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Foreword

The companion blog to this whitepaper answers one question: what does an MVP cost? This document

answers the question that comes next.

You have a budget. You have a scope. You have a team quote in hand. What you may not have is a clear
view of what you are actually building toward not the MVP, but the system that the MVP is supposed
to become.

This playbook is written for the founders, CPOs, and engineering leads who will take a shipped MVP
and need to make it scale.

It covers six decision points in sequence: architecture, data, team, infrastructure, technical debt, and
iteration governance. Each section identifies the failure modes that kill post-MVP momentum and the

decisions that prevent them.

Phase 1: Architecture Decisions You Cannot Undo

The most expensive decisions in a software system are not made when the system is large. They are made

when it is small, under time pressure, by people who are correctly prioritizing speed over correctness.

Most MVPs are built monolithic, and for good reason: a single deployable unit is faster to build, easier to
debug, and cheaper to run at low scale. The problem is not the monolith it is not knowing in advance

which seams inside the monolith will need to become service boundaries later.

Identify your future split points now:

@ Which domains generate independent data models? Billing, user auth, and core product logic
almost always need eventual separation.

@ Which features have materially different scaling requirements? A notification service that sends
10,000 emails/hour scales differently than a dashboard that 50 users refresh daily.

@ Which third-party integrations are likely to change? An integration that is tightly woven into core
models becomes a rewrite problem when the vendor changes their API.



You are not breaking these into microservices now. You are drawing the seams inside your monolith
clearly enough that you can break along them later without a full rewrite. This is the difference between a

modular monolith and a big ball of mud.

Deliverable from this phase: A domain map that labels your monolith's internal boundaries and tags

each with its scaling risk and separation timeline.

Phase 2: Data Architecture Before You Need It

The single most common cause of post-MVP rewrites is a data model that made sense at 1,000 users and
becomes a liability at 100,000.

The three data decisions that must be made at MVP stage:

First, primary key strategy. Auto-incrementing integers are fine for an MVP. They become a problem
the moment you need to merge datasets, shard a database, or expose IDs in a URL that shouldn't be
guessable. Decide now whether you are migrating to UUIDs or a structured ID scheme before user data

makes migration painful.

Second, event logging vs. state storage. Most MVPs store current state. At scale, you will need to
reconstruct what happened, not just what is. A minimal event log table added at MVP stage is trivial.

Retrofitting event sourcing into a mature system is a multi-month project.

Third, analytics separation. Running analytical queries against your production database works at small
scale and degrades user experience at medium scale. Decide your analytics separation point read
replica, data warehouse, or a dedicated OLAP layer before your first enterprise customer asks for a

custom report that locks your main table for four minutes.

Deliverable from this phase: A data migration risk register that flags the three highest-risk model
decisions in your current schema and the estimated cost to migrate each at 10x, 50x, and 100x current

user volume.

Phase 3: Team Architecture at Each Growth Stage

The team that builds an MVP is rarely the team that should scale it. That is not a criticism it is a

structural reality.

m Team Profile Primary Risk

MVP (0-500 users) 2-4 generalists, founder-led Speed over structure

Early Scale (500-10k users) 5-9 specialists added Process gaps, bus factor
(DevOps, QA, data)



Growth (10k—100k users) Domain-based squads, Coordination overhead
eng manager layer

Scale (100k+ users) Platform team, SRE, Architecture governance
dedicated data eng

The bus factor problem where a single engineer holds knowledge no one else has is an MVP-stage
artifact that becomes a scaling crisis. Identify your bus-factor dependencies before they become attrition

risks.

The offshore team decision. For most post-MVP teams, the question is not whether to use offshore
development capacity but how to structure it. A distributed team that shares architecture context, attends
the same sprint ceremonies, and has clear ownership boundaries scales well. A distributed team that

receives tickets and returns code does not.

Deliverable from this phase: A team roadmap that maps each growth stage to the hires and structural

changes required, with a dependency graph identifying current single-points-of-knowledge.

Phase 4: Infrastructure Scaling What to Build vs. Buy

Infrastructure decisions made to hit an MVP launch date become scaling bottlenecks 12—18 months

later. The question is which ones.

M MVP Approach Scale Trigger Scale Solution

Hosting Single-region, single instance>500 concurrent users Multi-region, auto-scaling groups
Database Managed single-node (RDS, Sypatyakatency >200ms p95 Read replicas, connection pooling
File storage S3/ GCS direct upload CDN costs spike CDN layer, tiered storage

Auth AuthQ / Firebase Auth Custom enterprise SSO Self-hosted or enterprise tier
Search DB LIKE queries Search queries >5% of load Elasticsearch / Typesense
Queuing Synchronous processing Any job >500ms Redis Queue / SQS / BullMQ

The critical insight here: infrastructure scaling is not linear. The jump from single-instance to
multi-region is not an upgrade it is a deployment model change that requires stateless application
design, distributed session management, and database replication strategy. If your MVP assumes

statefulness at the instance level, this migration is a partial rewrite, not a configuration change.

Deliverable from this phase: An infrastructure scaling trigger document that defines the metric
threshold at which each MVP-stage infrastructure decision gets revisited, with a cost estimate for the

migration.



Phase 5: Technical Debt Classification Before
Management

Not all technical debt is equal. Managing it requires classifying it first, not paying it all down.

The classification framework that matters for post-MVP teams:

Intentional debt: shortcuts taken knowingly to hit the MVP date. These are documented, understood,

and have a planned resolution sprint. This is acceptable debt. The risk is low if documentation exists.

Discovered debt: structural problems found post-launch that were not knowingly introduced. A data
model assumption that breaks under multi-tenancy is discovered debt. This is the category that causes

rewrites. Surface it in a formal audit within 60 days of launch.

Accumulating debt: the natural entropy of a codebase where features are added without refactoring
the underlying structure. This is managed by enforcing a 20% sprint allocation to debt reduction, not by

sprints dedicated entirely to cleanup which teams resist and products delay.

The metric that makes debt visible to non-engineers: track time-to-implement a new feature of similar
scope to one built six months ago. If that time is increasing, debt is compounding. This is a number the

CEO can understand without reading a single line of code.

Deliverable from this phase: A debt classification register with category, estimated resolution effort,

and the user-facing or revenue risk of leaving it unresolved for 3, 6, and 12 months.

Phase 6: Iteration Governance Staying Intentional at
Speed

A system that doesn't learn degrades. The governance layer is what turns a post-MVP product into a

compounding platform.

The four processes that must be in place before Series A:

@ Architecture decision records (ADRs). Every significant technical decision a new service, a
schema change, a vendor selection is documented with the context, options considered, and

decision rationale. This costs 30 minutes per decision and saves days when the engineer who made it
leaves.

@ Feature flag infrastructure. The ability to ship code without activating it is not a nice-to-have at
growth stage it is the foundation of safe continuous deployment. LaunchDarkly, Flagsmith, or a
simple database-backed flag system all work. No flags means no safe experimentation.

@ On-call rotation and incident response. The first production incident without an on-call rotation
causes one of three outcomes: the founding engineer burns out, the problem goes unresolved for
hours, or both. Define incident severity levels, response SLAs, and a rotation before your first



enterprise customer goes live.

@ Quarterly architecture review. Every three months, the engineering lead reviews the scaling trigger
document from Phase 4, the debt register from Phase 5, and the team dependency map from Phase 3.
This meeting decides what moves from 'monitor' to 'act' before it becomes a crisis.

Deliverable from this phase: A governance calendar with recurring cadences for each of the four

processes above, assigned owners, and the artifacts each review produces.

Common Failure Modes & How to Avoid Them

Skipping the domain map. Teams that don't draw internal boundaries before scaling end up with a
monolith where every change breaks something unrelated. The map costs a day. The rewrite costs

months.

Auto-increment IDs in a system that will go multi-tenant. Migrating primary key strategy after
millions of rows are live is one of the most painful data engineering tasks in existence. Make this

decision at schema design time.

The bus-factor hire. Scaling a team around a single engineer who holds architectural knowledge is not

scaling it is deferred risk. Knowledge transfer is a sprint-level task, not a crisis response.

Infrastructure scaling without stateless design. Moving to auto-scaling groups with a
session-dependent application produces cascading failures. Stateless application design must precede

horizontal scaling, not follow it.

No feature flags before enterprise sales. An enterprise customer who requests a configuration option
you cannot safely deploy behind a flag is a deal you cannot close safely. Build flag infrastructure before

you need it.

Debt review that never triggers action. A debt register that is updated quarterly but never results in a
sprint allocation change is organizational theater. Tie the register to a firm 20% sprint allocation rule

with escalation paths when features crowd it out.



Implementation Timeline Reference

1 Architecture domain mapping 1-2 weeks

2 Data migration risk register 1-2 weeks

3 Team roadmap & dependency graph 1 week

4 Infrastructure scaling trigger doc 1-2 weeks

5 Technical debt classification audit 2-3 weeks

6 Governance calendar & process setup 24 weeks (parallel to Phase 5)

Phases 1-3 can run in parallel. Phase 4 depends on Phase 1 outputs. Total elapsed time for a complete
readiness review: 4—6 weeks for a team with an engineering lead who can dedicate 30-40% of their time

to the process.

About Code-B

Code-B partners with founders and product teams to architect, build, and scale software systems — from

MVP scoping and offshore team setup to post-launch infrastructure and engineering governance.

Read the companion blog at code-b.dev/blog/mvp-development-cost or get in touch at

manager @code-b.dev.
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