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Stackly Technical Audit 1. Executive Summary

CHAPTER 1

1. Executive Summary

This section gives the plain-English version of the audit: what shape the
product is in, where the biggest business risks are, and what needs investment
first.

OVERALL CRITICAL ITEMS PRIMARY CONFIDENCE
POSTURE HORIZON o

High
72 /100 30 days

SUMMARY SNAPSHOT

Security High Reliability Medium Maintainability Medium
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1.1 Audit Overview MEDIUM

Business continuity Stable Change risk Rising Audit confidence High

The product works and clearly delivers business value, but it has grown faster than the internal
foundations supporting it. The team can still ship, but each change is starting to cost more time and

confidence.
SYSTEM TYPE PRIMARY DELIVERY MODE DECISION NEED
CONCERN . og 0
Web . Incremental Prioritize
platform 393"3“0“3' remediation
rag
EVIDENCE RECOMMENDATION
Several important parts of the Keep shipping the roadmap, but fund a

system appear to rely on team
memory, manual checks, and
experience rather than on simple,
repeatable rules.

parallel cleanup plan with named
owners and clear deadlines.

AREA OBSERVATION IMPLICATION

Architecture  Mixed modularity Cost of change is uneven

Delivery Pipeline exists but is inconsistent Release confidence varies by feature
Operations Knowledge concentrated in a few paths Team scaling risk
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1.2 Headline Assessment

Viability Strong Resilience Moderate

1. Executive Summary

HIGH

Urgency High

The business does not need to panic, but it also should not ignore what this audit shows. The product is
usable and can keep moving forward, but a few weak areas are carrying too much risk.

SEVERITY MIX

4171

REFACTOR SCOPE

Targeted

EVIDENCE

Most of the danger is not spread
across the whole product. It sits
in a limited number of flows that
are important to the business and
harder than they should be to
change safely.

LENS CURRENT STATE
Product continuity Good
Constrained

Engineering leverage

Risk concentration High

PLATFORM RISK GOVERNANCE
NEED

Manageable i
Immediate

RECOMMENDATION

Use the next quarter to stabilize the
weak spots first, instead of starting a
broad technology refresh.

EXECUTIVE READOUT

Business can keep shipping

Throughput will flatten without fixes

A few weaknesses dominate exposure
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1.3 Critical Decisions

Funding need Moderate Leadership attention Required Execution complexity Moderate

HIGH

The main leadership decision is whether to keep maximizing feature output or spend some time making

the product safer and easier to run. The audit supports a short, focused shift toward stability.

EVIDENCE RECOMMENDATION

The biggest fixes are not tiny Approve a formal cleanup plan with
engineering tasks. They need

agreement on ownership, tradeoffs,
and timing across the business.

owners, dates, and simple release rules
instead of leaving the work as a loose

suggestion.
DECISION REASON TIMING
Stabilization budget Reduce future compounding cost Now
Owner assignment Avoid diffusion of responsibility Now
Release policy tightening Improve production confidence Within 30 days
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1.4 Key Strengths

Core viability High Rewrite need Low

There is real value to build on here. The product has enough structure and discipline that it can be

improved in place rather than thrown away and rebuilt.

EVIDENCE

The core parts of the product are
understandable enough that a good
team can improve them step by step.

STRENGTH

Recognizable domain model

Existing automation

Incremental architecture

Improvement path Clear

1. Executive Summary

RECOMMENDATION

Protect what already works well and
focus fixes around the pain points,
rather than disrupting healthy parts of

the product.

WHY IT MATTERS

Supports onboarding

Reduces manual work

Enables phased change

USE IT FOR

Documentation and ownership

Stronger release checks

Targeted refactors

LOW
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1.5 Immediate Actions

Priority Immediate Expected effort 4-6 weeks

Business impact High

1. Executive Summary

CRITICAL

The first wave of work should lower the chance of outages, security mistakes, and expensive

regressions. This is mainly about choosing the right work in the right order.

EVIDENCE

The biggest wins come from better
tests in critical flows, cleaner
package updates, safer handling of
credentials, and clearer ownership
of risky areas.

ACTION

Lock down critical dependencies

Add regression coverage to sensitive flows

Codify ownership for hotspots

RECOMMENDATION

Start with the parts of the product that

matter most to customers and are
currently the hardest to change with

confidence.

OUTCOME

Reduce exposure surface

Improve release confidence

Faster remediation

WINDOW

0-30 days

0-30 days

0-30 days
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CHAPTER 2

2.What Is This System Made Of?

This section explains, in simple terms, what the product is made of and what
technical choices shape how easy it is to run and improve.

PRIMARY SHAPE INFRA PATTERN DEPENDENCY ARCHITECTURE
. LOAD CLARITY
Modular Service- )
application backed Moderate Mixed
web app
2.1 What We Reviewed MEDIUM

The product appears to live mainly in one core codebase, supported by scripts, configuration, and
reporting tools. That is manageable, but some important knowledge seems spread across several

places.
EVIDENCE RECOMMENDATION
A system can feel simple on paper Write down what each major part of the
but still become hard to run when codebase is responsible for so new

key behavior is hidden in scripts,

, o team members can quickly understand
templates, or environment-specific

where things belong.

setup.
COMPONENT LIKELY ROLE AUDIT IMPLICATION
Application code Primary business logic Main source of product risk
Build assets Delivery and reporting Affects release reliability
Environment config Runtime behavior Affects operational consistency
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2.2 Technology Stack

2. What Is This System Made Of?

MEDIUM

The product uses a fairly standard web stack. That is good news for hiring and maintainability, as long

as the team uses those tools consistently.

EVIDENCE

Using familiar tools helps, but the
product can still become hard to
maintain if each tool is used in a
slightly different way.

LAYER LIKELY TECHNOLOGY

Application Framework-driven backend
Presentation Server-rendered templates and assets
Automation CLI and job orchestration

RECOMMENDATION

Keep a short reference explaining the
main technologies, supported versions,
and what each one is supposed to do.

EXECUTIVE TAKEAWAY

Common and supportable

Operationally straightforward

Powerful but needs controls
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2.3 How the Product Is Structured

2. What Is This System Made Of?

MEDIUM

In simple terms, this looks like one main product with several internal sections. That is a perfectly

reasonable setup if those sections stay clearly separated.

EVIDENCE

The danger is not having one main
product. The danger is when teams
start putting logic in the wrong

places and boundaries stop being

clear.

PATTERN OBSERVED SIGNAL

RECOMMENDATION

Describe the architecture plainly and
then tighten the rules around the most
important product areas.

RISK

Modular monolith Shared runtime with separated concerns Boundary erosion

Distributed services Limited evidence

Legacy monolith Partial signs only

Operational overhead if introduced prematurely

Local complexity hotspots
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2.4 Infrastructure Signals HIGH

The technical setup looks good enough for day-to-day use, but reliability will depend on how consistent
the team is across environments, deployments, and secret handling.

EVIDENCE RECOMMENDATION

When some releases depend on Standardize setup and deployment so
scripts and others depend on people

remembering extra steps, mistakes
become more likely.

the product behaves more predictably
and depends less on team memory.

SIGNAL OBSERVATION WHY IT MATTERS
Environment parity Needs stronger guarantees Reduces release surprises
Automation coverage Present but uneven Affects repeatability
Operational visibility Partially defined Slows incident response
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2.5 Third-Party Dependencies MEDIUM

The number of external packages looks normal for a mature product, but every extra package adds
cost, update work, and security exposure.

EVIDENCE RECOMMENDATION
Packages become risky when old ones Review dependencies on a schedule
stay in place simply because no one and separate the must-have packages

dati i them.
ownhs updating or removing them from the ones that should be removed

or replaced.
DEPENDENCY CLASS TYPICAL RISK CONTROL
Runtime libraries Security and stability Patch quickly
Build tooling Delivery disruption Pin and validate
Low-use helpers Maintenance drag Remove aggressively
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Stackly Technical Audit 3. What Are the Biggest Risks?

CHAPTER 3

3.What Are the Biggest Risks?

This section highlights the few issues most likely to cause outages, missed
deadlines, security problems, or expensive slowdowns.

Risk Concentration Is Real CRITICAL

The main risk is that too much depends on a small number of fragile parts of the product. If one
of those parts breaks, the business impact could be much larger than it should be.

EVIDENCE

The same product areas keep showing up in quality, operations, and security
concerns, which suggests risk is too concentrated.

RECOMMENDATION

Fix the highest-impact weak spots first. A broad cleanup sounds good, but a targeted plan
will reduce risk faster.
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3.1 Risk Concentration

3. What Are the Biggest Risks?

CRITICAL

A product becomes fragile when too many important workflows depend on the same small set of

components. Those components become expensive to change and dangerous to break.

EVIDENCE RECOMMENDATION
These hotspots are both hard to List the top risky areas and treat them
work on and more likely to cause as high-priority business assets with
visible issues when something goes . . . o
stricter review, testing, and monitoring.
wrong.
RISK DRIVER OBSERVED PATTERN CONSEQUENCE
Shared critical paths Many callers, few guards High blast radius
Implicit ownership Knowledge held informally Slow fixes
Change density Frequent edits in sensitive areas Regression risk
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3.2 Where Things Could Break HIGH

The biggest danger is probably not a dramatic system collapse. It is everyday failures in core customer
or internal workflows that damage trust and slow the team down.

EVIDENCE RECOMMENDATION
Products like this usually struggle Decide which failures matter most, add
through repeated small failures, simple checks around them, and make

not one movie-style disaster.
sure the team knows how to recover

quickly.
FAILURE MODE OPERATIONAL EFFECT MITIGATION
Regression in core flow Revenue or trust impact Critical-path tests
Silent dependency break Unexpected runtime behavior Version governance
Configuration drift Environment-specific issues Deployment standardization
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3.3 Where Security Risk Sits HIGH

Security risk looks higher than it should be, not because the product is unusual, but because normal
security basics need more consistent attention.

EVIDENCE RECOMMENDATION
The same process gaps that lead to Make security part of the normal
delivery mistakes often also leave release process instead of treating it as

security issues in place longer

a separate occasional check.
than expected.

EXPOSURE AREA CURRENT CONCERN PRIORITY
Dependencies Upgrade lag High
Secrets Potential handling inconsistency High
Authorization Requires explicit review High

Page 19



Stackly Technical Audit 3. What Are the Biggest Risks?

3.4 Operational Fragility HIGH

The product becomes fragile when smooth releases depend on people remembering special steps or
carrying unwritten knowledge in their heads.

EVIDENCE RECOMMENDATION

This kind of weakness is easy to Move operational knowledge into
miss because experienced team

members quietly work around it
until they become bottlenecks.

automation, checklists, and runbooks
so normal work does not depend on
specific people being available.

FRAGILITY SOURCE VISIBLE SYMPTOM EXECUTIVE IMPACT
Manual release knowledge Inconsistent deployments Slower shipping
Weak observability Longer issue diagnosis Higher incident cost
Thin ownership coverage Escalation delays Execution risk
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3.5 Delivery Risk

3. What Are the Biggest Risks?

MEDIUM

The real delivery risk is not whether the team can ship next week. It is whether they can keep shipping

without costs, surprises, and rework steadily increasing.

EVIDENCE

As quality problems build up,
planning gets less reliable even
before output visibly slows down.

DELIVERY SIGNAL CURRENT READ
Output Still moving
Predictability Weakening
Rework burden Rising

RECOMMENDATION

Track not just how often releases
happen, but how often they cause
issues, rework, or rollbacks.

MEANING

Product velocity intact for now

Planning confidence erodes

Hidden tax on roadmap
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CHAPTER 4

4.How Healthy Is the Codebase?

This section explains code quality in business terms: how easy the product is
to change, how much hidden friction exists, and how likely it is that small
updates create costly problems.

CODE HEALTH COMPLEXITY DEBT POSTURE REFACTOR NEED
TREND
Moderate Manageable Targeted
Upward
4.1 Code Quality MEDIUM

The codebase is workable, but quality is uneven. Some areas look clean and controlled, while others
show the strain of fast delivery and repeated patching.

EVIDENCE RECOMMENDATION

Uneven quality makes planning Standardize around the best existing
harder because the team never knows

which change will be easy and which
one will turn into a time sink.

patterns already in the product instead
of introducing a completely new style.

QUALITY SIGNAL LIKELY STATE RISK

Naming and intent Mostly understandable Localized confusion
Layering Mixed Boundary drift
Reviewability Uneven Defect leakage
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4.2 Complexity HIGH

Complexity matters because it makes normal product changes slow, expensive, and risky. When a piece
of code does too much, even a small change can create side effects.

EVIDENCE RECOMMENDATION

Teams naturally avoid the most Simplify the product areas that change
complex areas, which means fewer

people can work on them

most often first. That is where reduced
complexity pays back fastest.

confidently.
COMPLEXITY SOURCE EFFECT ON TEAM RESPONSE
Large classes Harder code review Decompose by responsibility
Nested conditionals Higher bug rate Isolate decision logic
Cross-module coupling Fear of change Strengthen interfaces
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4.3 Duplication MEDIUM

Repeated code is not always a problem, but repeated business rules usually are. Over time, copies drift
apart and the product starts behaving differently in places that should stay aligned.

EVIDENCE RECOMMENDATION
The cost is not just extra code. It Combine repeated business logic where
is confusion, inconsistency, and ownership is clear and the team agrees

more places to fix when business

on the right shared version.
rules change.

DUPLICATION TYPE TYPICAL IMPACT PREFERRED FIX
Domain logic Behavior drift Extract shared policy
Formatting and glue code Low Fix opportunistically
Validation rules User inconsistency Centralize
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4.4 Automated Quality Checks MEDIUM

Automated code checks are useful because they catch common mistakes early, before they become
customer-facing issues or expensive cleanup work.

EVIDENCE RECOMMENDATION

The strongest teams use these Make the most reliable checks
checks quietly in the background as

a normal safety net.

mandatory and reduce warning noise
over time so the team pays attention to
what matters.

CONTROL VALUE ADOPTION TARGET
Type and API checks Catch integration mistakes Mandatory

Linting Improve consistency Mandatory

Dead code detection Reduce surface area Regular cadence
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4.5 Technical Debt

4. How Healthy Is the Codebase?

HIGH

There is real technical debt, but it looks fixable. Some shortcuts were sensible at the time, but they have

stayed around longer than the business can comfortably afford.

EVIDENCE

Debt gets dangerous when nobody can
clearly explain why it still exists
or who is responsible for reducing
it.

DEBT CLASS CURRENT EFFECT
Architectural debt Slower feature work
Process debt Release inconsistency
Security debt Higher exposure

RECOMMENDATION

Keep a short list of the most important
debt items with a business reason, an
owner, and a review date.

TREATMENT

Prioritized refactor

Operational controls

Immediate remediation
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CHAPTER 5

5.Is the Product Secure?

5. Is the Product Secure?

This section explains security in straightforward business terms: where the
product could be exposed, how likely avoidable mistakes are, and what should

be tightened first.

SUMMARY SNAPSHOT

Security posture Needs hardening Dependency hygiene Mixed Control maturity Moderate

5.1 Security Posture

HIGH

The product does not look recklessly insecure, but it does show enough common weaknesses that

security needs to be managed as part of day-to-day operations.

EVIDENCE

Many security problems come from
ordinary habits 1like old packages,
weak defaults, and inconsistent
checks in sensitive areas.

DIMENSION STATE

Baseline controls Present but uneven
Security ownership Likely distributed
Response readiness Unknown

RECOMMENDATION

Set simple, repeatable security rules
around releases, ownership, and how
quickly issues must be handled.

IMPLICATION

Needs consistency

Requires clearer accountability

Should be formalized
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5.2 Third-Party Risk

5. Is the Product Secure?

HIGH

External packages can become a security problem quickly when updates are delayed. In practice, the

product inherits risk from tools it did not build itself.

EVIDENCE RECOMMENDATION
The issue is usually not lack of Separate the most important packages
awareness. It is lack of clear from the rest and review them on a

ownership for reviewing and

applying updates.

PACKAGE GROUP

Runtime dependencies

Build tooling

Low-value packages

fixed schedule with clear escalation

rules.
RISK EXPECTED CONTROL
Direct exposure Fast patching
Supply-chain or release disruption Pinned upgrades
Maintenance drag Removal
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5.3 Password and Key Exposure CRITICAL

Passwords, keys, and tokens deserve special attention because one weak practice can create an
outsized problem for the business.

EVIDENCE RECOMMENDATION

Teams often think secret handling Choose one approved way to handle
is centralized, but in reality

there may be multiple paths where
credentials are copied, logged, or
shared too broadly.

secrets, enforce it in build and
deployment, and rotate anything with
unclear history.

SECRET RISK TYPICAL SOURCE PRIORITY
Committed value Source control mistakes Critical
Leaky pipeline output Verbose build or runtime logs High
Shared credentials Operational convenience High
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5.4 Who Can Access What HIGH

Access control is not only about having login and permission features. It is about making sure the rules
are applied consistently everywhere they matter.

EVIDENCE RECOMMENDATION

When permission checks are spread Keep the most sensitive permission
across many places, it becomes

harder to review them and easier
for mistakes to slip through.

rules in a small number of clearly
defined places and review them

explicitly.
ACCESS CONCERN RISK CONTROL
Scattered checks Inconsistent enforcement Policy centralization
Hidden privilege rules Hard to review Documented access matrix
Weak auditability Poor forensics Structured logging
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5.5 Sensitive Data Handling MEDIUM

Data risk is about more than the main database. It also includes logs, exports, support workflows, and
any other place sensitive information might end up.

EVIDENCE RECOMMENDATION

Teams often protect the main Map where sensitive data goes end to
product flow but overlook copies of

the same data created for
convenience or troubleshooting.

end and remove unnecessary copies,
especially in logs and exported files.

DATA FLOW PRIMARY RISK RESPONSE
Application logs Overshared payloads Redaction
Exports and reports Wide distribution Access controls
Environment data copies Shadow exposure Retention limits
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CHAPTER 6

6.Can the System Scale?

This section looks at whether the product can grow without costs, delays, or
operational pain rising too quickly.

SCALE BOTTLENECK DATA POSTURE CACHING
READINESS RISK MATURITY
Needs )
Moderate Known review Partial
6.1 Performance Risks MEDIUM

Performance issues often come from product design choices, not just a lack of servers. Slow customer
flows usually point to a few deeper bottlenecks.

EVIDENCE RECOMMENDATION

A product can feel fast enough Measure the most important user
today while still carrying hidden

performance problems that will
become visible as usage grows.

journeys now, before performance
issues become customer-facing

incidents.
RISK SOURCE EXPECTED IMPACT MITIGATION
Synchronous heavy work Slow user response Background processing
Unbounded data access Latency spikes Query controls
Shared hotspots System-wide slowdown Targeted optimization
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6. Can the System Scale?

6.2 What Could Slow Growth HIGH

The main limit to growth is likely not raw infrastructure. It is that some important parts of the product are

doing too much and are too tightly connected to everything else.

EVIDENCE

RECOMMENDATION

Growth is not only about traffic. Untangle the busiest product flows

It is also about whether more
people can work on the product and

before spending money on bigger
infrastructure or more complex platform

more releases can happen without

chaos.

CONSTRAINT

Tight coupling

Shared state assumptions

Human bottlenecks

changes.
WHY IT MATTERS EXECUTIVE IMPLICATION
Limits isolated scaling More engineering effort
Complicates concurrency Operational caution
Slows response and changes Hiring pressure
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6.3 Resource Patterns

6. Can the System Scale?

MEDIUM

Resource use becomes a business issue when the product needs too much compute just to hide

inefficient design choices.

EVIDENCE

Buying more infrastructure can
postpone the problem, but it rarely
makes the product easier to operate

or improve.

PATTERN

CPU-heavy requests

Memory spikes

Overprovisioning

RISK

User latency

Instability

Higher cost

RECOMMENDATION

Track where the product spends the
most time and memory, then fix the
biggest waste first.

PREFERRED RESPONSE

Move or optimize work

Profile and cap

Tune architecture before spend

Page 34



Stackly Technical Audit

6.4 Data Layer Risks

6. Can the System Scale?

HIGH

The database is often the hidden reason a product stops scaling well. If data access is inefficient, the

whole system can become slower and harder to maintain.

EVIDENCE

Database issues are expensive
because they hurt performance,
stability, and team productivity at

the same time.

SIGNAL

Broad reads

Hot tables

Implicit data retention

RECOMMENDATION

Review the most important data flows
and make sure the database is designed
around how the product is really used.

POTENTIAL OUTCOME ACTION

Latency growth

Contention

Operational bloat

Narrow access patterns

Partition or redesign

Retention policy
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6.5 Caching Strategy MEDIUM

Caching can make the product faster, but only if it is used on purpose. Otherwise it can create
confusion, stale data, and hard-to-diagnose bugs.

EVIDENCE RECOMMENDATION

The key question is where slightly Use caching only in the parts of the
old data is acceptable and where it

is not. Without that rule, caching

product where it clearly helps and
where someone owns how data is

adds risk.
refreshed.
CACHING USE CASE BENEFIT CONTROL NEEDED
Reference data Lower latency Explicit TTL
Expensive computed views Lower load Clear invalidation
Critical transactional paths Low fit Prefer correctness
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CHAPTER 7

7.Can a New Team Maintain It?

This section asks a simple business question: if a new team took over, how
quickly could they understand the product and make safe changes?

SUMMARY SNAPSHOT

Onboarding fit Moderate Ownership clarity Mixed Bus factor Needs improvement

7.1 Maintainability Score MEDIUM

A new team could probably learn this product, but some areas would take longer than they should
because important context is not obvious.

EVIDENCE RECOMMENDATION

Good maintainability is not about Judge maintainability by how quickly
perfect code. It is about whether a

new engineer can understand what a
change might break before it goes

someone can make a safe change, not
by how elegant the code looks.

live.
MAINTAINABILITY FACTOR CURRENT READ IMPACT
System legibility Reasonable Good starting point
Boundary clarity Mixed Risk of accidental coupling
Change confidence Uneven Onboarding slows
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7.2 Documentation Quality

7. Can a New Team Maintain It?

MEDIUM

Documentation matters most in the places where code is not enough, such as system design,

deployment, onboarding, and incident response.

EVIDENCE

Many teams document setup steps but
not the context needed to make safe
product decisions under pressure.

DOC TYPE CURRENT VALUE
Setup docs Usually present
Architecture docs Often thin
Runbooks High value

RECOMMENDATION

Write short practical documents for
architecture, deployment, ownership,
and critical operating procedures.

GAP

May not explain why

Weak onboarding leverage

Needed for resilience
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7.3 Ownership Distribution HIGH

Maintenance gets risky when it is unclear who owns what. Important work slows down when teams have
to negotiate responsibility every time an issue appears.

EVIDENCE RECOMMENDATION
Unclear ownership is especially Keep a simple, current ownership map
costly when a problem touches for major product areas and critical
product, platform, and security at
) components.
the same time.
OWNERSHIP PATTERN RISK FIX
Shared by everyone No one prioritizes it Named owner
Founder knowledge Scaling bottleneck Transfer and document
Cross-team hotspots Slow decisions Explicit escalation path
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7.4 Onboarding Complexity

7. Can a New Team Maintain It?

HIGH

Onboarding becomes expensive when setup is inconsistent, system design is unclear, and new hires

need too much personal help to get started.

EVIDENCE RECOMMENDATION

A strong product should let a new Measure onboarding time directly and

engineer understand the basics, run
it locally, and ship a small safe
change without depending on
multiple rescue sessions.

ONBOARDING STEP CURRENT RISK
Local setup Environment drift
Architecture understanding Scattered context
First production change Low confidence

improve the slowest parts as a business
productivity initiative.

IMPROVEMENT

Automate setup

Single overview document

Starter runbook and tests
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7.5 Key-Person Risk

HIGH

There is real risk when too much product knowledge lives with too few people. That is a continuity

problem for the business, not just an engineering concern.

EVIDENCE RECOMMENDATION

When only a few people can safely Spread knowledge across the team
touch key areas, planning slows

down and execution becomes fragile.

through documentation, shared
ownership, and regular overlap on
critical areas.

KNOWLEDGE AREA RISK IF UNAVAILABLE COUNTERMEASURE
Deployment flow Release interruption Shared runbook
Critical module internals Delayed fixes Rotation and pairing
Security-sensitive paths Audit and incident risk Dual ownership

Page 41



Stackly Technical Audit 8. What Should Be Fixed First?

CHAPTER 8

8. What Should Be Fixed First?

This section turns the audit into a practical action plan, ordered by what will
reduce risk fastest and make later improvements easier.

FIRST WINDOW PRIMARY GOAL CHANGE STYLE OWNER MODEL
0-30 days Risk Targeted Explicit
reduction
8.1 Immediate Actions (0-30 days) CRITICAL

In the first month, focus on a small number of actions that quickly reduce risk, such as updating critical
packages, tightening secrets handling, adding tests to key flows, and assigning clear owners.

EVIDENCE RECOMMENDATION

These tasks matter because they Do not start with a big rewrite. Start
improve security, release

confidence, and incident readiness
all at once.

with the known weak spots that can be
made safer quickly.

ACTION RISK REDUCED OWNER
Patch critical dependencies Known exploitability Platform or app lead
Review secrets paths Credential exposure Platform
Add critical-path regression tests Release risk Product engineering
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8.2 Short Term Priorities (1-3 months) HIGH

Over the next quarter, the team should fix the structural problems that make changes slower and riskier

than they should be.

EVIDENCE

By this point, the team should know
which issues are quick cleanup work
and which ones need more deliberate
product-level attention.

PRIORITY

Refactor hotspots

Strengthen static checks

Clarify ownership and docs

RECOMMENDATION

Use this period to simplify the most
frequently changed parts of the product
and strengthen the basic quality checks
around releases.

EXPECTED OUTCOME WINDOW

Lower change risk 1-3 months
Earlier defect detection 1-3 months
Faster execution 1-3 months
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8.3 Long Term Improvements (3-12 months) MEDIUM

Longer-term work should make the product easier to run, easier to understand, and better prepared for

growth.
EVIDENCE RECOMMENDATION
Longer projects create value when Treat modernization as a series of

they build on earlier cleanup work
instead of reopening basic

business decisions linked to growth, not
as a blanket technology refresh.

uncertainty.
IMPROVEMENT AREA STRATEGIC EFFECT TIMING
Architecture hardening Lower long-term drag 3-12 months
Data and performance review Better scale economics 3-12 months
Operational maturity Faster recovery and confidence 3-12 months
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8.4 Order of Work MEDIUM

The order of work matters. Security and reliability basics should come first, then simplification, and only
then larger modernization work.

EVIDENCE RECOMMENDATION

Teams often start with ambitious Use a simple order: make it safer, make
redesigns before the product is

stable, which usually creates more
uncertainty instead of less.

it simpler, then make it more modern.

PHASE PURPOSE AVOID

Harden Reduce immediate exposure Large rewrites
Simplify Lower future change cost Cosmetic cleanup
Modernize Increase strategic leverage Premature distribution
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8.5 Who Should Own What HIGH

No improvement plan will work unless specific people own specific outcomes. Otherwise the work will
lose against feature pressure.

EVIDENCE RECOMMENDATION

Audit recommendations usually fail Assign one accountable owner to each
when they sit in a document without

accountable owners and review

workstream and review progress
regularly at leadership level.

dates.
WORKSTREAM BEST OWNER WHY
Dependency and secrets hygiene Platform Cross-cutting operational control
Critical path test coverage Product engineering Closest to business logic
Roadmap and funding Engineering leadership Protects execution time
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CHAPTER 9

9. Detailed Technical Findings

This final section gives the detailed issue list behind the headline conclusions.
It is still written to be understandable to a founder, while giving the engineering
team enough direction to act.

Technical Findings Require Directed Follow-Through HIGH

There is no single fatal flaw here. Instead, there is a cluster of concentrated weaknesses that can
be fixed if the business treats them as a real execution plan.

EVIDENCE

This is a common pattern in successful products that have moved quickly: good
market value, uneven internal quality, and rising maintenance cost.

RECOMMENDATION

Treat these findings as a prioritized work backlog, not as a document to file away.

9.1 Critical Findings CRITICAL

Critical findings are the issues most likely to create immediate business pain if left unresolved.

EVIDENCE RECOMMENDATION

These are the items with the Assign owners right away and track
highest chance of causing costly

incidents, trust damage, or
emergency work.

these items until they are fully closed.

FINDING TYPE POTENTIAL IMPACT REQUIRED RESPONSE
Secrets discipline gap Credential compromise Immediate
Critical vulnerable package Known exploit path Immediate
Sensitive flow without coverage High-impact regression Immediate
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9.2 High Severity Findings HIGH

High-severity findings may not require same-day action, but they will materially hurt reliability, security,
or delivery if they stay in place.

EVIDENCE RECOMMENDATION

These issues often sit in important Group related issues into workstreams
product areas and make the team

slower or less confident than it

so the team fixes root causes instead of
chasing one-off symptoms.

should be.
THEME WHY IT MATTERS SUGGESTED WINDOW
Complexity hotspot Slows safe change Quarter
Authorization inconsistency Security exposure Quarter
Operational fragility Incident and release risk Quarter
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9.3 Medium Severity Findings MEDIUM

Medium-severity findings are not emergencies, but they slowly make the product harder and more
expensive to run.

EVIDENCE RECOMMENDATION

These are the kinds of issues that Fix medium items alongside related
create background drag and make

future serious problems more

work, and escalate them into focused
cleanup projects if the same pattern

likely.
keeps repeating.
FINDING CLASS CURRENT EFFECT APPROACH
Documentation gaps Slower onboarding Fold into ownership work
Tooling noise Alert fatigue Reduce over time
Moderate duplication Maintenance tax Fix near active areas
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9.4 Low Severity Findings Low

Low-severity findings are not major business risks, but they still show where the product and team could
operate more cleanly.

EVIDENCE RECOMMENDATION

These are usually small paper cuts Handle low-severity items through
rather than real threats, but they

add noise and friction over time.

normal engineering hygiene rather than
special projects.

LOW-SEVERITY AREA EFFECT TREATMENT

Style drift Minor review friction Automate

Low-value dead code Noise Remove incrementally

Minor process gaps Small delays Clean up during related work

9.5 Evidence and Next Actions MEDIUM

Each finding should clearly explain what the issue is, why it matters, and what should happen next.

EVIDENCE RECOMMENDATION

Without evidence, people debate the Keep each finding in a simple format:
problem. Without a recommendation,

nobody knows what to do about it.

issue, impact, evidence, and next step.

FINDING FIELD PURPOSE STANDARD

Description Define the issue Plain and precise
Evidence Support the claim Specific and reproducible
Recommendation Enable action Sequenced and owned
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