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$ Phases

1. shadow new path receives copies, serves nothing
2. partial a slice of real traffic, by account
3. cutover everything, with the old path warm
4. teardown only after a quiet week



$ Where we are now

43%
of requests on the new path, with error rates within noise of the old one.
That comparison is the gate for phase three.



# Rollback



$ Tested, not documented

RUN rollback exercised on 2026-08-28, in production
TIME 4 minutes, by one person, without a meeting
TRIGGER error rate above baseline for five minutes



$ What we are not moving

staying the reporting job, until its owner is back
staying two integrations with no test coverage
deleted nothing, in this phase



# Open questions



$ What is still unknown

OPEN the thing nobody has measured yet
OPEN the assumption this plan rests on
NEXT who finds out, and by when



$ Appendix

Graphs, raw output and the commands to reproduce any of it. Kept after the
close so the talk stays short and the evidence stays available.


