
Shipping quality software
in hostile environments
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Luka Kladarić
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Chaos Manager
@ Sekura Collective
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recovering
 web developer
 of 10+ years
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architecture,
 infrastructure &

 security consultant
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startup founder
remote work evangelist
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Hostile
environments?
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Tech debt?
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implied cost of an easy solution
over a slower & better approach
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an API that returns a list of
results without pagination

11 — Conf42 Chaos Engineering London 2020 - @kll



fragile code that
everything runs through
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parts of the codebase
nobody wants to touch
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entire systems that have become
 too complex to change or deprecate
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broken tools
& processes
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lack of confidence in
the build & deploy process
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what you wish you could
change but can't afford to
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Where does it come from?
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Insufficient
up-front definition
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Tight coupling
of components
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Lack of attention to
the foundations
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Evolution
over time
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any of these sound familiar?
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"We'll get back
to that later"
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"why does X have to
be clean, when Y isn't?"
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"We're a tiny startup, we can't
afford to have perfect code."
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"We're still trying to prove the 
product-market fit."
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"When we make some money, 
things will be different"
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What's the harm?
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Unaddressed tech debt
breeds more tech debt
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productivity drops
& deadlines slip
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difficult to achieve
results with confidence
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quality takes a nosedive
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no clear root cause
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tanking morale
among tech staff
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Developers are just
spoiled... right?
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False.

37 — Conf42 Chaos Engineering London 2020 - @kll



Case study
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I get a call one day.
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Within days...
my alarms start going off
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Massive monolithic
git repository
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No concept
of stable
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Hand-crafted
build server
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No local dev
environments
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No db schema
versioning
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half the servers
not deployable
from scratch
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Code review tool is
self-hosted abandonware
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Outages a
daily occurrence
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Everyone focused
on shipping features
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How do you even
begin to fix this?
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It took over
a year and a half.
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How?
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build server
rebuilt from scratch

53 — Conf42 Chaos Engineering London 2020 - @kll



build and deploy jobs
defined 100% in code
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monorepo split up
into 40 smaller ones
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rebuilt & redeployed
all servers with Ansible
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migrated to modern
code review software
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VPN not needed for
day to day dev work
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etc.
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The moral of this story is
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don't wait for permission
to do your job right.

61 — Conf42 Chaos Engineering London 2020 - @kll



If you see something
broken - fix it
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If you don't have time to
fix it - write it down
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But do come back to it when
you can steal a minute
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Even if it takes months
to make progress
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The team was well aware
of how broken things were.
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If we pushed for it to be a single massive
project, it never would've happened.
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Job well done!
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except...
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That's not how
 things should be.
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How do we do better?
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"Tech debt" work is
difficult to sell
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It's not like paying off 
 your credit card
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It's incredibly difficult to 
schedule work to address tech debt
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If You Don’t Schedule Time for Maintenance,
Your Equipment Will Schedule It for You
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Time for a new approach
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Sprints, marathons & root canals
by Gojko Adzic
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New name:
sustainability work
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okay to skip here and there
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Budget vs planning
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Helps with morale
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tech debt
sustainability work
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Questions?
Luka Kladarić
twitter: @kll
luka@sekura.io
www.sekura.io
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Thank you!
Luka Kladarić
twitter: @kll
luka@sekura.io
www.sekura.io
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