
 

THE GUARDRAIL GAUNTLET 

Experiment Design (A/B) + Guardrail Metrics + Twyman's Law 

 

1. The Three Frameworks Used: 

EXPERIMENT DESIGN (A/B) 

Show version A to one random 

group and version B to another, 

then measure the difference. 

Randomisation is what makes ​
the result trustworthy. 

GUARDRAIL METRICS 

Secondary metrics you 

promise not to harm — page 

speed, unsubscribes, 

complaints. They catch 

damage your main metric 

would hide. 

TWYMAN'S LAW 

Any figure that looks 

surprisingly good is probably 

wrong. Extraordinary results 

demand extraordinary 

checking. 

 

How the Three Connect (Fusion Logic) 

A/B testing tells you whether a change wins. Guardrails make sure it didn't win by breaking 

something else. Twyman's Law makes you suspicious of your own good news. Fused, they 

stop a company from confidently shipping its own mistakes. 

​
2. Application: BOOKING.COM / MICROSOFT BING 

Background — What Happened and Why 

●​ Most product ideas fail. Even at excellent companies, only a minority of A/B tests 

produce a real gain. 

●​ A change can lift the headline metric while quietly harming something more important 

— for example, boosting clicks by making the page misleading. 

●​ Spectacular test results are usually bugs in the test, not breakthroughs in the product. 

●​ Without discipline, teams ship the flukes and celebrate them. 

What They Did 

●​ Ran a very high volume of controlled experiments rather than relying on opinion or 

seniority. 

●​ Defined guardrail metrics up front — things a winning test is not allowed to damage. 

●​ Treated suspiciously large wins as likely instrumentation errors and investigated them 

before shipping. 



●​ Let data, not the highest-paid person's opinion, decide what ships. 

Applying the Fusion — Step by Step 

1 

Pick one goal and set protective limits 

A test aims to improve one main number, but it can only ship if other important measures 

— like complaints, unsubscribes, and page speed — stay within safe limits. 

 

2 

Be suspicious of surprisingly good results 

A test showing a huge gain triggers an investigation, not a celebration, because spectacular 

results are usually a bug in the test, not a real breakthrough. 

 

3 

Build the checks into the system 

The company runs automatic checks — including tests where both versions are identical, 

so any 'difference' reveals a broken setup — to keep results trustworthy. 

 

4 

Treat a broken guardrail as a loss 

If a test wins on its main goal but harms a protected measure, it counts as a loss, and 

shipping it needs an explicit leadership trade-off, not a quiet team call. 

 

The Result 

A culture where most ideas are proven wrong cheaply, the rare genuine wins are trusted, and 'too 

good to be true' results are caught before they reach customers. 

 

3. Key Takeaways 

●​ Every experiment needs one success metric and several protected ones — 

wins that wound guardrails are losses. 

●​ Surprising results are guilty until proven innocent: check instrumentation 

before strategy. 

●​ A/A tests and long-term holdouts are the audit system of an 

experimentation culture. 

●​ Use once your org runs enough tests that gaming, bugs, and novelty effects 

become statistically inevitable. 

 


