
PRACTICAL 
TECH  DEBT 

PRIORITIZATION
How to get quality work on the roadmap 
and turn your team’s morale around.
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ABOUT ME
Engineering Manager @ Zip

Prev founder and foundering engineer

From Oakland, California
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>  EMPOWER YOUR TEAM TO DECIDE WHAT TO WORK ON

1. Start with impact
2. Set expectations on resourcing
3. The team decides
4. Continuous improvement

>  GET THE WORK ON THE ROADMAP

1. Incept early
2. Craft your impact-first message
3. Use data and team sentiment to track
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Your PM
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We have a vision for the future of the ABC product and 
we want to invest in a feature our customers are eager 
for. We have a plan to incrementally make improvements 
to the codebase as we work on this project. Investing 
in this will also unblock future work in this area.

The code for our ABC product has so much tech debt. 
It makes working in this codebase feel icky and 
everything takes longer than it should. Building new 
products on the stack is incredibly difficult so we’d 
like to invest in re-architecting it.
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START 
INCEPTING YOUR 
TEAM’S NEEDS

bit.ly/practicaltechdebt



1. Use data
2. Start early
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MAKE DEMANDS
Sometime you’ll need to:
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PREPARE 
YOUR TEAM
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1. Set expectations on resourcing
2. Teach them to talk about impact first
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CRAFT YOUR 
MESSAGE
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CULTURE OF 
CONTINUOUS 
IMPROVEMENT
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Quality Fruits

1. 1-2 day efforts
2. Bug corrective actions
3. Nice-to-have quality
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>  EMPOWER YOUR TEAM TO DECIDE WHAT TO WORK ON

1. Start with impact
2. Set expectations on resourcing
3. The team decides
4. Continuous improvement

>  GET THE WORK ON THE ROADMAP

1. Incept early
2. Craft your impact-first message
3. Use data and team sentiment to track
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1. Endpoint performance
2. Significant progress to migrate and modernize our stack
3. Pyright type coverage 
4. 32 Quality Fruits
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You have somehow communicated with 
product/design and leadership in a way that 
makes our lives so much better.
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THANK 
YOU
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