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The build time is too damn high!

e Crashes that repro only in prod € & &
e Build, test for crash, build, test for crash...

THE #1 PROGRAMMER EXCUSE
FOR LEGITIMATELY SLACKING OFF:

.\\ ' / MY CODE'S COMPILING.
TO WORK!

’f .

\
3]

Bl

e But build time was 12-15 minutes. & & &
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Has it always been this bad?

Hm. It used to be 8 minutes in 2020. But it's consistently 12 now.

Untitle
Query

Add to Board 7+ Share

Datasets / (3 build-events

VISUALIZE V WHERE AND GROUP BY

= ORDERBY 1= LIMIT
P50(duration_min) duration_sec < 2000 Cl Provider Cl Provider asc None
trace.parent_id does-
not-exist

May 29 2018, 10:39 AM — Jan 22 2020, 10:43 AM Granularity: 1 day

Results BubbleUp Traces Raw Data

P50(duration_min)

Last 1 year 7 months 24 days 1 hour 3 minutes 42 seconds -

X Graph Settings
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Query Assistant

Query Results

PS0(duratian_min)

WHERE

Is_root

beanch = main
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And how did we get to here?

. Query in o meses » Share
2 )

VisuMZE WHERE GROWP BY

A¥G(comests) chude al verts o, don seqment m @
+ onoen sy <Lt +HAVING
Query Assistant

Query Results Last 3062 days. " &

A0} 2016 5000:13 ~ Jan 9 2028 00:$526 UTC 11,00 (Grarcrty. 168 how)

AVGcomemit)

\,wmwmwwWW’MW \fﬂﬂf”f)}“*fﬂ.‘w ,_W -”Wu.im

Overview  Anomalies  Correlations  Traces  Explore Data S s pobex
Jr— year asc 00 None, nchde of results
| oesn
- - Query Assistant

Query Results ® Jan 120160024 - Jan 1 2025 018IUTCHIN0 v <N

Jan 1 2016 00:24:50 ~ Jan 1 2025 07:53.00 UTC#11.00 (Granularity: 168 howr)

MAX(ines)

Mon ul 28 Mon Feb 20 Man Sep 18 Mon A 16 o Wow 12 Moo 10 Men Jan & Mon Aug 3 Mon Mar 1 Mon Sep 27 Mo Apr 25 Man Nov 21 Mon Jun 19 Mon Jan 15 Mon Aug 12

Ovorview  Anomalies  Correlstions  Traces  Explore Data

MAX(ines)
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We thought we had optimised...

After all, CircleClI got us to 8 minutes with parallelism & test splitting.

Time

Time

Testjob run Parallelism: 1

Executor 1

test 1

Testjob run Parallelism: 4

Tests split by filename/classname

Executor 2

Executor 1

test3 ..

Executor 3 Executor 4

test5 .
test6 .

test7 .

Testjob run Parallelism: 4

Tests split by timing data*

Executor 1

Executor 2

test 1

Executor 3 Executor 4

test3. test7 .
test5 . s

test6 .

*test splitting based on timing data from previous job run.

© 2025 Hound Technology, Inc. All rights reserved.
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¥ main v  hound/ .circleci / config.yml
Blame 1536 lines (1455 loc) - 66.7 KB
#
== Optimizations ==

L R i T T O O I I I I S S S R

You are probably reading this section because "the build is slow" and you're
trying to fix it. Sorry about that. Here are some pointers and things that
have been tried in the past to hopefully save you some trouble.

Running jobs in parallel requires two bits of overhead that need to be
accounted for: the job spin up time and transferring files between jobs. Let's
take these one at a time.

Job spin up: Every job that Circle runs is a new container. We use ‘cimg’
containers, which are Circle's recommendation to hopefully have the image
cached on the host by virtue of a lot of people all using the image.
Unfortunately, it's just luck whether the host has a cached image or not, and
the more jobs we run the more we run the risk of hitting a host without the
correct image. Having to fetch the image fresh can take the "Spin up
environment" stage from ~10s to >2min.

File transfer: Any files that need to persist between jobs need to be shared
either via cache or workspace. Either of these solutions work the same way:
they archive the contents of the directories and store them into S3 for
retrieval in the next job. Large files or a large number of files can cause
this to be very slow (minutes), so avoiding this overhead where possible can
speed up the total build time.

Additionally, workspaces are always applied for any downsteam job. Putting a
large directory into the workspace to share it among some downstream parallel
jobs can take >1min to upload, then >1min to apply to each downstream job /and
any jobs downstream of those/. Eg, if a job graph is generate_node_modules —>
parallel [ lint | build | test 1 —-> deploy, the deploy job will also need to
download the node_modules workspace layer even if it only needs the result of
the build job.



So why is it so bad?

Trace 1d4402c2-369d-4a45-8d12-41364ea7f022 7 View events

A Trace summary® 134 spans at Aug 21 2024 18:19:48 UTC+01:00 (12m 9s)

Search spans

& witen

starttrace @

setup

T

g0_generate_check
shelcheck
migration.progress
Js_poodie_test
Js_poodie_test
shepherd_buld @
garbage.colect_prdo..

-

go_build
go_lnt
js_poodie.test
Js-poodie.test
Js_buikd_and_then_te.
build_base_image
fotint

lambda_buld
gotest

go_test

060060 '00606a

gotest

deploy.prdog_Ingress
bulld_test_public_spi
go.test

build_test_eventstrea

deploy_doodie_docker
deploy_chromatic
deploy_hound_docker

upload.test_results

a'eo

deploy_tarball

Service Name

build-events

buildevents

buld events

build-events

build-events

build-events

build-events

buld-events

build-events

buildevents

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

buildevents

build-events

build-events

build-events

build-events

build-events

build-events

bulld events

buildevents

build-events

build-events

build-events

Highlight errors (X

Spans with errors 0

s ma0s 3m20s smos emaos m 208 1om0s 12mas
| ro7s
W esere
W ss6ss
. e
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Two answers for slowness

e Amdahl's Law

Steps Tests (v 13457 Timing Artifacts Resources
@ Parallel Runs Parallelism Idle time ®
Great job! 13457 tests passed inside 3 parallel runs in 3m 46s. P3x O 2m 39s

Use Test Insights to increase your speed and confidence.

. Parallel

o % Status Timing  Duration
#2 ® Passed ) 3m 46s
#1 @& Passed G 2m 36s
#0 ® Passed o 2m 15s

Os m 2m 3m 3m 46s
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Two answers for slowness

e Amdahl's Law
e Data locality

v [ Restoring cache 12s

il
2
3
4
5
6
7

=
WNEFR, O WO

=
'S

Found a cache from build 2058113 at cache2-js-47Pae+CfLRKVIrHL9jkITnKIjfBvgiACS2HvqZ15ThRk=
Size: 273 MiB
Cached paths:

* /mnt/ramdisk/.yarn/berry/cache

* /mnt/ramdisk/hound/cmd/doodle/node_modules

Downloading cache archive...
Validating cache...
Download duration for cache file /tmp/cache2677481521: 6.64574409s

Unarchiving cache...
Extracting using zstd
Extraction duration for cache2-js-{{ checksum "js-deps" }}: 5.816037039s

v |/ Saving cache 7s

YOI WN =

OO

Creating cache archive...

Using zstd compression

Uploading cache archive...

Stored Cache to cache2-js-8skV1ZX7nQ1lPhHMWro8b6jngpsdMNsMDz_QLIXwggUM=

* /mnt/ramdisk/.yarn/berry/cache
* /mnt/ramdisk/hound/cmd/doodle/node_modules
Total size uploaded: 235 MiB




But the caches weren't the problem. This was.

300MB in cache is okay. 3GB in workspace is... not. (esp w/ gzip)

MAX(dc.workspace_size_bytes)

3.5G

3.0G ’__\’_,___‘_,__/——’_'_—_’I—’#_f_f—_\_ﬁ

1.5G
1.0G

0.5G
Mon Nov 20 Mon Jan 29 Mon Apr 8 Mon Jun 17 Mon Aug 26
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Do we need to copy all that data?

No. Hell no.

e Everything deploys as containers now (we designed for raw VMs)
e Do we even need those intermediate artifacts?
e What if we built everything in one place?

Serial build & passing binaries between steps: terrible.
Introducing parallel build with Docker Bake.

© 2025 Hound Technology, Inc. All rights reserved.
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We all know Dockerfiles.

But each Docker build is independent.

Spinning up builders takes... a while.
Copying the cache takes even longer.

FROM golang:1.21 AS builder
COPY go.mod go.sum ./

RUN go mod download

COPY . .

RUN go build -o myapp

© 2025 Hound Technology, Inc. All rights reserved.

Set up remote Docker and Docker layer
caching

- setup_remote_docker:

docker_layer_caching: true

This step helps you avoid the Docker-in-Docker problem. In fact, you're setting
up an environment that is isolated from the Cl or primary container environment,
then using the remote host's Docker Engine.

The setup_remote_docker key configures your remote Docker environment. By
setting up a remote Docker environment, you can run Docker commands, such as
building and pushing Docker images, within your job.

The docker_layer_caching option for your remote environment is set to true,
which enables Docker layer caching. With Docker layer caching enabled, CircleCl
can reuse layers from previous builds if they haven't changed. This significantly
reduces build times, as unchanged layers do not need to be rebuilt.

11



Docker Bake allows composition.

Common tags, repo settings,
and more.

© 2025 Hound Technology, Inc. All rights reserved.

group "example" {
targets = ["api", "worker", "frontend"]

}

target "api" {
dockerfile = "build/api.Dockerfile"
tags = ["myapp/api:latest”]

}

target "worker" {
inherits = ["api"]
dockerfile = "build/worker .Dockerfile"

}

target "frontend" {
dockerfile = "build/frontend.Dockerfile"
cache-from ["type=registry, ref=myapp/cache"]

}




Docker Bake allows chaining.

Output of one as input to another.

target "poodle-js" {
contexts = {
src = "cmd/poodle”
}

args = {
NODE_VERSION = NODE_VERSION
BUILD_ID = BUILD_ID

}

dockerfile = "dockerfiles/poodle.Dockerfile"

}

© 2025 Hound Technology, Inc. All rights reserved.



Docker Bake allows chaining.

Output of one as input to another.

target "doodle" {
contexts = {
src = "cmd/doodle”
yarn = "cmd/poodle/.yarn"
poodle-js = "target:poodle-js”
config = "config"
}
args = {
NODE_VERSION = NODE_VERSION
BUILD_ID = BUILD_ID
}
dockerfile = "dockerfiles/doodle.Dockerfile"
output = ["type=registry,oci-mediatypes=true,compression=zstd"]
tags = ["S{ECR_HOST}/doodle:S{TAG}", "S{ECR_HOST}/doodle:S{SHA}"]

© 2025 Hound Technology, Inc. All rights reserved.
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Docker Bake automatically pushes SBOMs.

Attestation & build logging is included for free / pushed to ECR.

{
"builde
nidn:
¥

buildType": "https://mobyproject.org/buildkit@vl",
"materials": [
{

"uri": "pkg:docker/node@2-trixie-slim?
digest=sha256:535ha2ed7dcfodec29b0afscac2b87ccdd935880212d4b9537€767b078celca3\u0026platform=1inux%2Farm64",
"digest": {
"sha256": "535ba2ed7dcfodec29b0af4cac2b87ccdd935880212d4b9537e767h078celca3"

}
nvocation": {
"configSource": {},
“parameters": {
"frontend": "dockerfile.v0",
“args*s {
"context:poodly : "input:l-poodle-ijs",
"docker.filekey

frontend. contexts+forward"

"frontend.caps
\"containerimage.config\"

"input-metadata

[ N

,
"locals": [
{
"name": "context"
},
{
"name": "dockerfile"
Y,
{
"name": "src"
1
"environment"

“platform": "linux/arm64"

“buildConfig": {
“1lbDefinition": [

"id": "stepo”,
"op': {
o,

0 {
"source": {
"identifier": "docker-image://docker.io/library/node:22-trixie-
slim@sha256:535ba2ed7dcfodec29b@af4cac2b87ccdd935880212d4b9537e767b078celca3"
}

},

"platform": {
"Architecture'
"0S": "linux"

"arm64",

3

1,
"infos": [
L
"filename": "poodle.Dockerfile",
"language": "Dockerfile",
“data":

"QVIHIESPREVfVKVSU@1PTgpGUKINIG5VZGU6IHtOTORFX1ZFUINIT@59LXRyaXhpZS1zbGltIGFzIGIhc2UKC INIRUXMIFsiL2Ipbi9iYXNoIiwgIilldW8iLCAicGlwZWZhaWwil CA
iLWMiXQoj IF lvdSBj YW4gdWsjb21tZW5@IHBhY2thZ2VzIHdpdGggZm9yY2VkIHZ 1cnNpb2521G] 1bGI3IGFzC iMgdGVtcGIyYXI5IGI2ZXIyaWRcyBabyBnZXQgc2VjdXIpdHkgcGF
0Y2h1lcyBub3QgaW4gdGh1IGIhc2UgaW1hZ2UuCiMgSWYgeW9116I1bXAgdGh 1IGIhc2UgaW1hz2Us THN1ZSBpZiBAaGVzZSBWYWNrYWd LcyBzdG LsbCBUZWVKIHRVIGI 1CiMgcG lubmV
KIGFOIHROZXNTIHZ1cnNpb25zLgojUlVOICOtbWI1bnQ9dHIWZT1]j YWNOZSx@YXInZXQ9L3Zhci9j YWNoZS9hcHQsc2hhemluZz1sb2NrZWQgYXB@IHVWZGFOZSBcCiMgICYmIGFwdCB
pbnN@YWxsIC15ICOtbm8taW5zdGFsbClyZWNvbW11bmRzIC10IHRyaXhpZS1zZWN1cm10eSBcCiMgIGIwWZW5zc2gtY2xpZW50IFWKIyAgY3VybCBcCiMgICYmIGFwdCBpbnNOYWxsIC1
5ICOtbm8taW5zdGFsbC1lyZwWNvbW11bmRzIFwKIyAgbm9kZS1xcz@2L jkuNCtkcy@xK2R1YjEXdTEKCKVOViBDSSBOcnV1C1dPUktESVIgL2hvdW5kL2NtZCOwb29kbGUKQ@IQWSALLWZ
yb209¢31jICOtbGluayAuIC90b3VuZC9jbWQvcGIVZGx1CIIVTiAtLW1vdW50PXR5cGUIY2F jaGUsdGFyZ2VOPSIvemIvdC8ueWFybi9iZXJyeS9j YWNoZSIsc2hhemluZzlwem12YXR
1IHlhcm4gaW5zdGFsbCAtLW1tbXVOYWIsZQoKIyBtdXNOIGI LIGR1Y2xhcmVKIGFmdGVYIHR0ZSBGUKINIGI1dCBhZnR1ciB5YXJuIGluc3RhbGws IHRVIGF2b21kIGludmFsaWRhdGl
VvbiEKQVIHIEJVSUXEX@1ECgpSVU4gLS1tb3VudD10eXB1PWNhY2h1LHRhcmd 1dD@il2hvdW5kL2NtZCIwb29kbGUvbmOkZVItb2R1bGVzLY5] YWNoZSIsc2hhemluZzlwem12YXRIIHL
hcm4gYnVpbGQgLS11bnYgQUVITERFSUQYIHECVUIMRFOIRHOGLS 11bnYgQOkIdHI1ZQo="
"1lbDefinition":
{

"stepo”,
{
{

source": {

"identifier"

"attrs": {
"local.differ": "none",
"local.followpaths
"local,sharedkeyhint":

local://dockerfile",

\"poodle.Dockerfile\",\"poodle,Dockerfile,dockerignore\"1",
"dockerfile"

}

},
"constraints": {}

[
"step0:0"

}

"t’iigestl"lapping" 5
"'sha256:edf5825ef934bed@59edob7 ffbee57552f7b4efe8101d0lceddf7c91lal8ebal3" :

) Y “stepo”,
"sha256: feal856d4a4d316aadf16d801920138¢21d57hf1e2d790d32713678799743889":

"stepl"

I
{

"filename"
"language":
"data":

"R1IPTSBzY3JhdGNoCkNPUFkgLS1mcm9tPXBvb2RsZS1qcyAtlL 2hvdW5KL2NtZC9wb!
"1lbDefinition":

"Dockerfile",
"Dockerfile",

3RhdG1jL2Rpc3QgY21kL3Bvb2RsZS9zdGFOaWMvZGlzdAo=",
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Also, it natively supports OTel!

-E] bake_images

HEAD /_ping

GET /v1.45/containers/buildx_bui...

POST /v1.45/containers/buildx_b...

load buildkit capabilities
verify-doodle
verify-doodle-stage1
eventstream-auditor
go-debug

hound-artifact @& -

—e [stage-0 1/7) RUN —moun...
—e  [stage-02/7] WORKDIR /...
—e [stage-0 3/7)RUNIn-s /s...
—= [stage-0 4/7] RUN mkdir /...

—e [stage-0 5/7) RUN mkdir /...

‘—e [stage-0 6/7] RUN mkdir /...

public-api
poodle-assets

verify-doodle-images

‘-Eor] bake
a
a
&
D
}-;
7]
17
a3
a
@
a
L121]
a
83
a

go-base

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events

build-events
build-events

build-events

build-events

build-events

© 2025 Hound Technology, Inc. All rights reserved.
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| 0.2485ms

| 83.91ms

2m 10s
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80.45ms
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166.8ms

103.6ms

O

115.0ms

©
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So how'd it work out for us?

Much less data transferred!
MAX(dc.workspace_size_bytes)

3.5G

3.0G

2.5G

2.0G

1.5G

1.0G

0.5G

Mon Nov 20 Mon Jan 29 Mon Apr 8 Mon Jun 17 Mon Aug 26 Mon Nov 4
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So how'd it work out for us?

Back down to 7 minutes, yay!

WHERE GROUP BY uery Help
ation_min Is_root tranch @
atatus = success m
repo = giti@ gthub com honaycombio/hound git -9
beanch = main
Q
LT HAVING
rie) d
Query Assistant
Query Results &
192023 0 "
b TMAF min
.
:
& i
9 en sd ~‘**<~\--‘~-—--'~vi; ndlmn!l-h-o#
ApusS? Yery : y e L
LA Bl *'ﬂ L - Ll e X ? .*.gy....‘. ﬂh.
L
P75(d
W A N A o
" u . \ .
PS0(d
—_— E
Y\ N A
) ! " o Tl \ " o 3 Men et 28 " v

© 2025 Hound Technology, Inc. All rights reserved.

18



But the honeymoon didn't last...

Bake time remained static (5 min), other dependencies regressed.

20

w#gﬁhﬁﬂhlﬁuﬁﬂ

auh ﬁj'ﬁhiiix~ ) _ : iyﬂﬂﬂi-ﬁnﬂﬂ‘“ﬁ
--H C £ = - -
Mon AugT9 Mon Sep 30 Mon Nov 11 Mon Dec 23 Mon Feb 3 Mon Mar 17 Mon Apr 28 Mon Jun 9

’0(duration_min)

20

Mon Aug 19 Mon Sep 304 Mon Nov 11 Mon Dec 23 Mon Feb 3 Mon Mar 17 Mon Apr 28 Mon Jun 9

)0(duration_min)

20

b W\N\A——v—'\/\-\/\/\/\
e a— S 4 §

Mon Aug 19 Mon Sep 30 Mon Nov 11 Mon Dec 23 Mon Feb 3 Mon Mar 17 Mon Apr 28 Mon Jun 9

0

© 2025 Hound Technology, Inc. All rights reserved.
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Making things faster

First, fix the test parallelism / dependencies. Then:

Remember when we turned OFF Docker Layer Caching to save transfer
latency & costs? What if we could have our cake and eat it too?

namespace

--mount=type=cache, target="/hound/cmd/poodle/node_modules/.cache", sharing=private
--mount=type=cache, target="/root/.yarn/berry/cache", sharing=private
--mount=type=cache, target="/root/.cache/go-build"

--mount=type=cache, target="/go/pkg"

--mount=type=cache, target=/var/cache/apt, sharing=1locked

© 2025 Hound Technology, Inc. All rights reserved. 20




Technical tradeoffs

CircleCl has a massive pool (essentially all of AWS)

Namespace is bare metal & provisions on-demand. p50 vs p90 latency

HEATMAP(duration_min) Modify chart

20

10 i hﬁﬁh-‘&“ﬁs#,
T EHT L

(1 i

i (2T } ) ninﬁl!ﬂb-mdplﬂﬂ”j‘“ :
F:f:::’f b LTI T T EEF 100 14—t pe oot erped v ko

Mon Aug 19 Mon Sep 30 Mon Nov 11 Mon Dec 23 Mon Feb 3 Mon Mar 17 Mon Apr 28 Mon Jun 9

Mon Jul 21 Mon Sep 1

P50(duration_min) Modify chart v

20

wm
;,__-M————L

==

0

Mon Aug 19 Mon Sep 30 Mon Nov 11 Mon Dec 23 Mon Feb 3 Mon Mar 17 Mon Apr 28 Mon Jun 9

Mon Jul 21 Mon Sep 1

P90(duration_min) Modify chart v

20
10
M
=2
0

Mon Aug 19 Mon Sep 30 Mon Nov 11 Mon Dec 23 Mon Feb 3 Mon Mar 17 Mon Apr 28 Mon Jun 9 Mon Jul 21 Mon Sep 1
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Build & machine level

Builds > 78m7x9niypuprudtsushu4@ip

Logs  Trace

extracting sha256:

[base 2/5] WORKDIR /hound/cmd/poodie

[base 2/2] RUN

[base 3/5] LINK COPY --from=src --link . /hound/cmd/poodie
merging
[base 4/5] RUN --mount=type=cache,target="/root/.yarn/ber...
[context yarn] load from client
transferring yarn
(internal] load build definition from Dockerfile
transferring dockerfile:
(internal] load .dockerignore

transferring context:

[base 5/5] RUN target=
{doodle-build 5/6] COPY s --link
[ 1/6] LINK COPY ~-link .

[stage-2 1/4] RUN groupadd doodle && useradd - -g doodle ...

[doodle-build 2/6] LINK COPY --from=yarn --link . /hound/c..

[ 3/6] WORKDIR

[ 4/6] RUN

target="/root]....
[doodle-build 5/6] LINK COPY --from=poodie-js --link /houn..
merging

[ 6/6] RUN

target="/root/...

[stage-2 2/4] COPY --chown=doodle:doodle --from=doodle-.

[stage-2 3/4] COPY --chown=doodle:doodle --from=config h...

[stage-2 4/4] WORKDIR /doodle
[stage-0 1/3] COPY --chown=doodle:doodle --from=yarn rel.

[stage-0 2/3] RUN yarn generate-images

| s37ms

|14

397ms

397ms

| seoms
30ms
| 965ms
| 7ms.
[ 16s
| 8ms
[mass
| mosms
315ms
| 965ms
| 254ms

| 213ms

observability

Attestation #0

Materials

Origin

Commit

225

22s ||

977ms |

s3s ]

486ms |

a91ms

© 2025 Hound Technology, Inc. All rights reserved.

16s |

69s [

@ golang@1.25.0-trixie@sha256:a733d0...
@ node@22-trixie-slim@sha256:535ba2...

@ ubuntu@22.04@sha256:09506232a8...

(® honeycombio/hound

-~ d72b269eb197dd
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Build & machine level observability

Instances > dé6d0lo89jibsq -

Not running @ linux/armé4 @ 12

Overview Builds Metrics

CPU  PerCPU

90% |
60% |

30%

Build Cluster

rminal

Network bytes per seconc

120 MiB
100 MiB
80 MiB
60 MiB

40 MiB
20 MiB A

03:35 03:45

Last builds
® 360er3iln89x557ijayhnxvou
@ x35sx3hs947rufdo29kalpexq
4 @ u9jgpbpoekc8lrq7hayecxlyl
4+ @ 8b52n9f1tqjde6zfurwd4jinb

4+ @ se50jpvljhipjj3hodf2lémgf

linux/armé4

linux/armé4

linux/armé4

linux/armé4

linux/armé4

04:0

04:0

Managed by (@) namespace

Connections Timeline

Memory  Absolute
60%
40%

20%

03:35 03:45 04:01

Storage

40%
30%
20%
10%

03:35 03:45 04:01

Updated 14s ago &

combio/hounc - 3¢ 2m3s 7ha
honeycombio/hound nae3dcé 2m3s 7F
ycombio/hound < aae3dcé 1m52s 7ha
honeycombio/hound aae3dc 1m4ls 7t
oneycombio/hound - aae3dcé 2m24s 7t
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Builder instance

Created

Destroyed

Platform

Shape

Ephemeral Storage

Placement

Containers

No containers.

Cache volumes

Oct 7 03:32:53 g

Oct 7 04:02:58 r

linux/armé4 M4 Pro

12 CPU 32 GiB RAM

10 GB

Northern Virginia, US

/buildkit & build-cluster-arm64-mdpro © New
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(this explains the trimodal behaviour!)

Cold cache vs warm cache vs overloaded machine

== B @ e et O e i o o e =
Mon Jun 30 Mon Jul 21 Mon Aug 11 Mon Sep 1 Mon Sep 22
Modify chart
‘A’\\/\J\W\”J\—S-Bm
Mon Jun 30 Mon Jul 21 Mon Aug 11 Mon Sep 1 Mon Sep 22 =
[ po— =
¢ =
$5 — -
Modify chart it ’ 2

Mon Jun 30 Mon Jul 21 Mon Aug 11 Mon Sep 1 Mon Sep 22
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Optimising for devex

Fast common case > consistent mediocrity
Even the 2025 "bad" builds are better than old 2024 "good" builds

Truce €7f814b7f98d4b81bbf62514fc43ad68 (O View events

A Trace summary® 16362 spans at Oct 6 2025 22:49:54 UTC+01:00 (7m 255)

—— CEE— S
D D CEE— C—————— G
=X .- 1 N

Highlight errors (X

Search spans

Spans with errors 0 i Fields
name © Service Name v 0s 1m 40s. 3m 20s. 5m 0s 7m 25s
(21 weten buld-events 7m 5+ ! ) E—
e startiace buld-events | 18498

= sewp buildevents 11.0265

|+ shelicheck build-events B 9960s

fe  migration progress bulldevents . 200

[ bke_images buildevents emazs l

[~ Gaploy.chromatic buievents Fimos

[B o bulid-events [lamzss

|+ test eventstream_auditor buildevents ZnsTs I e |

[ ispoodle.test build-events Pamis e

[ED is-poodie_test o Pamas e

LD s_poodle_test buldrevents gxs [ | |

[ED is-poodie test buildevents I5m s I I

(D is-poodie_test buk-svents [EET e sy

(B tombde.buid buld-events e e s |

|-+ garbage_collectprdogs bulderents Izl

- deploy_prog ingress buldevents B esess

HED gotest buildevents Iz I

HE oot build-events [zm azs I e e

[HED co-test build-events [amzss T

L&D ot micration_i buildevents [ ts I

L ) o =

D (missing) @ - none 0s

f=  upload_test results buldevents EETA

LED  mark bui_fished buldevents 23,0905 )
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dean (on sabbatical until 11/3) 10:01 PM
s strawpoll: make test works and all tests pass
yes
no
® | do not ever run make test locally

L X (3 ©
@ w ;}% 21 replies Last reply 2 months ago

? talor Sep 26th at 7:16 PM

 builds at my last job lasted 20-
30min. 5 min build is life changing.
shoutout @lizf_dub_srecon &

everyone else working to keep it that
way

m11 2 O3 22 &

1 reply

=) dean (on sabbatical until 11/3) sep
26th at 7:52 PM

| think we're closer to 7 or 8 right
now but | am hell bent on getting it
<5

— o+
Your 5

£ Ruthie Irvin

Huge love to @lizf_dub_srecon because my build just failed in
the last minute due to css module linting errors only, and the
next build will take so so so many fewer minutes than if this had
happened to me just a few months ago. (edited)

Posted in # love Dec 17th, 2024 View message



Oh, and Al made this problem more critical...

Builds per week doubled... (but our Cl spend didn't!)
R&D offsite

COUNT

Modify chart
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[ ) ~\/- - =
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COUNT_DISTINCT(branch) Modify chart v
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[
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Overview BubbleUp Correlations Traces Explore Data
s COUNT & COUNT_DISTINCT(owner) ~ & COUNT_DISTINCT(branch) %
37,029 283 8,047
[ 7113 1

O e T ! 26



Eyebrow Subtitle

Optimisation results

2X builds

20 merges per day to 40 merges per day

© 2025 Hound Technology, Inc. All rights reserved.

-50% time

15 minutes to 7 minutes at p90
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Key takeaways

Data transfer between jobs can dominate build time
Docker Bake enables parallelism without data movement
Buildkit's native OTel support enables deep observability
Cache locality matters more than scale-up runner pool
Measure P50/P90/P99, not just vibes

Tradeoffs are explicit choices, not accidents

Your architecture should match your deployment model

© 2025 Hound Technology, Inc. All rights reserved.
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Should you do this at home?

Consider if:
You're building multiple related containers
You're moving >1GB between build steps
You deploy exclusively to containers
You have complex build dependencies
Skip if:
You build one simple container (or not containerised yet)
Your builds are already under 3 minutes

Start here:
Instrument your current builds (buildevents)
Find & fix your serialisation bottlenecks
|dentify build input/output reuses.

© 2025 Hound Technology, Inc. All rights reserved.
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@@ honeycomb.io

Liz Fong-Jones
Field CTO | Honeycomb

El /in/efong
M lizf@honeycomb.io
9€ lizthegrey.com
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Resources

e hny.co/blog/most-important-developer-productivity-metric-build-times

e circleci.com/developer/orbs/orb/honeycombio/buildevents

e docs.docker.com/build/bake

e namespace.so/docs/solutions/docker-builders

© 2025 Hound Technology, Inc. All rights reserved.
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http://hny.co/blog/most-important-developer-productivity-metric-build-times
http://circleci.com/developer/orbs/orb/honeycombio/buildevents
http://docs.docker.com/build/bake
http://namespace.so/docs/solutions/docker-builders

Thank you.

v mark_build_finished 27s
db_migration_lint Tm 23s

Al INFLUENCE LEVEL (AIL)

. . sigis . deploy_chromatic 1m 5s
A system for rating the amount of Al contained within a creative work

garbage_collect_prdogs 43s

go_lint 2m 44s

Human Created, No Al Involved

Examples: A handwritten letter, a painting created from an independent idea, a
typed essay done without any Al-based tooling.

lambda_build 3m 21s

7/ setup 28s bake_images 4m 10s

Human Created, Minor Al Assistance

Examples: An essay written by hand, but grammar and/or sentence structure was
fixed by an Al.

test_eventstream_audit 2m 57s
or

migration_progress 29s

js_poodle_test 3m 45s

Human Created, Major Al Augmentation

Examples: An article was written by a human, but it was significantly modified or gotest m1s

expanded upon using Al tools. (v upload_test_results 24s

watch 6m 37s

shellcheck 24s + deploy_prdog_ingress 42s
Al Created, Human Full Structure
Examples: A human fully described the a story, including giving extensive
structure to an Al, and the Al filled it in.

This talk is AIL-1.5 | All images are AIL-0
(either taken by me, or licenced stock images)

Art should be made by artists, not machines.

danielmiessler.com/blog/ai-influence-level-ail
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https://danielmiessler.com/blog/ai-influence-level-ail

Oz honeycomMD.io

See everything. Solve

honeycomb.io
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