
So you've outgrown your 
monolith

StaffPlus 2024



How do you pull it off?

How do you advocate for the work 
it’s going to take?

How do you know it’s time to 
break up your monolith?

Goals of the talk
Introduction



Introduction

My Team (Developer Infrastructure)Me (ains)

A bit about me

● Staff Engineer @ Stripe
● Joined Developer Productivity in 2018
● Tech Lead of Developer Infrastructure since 2021

~250 engineers

● Developer Productivity
○ Build, Test & Tooling
○ Language & Runtime Tools

● Corporate Technology
● Compliance
● Observability



~50 ~7,000 ~1 Trillion

Introduction

Dollars processed in 2023 EmployeesCountries

A bit about Stripe



~500 million ~13 million ~6000

Introduction

Deployments in 2022Lines of RubyAPI requests /day

A bit the monolith “bapi”



How do you know it’s time to break up your 
monolith?



How do you know it’s time to break up your monolith?

Growth of the monolith (LoC)
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Growth of the monolith (CI CPU Time)
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Growth of the monolith (CI CPU Time)



How do you know it’s time to break up your monolith?

The growth of *everything*



How do you know it’s time to break up your monolith?

You can’t perform heroics forever



Slower shipping

Cognitive overhead

Spooky action at a distance

It’s not just about exponential growth
How do you know it’s time to break up your monolith?



What’s next?

Ok, so it’s time to break up the Monolith…



Split the monolith into services

Tackle the “ball of mud” 
(Modularity)

Concretize your *technical* goals
Time to break up the monolith



The “ball of mud”
Time to break up the monolith



New Services
Time to break up the monolith



Improve API latency

Reduce API running costs

Allow engineers to iterate faster

Concretize your *business* goals
Time to break up the monolith



Time to break up the monolith

Distributed Centralized

Tooling and runbooks are written by 
Developer Infrastructure. Work is 
distributed to the teams who own the 
code.

Work is predominantly carried out by 
members of the Developer Infrastructure 
team and closely related teams (such as 
Service Platform)

Who’s going to do the work?

vs



Making it happen



Making it happen

Project Skywalker



Detangle full service alongside 
pilot teams

Tackle a “scary” core component

Can we detangle CIBot

Progressively riskier derisking
Making it happen



Making it happen

Saving recipes for success



Making it happen

Preventing regressions



Keeping up the momentum



Making it happen

Celebrate the small wins



Making it happen

Celebrate the big wins



The Results



83% 30% 3x

Results

Faster devbox reload timesIncrease in throughputReduction in code loaded

Detangled service wins



Results

Memory Usage wins



Results

Reduction in the “ball of mud”



What’s next?



Celebrate the small wins to keep 
up the momentum

Start off small, don’t bite off more 
than you can chew

Keep an eye on signals to pay 
down your tech debt

Takeaways



Thanks


