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My Origin Story
~5 years of working on legacy systems

At the time:

My work looked like maintenance.

I felt like I was falling behind.

In retrospect:

I had a front-row seat to decisions and their consequences.

That experience built technical judgment.
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1. The Magic Phone
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Making sure the 
phone stayed alive 
became a side job.
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2. Automated 
Deployment to 
150+ Servers 
Across 5 
Environments
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2. Automated 
Deployment to 
150+ Servers 
Across 5 
Environments



The deployment system 
became a second 
product—with system 
state part of the design.
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3. A Daily Email 
Service 
Replacement
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The legacy email 
system became too 
costly to maintain.
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The Common Thread
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THE MAGIC PHONE

Used to enable a feature.

___________________________

Making sure it stayed 
alive became a side job.

THE AUTO-DEPLOY

Built to ship the product.

____________________________

It became a second 
product.

THE EMAIL SERVICE

Built to send emails.

_____________________________

It became too costly to 
maintain.

You don’t see this in a design doc. You see it by staying.



We're trained to design it.

We learn to keep it alive by living with it.

The Missing Feedback Loop
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The Messaging Technology
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KAFKA

Powerful, but heavy 
operationally, and poor 
support for our 
primary tech stack.

KINESIS

Nobody on the team 
had real hands-on 
experience operating it.

SNS + SQS

Low operational 
burden.

Validated directly with 
AWS experts.



Messaging Platform, 3.5 years later…

Backbone of all 
asynchronous 
communication 
between microservices

400+ engineers relied 
on it

740+ MM messages 
moved per day

No real operational pain from architecture — unless AWS had a bad day.
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Adoption couldn’t keep up with governance.

Schemas proliferated. 

Within two years:

● 2,000+ schemas
● Across 100+ domains

Adding oversight later could not undo the accumulated complexity.

The Honest Undercut
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Experience alone 
doesn’t give you a 
clean escape hatch 
from architectural debt.
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ENGINEERS
___________________________

Proactively experience the 
long tail.

Prioritize opportunities to 
remove or automate work that 
consumes outsized team time.

Make your work—and the 
burden—visible so the 
organization to act on it

LEADERS
___________________________

Use legacy work as training, 
not a dumping ground.

Give people context, 
ownership, and visibility.

Create incentives and support 
that help people act on their 
judgment.

IF YOU’RE HIRING
___________________________

Don’t dismiss legacy-heavy 
work as less strategic.

Probe for judgment.

Look for evidence of what they 
learned from legacy 
experience.

What We Can Do



BUSINESS CONTEXT
___________________________

● Delayed features
● Customer impact
● Revenue exposure
● Compliance/Security 

risk
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TECHNICAL CONTEXT
___________________________

● Incident frequency
● Blast radius
● Change & rollback risk
● Compounding technical 

debt

Make the Value and Burden Visible

ORGANIZATIONAL 
CONTEXT
___________________________

● On-call burden
● Manual coordination
● Knowledge concentration
● Delivery drag

Evaluate each through scale, stakes, risk, and cost of inaction.



Take the Judgment With You
1. Experience the long tail
2. Prioritize high-leverage work
3. Make the value and burden visible
4. Carry the judgment into better design

Then identify your 30-day move.

FREE Technical Judgment Field Guide

Worksheets + prompts for your own systems
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LinkedIn: https://www.linkedin.com/in/shinegarg/ 
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