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Stoic Principles for Complex Engineering Problems

Ilvan Milanov




70 people
One chat




You’ve been here too.

System is slow.

?  Nobody knows why.
@ Stakeholders ping you directly.
C Restart. Pray it holds. 10:49 AM

6 Same fire. Next week. coe

...® More messages in the incident
chat than in Jira.
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Trust Was Gone

TRUST WAS GONE
Every delay became an incident.

Every incident became an escalation.

Every escalation eroded trust. WAREHOUSE FINANCE
When trust is gone,
every delay becomes an
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WHAT IF
THE PROBLEM
IS NOT ONLY

BUT HOW WE
RESPOND TO IT?



Story 1:

e Millions of sync records v ‘."
on the same queue

e Logistics stopped multiple Vv

° k
times per day Shipment Posting

One queue became v
the throat of the Warehouse Stops
whole operation.
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0 Restart triggered
unrelated rollbacks

Teams lost work
2mae ; )
T multiple times
per day
Reaction became
Q the default
behavior

ROLLBACK

Restarting felt like action.
But it was avoidance.



The Stoic Pause

f

REACTION

PANIC. RESTART. REPEAT.
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RESPONSE
CHOOSE. ACT. SOLVE.

The pause is where leadership begins.




- i THE JOB QUEUE DECISION
x Microsoft: What can be worse than this?

Do not split the queue. We tested it

X Partner: \/

“Do not split the queue.”’ HESRBIN

oy © camm
So we split it e queues | Py
® THREE QUEUES | WAREHOUSE : STILL RUNNING
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Story 2:
The PLE Mystery

PLE unstable.
Up. Down. Constantly.

SQL experts investigated
for weeks.

Queries. Locks. Indexes.
Memory leaks.

Everyone looked
inside Business Central.

Nobody found the cause.
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l Systems Thinking:
Nobody Was Wrong

Reporting database shared the
same SQL instance as production BC.

Reporting queries competed
for memory.

Production slowdown was a
system interaction problem.

We separated the workloads.
Reporting moved to its own
SQL Server instance.

PLE stabilised
almost immediately.
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THE ANSWER WAS ONE LEVEL UP — AT THE INFRASTRUCTURE LAYER.

BEFORE: SHARED INSTANCE

e

BUSINESS CENTRAL

= (Live Production)

SAME SQL SERVER INSTANCE

— D V—

BUSINESS CENTRAL
(Live Production)

REPORTING

SQL SERVER

DEDICATED
SQL SERVER

Nobody was wrong. 99

The system was wrong.
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Rebuilding Trust

The system problem became a human problem.

BEFORE AFTER
What it looked like , What we needed most
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It starts with one conversation.

Trust does not come back from a fix.
It comes back from a conversation. 99
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The Trust Conversation

They were not afraid of change. - Morning Operations Dashboard @ ALL SYSTEMS HEALTHY
: - T Overnight posting & interfaces — all systems go Last updated: 7:12 AM
They were afraid of losing visibility. g g yeng
OVERNIGHT POSTING ERRORS INTERFACES WAREHOUSE SCANS SYSTEM HEALTH
THEIR FEAR
o,
What if something fails overnight? 1 '248 0 ° 12/12 98.7% Q Hea!thy
=) Invoices posted No errors Connected Processed All services up
How would we know?
@ POSTING JOBS INTERFACE MONITORING ALERTS
1% & ERP Financials OK
WHAT WE ADDED ™~ (A) Warehouse System OK Q 0 Active alerts
& Monitoring & alerts 500 B rrorerrm— -
& Morning validation i l | II.I 'l. P pe— - 70 TREND
u upsiene 0
@ Visibility they can trust R A T m— o _,__/_/\-/_ -82%
@ @ Completed successfully R
THE RESULT MORNING CHECKLIST
0 Fewer escalations E Posting summary ””l. Warehouse scans Q Interfaces iy Documents 3 % Ledger balance f \/ ‘ All good.
Q Calmer mornlngs Verified | Verified Verified Verified Verified Day Canstert.

& Trust returned

g We didn’t just move postings to night.
We built visibility so they could trust the night.
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Scrum: Create Flow, Not More Meetings

What we lived. What made the difference.

SCRUM: CREATE FLOW

COURAGE

Against expert advice, AFTER

because the situation was already broken. CLOGGED FLOW

OPENNESS Ceo e B r————p N |
Expose invisible dependencies, | I » ) M

so everyone could see what was happening. e — '

COMMITMENT

Improve every week,

even before the big fix. @ Q Q @

RESPECT Make work visible Inspect frequently Adapt quickly Protect flow

Listen before defending,
and protect team capacity.




The 3S Method

Same System. Better Thinking.
*

We did not rebuild trust
by promising perfection.

We rebuilt it by making the

system understandable, observable, SCRUM STOICISM SYSTEMS THINKING
@ e e
: ’ Structure Response Perspective
and a little less chaotic Make work visible. Control your response See the whole system.

every week.

under pressure.
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Your Mondgy Toolkit

PAUSE BEFORE REACTING

Wait 60 seconds before restarting anything.

MAKE INVISIBLE WORK VISIBLE

Draw the dependency nobody sees yet.

ASK WHAT CAN BE WORSE

BETTER THINKING
Before your next risky call.

MOVE HEAVY WORK OFF PEAK TIME

Protect operational flow first. @ |/|\|/i

ASK WHAT PEOPLE ARE AFRAID OF STABLE FLOW

Not why they are wrong.

- Small improvements. Every week.
|I|I —That is how trust comes back.




We did not fix
the system first.

We fixed how we

thought about it.
*

The 70-person incident chat still exists.
But it is quiet.
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lvan Milanov

Engineering Manager | Creator of the 3S Method

@ linkedin.com/in/ivanmilanov

ivanmilanov.carrd.co

®
Happy to keep talking..__

Questions welcome.
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