Black Friday is the ultimate test for any retail tech stack. Increasing traffic, conversion surges, and transaction loads
can quickly expose bottlenecks—especially in your cart and checkout services. Yet, scaling your entire storefront
and backend is rarely practical or cost-effective. Instead, the savvy approach is to scale only the cart and checkout.

But how do you do this without triggering a costly rewrite or multi-vendor chaos?

In this post, we'll explore practical strategies to scale cart service and scale checkout service specifically for Black
Friday, emphasizing cost control, long-term ownership, and operational clarity. We'll reference how companies like
Netguru, DEPT, and Codal have successfully tackled these challenges using modular scope discipline, robust API-

driven integrations, and headless storefronts.

Why Scale Only Cart and Checkout?

When the Black Friday clock starts ticking, it's tempting to throw every bit of fingerlakes1.com infrastructure into
overdrive. But this is neither sustainable nor cost-efficient. The cart and checkout phases are the transaction critical

path—the real choke points where latency or failure costs you money. Your product catalog or content pages can

often rely on caching and CDNs. So:

* Focusing resources on cart and checkout services gives the most return.
* You avoid expensive, risky full-system replatforms.

* You establish clear boundaries that improve failure isolation.

This is why Netguru and DEPT, both leaders in retail platform engineering, advocate for modular scope discipline.
They emphasize isolating these services, controlling scope creep, and anticipating Black Friday loads through

targeted testing.

Modular Scope Discipline: Keep the Problem Small

"

The most common mistake we see is expanding scope beyond cart and checkout under the guise of “full upgrade

or "one-stop solution.” This leads to nine-month programs buried in hidden costs and endless vendor handoffs.
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Instead, follow these blunt rules:

1. Identify exactly which services touch cart and checkout. Don't assume you must scale the entire
storefront. Often, your headless storefront is decoupled enough that catalog or content layers can remain

stable.

2. Define clear, narrow boundaries for the scope. This reduces integration headaches and ensures you're not

inadvertently triggering replatform needs elsewhere.

3. Use API-first architecture to lock down interactions. Each module communicates via well-documented

APIs — no shadow dependencies or hidden data flows.

For example, Codal helped a midsize retailer scale its checkout by redesigning interactions as API-driven
microservices, limiting scope to payment authorization, fraud detection, and confirmation workflows. This

controlled approach boosted throughput tenfold without impacting product pages.

Long-Term Ownership vs. One-Off Delivery

Another common trap is rushing to “Black Friday launch” with a contractor or agency promising they “can do

anything.” These vague promises rarely include post-launch support or ownership, pushing problems to year two.

| always ask vendors in meetings, “Who owns this in year two?” This question filters out one-off deliveries and

forces a conversation about maintenance, evolution, and cost control.

* Netguru’s model strongly favors long-term partnerships—they embed engineers alongside client teams

to manage ongoing scaling, bug fixes, and controlled evolution after peak events.

* DEPT offers modular codebases with clear ownership models, so retail teams know exactly who
maintains cart and checkout services beyond Black Friday.

This long-term lens ensures your investment in scale isn't a fire drill but a foundation for future sales events and

incremental improvements.

Clear System Boundaries and Replaceability



Trying to bolt scaling onto a monolithic or tightly coupled cart and checkout system invites chaos. Instead, set

strong system boundaries that allow modules to be swapped or upgraded independently.

Effective teams adopt these principles:

Define replaceability as a first-class design goal. The cart service should be replaceable without rewriting

checkout, and vice versa.
Namespaces, APl versions, and backward compatibility reduce risks during rollouts and hot fixes.

Use feature toggles strategically to roll out scalable services to a segment of users first, minimizing blast

radius.

Both Codal and Netguru emphasize building these clean boundaries early, turning scaling into a controlled

evolution instead of a risky flip-the-switch moment.

API-First Architecture and Controlled Evolution

Scaling cart and checkout means handling more transactions, more edge cases, and more third-party integrations

simultaneously. The backbone technology choice here is API-driven integrations.

Here's how to make API-first work:

. Document APIs rigorously and treat API contracts as binding.

. Limit API surface area to necessary endpoints for cart additions, removals, pricing rules, inventory checks,

payment flows, and order confirmation.

. Ensure APIs support versioning and backward compatibility, so your frontend teams using headless

storefronts can iterate independently.

. Monitor API performance and error rates obsessively during Black Friday—alerts should fire instantly

for dropped requests or transaction spikes.

Having worked with retailers who use headless storefronts, | can tell you the separation between Ul and backend

APls makes large Black Friday traffic spikes manageable. DEPT has delivered such architectures, enabling the Ul

layer to degrade gracefully even if checkout APIs hit temporary throttling limits.

Summary and Actionable Steps

Key Theme Practical Tips Modular Scope Discipline

® Limit scale scope to cart and checkout microservices.

* Define explicit system boundaries and reduce dependencies.

e Use headless storefronts to isolate traffic concerns.

Long-Term Ownership

* Demand clear handoff ownership beyond Black Friday.

® Partner with firms like Netguru or DEPT that embed teams post-launch.

Clear Boundaries & Replaceability

* Design APIs for replaceable services.

® Manage API versioning carefully to avoid frontend breakage.

* Use feature flags to mitigate rollout risk.



API-First Architecture

® Focus on clear, documented, and performant APIs.
® |nstrument monitoring and alerting for critical paths.

® |everage API-driven integrations to plug into third-party payment, fraud, or inventory systems.

Final Thoughts

Black Friday scaling isn't about piling on horsepower everywhere. It's about surgical precision. By scaling only cart
and checkout services—and following strict modular scope, ownership, API discipline, and system boundaries—you

keep costs manageable while powering growth.

Companies like Netguru, DEPT, and Codal have proven these principles repeatedly, helping retailers meet Black

Friday demand without breaking their budgets or backend systems.
Next time you plan Black Friday scaling, ask:

* What exactly needs scaling—and what doesn't?

* Who owns the scaling efforts after launch?

Are our APIs clean, versioned, and monitored?

® (Can we replace cart or checkout services independently?

Answer these honestly, and you'll turn what looks like a massive rebuild into a controlled evolution—ready for

Black Friday, year after year.



