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But although there are many examples of such Mixed Scale ventures, as a 

rule of thumb it is useful to describe a site as either Small, Medium or 

Large for a couple of reasons. 

First, applying such straightforward categories allows us to arrive at 

almost immediate predictions for online management based on the (by 

now) well understand effects of Scale on Activity and Resource.  

That is, if we discover a site that is large in Scale, we know pretty much 

instantly the granularity of its operational Activity will be very high and 

will therefore require sophisticated Resourcing to support its management 

burden. 

This includes a large headcount, specialist skills, well defined roles, 

formal teams, complex tools, a bigger budget and more. 



And second, a consistent set of measures for describing sites whatever 

their industry, can reveal commonalities in approach that would 

otherwise remain obscure.  

Benchmarking based on Scale 

For example, it is often assumed that the online experience of 

organisations in sectors as discrete, as say retail and non-profit, are so 

dissimilar that no useful comparisons can be made. 

But this is far from the truth.  

Using the concept of Scale we can look beyond such differences and 

observe parallels that arise purely as a result of their Size, Complexity and 

Engagement. 

In a sense, it does not matter that one site is non-profit and the other 

retail. 

If the Scale of their operations are the same, they will face largely 

equivalent Governance challenges and therefore arrive at largely 

comparable solutions. 

For instance, let’s take two websites I am familiar with from the UK.  

One is Macmillan, a leading cancer charity and the other BHS a high 

street retailer. 

Both can be judged as about Mid-to-Large in Scale in terms of the British 

market.  

That is (despite some differences) they both deploy complex technology 

with large volumes of content and attract well over a million visitors per 

month. 



 

Putting aside the fact that they have different objectives & serve very 

different audiences, their similarity in Scale suggests both contend with 

comparable Governance challenges, because both need to supervise 

highly granular activity by ensuring sophisticated resources are in place. 

 

As a result, it would be no surprise to discover they both adopt an 

analogous approach as regards staffing, skills, tools & technology, as well 

as overall funding. 

This ability to compare across industries represents an added benefit of 

the concept of Scale.  

It means that if you are seeking to benchmark your Governance system, 

you are not restricted to looking at peers alone. 

The net can be broadened.  

The only thing that matters is that the Scale of operations be the same 

because products of matching Scale have similar challenges, no matter 

what they are about. 

This consistency is further demonstrated when Scale increases.  



As this happens, the high-level categories of Activity and Resource remain 

absolutely constant and never change. The only difference is the 

granularity & sophistication by which they are expedited also increases. 

In practical terms, this means that as Scale expands each task within the 

top level Activities of Governance will emerge as a distinct discipline in 

its own right—up to the point that at some stage they begin to demand 

their own dedicated Resource to support them. 

Let’s take a simple example to show what I mean. 

As we know, the task of design happens on pretty much all websites.  

On a small scale site—like for Mom-n-Pop’s Diner—new designs are 

needed only very occasionally and the standard to be met is not so high.  

This means that a web-guy with average skills (like our webmaster, 

Junior) can respond to most requests by simply knocking something up 

in Photoshop.  

That’s how small scale sites operate, as a 1-man band. 

But let’s fast forward a few years.  

Maybe Mom-n-Pop has grown into a regional giant and as a consequence 

its online presence has also expanded. 

Design work is still needed but now much more frequently, in larger 

volumes and of greater complexity. 

It’s clear that Junior will no longer have the time or skills to do 

everything.  

As a consequence, he needs to: 

 Hire a new fulltime specialist to help out, 



 

 Give her a formal role as a UX designer, 

 Acquire all specialist tools she needs to do her job,  

 And establish the standards or processes to be adhered to. 

What’s happened here is that management sophistication is responding 

to a growth in granularity. 

 

Although overall the broad categories of operations have not changed, as 

Scale has increased the subtask of design has begun to occur with enough 

frequency & in enough detail to emerge as a standalone discipline, 

requiring its own support. 

And that’s just one subtask.  

The same change will occur for almost every one of the other 20+ sub 

elements within Governance.  

… 

… 

… 



… 

… 
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This is a sample from Video 3— How to plan a new 

system of control created by Shane Diffily. 

As the internet's leading commentator on Web Governance, 

I created these classes as a low cost alternative to in-person 

training for Web & Product Managers who want to 

improve digital management & operations.  

Watch the videos 

Listen to the podcasts  

Or read the transcripts from all 4 lessons of my 

Masterclass at Diffily.com/Masterclass 

PS - Get everything from Lesson 1 for free at diffily.com 
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