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Executive Summary
A global retailer's Apache ActiveMQ® broker network had grown from a 
single, reliable broker into a mission-critical backbone connecting hundreds 
of brokers across dozens of applications, adopted rapidly across the 
business, but without the enterprise support structure to match. 

This unmanaged growth, compounded by the absence of architectural 
guidance, troubleshooting expertise, and formal bug and enhancement 
support, led to fragile operations, delayed orders during peak sales events, 
and significant operational overhead. 

Through enterprise support, unified visibility, automation, and governed 
self-service, the organization transformed its messaging infrastructure into 
a reliable, scalable foundation for business growth.

Matric Impact

Outages Reduced Dramatic decline in unplanned downtime

Operational Efficiency

Developer Velocity

Revenue Impact

Teams freed from constant firefighting

Faster feature delivery through self-service

Protected during peak events; eliminated outage losses

Key Results



1.  Message duplication
Misconfigured connectors between brokers created duplicate messages, forcing 
manual reconciliation between systems.

2.  Data loss
Messages occasionally disappeared in transit, requiring emergency system 
audits.

3.  Performance hotspots
Workload distribution was chaotic. Some brokers handled peak traffic while others 
remained idle, creating bottlenecks.

4.  Visibility gaps
Tracing a delayed message required manually searching logs across multiple 
brokers, consuming hours of engineering time.

5.  Operational burden
Engineers spent more time managing infrastructure than building features.
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Success breeds complexity. The retailer's initial Apache ActiveMQ® broker 
was a reliable workhorse supporting the e-commerce platform. As trust in 
the system grew, more teams adopted it: inventory management, loyalty 
programs, and regional operations. What began as a single broker evolved 
into a mission-critical backbone, with hundreds of brokers connecting 
dozens of applications spanning multiple geographic regions.

Critically, this evolution happened without enterprise support. There was no 
architectural oversight to guide how the network should be designed as it 
scaled, no troubleshooting expertise to diagnose failures quickly when they 
occurred, and no formal support channel for bugs or enhancements as 
operational demands outgrew the original deployment's capabilities. 
Growth was driven entirely by business demand, with no support structure 
to keep pace. The consequences became evident:

The Challenge:
Unmanaged Growth



Business Impact
These technical challenges translated to real business costs:

•  Customer experience: Orders were delayed or duplicated, undermining trust 
    at a critical touchpoint.

•  Peak event failures: During a flash sale, connector fragility caused a 
    cascading backlog. Orders accumulated, call centers flooded with
    complaints, and revenue was lost.

•  Operational costs: More engineers were assigned to middleware support, 
    leaving fewer resources for customer-facing innovation.

•  Innovation slowdown: Developers waited for middleware specialists to 
    provision messaging resources. Feature velocity declined.
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The Turning Point:
The Flash Sale Crisis
The breaking point came during a major flash sale. A sudden surge in 
customer orders exposed the fragility of the broker network. A misconfigured 
connector buckled under load, creating a cascading backlog. 
Orders queued up faster than they could be processed. Warehouse staff 
had no visibility into fulfillment requests. The call center was overwhelmed 
with customer inquiries about their orders.

This wasn't just a technical failure, it was a business failure. Leadership 
demanded to know why a system designed for resilience had become a 
single point of failure. 

The incident exposed a hard truth: the broker network had outgrown the 
organization's ability to manage it, and without enterprise support, there 
was no expert hand to catch the architectural gaps before they became 
production crises.

The response wasn't to add more brokers or quick-fix the connectors. 
Instead, the organization rethought its entire approach to broker network 
management. Four core pillars shaped the transformation:

Enterprise Support

The foundational shift was establishing formal enterprise support for Apache 
ActiveMQ®, something the organization had never had despite the platform 
becoming mission-critical. 

With enterprise support in place, the team gained access to architectural guidance 
for redesigning the broker network properly, dedicated troubleshooting expertise to 
resolve issues that had previously consumed days of engineering time, and a 
formal channel for bug fixes and enhancements as operational requirements 
evolved. 

This support layer didn't just fix what was broken, it gave the organization 
confidence that their messaging infrastructure could be relied upon to deliver 
business outcomes.

The Solution: Unified Visibility,
Automation, and Governance
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Unified Visibility

The first challenge was gaining visibility. Logs were scattered across brokers, 
monitoring was fragmented, and tracing a single message required manual 
searches. The organization implemented a central observability solution that 
provided:

•  Real-time Dashboard: Every broker, queue, topic, and connector visible in one place.

•  Predictive Alerts: Analytics flagged hotspots and capacity risks before they caused 
    outages.

•  Messaging Tracing: Engineers could follow a single message through the network, 
    eliminating manual log searches.

Intelligent Automation

With visibility in place, the organization automated routine operations that had 
consumed engineering time:

•  Workload Rebalancing: Every broker, queue, topic, and connector visible in one place.

•  Dead-letter Queue Management: Analytics flagged hotspots and capacity risks before 
    they caused outages.

•  Connector Health Monitoring: Fragile connections were identified and healed before they    
    failed.

Governed Self-Service

The final piece was empowering developers without losing control. The organization 
implemented a self-service platform for provisioning messaging resources, but with 
guardrails:

•  Developer Portal: Teams could request new queues or topics on demand.

•  Approval Workflows: Platform governance was enforced through structured reviews,   
    ensuring compliance.

•  Cost Controls: Quotas and resource limits prevented runaway consumption.
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Outcomes: From Liability
to Strategic Asset
The transformation delivered measurable results across every dimension of 
the business:

Operational Excellence
•  Outages Declined Sharply: Predictive alerts and automation prevented many incidents 
    before they cascaded.

•  MTTR Improved:  When issues did occur, visibility reduced mean time to resolution 
    significantly.

•  Operational Costs Stabilized: Automation reduced manual work, freeing engineers from 
    firefighting.

Developer Velocity
•  Faster Provisioning: Self-service eliminated waiting times for middleware specialists.

•  Feature Delivery Accelerated: Teams spent less time on infrastructure concerns and more 
    time building customer value.

•  Innovation Unblocked: Developers could experiment with new messaging patterns without 
    bureaucratic delays.

Customer Impact
•  Reliable Order Processing: Peak sales events no longer caused cascading failures. 
    Customers experienced fast, consistent order fulfillment.

•  Eliminated Duplicates: Message deduplication logic was no longer needed. Data integrity 
    was ensured by design.

•  Revenue Protected: No more outage-related losses during high-value events. Uptime 
    translated directly to revenue.
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The Role of meshIQ
Transformations like this are difficult to sustain without the right technology 
and expertise. meshIQ provided the capabilities that made reliable Apache 
ActiveMQ® operations not just possible, but predictable.

Enterprise Support

meshIQ delivers enterprise support for Apache ActiveMQ® that guarantees 
mission-critical deployments deliver business outcomes without 
performance degradation. For this retailer, that meant more than a support 
ticket queue, it meant a partnership. 

meshIQ's experts worked directly with the organization's engineering teams to 
redesign poorly structured broker architecture, identify and resolve bugs that 
had been causing silent failures, and deliver targeted enhancements as 
operational requirements evolved. 

meshIQ also leveraged Apache Camel to accelerate integration 
development, enabling the team to build and deploy new messaging 
workflows significantly faster than was previously possible. When the broker 
network was mission-critical, and the business couldn't afford downtime, 
enterprise support was the foundation on which everything else was built.



8

Unified Observability

meshIQ aggregates visibility across the entire broker network. Instead of piecing 
together logs from multiple sources, platform teams see every broker, queue, con-
nector, and flow in one unified dashboard. Predictive analytics highlight capacity 
risks and performance anomalies before they impact operations.

Intelligent Automation

Routine operational tasks that consume engineering time are automated. 
Dead-letter queues are managed automatically. Workloads are rebalanced to 
prevent hotspots. Health checks identify and heal fragile connections. Engineers 
focus on high-value work instead of repetitive operational chores.

Governed Self-Service

meshIQ empowers developers with on-demand provisioning while protecting 
platform governance. Teams can request messaging resources through a 
self-service portal, but requests flow through structured approval workflows. 
Compliance is enforced, costs are controlled, and developers move faster.

Multi-Middleware Support

For organizations running heterogeneous environments, meshIQ provides a single 
pane of glass not just for Apache ActiveMQ®, but also for Apache Kafka®, RabbitMQ®, 
and IBM MQ. This unified approach simplifies governance and reduces operational 
overhead across the entire messaging estate.

        



1.  Mission-Critical Systems Require Enterprise Support 
When Apache ActiveMQ® evolves from a single broker into the backbone 
connecting hundreds of systems and dozens of applications, it crosses a threshold 
that community support alone cannot meet. 

Organizations that treat enterprise support as optional overhead, rather than as 
insurance for mission-critical infrastructure, will eventually pay the price in outages, 
architectural debt, and lost revenue.

2.  Unmanaged Growth Is Inevitable - Plan for It 
Broker networks emerge as businesses succeed. Rather than resisting this growth, 
organizations should anticipate it and build governance frameworks that scale with 
demand. Visibility and automation should be built in from the start, not bolted on 
after problems arise.

3.  Visibility Is the Foundation
You cannot manage what you cannot see. A unified observability platform is the 
prerequisite for everything else. Without visibility, automation is blind, and 
governance is guesswork.

4.  Automation Frees People for Higher-Value Work
Repetitive operational tasks consume resources and introduce human error. 
Automation doesn't replace engineers, it redirects their talents from routine 
maintenance to strategic projects.

5.  Self-Service With Guardrails Is Transformative
The false choice between central control and developer freedom can be overcome. 
Structured self-service, backed by automation and governance, enables both 
agility and compliance.
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Key Lessons



This retailer's journey illustrates a broader truth: broker networks are not inherently 
problematic. They emerge from success and scale. The difference between fragility 
and reliability lies in how they are managed, and whether the organization has the 
enterprise support structure to match the platform's growing criticality.

When Apache ActiveMQ® quietly becomes the backbone connecting hundreds of 
brokers and dozens of business-critical applications, treating it as unmanaged 
infrastructure is no longer a viable option. 

The organizations that invest in enterprise support early, pair it with unified 
observability and automation, and govern self-service access will turn their broker 
networks into competitive advantages. 

Those that don't will find themselves paying the price in architectural debt, 
operational overhead, lost revenue, and the kind of crisis that only becomes visible 
at the worst possible moment.

Conclusion

meshIQ is a multi-middleware intelligence platform that provides enterprise 
support, unified visibility, automation, and governance for Apache ActiveMQ®, 
Apache Kafka®, RabbitMQ®, and IBM MQ. With 30 years of hard-won expertise in 
middleware operations, meshIQ helps enterprises transform their messaging 
infrastructure from an operational burden into a strategic asset.

For more information or to discuss how meshIQ can help your organization tame its 
broker network, contact meshIQ for a consultation.

Visit: www.meshiq.com
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