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Strategy debt

The gap between what made sense then
and what we need now 

Also: Your biggest opportunity 





The Evolution of Ballerina









Ballerina VSCode Plugin Issues (2019)







Ballerina Compiler Platform

Original proposal sketch - 2020



Ballerina Compiler Platform



What Changed When We Invest Our “Debt”?

Developer retention
Developer who left came back, and brought friends

Internal productivity
We stopped fighting tools and started shipping features



Your Move

Don’t just fix → Reframe
When everyone sees burden, find the hidden capital

Don’t wait for permission → Create conviction
Build the prototype. Show the path. Lead  

Don’t rebuild → Evolve
Transform one piece at a time



If you build it, they might not come.
But if you don’t build it, they definitely can’t.





Thank You


