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Q3 2026 BUSINESS REVIEW · STOREFRONT-EDGE

Every region, one
artifact.
Nineteen regions served 42.3 billion requests at a 38 ms p95,

through 64 atomic deploys and four incidents.

REQUESTS

42.3B
+18.4% on Q2

P95 LATENCY

38 ms
−4 ms on Q2

DEPLOYS

64
10 rolled back by hash

UPTIME

99.995%
one major incident



AGENDA

Where the
quarter went.
Five parts, sixteen slides — the same data

as the printed report, cut for a room.

01 Traffic and latency 3–5

02 Deployments 6–8

03 Incidents 9–14

04 The plan for Q4 15

05 Questions 16
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01 · TRAFFIC AND LATENCY

Latency held while traffic grew.

LATENCY BY WEEK (MS)
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THE EXCEPTION

gru1's p99 reached 1.4 s for 47 minutes in W37 — a

saturated carrier link, now replaced.

THE TREND

p95 stayed within 36–41 ms all quarter, while weekly

requests grew from 2.65 to 3.4 billion.

NEXT

Request-level routing on cookie and header ships in

2.15; a p99 alert per region follows.
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01 · TRAFFIC AND LATENCY

Where the requests landed.

REQUESTS BY WEEK (BILLIONS)
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01 · TRAFFIC AND LATENCY

The ten busiest regions.
REGION CITY STATUS REQUESTS (B) SHARE P95 ERRORS UPTIME

cdg1 Paris operational 4.35 36 ms 0.017% 99.994%

dub1 Dublin operational 4.16 39 ms 0.058% 99.997%

sin1 Singapore operational 3.66 67 ms 0.053% 99.999%

cpt1 Cape Town operational 3.56 104 ms 0.014% 99.992%

fra1 Frankfurt operational 3.29 34 ms 0.012% 99.992%

icn1 Seoul operational 3.20 63 ms 0.079% 99.995%

yyz1 Toronto operational 2.19 45 ms 0.054% 99.997%

nrt1 Tokyo Narita operational 2.13 59 ms 0.04% 99.992%

jnb1 Johannesburg operational 2.03 96 ms 0.022% 99.999%

arn1 Stockholm operational 2.01 44 ms 0.017% 99.991%
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02

Deployments
Every deploy is a content-addressed build; a rollback re-points traffic to a

hash that already exists.



02 · DEPLOYMENTS

64 deploys, 10 rolled back in seconds.

64
deploys to production in the last

64 builds

38
went live and stayed live

16
failed their checks and never

served

10
rolled back to an older hash, under

four seconds each

OUTCOMES

59%
25%

16%

ready — 38

failed — 16

rolled back — 10

WHAT A FAILURE COSTS

A failed build never takes traffic: checks run against the artifact

before the hash is promoted. A rollback is a pointer change, so

the median one took 3.1 s and none needed a rebuild.
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02 · DEPLOYMENTS

The most recent eleven.
BUILD CHANGE BRANCH AUTHOR TOOK STATUS WHEN

2cce803 Move image resize to workers edge-cache barbara 66s rolled back 2026-09-30 12:27

5e08539 Move image resize to workers rate-limits margaret 77s failed 2026-09-30 13:48

50af03b Warm isolates before cutover checkout-v2 ada 99s failed 2026-09-30 17:05

2f244f5 Split checkout bundle kv-migrate margaret 176s ready 2026-09-29 20:46

69cbee3 Route DE/FR/NL to fra1 edge-cache ada 188s ready 2026-09-29 16:14

7021721 Route DE/FR/NL to fra1 rate-limits margaret 109s failed 2026-09-29 18:31

64f7fd6 Add p99 alert on gru1 kv-migrate barbara 146s ready 2026-09-28 14:29

131ca37 Move image resize to workers kv-migrate linus 146s ready 2026-09-28 10:17

e72e310 Drop legacy cookie parser checkout-v2 dennis 162s failed 2026-09-28 15:13

c15c0c8 Pin TLS ciphers for PCI edge-cache dennis 180s failed 2026-09-27 18:45

f469611 Tighten cache keys on /api/cart main frances 166s rolled back 2026-09-27 16:10
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03

Incidents
Four this quarter — one major. Each has a slide: what happened, how long it

lasted, and what caused it.



INC-311 · 2026-09-12 14:20

Elevated 5xx in gru1

MAJOR

A saturated upstream link at the São Paulo edge

raised p99 to 1.4 s and returned 5xx for 0.42% of

requests. Traffic was shifted to iad1 within six

minutes; the link was replaced by the carrier.

THE RECORD

SEVERITY major

STARTED 2026-09-12 14:20

LASTED 47 min

CAUSE Network
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INC-298 · 2026-08-27 09:05

Slow cold starts after runtime 2.14

MINOR

Isolates were not pre-warmed after the runtime

upgrade, adding 180 ms to first requests in seven

regions. Fixed by warming before cutover (build

7d1e09).

THE RECORD

SEVERITY minor

STARTED 2026-08-27 09:05

LASTED 2 h 10 min

CAUSE Release
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INC-284 · 2026-08-03 22:40

KV replication lag

MINOR

Cross-region replication from the fra1 leader fell 9 s

behind under a bulk import. Reads stayed in-region;

writes queued and drained without loss.

THE RECORD

SEVERITY minor

STARTED 2026-08-03 22:40

LASTED 31 min

CAUSE Capacity
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INC-277 · 2026-07-19 11:15

Dashboard login loop

NOTICE

A cookie with the wrong SameSite attribute sent

some users back to the login page. No traffic was

affected.

THE RECORD

SEVERITY notice

STARTED 2026-07-19 11:15

LASTED 18 min

CAUSE Release
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03 · INCIDENTS

What caused them, all year.

CAUSES THIS YEAR

50%

22%

17%

11%

Release — 9

Network — 4

Capacity — 3

Third party — 2

RELEASES LEAD

Nine of eighteen began with a deploy. Rollback by hash kept every one

under ten minutes.

CHANGED

Cache keys are pre-warmed before cut-over, and a release may not cut

over during a region's peak hour.

CHANGED

Two carriers per edge where there was one; gru1 first.
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04 · NEXT

The plan for Q4.

OCTOBER

2.15

Request-level routing

Route by cookie and header, not only by country.

ops

A p99 alert per region

Paged at 2× the region's own baseline.

NOVEMBER

2.16

KV replication, streamed

Reads stay in-region during a bulk import.

edge

Three new regions

Lagos, Jakarta and Bogotá.

DECEMBER

3.0

Workers at the edge

Image resize and auth checks run where the

request lands.

freeze

Holiday change freeze

Dec 18 – Jan 4; rollbacks only.
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Halyard

05 · QUESTIONS

Questions?

Presented by the Halyard platform team

platform@halyard.example · #platform-review

THE LIVE REVIEW

Every chart here, drillable to the

request, in the dashboard.


