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toast

an all-in-one cloud technology platform for 
restaurants.

• core point of sale
• credit card payments
• online ordering

• business analytics
• customer relations
• consumer products

...and much, much more



credit card payments at toast

• authorization
• refund
• adjustment
• capture
• reconciliation
• chargebacks
• fraud prevention

• offline mode
• merchant 

onboarding
• ach transactions
• auditing
• pci compliance 

everywhere



capture

bulk processing of a day’s transactions to 
move money from Here to There

$$$   --->   $$$*
*some details omitted



in the beginning...

everything is perfect!

we captured 10,000 transactions 
without a hitch!



one month later...

oh hey, step 2 hit some kind of race condition

jump in the db, fix some state, kick the job



one week later...

oh hey, step 5 timed out on a large batch, and 
that race condition showed up again

fix the state in the db, kick the job a few 
times until it goes through



one year later...

it has been two months since i have written a 
line of code. i have become a silo of tribal 
knowledge and obscure sql snippets. if my 
whole team got the flu at once we would go out 
of business within days. may the monopoly 
man have mercy on us.



the problem

we need to maintain what we have

...but we need to build new things too



enter “$$$ daily”

maintenance                      |  new stuff &&
                                |  root causes
       - fix common issues      |
       - support escalations    |   :)   :)
:')    - monitor jobs           |
       - sift through sentry    |   :)   :)
       - pager duty             |
       - deploys                |
       - incrementally improve  |
         all of the above!      |



this lets everyone else focus on:

• addressing root causes
• delivering new stuff
• having a life



clearly defined boundaries

the $$$ hero does not do sprint work.

free time is used for:

• code cleanup
• tooling improvements
• automation wins



the dashboard



the checklist



despite exponential growth, we’re making 
steady progress



lessons learned



feel the pain you own



manual sql is a smell



anticipate distractions

consolidate them!



maintain a work log



address root causes
...even if it means taking on a little debt



basically, fight back smartly



thanks :)


