintenance
cost over time

Value
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You aren’t gonna need it (YAGNI)

IT TOOK SOME EXTRA
WORK TO BUILD BUT
NOW WE'LL BE ABLE
TO USE IT FOR ALL. OUR
FUTURE PROJECTS.

)

LETS NOT OVERTHINK IT;
IF THIS CODE 15 STiLL IN
USE THAT FAR IN THE
FUTURE, WE'LL HAVE
BIGGER PROBLEMS.

3

HOW TO ENSURE YOUR
CODE IS NEVER REUSED

HOW TO ENSURE YOUR
CODE UIVES FOREVER

- Randall Munroe https://xkcd.com/2730/



if (Date.now() >= NEW_CONTENT_DATE) {

return
} else {
return

}

‘new-content.png’

‘old-content.png’
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ing

Under-abstract
by hardcoding

9.

t help us YAGNI

Does
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ing

Under-abstract
by hardcoding

Does it help us YAGNI

9.

Is Git an acceptable UI
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ing

Under-abstract
by hardcoding

Does it help us YAGNI?
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Is the build and deploy

pipeline fast?
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“If it hurts, do it more frequently, and
bring the pain forward.”

— Jez Humble

Continuous Delivery: Reliable Software Releases
Through Build, Test, and Deployment Automation

2010
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“If it hurts, do it more frequently, and
bring the pain forward.”

Write tests

Document things — Jez Humble
9 Continuous Delivery: Reliable Software Releases

Keep the build fast Through Build, Test, and Deployment Auromc;gclpg

Finish migrations

Have good alerting
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Good tech debt:
Under-scaling




< Back
Sent
This week on the Grit and Polis...
1 A
This Week he (%r]t and Polish...
This week on the Grit and Polis...
i
This Week on the Grit and Polis...
This Week on the Grit and Polish
T
What ou‘r Garden Cost, a Poplar...

White Kitchen Inspiration + Ha...

Our Garden Patio (and a givea...

Happy Friday + Our Garden Pr...

We're Buying Another House! ...

Happy Friday! + Our

The Grit and Polish

%oy

Happy Friday + Our Garden Project

POLISH

Mailing Lists

Total Subscribers

100%

Delivered

25%

Clicked

Actions
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CAMP-4761

As a user, maybe this
will work?

) M 13




“A great decision is the result of a good process, and
that process must include an attempt to accurately
represent our own state of knowledge. That state of
knowledge, in turn, is some variation of ‘I’'m not sure’.”
— Annie Duke
Thinking In Bets
2018
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return {
messageCount: db.countMessagesWithoutCaching(),
deliveredCount: db.countDeliveredWithoutCaching(),
openedCount: db.countOpenedWithoutCaching(),

}
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Good tech debt:
Under-scaling

Test the limits




Good tech debt:
Under-scaling

Test the limits

A+ observability




Good tech debt:
Under-scaling

Test the limits
A+ observability

Understand the
path to scaling
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get lucky
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Frontend

Renderer

Backend

Analytics List Manager

Email Email
Delivery Renderer

Email
Persistence

Templates
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Project Timeline

Frontend editor

Templates

Analytics

p Time
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The waterfall trap

Investment

\ )\ J
1 1

Some code that doesn’t solve the user’s problem Working thing
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The waterfall trap

Actual cost

Expected cost

UH O

\ )\ J
1 1

Some code that doesn’t solve the user’s problem Working thing
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Frontend

Renderer

Backend

Analytics List Manager

Email Email
Delivery Renderer

Email
Persistence

Templates
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Tackle the Monkey First

Astro Teller
https://x.company/blog/posts
/tackle-the-monkey-first

2016
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The waterfall trap

Actual cost

Expected cost

UH O

\ )\ J
1 1

Some code that doesn’t solve the user’s problem Working thing
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SUNK COST

Solve hard
problems here

/

Investment

f

not here

TIME
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The Build-Measure-Learn Loop

Idea/
hypothesis

THE LEAN

Experiment

Run the experiment &
measure the results

https://en.wikipedia.org/wiki/Lean_startup g5



What people say

chaclactondtcoioddas
000 D S 08 000 R0 0 S B0 6 e
saddbdddddddddddodas
(TTYTTTYTTYYT YV T 1 R
patbeRdbAtalARARAAAA

7 7 0/ of adults say they plan to visit
O the dentist within the next year.

Chart: https://bettertennessee.com/report-card-dental-health-in-tennessee/say-vs-do/

What peopl

37
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of adults actually visited the
dentist within the last year.
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Identify the monkeys and pedestals

r

Backend

m List Manager

.

Email Email
Delivery Renderer

BB
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‘ Squarespace Campaigns

(&) & https://newsletters-prod.squarespace.com/config/marketing/campaigns/composer/5d2bd...

{ Dashboard

Padding

Text

Background

Font Pack

Font Sizes

Link Color

Personalize your emails
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Project Timeline

Frontend editor

Templates

Analytics

P Time
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Project Timeline

Frontend editor

Templates

Persistence

Backend rendering ‘

Throwaway email sender

Mailing lists
Real email email

Analytics

P Time
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Good tech debt
Throwaway code
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sendNewsletter(newsletter) {
recipients = getUsersByGroups(newsletter.mailinglLists)
for (recipient of recipients) {
sendEmailToRecipient(newsletter, recipient)

}
}
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Time spent building
email sending

Learnings
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Commit to an estimate
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Commit to an estimate
Design to throw away
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Throwaway code

[ Commit to an estimate

- \
\ Design to throw away

| Understand limitations
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Throwaway code

[ Commit to an estimate

- \
\ Design to throw away

| Understand limitations

~% Tell everyone
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Not everyone can tell the

difference

—
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Good tech debt is intentional



Good tech debt is intentional

e Tell everyone
e Build to throw away
e Don’t cut the wrong corners
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Good tech debt archetypes

e Under-abstracting
e Under-scaling
e Throwaway code
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Good tech debt motivations

e Solve hard problems first
e Think In bets
e You aren’t gonna need it — YAGNI!
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Shipping sooner pays off forever

April launch

June launch

Value

Time
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Thanks!
https://jonthornton.com
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& 2 C @& https://thegritandpolish.squarespace.com/config/marketing/campaigns

< Back

Sent

This week on the Grit and Polis...
10% Open

1, 41% Clicked

This Week on the Grit and Polish...

47% Opened, 28% Clicked

This week on the Grit and Polis...
44% Opened, 22% Clicked

This Week on the Grit and Polis...

50% Opened, 26% Clickec

This Week on the Grit and Polish
51% Opened, 25% Clicked

What our Garden Cost, a Poplar...

45% Opened, 27% Clicked

White Kitchen Inspiration + Ha...
ed

46% Opened, 25% Click

Our Garden Patio (and a givea...

6% Opened, 24% Clicked

Happy Friday + Our Garden Pr...
d

46% C ned, 25% Cl

We're Buying Another House! ...
5 31% Clicked

Openec

Happy Friday! + Our Laundry R...

* GEooBO G

Happy Friday + Our Garden Project Actions

Sent on May 17 at 1:00pm

1. GRITand

old houses // family renovations // DI

TAKE ME TO THE BLOG

POLISH

4
ve

ything

Jun 28

Mailing Lists ewslett

Total Subscribers 505

May 24
May 17 124
100% 25%
Delivered Opened Clicked
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return {

messageCount: db.countMessagesWithoutCaching(),
deliveredCount: db.countDeliveredWithoutCaching(),
openedCount: db.countOpenedWithoutCaching(),
unsubbedCount: db.countUnsubbedWithoutCaching(),
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Spending

Revenue

TIME

)\ J

|

Campaigns Early Access

|

Campaigns GA
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Value now > value later
Invest according to the odds

Write tests
Thanks!

@jthornton
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‘ Squarespace Campaigns

(&) & https://newsletters-prod.squarespace.com/config/marketing/campaigns/composer/5d2bd...

{ Dashboard

Padding

Text

Background

Font Pack

Font Sizes

Link Color

Personalize your emails
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Silent debt

$0

$0

$0

$0

$0

$970

Ongoing debt

$5

$5

$5

$5

$5

$5
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Interest payments
from hardcoding

Cost to
build a CMS

92



Silent debt

$0

$0

Ongoing debt

$5

$5




