
   
 
 

 

AWS Use Case: Bigger Picture MSP Solution 

Bigger Picture's theater management platform achieved 99.98% uptime, 40% AWS 
cost reduction, and ML-powered features through Cloudride's 24/7 MSP services, 
enabling focus on innovation. 

Customer Overview 

Bigger Picture is a customer-centric all-in-one movie theater and venue management 
platform (ERP). Its data-driven cloud operation offers unparalleled customization for 
both venue and audience needs. From ticket kiosks to concession management to 
consumer clubs, the easy-to-use platform offers a self-service solution that ushers 
theaters into the 21st century. As their theater client base expanded rapidly, Bigger 
Pictureneeded a strategic MSP partner to handle AWS infrastructure, enabling their 
team to focus on product innovation for the entertainment industry. 

Business Challenge: 

Bigger Picturefaced critical challenges that threatened their ability to serve growing 
theater operations: 

• Real-Time Performance Requirements: Theater operations demand zero-
latency ticket sales, especially during opening weekends and peak 
showtimes 

• ML/AI Opportunity Gap: Theater clients requesting predictive analytics for 
concession inventory, dynamic pricing, and audience behavior insights 

• Multi-Tenant Complexity: Each theater chain needed customized 
configurations while maintaining platform stability across hundreds of 
venues 

• Peak Load Unpredictability: Major movie releases and events creating 
massive traffic spikes requiring instant scalability 

• 24/7 Operations Critical: Theaters operate evenings, weekends, and 
holidays—their busiest times—when traditional support isn't available 

• Cost Optimization Pressure: Need to keep platform costs low to remain 
competitive in the theater management market 

• Integration Architecture: Connecting with kiosks, POS systems, payment 
processors, and third-party ticketing platforms required robust DevOps 

• Data Security Compliance: Handling payment card data (PCI-DSS) and 
customer information requiring enterprise-grade security 



   
 
 

MSP Solution Provided 

Cloudride partnered with Bigger Picture to provide comprehensive managed services 
covering: 

1. ML/AI Integration for Theater Intelligence 

• Built predictive analytics for concession inventory optimization (reducing waste 
by forecasting demand) 

• Implemented dynamic pricing algorithms based on showtime popularity, 
historical data, and real-time demand 

• Developed audience behavior analysis tools helping theaters understand 
preferences and optimize programming 

• Created recommendation engines for consumer clubs suggesting movies based 
on viewing history 

• Integrated computer vision for kiosk interface optimization and customer flow 
analysis 

• Implemented fraud detection for ticket sales and loyalty program abuse 
• Provided ongoing ML model tuning specific to entertainment industry patterns 

 

2. 24/7/365 Support & Operations 

• Round-the-clock monitoring aligned with theater operational hours 
(evenings/weekends priority) 

• Follow-the-sun support team ensuring coverage during Friday/Saturday night 
peak times 

• Dedicated incident response for opening weekend releases and special events 
• Proactive monitoring during major film premieres (Marvel releases, Star Wars, 

etc.) 
• Integration with BiggerPicture's client support for escalation paths 
• Average response time: under 10 minutes for customer-facing issues 

 

3. DevOps & Cloud Architecture Day-to-Day Support 

• Multi-tenant architecture design ensuring isolation and customization per 
theater chain 

• CI/CD pipelines for rapid feature deployment without client disruption 
• Kiosk and POS system integration management 



   
 

• Database optimization for high-volume transaction processing 
• Auto-scaling configuration for unpredictable traffic patterns 
• Payment gateway integration and PCI-DSS compliance maintenance 
• Third-party API management (payment processors, movie databases, marketing 

platforms) 
• Disaster recovery and business continuity planning for critical theater 

operations 
• Performance testing simulating opening weekend traffic loads 

 

4. FinOps Assistance & Cost Optimization 

• Continuous cost optimization crucial for SaaS platform margins 
• Usage-based cost modeling for theater client pricing strategy 
• Reserved capacity planning for baseline load with burst scaling for peaks 
• Data storage optimization (hot vs. cold data based on transaction age) 
• Multi-tenant resource optimization ensuring equitable cost allocation 
• Monthly FinOps reviews showing cost per theater venue, per transaction 
• Forecasting tools for seasonal variations (summer blockbusters, holiday peaks) 

AWS Services Utilized 

• Compute: Amazon ECS (containerized microservices), AWS Lambda (event-
driven processing), EC2 Auto Scaling 

• ML/AI: Amazon SageMaker (predictive models), Amazon Personalize 
(recommendations), Amazon Forecast (inventory optimization) 

• Database: Amazon RDS (PostgreSQL for transactional data), Amazon 
DynamoDB (real-time kiosk interactions), Amazon ElastiCache (Redis for 
session management) 

• Storage: Amazon S3 (media assets, receipts, reports), Amazon EFS (shared 
configuration) 

• Integration: Amazon API Gateway, Amazon EventBridge, AWS Step Functions 
• Analytics: Amazon Kinesis (real-time transaction streaming), Amazon Athena 

(business intelligence), Amazon QuickSight (client dashboards) 
• DevOps: AWS CodePipeline, AWS CodeBuild, AWS CodeDeploy, AWS 

CloudFormation 
• Monitoring: Amazon CloudWatch, AWS X-Ray, AWS CloudTrail 
• Security: AWS WAF, AWS Shield (DDoS protection), AWS Secrets Manager, AWS 

KMS (encryption), AWS Security Hub 



   
 
 

Results & Benefits 

✓ 99.98% uptime during peak theater hours (evenings/weekends) 

✓ Zero downtime during major film releases, including record-breaking opening 
weekends 

✓ ML-powered inventory optimization reducing concession waste by 32% across 
client theaters 

✓ Dynamic pricing features increase per-ticket revenue by 18% during off-peak 
times 

✓ 40% AWS cost reduction through FinOps optimization, improving SaaS 
platform margins 

✓ 5x faster feature deployment, enabling monthly releases vs. quarterly 

✓ Successful scaling from 200 to 850 theater venues without infrastructure 
incidents 

✓ PCI-DSS compliance maintained continuously with zero security breaches 

✓ Peak load handling of 50,000+ concurrent ticket transactions during major 
premieres 

✓ Engineering team refocused: 75% time on product features vs. infrastructure 
firefighting 

Customer Testimonial 

"Our theater clients depend on us during their most critical moments – opening night of 
a major blockbuster, Saturday evening rush, holiday peaks. Before partnering with 
Cloudride, our small team was stretched impossibly thin, especially during evenings 
and weekends when theaters actually operate. Now, we have enterprise-grade 
reliability and 24/7 support without enterprise-grade overhead. The ML features 
Cloudride helped us build – predictive concession ordering, dynamic pricing, 
personalized recommendations – have become major differentiators, winning us deals 
against competitors. Our clients see reduced waste, increased revenue, and happier 
customers. We've gone from worrying about infrastructure to innovating for the theater 
industry." 

Avi Gabay, VP R&D, Bigger Picture 

Key Differentiators of This MSP Approach 



   
 
1. Industry-Specific Expertise: Understanding theater operations, peak patterns, and 
entertainment industry requirements 

2. Mission-Critical Reliability: 24/7 support aligned with when theaters actually 
operate (not just business hours) 

3. ML/AI for Entertainment: Specialized machine learning applications for theater 
operations, not generic implementations 

4. Multi-Tenant Excellence: Architecture supporting hundreds of theater chains with 
unique customizations 

5. Cost Efficiency: FinOps optimization enabling competitive SaaS pricing in the 
theater management market 

6. Compliance Built-In: PCI-DSS and data security as core operational practices, not 
afterthoughts 

7. Scalability for Growth: Platform supporting rapid client acquisition without 
infrastructure bottlenecks 

TCO Analysis Performed 

The Breaking Point 

The crisis meeting happened on a Saturday night—naturally, because that's when 
theaters are busiest. A major Marvel film had just opened, and Bigger Picture's platform 
was struggling under the load. Ticket kiosks were timing out. Theater managers were 
calling support. Bigger Picture's three-person engineering team was frantically scaling 
resources manually, trying to keep hundreds of theaters operational during their 
highest-revenue hours. 

The CEO, watching revenue-per-minute dashboards for their theater clients, asked the 
question that changed everything: "How do we grow this business without Saturday 
night turning into a recurring nightmare?" 

That Monday, Bigger Picture reached out to Cloudride – not just for help scaling, but to 
understand if their entire operational model was sustainable. 

Understanding the Theater Business Model 

Cloudride's team started by embedding themselves in Bigger Picture's world, but more 
importantly, in their clients' world. They spent time in actual movie theaters, watched 
ticket sales during Friday night rushes, observed concession operations, and talked to 
theater managers about their pain points. 



   
 
What emerged was a picture of a business with unique constraints. Theaters operate on 
thin margins. Peak demand is highly predictable (evenings, weekends, holidays, major 
releases) yet intensely concentrated. When Spider-Man opens, every theater is 
slammed simultaneously. System failure during those hours doesn't just cost Bigger 
Picture – it costs their clients tens of thousands in lost sales. 

The Infrastructure Stress Test 

The TCO analysis team did something revealing: they mapped Bigger Picture's 
infrastructure costs against actual theater operations and revenue patterns. 

What they found was painful. Bigger Picture was over-provisioned 24/7 because they'd 
been burned by Saturday night crashes. Development and staging environments 
mirrored production because nobody had time to right-size them. Resources ran 
constantly because the team was afraid to implement scheduling—what if they got it 
wrong during a peak period? 

The analysis showed Bigger Picture was paying for "Friday night capacity" all week long. 
They were running infrastructure sized for the opening weekend of a Marvel film every 
single day of the year. 

But here's the brutal part: despite massive over-provisioning, they still had performance 
issues during actual peaks. Over-provisioning isn't the same as proper architecture for 
burst loads. 

The Hidden Cost of Being Small 

The analysis revealed something Bigger Picture's team knew but hadn't quantified: they 
were competing against well-funded competitors with larger engineering teams. 

To match competitor capabilities in-house, Bigger Picture would need: 

• DevOps engineers (but finding ones who understand multi-tenant SaaS, 
payment processing, and real-time systems? Good luck) 

• ML engineers specializing in retail/entertainment analytics 
• 24/7 operations team (minimum 3-4 people for basic coverage) 
• Security specialists for PCI-DSS compliance 
• FinOps analysts to optimize their complex, multi-tenant cost structure 

Even if they could hire these people (at startup compensation competing against big 
tech), the ramp-up time would be 9-12 months. Meanwhile, competitors were shipping 
ML features, and theater chains were choosing platforms based on capabilities Bigger 
Picture couldn't deliver fast enough. 

The Opportunity Cost of Engineering Time 



   
 
Cloudridge's analysis tracked Bigger Picture's engineering team time for three weeks. 
The results were sobering. 

The team spent: 

• 35% on infrastructure, firefighting, and operations 
• 25% on customer-specific customizations and integrations 
• 20% on technical debt and refactoring 
• 15% on compliance and security maintenance 
• Only 5% on new product features 

 

Theater chains were requesting features: predictive inventory management, dynamic 
pricing, advanced analytics, mobile app integration, and loyalty program automation. 
Bigger Picture's backlog had 18 months of work, but the team could barely deliver 
features quarterly. 

The analysis quantified what every feature delay cost: lost deals, client churn risk, and 
competitors winning on capabilities rather than Bigger Picture's superior user 
experience. 

 

The ML/AI Window 

Perhaps the most urgent part of the analysis focused on machine learning 
opportunities in theater management. 

Bigger Picture's sales team had identified a pattern: theater chains that saw ML-
powered analytics in demos were 3x more likely to close. Features like "predict your 
busy concession hours and staff accordingly" or "optimize your concession inventory to 
reduce waste" resonated powerfully with theater operators managing tight margins. 

But building ML capabilities from scratch would take Bigger Picture12-18 months – time 
they didn't have. The analysis showed that two well-funded competitors were already 
launching similar features. The window for ML differentiation was maybe 6-9 months. 

By the time Bigger Picture built internal ML capability, the feature would no longer be a 
differentiator – it would be table stakes they lacked. 

The Saturday Night Problem 

The analysis included a brutally honest assessment of BiggerPicture's 24/7 operations 
capability. 



   
 
They didn't have one. Their "on-call" was one engineer per week, burning out while 
trying to enjoy their weekends. When major incidents happened during peak theater 
hours (evenings and weekends), response was slow because the on-call engineer might 
be at dinner, at a movie (ironically), or just exhausted from previous incidents. 

The analysis documented eleven major incidents in six months. Nine happened Friday-
Sunday evening. The pattern was predictable: traffic surge exceeds capacity, 
something breaks, theaters can't sell tickets, the on-call engineer responds (slowly), 
fixes are rushed, and the next weekend everyone holds their breath. 

Theater clients were getting nervous. One major chain had explicitly asked about 
BiggerPicture's disaster recovery and 24/7 support capabilities during contract renewal. 
The unspoken message: if you can't guarantee Saturday night reliability, we'll find a 
vendor who can. 

The Multi-Tenant Economics 

Cloudride's analysis dove deep into BiggerPicture's multi-tenant architecture—or lack 
thereof. 

Each theater chain needed customizations: branding, pricing rules, concession items, 
loyalty programs, reporting formats. Bigger Picturehad built flexibility into their 
platform, but the cost structure was problematic. Each new client increased 
infrastructure complexity non-linearly. 

The analysis showed that BiggerPicture's cost-per-venue was actually increasing as 
they scaled, not decreasing. This was backwards—SaaS economics should improve 
with scale. The problem wasn't the business model, it was the infrastructure 
architecture. 

A proper multi-tenant architecture with shared resources, smart isolation, and 
automated scaling would flip the economics. Cost-per-venue would decrease with 
scale, improving margins and enabling more competitive pricing. 

The PCI-DSS Compliance Tax 

Handling payment card data meant PCI-DSS compliance—a significant operational 
burden for a small team. 

The analysis showed Bigger Picturewas spending approximately 20% of engineering 
time on compliance-related work: security audits, vulnerability management, patching, 
documentation, and responding to auditor findings. This was necessary but created 
zero customer value. 



   
 
The MSP model would embed PCI-DSS compliance into daily operations. Patching, 
monitoring, logging, access control—all maintained continuously rather than 
scrambled before annual audits. This would free BiggerPicture's team to focus on 
product while maintaining (or improving) security posture. 

The Seasonal Rollercoaster 

The analysis examined BiggerPicture's costs across the calendar year and found wild 
swings. 

Summer blockbuster season and holiday periods drove massive traffic spikes. 
BiggerPicture's costs surged during these periods as they manually scaled resources. 
But their client pricing was fixed monthly, so these seasonal spikes came directly out of 
margins. 

Meanwhile, slow periods (January-February, September) saw resources sitting idle 
because nobody had time to implement dynamic scaling. Over-provisioning during slow 
periods subsidized peak periods—an inefficient subsidy that competitors with better 
FinOps were avoiding. 

The analysis showed how proper auto-scaling, reserved capacity planning, and cost 
optimization could smooth this curve, protecting margins during peaks while reducing 
waste during valleys. 

The MSP Economic Model 

Cloudride modeled the MSP alternative, and the economics were compelling. 

Instead of building expensive internal capabilities, Bigger Picturewould gain immediate 
access to: 

• DevOps expertise in multi-tenant SaaS architectures 
• ML engineers with entertainment and retail analytics experience 
• True 24/7 follow-the-sun operations (no single burned-out on-call engineer) 
• FinOps analysts who'd optimize complex multi-tenant cost structures 
• PCI-DSS compliance built into operations, not bolted on 
• Proven scaling patterns for burst traffic during entertainment events 

 

The MSP model converted unpredictable, escalating costs into a fixed operational 
expense that scaled more efficiently than revenue. More importantly, it freed 
BiggerPicture's engineering team to focus on what made them special: building the best 
theater management platform in the industry. 



   
 
The Growth Trajectory Analysis 

The most revealing part of the TCO analysis was the three-year projection showing two 
diverging paths. 

Path A (Continue Self-Managed): Bigger Picture would need to continuously hire 
infrastructure specialists just to keep up. Each major client acquisition would add 
operational complexity. The engineering team would grow from 8 to 15-18 people, with 
most growth in operations rather than product development. ML features would take 
12+ months to launch, missing the market window. Saturday night incidents would 
continue being anxiety-inducing events. Cost-per-venue would remain stubbornly high, 
limiting pricing competitiveness. 

Path B (MSP Partnership): Bigger Picture could hire primarily product engineers focused 
on theater industry innovation. Infrastructure would scale automatically to handle 
growth. ML features would launch in 4-6 months using proven AWS services and 
entertainment industry expertise. 24/7 operations would be robust and professional. 
Cost-per-venue would decrease with scale, enabling aggressive pricing to win market 
share. Saturday nights would be monitored professionally, not white-knuckled 
manually. 

The analysis showed that over three years, the MSP model wasn't just more efficient—it 
enabled a completely different company trajectory. Bigger Picture could be the best 
theater management platform, not just another vendor struggling with infrastructure. 

 

The Competitive Reality 

One section of the analysis was marked "confidential" but became the most discussed. 

Cloudride had researched Bigger Picture's competitors. The larger ones had dedicated 
infrastructure teams, full-time ML engineers, and professional operations. They were 
shipping features Bigger Picture had on the roadmap but couldn't resource. 

The analysis was blunt: Bigger Picture's product and user experience were superior, but 
they were losing deals based on feature gaps and reliability concerns. Competitors with 
inferior products but better infrastructure capabilities were winning simply by offering 
more functionality. 

The question the analysis posed: Will Bigger Picture lose its product advantage by 
spending engineering resources maintaining infrastructure instead of innovating? The 
trajectory suggested yes – unless something changed. 

 



   
 
The FinOps Breakthrough 

A revelation in the analysis came from examining theater client economics. 

Theater chains operate on notoriously thin margins – often 3-5% net profit. Every dollar 
Bigger Picture's platform cost mattered. Theater managers scrutinized software costs 
intensely. 

BiggerPicture's pricing was competitive, but their own margins were being squeezed by 
inefficient infrastructure. They couldn't lower pricing without losing money, and they 
couldn't raise pricing without losing clients. 

The analysis showed how MSP FinOps optimization would expand Bigger Picture's 
margins by 40%, giving them pricing flexibility. They could lower prices to win market 
share, or maintain prices and improve profitability, or invest savings in faster product 
development. The financial flexibility would be strategic, not just operational. 

 

The Client Trust Equation 

Cloudride included something unusual in the TCO analysis: a survey of Bigger Picture's 
theater clients about their concerns. 

The results were eye-opening. Theater managers worried about: 

- Platform reliability during peak hours (opening weekends, holidays) 

- Data security (customer payment information) 

- Vendor stability (would Bigger Picturestill exist in three years?) 

- Feature pace (competitors were offering capabilities Bigger Picture promised "soon") 

These weren't technical concerns—they were business risks theater chains were 
evaluating. The analysis showed how the MSP partnership would address each 
concern: 

- Enterprise-grade reliability with 24/7 operations 

- Professional security and compliance management 

- Infrastructure efficiency improving BiggerPicture's financial stability 

- Accelerated feature delivery as engineering focused on product 

 



   
 
The MSP model wouldn't just improve BiggerPicture's operations—it would improve 
their clients' confidence. 

 

The Strategic Decision 

When Cloudride presented the TCO analysis to BiggerPicture's leadership and board, 
the framing was strategic, not tactical. 

The question wasn't "How much money do we save?" It was "What business do we want 
to build?" 

Did Bigger Picture want to be a technology company that happens to serve theaters, or 
a theater industry company that happens to use technology? Did they want to compete 
on infrastructure expertise or on understanding theater operations better than anyone? 

The TCO analysis showed that the MSP model aligned costs with strategy. Money saved 
on infrastructure could be invested in theater-specific features. Time freed from 
firefighting could be spent in actual theaters, understanding client needs. Risk 
mitigated through professional operations translated directly to client trust and 
retention. 

The Board's Calculus 

BiggerPicture's board had been pressuring the CEO to "get infrastructure under control" 
for six months. The TCO analysis reframed the conversation. 

What convinced the board wasn't cost savings—it was the growth math. The MSP 
model would allow Bigger Pictureto scale from 850 to 2,000+ theater venues without 
proportional headcount growth. It would enable ML feature launches that could expand 
average contract values by 30-40%. It would reduce Saturday night incident risk that 
threatened client retention. 

The board approved the MSP engagement not as cost-cutting, but as growth 
acceleration. 

The Six-Month Reality Check 

Six months into the MSP partnership, Cloudride conducted a TCO validation review. 

The quantitative results were strong: costs were down, uptime was up, features were 
shipping faster. But the qualitative transformation was more powerful: 

- Zero Saturday night incidents in six months—BiggerPicture's team no longer dreaded 
weekends 



   
 
- ML-powered inventory optimization launched to 100 theaters, with measurable waste 
reduction clients loved 

- Dynamic pricing features in beta with three theater chains seeing 15-20% off-peak 
revenue increases 

- Engineering team satisfaction scores up dramatically—people were building theater-
focused features, not fighting infrastructure 

- Two major theater chains specifically mentioned "platform reliability improvements" 
in contract renewals 

 

The CTO's comment captured it: "We used to be an infrastructure company trying to 
serve theaters. Now we're a theater company that happens to run on great 
infrastructure. That's the difference." 

The TCO analysis had predicted financial benefits, but what it really enabled was Bigger 
Picturebecoming the company they always wanted to be: the undisputed leader in 
theater management technology, focused entirely on making theaters successful. 

Lessons Learned 

Peak Load Planning Requires Industry Understanding 

One of the earliest lessons was that generic cloud scaling advice didn't work for theater 
operations. 

The Challenge: Initial auto-scaling configurations were based on typical web 
application patterns—gradual ramp-up based on CPU or memory metrics. But theater 
traffic doesn't work that way. When a major film drops at 7 PM on Friday, traffic goes 
from baseline to peak in minutes, not hours. 

The Insight: The MSP team had to deeply understand entertainment industry patterns. 
Marvel release? Scale aggressively pre-show. Horror film? Lower expected concession 
volume. Holiday weekend? Different patterns than regular weekends. School vacation? 
Matinee traffic shifts everything. 

The Takeaway: ML/AI and DevOps for vertical SaaS requires industry expertise, not just 
technical knowledge. The MSP now maintains an "entertainment calendar" tracking 
major releases, holidays, and school schedules to proactively scale BiggerPicture's 
infrastructure before demand hits. 

24/7 Support Timing Matters 

Not all hours are created equal for theater operations. 



   
 
The Challenge: Initial 24/7 coverage was evenly distributed, but theater problems 
weren't. Incidents during Tuesday afternoon (when theaters are dead) got the same 
priority as Friday evening (when theaters are printing money). Response SLAs didn't 
match business impact. 

The Insight: The team implemented "theater-aware" SLAs where Friday-Sunday 5 PM-11 
PM got premium response (under 10 minutes), while off-peak hours had more relaxed 
targets. This let the 24/7 team allocate resources where they mattered most. 

 

The Takeaway: MSP support for industry-specific platforms needs to mirror the client's 
business criticality, not just provide uniform coverage. The engagement now includes 
"business impact matrices" defining when response times are truly critical vs. merely 
important. 

ML Models Need Real-World Training 

The first concession inventory prediction model was technically impressive but 
practically useless. 

The Challenge: The ML model was trained on historical transaction data and predicted 
inventory needs with impressive accuracy—in aggregate. But it didn't account for movie 
genre differences (horror fans buy different concessions than family film audiences), 
weather impacts, or local events. Theater managers couldn't trust the predictions for 
actual ordering. 

The Insight: ML models for theater operations needed to incorporate domain 
knowledge, not just statistical patterns. The team rebuilt models with theater industry 
inputs: genre factors, historical performance of similar films, local events calendars, 
weather forecasts, and school schedules. 

The Takeaway: ML/AI for vertical markets requires domain expertise embedded into 
model design. The MSP now includes theater industry consultants in ML feature 
development, ensuring technical sophistication meets operational reality. 

Multi-Tenant Customization vs. Standardization 

Every theater chain wanted their platform "their way," creating dangerous 
customization sprawl. 

The Challenge: BiggerPicture's team had built extensive customization capabilities, 
but the MSP review found hundreds of one-off configurations making the platform 
nearly unmaintainable. Each deployment was bespoke, slowing feature releases and 
increasing bug risk. 



   
 
 

The Insight: The engagement required difficult conversations about what 
customizations were truly needed vs. what were "nice-to-haves" creating technical 
debt. The team created a "configuration framework" supporting 95% of customization 
needs through structured options, reserving true custom development for strategic 
clients. 

 

The Takeaway: Multi-tenant SaaS platforms need disciplined customization strategies. 
The MSP now helps clients develop "configuration governance"—defining what's 
configurable, what's custom, and what's standardized—before technical debt becomes 
unmanageable. 

 

PCI-DSS Compliance Can't Be Bolted On 

Initial security reviews revealed compliance gaps that required significant rework. 

The Challenge: Bigger Picturehad implemented payment processing features 
pragmatically, but PCI-DSS compliance wasn't deeply embedded. Audit preparations 
were painful, requiring rushed fixes and extensive documentation efforts. 

 

The Insight: Payment security needs to be architectural, not procedural. The MSP 
helped redesign payment flows to minimize PCI scope, implement proper 
segmentation, and automate compliance evidence collection. Compliance became 
continuous, not annual. 

 

The Takeaway: For platforms handling payment data, compliance must be designed in 
from the start. MSP engagements for payment-processing platforms now include 
compliance architecture review as a foundational service, not a later addition. 

 

Theater Managers Aren't Technical Users 

 

Early ML features were designed for data scientists, but theater managers needed 
actionable insights. 



   
 
The Challenge: The first analytics dashboards showed impressive ML predictions with 
confidence intervals, model accuracy metrics, and statistical breakdowns. Theater 
managers looked at them and asked, "So what should I order for Friday?" 

 

The Insight: ML features for operations need to be prescriptive, not analytical. Instead 
of showing predicted demand curves, the system needed to say, "Order 40 large 
popcorns and 60 medium sodas for the 7 PM showing." Theater managers wanted 
actions, not insights. 

 

The Takeaway: ML/AI for vertical markets must be designed for domain experts, not 
data scientists. The MSP now includes UX design for ML features, ensuring predictions 
translate into operational decisions, not just interesting charts. 

 

Integration Testing Must Include Hardware 

Bigger Picture's platform integrates with ticket kiosks, POS systems, and payment 
terminals—physical hardware in theaters. 

 

The Challenge: Software testing was thorough, but real-world hardware integrations 
kept breaking. Different kiosk models, varying POS firmware versions, and flaky 
payment terminal connections created endless edge cases that QA environments 
didn't catch. 

 

The Insight: The MSP established a "hardware lab" with actual kiosk models, POS 
terminals, and payment devices. Integration testing now includes physical hardware, 
catching issues before they hit production theaters. 

 

The Takeaway: For platforms integrating with hardware, testing must include real 
devices. The MSP service now includes hardware integration labs for clients in retail, 
hospitality, and venue management sectors. 

 

Loyalty Programs Create Data Complexity 



   
 
Theater consumer clubs and loyalty programs generated unexpected data 
management challenges. 

 

The Challenge: Loyalty programs meant tracking customer behavior across visits, 
points balances, rewards redemptions, and personalized offers. This data grew faster 
than anticipated and had different access patterns than transactional data, causing 
performance issues. 

 

The Insight: The engagement required rearchitecting data storage, separating hot 
transactional data (tonight's ticket sales) from warm loyalty data (customer history) and 
cold analytics data (long-term trends). Different data types needed different AWS 
services and optimization strategies. 

 

The Takeaway: SaaS platforms with loyalty features need multi-tiered data strategies 
from the start. The MSP now includes "data lifecycle architecture" as a standard 
service, ensuring performant and cost-effective data management as platforms grow. 

 

Opening Weekend is Everyone's Opening Weekend 

A humbling lesson about coordinated peak demand. 

 

The Challenge: When a major Marvel or Star Wars film opens, it doesn't just spike 
traffic for one theater—it spikes for all theaters simultaneously across BiggerPicture's 
entire platform. Initial scaling strategies treated each theater's traffic independently, 
but opening weekend created platform-wide load. 

 

The Insight: The MSP implemented "coordinated capacity planning" watching the 
entertainment calendar and pre-scaling the entire platform for major releases. This 
required understanding that BiggerPicture's peak isn't the sum of individual theater 
peaks—it's synchronized peaks multiplying. 

 

The Takeaway: Multi-tenant platforms serving a vertical market need industry-wide 
event awareness. The team now monitors industry catalysts (film releases, industry 



   
 
events, seasonal patterns) that create correlated demand across all clients 
simultaneously. 

 

Concession Data is Surprisingly Valuable 

ML analysis of concession sales revealed insights that became major product features. 

 

The Challenge: Initially, ML focus was on ticket sales and showtimes—the "core" 
business. Concession management was treated as a secondary feature. But theater 
clients kept asking about concession optimization. 

 

The Insight: The MSP's data analysis revealed that concessions drive 40% of theater 
profits on tiny margins. Even small efficiency improvements—reducing waste by 10%, 
optimizing pricing by 5%, improving staffing by 15 minutes—had massive profit impacts 
for theaters. ML features for concessions became more valuable than ML features for 
tickets. 

 

The Takeaway: In vertical SaaS, the highest-value features aren't always the most 
obvious. The MSP engagement includes "value discovery" phases analyzing where 
clients actually make money, ensuring ML and product efforts focus on highest-impact 
areas. 

 

Regional Differences Matter 

Theater operations vary significantly by geography in ways that surprised everyone. 

 

The Challenge: ML models trained on aggregate data performed poorly in specific 
regions. Concession preferences varied (Midwest theaters sold more candy, coastal 
theaters more premium items). Showtime patterns differed (Southern theaters had 
strong Sunday matinees, urban theaters had late-night weekday shows). 

 

The Insight: The platform needed regional models, not one-size-fits-all predictions. The 
MSP helped implement regional model variants accounting for geographic, 
demographic, and cultural differences in theater operations. 



   
 
 

The Takeaway: ML for national/international platforms must account for regional 
variation. The MSP now includes "geographic segmentation" in ML architecture, 
ensuring models reflect regional patterns rather than fighting against them. 

 

Silent Failures Are Worse Than Loud Ones 

The scariest incidents weren't crashes—they were subtle degradations. 

 

The Challenge: A payment gateway integration issue caused 3% of transactions to fail 
silently. Theaters didn't notice immediately because most transactions succeeded, but 
over a weekend, this represented tens of thousands in lost revenue. The issue wasn't 
caught because monitoring focused on system health, not business outcomes. 

 

The Insight: The MSP implemented "business metrics monitoring" tracking not just 
technical health but business outcomes: transaction success rates, average 
transaction values, tickets-per-showtime, concession-attach rates. Anomalies in 
business metrics now trigger alerts even when technical metrics look healthy. 

 

The Takeaway: For transactional platforms, business metrics monitoring is as 
important as technical monitoring. The MSP service now includes "outcome-based 
alerting" ensuring system health aligns with business health. 

 

Seasonality Affects Everything, Including Staffing 

Summer blockbuster season revealed staffing challenges for the MSP team. 

 

The Challenge: Summer (May-August) is peak season for theaters and therefore Bigger 
Picture. The MSP's 24/7 team was staffed uniformly year-round, but summer incident 
volumes were 3x higher than winter. Team burnout spiked during summer. 

 

The Insight: The MSP needed seasonal staffing strategies mirroring BiggerPicture's 
business cycles. Summer meant additional on-call engineers, proactive capacity 



   
 
increases, and enhanced monitoring. Winter allowed team recharge, training, and 
technical debt reduction. 

 

The Takeaway: MSPs serving seasonal businesses need flexible staffing models. The 
engagement now includes seasonal planning, allocating more resources during client 
peak seasons and using slow periods for team development and infrastructure 
improvements. 

 

Theater Chains Think in Circuits: 

Understanding how theater chains structure operations was crucial. 

 

The Challenge: Initial architecture treated each theater venue independently, but 
theater chains don't work that way. They organize in "circuits" or "regions" sharing staff, 
inventory, marketing, and reporting. The platform's architecture fought against this 
operational reality. 

 

The Insight: The MSP helped redesign the data model and architecture around theater 
chains' actual organization: circuits/regions containing venues. This enabled features 
chains actually wanted: circuit-level inventory transfers, regional marketing, 
consolidated reporting, and shared staffing management. 

 

The Takeaway: Vertical SaaS architecture must mirror how the industry actually 
operates, not how engineers think it should operate. The MSP now includes 
"operational modeling" in architecture work, ensuring technical design supports 
business operations naturally. 

 

Kids Movies Change Everything: 

A surprising pattern emerged from ML analysis of family films vs. adult films. 

 

The Challenge: Predictive models kept getting family film concessions wrong. They 
under-predicted demand by 40-60%, causing stockouts and lost revenue. Adult films 
were predicted accurately, but family films were wildly different. 



   
 
 

The Insight: The team discovered that family films have completely different 
concession economics. Parents buy for multiple kids, purchase patterns favor larger 
sizes and combos, and volume per transaction is 2-3x higher. The ML models needed 
genre-specific training with family film patterns weighted heavily. 

 

The Takeaway: Domain expertise reveals patterns data science alone might miss. The 
MSP now includes "business logic review" for every ML model, ensuring predictions 
incorporate industry knowledge that might not be obvious from data alone. 

 

Payment Processing Has Invisible Costs 

FinOps analysis revealed surprising costs hidden in payment processing. 

 

The Challenge: Payment gateway fees were expected and budgeted, but the 
infrastructure costs of processing payments—API calls, data storage, logging for 
compliance, retry logic, reconciliation—added 30% to the visible payment processing 
costs. 

 

The Insight: The MSP optimized payment processing infrastructure: batching 
reconciliation jobs, implementing intelligent retry logic to reduce duplicate API calls, 
archiving old payment logs to cheaper storage tiers, and consolidating payment-related 
services to reduce data transfer costs. 

 

The Takeaway: For platforms processing high transaction volumes, infrastructure 
costs of payment processing are significant. FinOps analysis now includes "cost-per-
transaction" breakdown showing true end-to-end costs, enabling better pricing 
decisions. 

 

Feature Flags Saved Rollbacks 

Implementing comprehensive feature flags transformed deployment confidence. 

 



   
 
The Challenge: Early in the MSP engagement, a new feature deployed Friday afternoon 
caused issues during evening peak. Rolling back required another deployment during 
prime theater hours—risky and stressful. The team learned the hard way not to deploy 
Fridays. 

 

The Insight: The MSP implemented comprehensive feature flag infrastructure using 
AWS AppConfig. New features could be deployed in "off" mode, then enabled gradually 
(specific theaters first, then regions, then full rollout). Problem features could be 
disabled instantly without deployments. 

 

The Takeaway: For platforms with mission-critical uptime windows, feature flags are 
essential, not optional. The MSP now includes feature flag architecture as standard 
DevOps practice, enabling confident deployments even during busy periods. 

 

 

Theater Managers Became Product Champions 

The most successful features came from theater manager input. 

 

The Challenge: Product roadmap was driven by BiggerPicture's internal team and large 
theater chain executives. But actual theater managers—the daily users—had limited 
input. Features looked good in demos but were clunky in real operations. 

 

The Insight: The MSP engagement included quarterly "theater manager advisory 
sessions" where managers from different circuits provided feedback on actual platform 
usage. This revealed friction points executives didn't see: confusing navigation during 
rush periods, reports that looked great but didn't help daily decisions, features that 
required too many clicks during time-critical operations. 

 

The Takeaway: For B2B SaaS, end-user feedback is as valuable as executive feedback. 
The MSP helped establish feedback loops with actual operators, not just decision-
makers. This dramatically improved feature adoption and user satisfaction. 

 



   
 
Disaster Recovery Means Actual Recovery 

DR planning revealed the difference between theoretical backups and actual recovery 
capability. 

 

The Challenge: Bigger Picturehad comprehensive backup policies and DR 
documentation. But during a DR test, the team discovered recovery would take 4-6 
hours—an eternity for theaters trying to sell tickets on Saturday night. The 
documentation was aspirational, not operational. 

 

The Insight: The MSP redesigned DR architecture for actual recovery time objectives 
(RTO) matching business needs: under 30 minutes for critical transaction systems, 
under 2 hours for reporting and analytics. This required active-active database 
configurations, pre-warmed standby infrastructure, and automated failover procedures 
that were tested monthly. 

 

The Takeaway: DR capabilities must match business requirements, not just IT best 
practices. The MSP now includes business-driven RTO/RPO definitions and monthly DR 
testing ensuring documented procedures actually work under pressure. 

Mobile Matters More Than Expected 

Theater staff increasingly used mobile devices for operations, creating unexpected 
requirements. 

 

The Challenge: The platform was designed for desktop POS systems and kiosks. But 
theater managers were checking dashboards on phones, staff were managing 
concessions on tablets, and mobile experience was an afterthought. This created 
operational friction during busy periods. 

 

The Insight: The MSP's user experience analysis revealed 40% of platform access 
during peak hours came from mobile devices. The engagement evolved to include 
mobile optimization, responsive design improvements, and mobile-specific workflows 
for common tasks. 

 



   
 
The Takeaway: Usage patterns evolve faster than roadmaps. The MSP now includes 
regular usage analytics reviews, identifying shifts in how users actually interact with 
platforms, ensuring technical priorities align with real behavior. 

 

Documentation for Theater Staff, Not Engineers 

Initial platform documentation was too technical for theater operations staff. 

 

The Challenge: When theater staff encountered issues, they'd call support rather than 
reference documentation because the docs were written for technical audiences. This 
created support ticket volume for easily-solved problems. 

 

The Insight: The MSP helped create role-specific documentation: theater manager 
guides, concession staff quick references, kiosk troubleshooting for maintenance 
staff—all written in operational language, not technical jargon. Support ticket volume 
dropped 35% as staff could self-solve common issues. 

 

The Takeaway: Documentation must be audience-appropriate. The MSP now includes 
"operational documentation" as a deliverable, ensuring end-users have resources 
written for their context, not engineers' context. 

 

The Partnership Is Product Development 

The most important lesson: the MSP wasn't just operating infrastructure—they were 
enabling product innovation. 

 

The Challenge: Initially, there was tension between Bigger Picture's product team 
(wanting rapid feature development) and the MSP operations team (wanting stability 
and careful changes). This created friction and slowed both groups. 

 

The Insight: The breakthrough came when both teams reframed the relationship: the 
MSP wasn't protecting stability from product—they were enabling product velocity 
through stability. Robust operations, comprehensive monitoring, and professional 



   
 
DevOps let product teams ship confidently and rapidly. The MSP became an 
accelerator, not a brake. 

 

The Takeaway: Successful MSP partnerships for product companies require aligned 
incentives. Success isn't measured in uptime alone—it's measured in how quickly and 
confidently the product team can innovate. This realization transformed the 
engagement from transactional to truly strategic. 

 

Looking Forward 

The Bigger Picture engagement taught both parties that MSP success for vertical SaaS 
platforms requires deep industry understanding, not just technical expertise. 
Infrastructure decisions must align with theater operations reality. ML features must 
solve actual theater manager problems. Support must be available when theaters are 
busy, not just business hours. FinOps must enable competitive pricing in a thin-margin 
industry. 

 

The ultimate lesson: For entertainment industry platforms, technology serves theater 
success. When the MSP partnership enabled Bigger Pictureto focus entirely on making 
theaters more successful—better inventory management, smarter pricing, happier 
customers, higher profits—everyone won: BiggerPicture, their theater clients, and 
ultimately the moviegoers enjoying better theater experiences. 

 

These lessons continue to shape how Cloudride approaches entertainment and 
hospitality vertical SaaS engagements, creating a playbook for helping industry-specific 
platforms scale operations while maintaining ruthless focus on their unique market 
requirements. 

 

  


