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FRAMEWORK

Why this is hard to debug.



CASE 1

DAGs stopped importing after an Airflow 
upgrade.

Symptom — Every DAG fails to import, right after a routine upgrade.

First guess — “Our DAG code broke.”



CASE 1

What the logs actually said.



CASE 1

What was really happening.



CASE 2

A successful task was marked as failed.
Symptom — A task succeeds on retry, then flips to failed with no new run.

First guess — “Flaky retry logic.”



CASE 2

What the logs actually said.



CASE 2

What was really happening.



CASE 3

All DAGs slowed down overnight.
Symptom — Every DAG gets slower overnight, for reasons no one deployed.

First guess — “Must be yesterday’s deploy.”



CASE 3

What the logs actually said.



CASE 3

What was really happening.



CASE 4

Tasks stuck in queue, pods not found.
Symptom — Tasks sit in the queue. “Pod not found” warnings everywhere.

First guess — “Kubernetes is flaky.”



CASE 4

What the logs actually said.



CASE 4

What was really happening.



CASE 5

A task hung for hours with no error.
Symptom — A task hangs for hours, even though the work already finished.

First guess — “A new version regression.”



CASE 5

What the logs actually said.



CASE 5

What was really happening.



REFERENCE

Which system is it?



REFERENCE

Where to look before you start guessing.



CLOSING THOUGHT

Key takeaways.
Three habits that would have shortened every one of these.

1

Distrust the first guess

All five opened with a 
confident, reasonable, wrong 
hypothesis. In four of them the 
log itself pointed at the wrong 
component.

2

“Success” can lie

A caught exception reported 
success for over a year. A 
finished job looked hung. Task 
state is not the same as truth.

3

Check the boring 
numbers
Version pins, row counts, two 
settings side by side, memory 
math. Not one of these needed 
an exotic tool.



Thank you.
Questions?

Scan for LinkedIn


