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The main idea

Near its end, Volume I, Chapter 1 multiplied its bill by ten: the same five views, $4,480,000
over thirty days, roughly $54.5 million a year, and a promise that the conversations around
those views change at that size. The change I would watch most closely is where a decision
lands. Even the smaller ledger has agreements that carry several owners’ consumption, but
at that size a capacity lead and a finance partner can keep the connections in their heads. At
ten times the bill, the same agreements can carry minimum spending terms with shortfall
charges in the millions, and a sensible choice by one owner can create an obligation in a
budget that owner never sees.

Explore this section in the full chapter →

The portfolio at ten times the bill

Take Volume I, Chapter 1’s ledger and multiply every line by ten, holding the workload
categories, locations, unit rates, and funding arrangements fixed. This is a bookkeeping
assumption for the comparison. It does not predict that a real service can grow tenfold
without changing its architecture, performance, or commercial terms. The thirty-day table
reads:
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Work supported Thirty-day modeled cost

Data platforms $1,200,000
AI support assistant $1,000,000
Transaction-facing web workers $768,000
Shared platform hosting many small applications $600,000
Shared network, observation, and support $396,000
Legacy system being retired $240,000
New system replacing it $180,000
Deferrable batch workers $96,000
Total $4,480,000

On a 365-day basis, $4,480,000 ÷ 30 × 365 = $54,506,667, or about $54.5 million a
year. Twelve identical thirty-day periods would instead total $53.76 million. The web
pool keeps its shape at ten times the size: 640 workers at the same $40 per worker-day,
now 640 × $40 × 30 = $768,000, still arranged in failure groups and still reading from
serving layers whose own lines have grown tenfold. The eight compatible batch workers
become eighty, and the transfer that moved $9,600 of attribution in Volume I, Chapter 1
moves $96,000 here. The larger transfer deserves the same explanation of displaced work
and responsibility.

Explore this section in the full chapter →

What the number buys, and what it costs

A larger budget can improve our negotiating position, but annual spending is not the same
as an annual commitment. We should decide how much to promise after examining the
stable portion of demand. Volume I, Chapter 1’s constructed bill was about 63 percent
committed or fixed; multiplying its lines by ten preserves that proportion. It does not
prove that larger organizations necessarily commit a larger share. If we choose a higher
minimum to obtain a better rate, show the reduced freedom to shrink alongside the saving.

Explore this section in the full chapter →
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The obligations grow their own management

Volume I, Chapter 1 described obligations as promises that outlast the reasons we made
them. At the small scale, a capable finance partner and a diligent engineer can enumerate
the commitments, subscriptions, minimums, and refresh cycles together. At $54.5 million,
the enumeration itself is a job: an obligation register, a renewal calendar, usage-versus-
commitment tracking, and a reconciliation between what the agreements promise and
what the workloads actually consume. Organizations that skip this do not avoid the obli-
gations; they discover them at renewal time, one at a time, in the order the providers raise
them.

Explore this section in the full chapter →

Where I would start

The five views still answer the same questions at either size: what the money does, who
answers for it, where it runs, how its charges behave, and who funds it. What changes is
that each view needs someone to maintain it. The work view needs owners for its largest
lines; attribution needs an allocation process with someone accountable for whatever stays
unallocated; the location view needs an owner for each agreement; the charge view be-
comes the register; and the funding view needs program end dates that Finance can see
coming. A reader with a smaller budget can use the same questions without adopting an
organization built for this chapter’s spending level.

Explore this section in the full chapter →

Scale Without Surprise 3

https://withoutsurprise.com/chapter-23#the-obligations-grow-their-own-management
https://withoutsurprise.com/chapter-23#where-i-would-start

	What Scale Brings

