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—M.A. Jackson

“The familiar old axiom of software 
development is that it takes three 

times as long as you expect to 
rewrite an existing system”



—A colleague

“A rebuild is never 
finished, only started.”







2019
Acquired Series A 6 years ago

Thousands
Of customers today

850-1500
Performance review cycles 

launched each month



$3 billion
Global potential performance market
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Underlying domain 
model and architecture

Other products in 
the same codebase

Common shared 
concerns 

Enormous tech debt

Early stage decisions 
right at the time

Technical Obstacles



No domain 
separation

Team Obstacles

High coupling

Low ownership



Couldn’t benefit 
from shared tooling 
and infrastructure

No domain 
separation

High coupling Teams moving 
slow

Poor ownership Not a high 
performance culture

Team Obstacles



The Simpsons (1989 - current)
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strong

Measuring 
as you go Finishing 

the rest
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Rolling 
out



The Hobbit: An Unexpected Journey (2012)



DECIDING 
TO REBUILD
Knowing when to burn it all 
down and avoid sunk cost

1



We tried 3 approaches first

Identify and 
re-architect one 

domain at a time 
inside the monoliths

Rearchitecting in placesRemoving tech debt

Identify, prioritise, 
and remove tech 

debt one step at a 
time

Extracting from the monoliths

Extract domains out 
from the monoliths 

one at a time
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We tried 3 approaches first

Extracting from the monoliths

Extract domains out 
from the monoliths 

one at a time





 2

 5

 4

 3

 1

Deciding 
to rebuild Getting 

buy inKicking off 
strong

Measuring 
as you go Finishing 

the rest

 6

Rolling 
out



 2

 5

 4

 3

 1

Deciding 
to rebuild Getting 

buy inKicking off 
strong

Measuring 
as you go Finishing 

the rest

 6

Rolling 
out

Tech debt - clear 
classification and 
prioritisation

Created visibility among 
leaders across the org

Worked cross 
functionally for 
maximum advocacy

Exhausting alternatives 
transparently before 
suggesting rebuild
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Deciding 
to rebuild Getting 

buy inKicking off 
strong

Measuring 
as you go Finishing 

the rest

 6

Rolling 
out

Tech debt - clear 
classification and 
prioritisation

Don’t try for too long

Created visibility among 
leaders across the org

Worked cross 
functionally for 
maximum advocacy

Exhausting alternatives 
transparently before 
suggesting rebuild

Seek forgiveness rather 
than permission



GETTING 
BUY IN
Validating our decision and 
getting it funded
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Converging on 
an architecture 
and tech



Getting Exec on board

Increasing confidence 
in our decision and 
seeking advice on 

direction

Telling the holistic story 
of the product including 

what we can offer our 
customers in the 

meantime

Spoke to an external advisor Exec presentation
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Talking to an advisor 
who has seen rebuild 
failures and successes

Crafting a holistic 
narrative putting 
customers first

Senior stakeholders 
brought on the journey 
and invested early

Slow now to be fast later
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Deciding 
to rebuild Getting 

buy inKicking off 
strong

Measuring 
as you go Finishing 

the rest

 6

Rolling 
out

Talking to an advisor 
who has seen rebuild 
failures and successes

Working away from the 
teams for too long

Crafting a holistic 
narrative putting 
customers first

Senior stakeholders 
brought on the journey 
and invested early

Slow now to be fast later
Create more active 
spaces for debating tech 
choices collectively



KICKING OFF 
STRONG
A lot riding on the start
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Rebuild Goals

Rebuild the product

OwnershipDomain 
model

Architecture
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Rebuild Principles

Like for like

Stand up our existing 
product
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Definition of done

Freeze and decommissionLike for like

Stand up our existing 
product

Holistic and deliberate

High engineering, 
design standards and 

ways of working

Rebuild Principles



Relatively isolated 
from the other 

domains

Coupling

Usage
Well used by 

customers

Choosing the first slice

Condition
In the worst shape, 
not touched for the 
longest

Complexity
Representative of 
challenges but not the 
most complex



Goldilocks timeframe 
commitment

Set high standards to 
build something we’re 
proud of

          Start with a small strong 
team

Internal PR campaign

Setting the 
first slice up 
for success



Captain Planet and the Planeteers (1990-1996)



Goldilocks timeframe 
commitment

Adopting all internal 
standards

          Start with a small strong 
team

Internal PR campaign

Setting the 
first slice up 
for success



The Lord of the Rings: The Return of the King (2003)
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Decision making 
framework to empower

Strong tradeoffs with 
informed risks 
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Strong exec buy-in led to 
clear prioritisation

Investing early in 
building new domain 
model cross-functionally
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Deciding 
to rebuild Getting 

buy inKicking off 
strong

Measuring 
as you go Finishing 

the rest
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Rolling 
out

Decision making 
framework to empower

Burnout and stress from 
targets and visibility

Strong tradeoffs with 
informed risks 
(goldilocks timeframe)

Strong exec buy-in led to 
clear prioritisation

Investing early in 
creating new domain 
model cross-functionally

Establishing momentum 
was difficult

Refinement and 
estimations prioritised 
too late

Complex dependency 
management



MEASURING 
SUCCESS
At every step as we go through

4



Mr. Bean (1990–1995)



Rebuild Goals

Rebuild the product Rebuild the teams

OwnershipDomain 
model

L&D growth 
opportunities

Culture 
and WOW

Architecture Engagement



Largest Contentful Paint (LCP)

Old Self Reflections

New Self Reflections

Min: 2.7 sec Max: 4.2 secAvg: 3.3 sec

Min: 600ms Max: 1.9sAvg: 1.5s



Specific Feature Performance

Old Self Reflections New Self Reflections

Filtering employees 4 seconds 60 ms

Employee assignment 8 seconds 2 seconds

Async customer 
communications

1 minute 50 seconds

Exporting cycles 1+ minute
(async email delivery)

8-10 seconds 
(sync download)



Developer Productivity

Old frontend

Old backend

New frontend

New backend



Most of 560 
UX / UI issues fixed

Simplified overall page structure

More consistency leveraging design 
system

Uplifted accessibility

More responsive pages which work on 
smaller screens

Streamlined workflows with fewer clicks

All copy and content reviewed and 
improved
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Everyone loves metrics

Like-for-like doesn’t 
mean zero benefits for 
customers
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Hard to measure old 
product to compare Everyone loves metrics

Like-for-like doesn’t 
mean zero benefits for 
customers

Invest more in 
instrumenting key 
tradeoffs





FINISHING 
THE REST
1 down, 5 slices to go

5



The Plan ™



Product opportunity radar



Potential roadmap items



Potential architecture options



Potential team structures



What are we optimising for?



The Plan ™



Slice 1 Slice 2 Slice 3

Self 
Reflections Calibrations

Manager 
Reviews

Insights

Peer 
Feedback

Upward 
Feedback

Looney Tunes



Saving Private Ryan (1998)
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Overlay product roadmap 
+ architecture options + 
team composition

Clarity on what different 
leaders are optimising 
for

Culture of expecting 
frequent change and 
agility

All teams focussed on 
one high priority 
initiative
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Rolling 
out

Overlay product roadmap 
+ architecture options + 
team composition

Not everyone could be 
highly resilient

Clarity on what different 
people are optimising for

Culture of expecting 
frequent change and 
agility

Pressure didn’t decrease 
after the first slice

All teams focussed on 
one high priority 
initiative

Unprecedented laser 
focus - lots of saying “no”



Rolling out
It’s not done even though it’s 
finished

6





The best-laid plans of mice 
and men engineering teams 

often go awry

- Robert Burns 😛
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Automating migration 
and orchestration

Assume things will go 
wrong - even at the very 
end

Sticking to agreed-upon 
principles

Being bold with the plan

Build very deep shared 
understanding early 
rather than at crisis time

Fixing transformation 
bugs required 
re-running migrations

Last customer migration 
env vastly different from 
first



Me before 
the rebuild

Me after 
the rebuild



If…
● Domain model can’t take the product 

forward
● Stuck with series A decisions bandaided over 
● Teams are grinding to a halt
● Tight coupling
● Underperforming product in a huge potential 

market
● You’ve tried everything else



If…
● Domain model can’t take the product 

forward
● Stuck with series A decisions bandaided over 
● Teams are grinding to a halt
● Tight coupling
● Underperforming product with a huge 

market
● You’ve tried everything else

Mighty Morphin Power Rangers (1993–1996)



Credits: This presentation template was 
created by Slidesgo, including icons by 

Flaticon, infographics and images by Freepik.

Prakriti Mateti
Director of Engineering

Thank 
you!

http://bit.ly/2Tynxth
https://www.flaticon.com/?utm_source=slidesgo_template&utm_medium=referral-link&utm_campaign=s%20g_resources&utm_content=flaticon
https://www.freepik.com/?utm_source=slidesgo_template&utm_medium=referral-link&utm_campaign=s%20g_resources&utm_content=freepik

