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While Cloud in essence is a simple concept, the broad impact
and wide array of variations make it difficult to form an
opinion or a strategy around it. We can look at Cloud from an
almost entirely infrastructural point of view, or we can look
at it through the eyes of digital transformation and business strategy. Cloud as terminology definitely started from
IT, but its emergence coincides with large transformations
in business and the accompanying higher demands on IT.
Ultimately, cloud is about change and acceleration to a transformational velocity. In their quest to remain competitive in
a cutthroat economical environment, companies need to
remain innovative. They face the threat of disruptive innovation from new challengers every day. And since attack may be
the best form of defense when it comes to disruption, organizations are looking hard to find out how they themselves can
disrupt the status quo. A myriad of new technologies based
on mobile, social or the internet of things, and the cloud
model of accessing them, are the building blocks from which
they build their new, disruptive, services and solutions.
As we see, cloud is not a development that stands on its own:
it ties in closely with other trends such as Social, Mobile,
Advanced Analytics and now the ‘Internet of Things’. It’s one
big wave where everything is related to everything. Gartner
speaks of the ‘Nexus of forces’: the situation where everything
comes together and combines into a strong ubiquitous platform that is used to reinvent businesses and even society as
a whole. When we take a step back to see what is happening,
it’s really the Internet itself, growing into every crevice it can
go into: into all devices, processes, information and communication.

Figure 2 SMAC + T

While relatively new, the connected ‘Things’ such as smart
watches, chips embedded into hospital beds, connected
cars etc. are the latest step in this expansion: connecting ever
more things to the internet so we can tap data from more and
more processes and provide relevant, contextual information at every moment in our day or night. Businesses have
their eyes on the new solutions, new ways to bring creative
solutions to their customers, but cloud is always there: as a
concept, as an infrastructure or as a medium in which to do
business.
It’s no wonder that market trends show an ever-increasing
adoption of Cloud. Both current as well as predicted usage
shows a steady increase. And while the term ‘cloud’ itself
may start to give way to other terms, as long as we have the
Internet, cloud will be the most important usage model we
have for IT.

Figure 1. Gartner’s New Enterprise IT Model
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The Context of Cloud

The Context of Cloud

Cloud is here to stay. It has become part of
everyday conversations and is changing the old
habits of businesses, IT departments and users.
In this short document we will discuss our take
on Cloud, how to benefit and how to stay in control. Not a sales pitch for cloud, but a discussion
of the drivers, the changes and implications of
cloud. That said, Sogeti is uniquely positioned to
help customers make cloud real for them.
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What is Cloud?
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These days, everybody has heard about Cloud and has
some notion of what it is. For some it’s simply a synonym for
‘anything on the Internet’, while for others it stands for Social
business over the Internet. Most often people refer to NIST
who say “Cloud computing is a model for enabling ubiquitous, convenient, on-demand network access to a shared
pool of configurable computing resources (networks, servers, storage, applications and services) that can be rapidly
provisioned and released with minimal management effort or
service provider interaction”. But this is still a fairly technical
definition.

Cloudsourcing

The underlying principles that make this possible are:

•• Elasticity in resources – scale up and down with ease,

including…
–– Extreme scalability
•• Users can self-provision resources, because there is…
–– Quick provisioning.
•• Have access to your resources from anywhere
•• High availability of your data
•• Pay per use
•• Pool resources, including…
–– Through specialized (3rd) providers

In the most elementary way, the big shift that is coming in the
cloud era is that we embrace the concept of ‘don’t do what
others can do’. Why make it when you can simply buy or use
it. This is true at a technology level, but then reasoning this
through, the cloud becomes the base on which to innovate
or reinvent business. Cloud promises business the option to
offload non-competitive or unimportant IT to other so that
they can focus on that what matters: innovation and competition. Companies can focus on the core and get rid of the rest.

A set of Principles
At an abstract level, cloud is a collection of best practices: it’s
a way of designing and using technology so that it’s simple to
use, efficient and reliable. Some principles are related to the
‘service-nature’ of the cloud, others are more related to the
technical requirements to create a stable, scalable, secure
technology base.
The guiding principle for cloud is this:
Standardize and simplify everything!

Figure 3 Cloud principles
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These principles all have value in their own right, and combined they shape a technology platform that is extremely
powerful, that can serve as a stable basis to accelerate
business. Some principles may be more important to others,
depending on your specific situation, and some ideals may
not (yet) be possible in the context of your organization. Not
by coincidence, these technology principles are directly correlated to the business principles that companies use to be
competitive and efficient: be agile, be connected, empower
the users, turn fixed cost into variable cost, etc.
When you combine ALL of the principles mentioned, you’ll
find the types of solutions that are commonly recognized as
‘Cloud’: Microsoft Azure, Amazon, Google, Salesforce.com,
IBM Softlayer, etc.

When comparing service providers, it quickly becomes visible
that there are different types of solutions that are available
as ‘cloud’ solutions. This is where terms such as ‘Infrastructure as a Service’, ‘Platform as a Service’ and ‘Software as a
Service’ are used to explain what exactly is offered.

rying about machines, network-cables, cooling etc. For an
application developer, there is a desire to use a cloud platform that makes it easy to build scalable and robust business
applications quickly. The business-user is only interested in
using functionality, and doesn’t necessarily worry about how
or where it came from.

Cloud deployment models

Figure 4 Cloud Service Models

Figure 6 Cloud Deployment Models

Following the ideal of offloading as much as possible to others, this is also true for the stack of technology: from doing
everything in-house, to letting others manage the more infrastructural elements to having someone provide everything,
including the end application and front-end. From basic,
infrastructural services to more user-oriented, functional
services.

One of the dimensions of cloud is about who is providing the
service and who consumes. If there is one provider for one
user, the private cloud, non-shared and dedicated, there is a
lot of room for customization, but no economy of scale. For
a one-to-many provider, public or shared cloud, there is an
economy of scale but less or no customizations. Private cloud
is typically consumed as an Infrastructure as a service model,
or in still rare situations a Platform as a service.
When customers with similar requirements combine,
they can instigate a community cloud: under their
control, with customizations specific for their group but
still delivering some economy of scale. For example a
government specific or healthcare specific cloud, which
can include extra measures for security or privacy.

Figure 5 Cloud Service Consumers

In organizations choosing cloud, different stakeholders have
different demands from cloud. The IT Admin may be primarily
interested in using cloud as an infrastructure, to stop wor-

Then there is a notion of ‘hybrid’, which in itself can mean
many things: a mix of different deployment models, which
could be more or less integrated. In reality, most companies
will remain ‘hybrid’ in some form for the coming years, as
long as they hold on to (some of) their traditional systems.

3
Different Service Models

Different Service Models
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So, to summarize: cloud is a set of principles or characteristics, which are used in different service models through
a variation of deployment models. There is not one single
cloud, only a ‘cloud way of doing things’ and a set of providers who adhere to the cloud principles. Going towards the
cloud means you have to understand the trade-offs that you
will make in the different models.

Figure 7 Cloud Fundamentals

Why does Cloud make sense?

Figure 8 Cloud promises...

Figure 9 Why companies choose Cloud

There are three big promises of cloud for IT: it will make it
more cost-efficient, more flexible and more powerful. The
demand for cloud seems to be showing a progression: early
interest was mainly in the optimization of cost, then interest turned to IT and business flexibility and now there is a
strongly emerging interest in using cloud to innovate business rapidly.

At face value there some concrete rational arguments why
companies choose to go to the cloud. Besides the more fundamental drive to innovate or accelerate, cloud can be used
for practical drivers such as:

Not surprisingly, this development runs in parallel with discussions about moving IT as a cost center to IT as a profit or
innovation center.

•• Bring cost down – for example because utilization of cloud
is more efficient, or a commoditized service is cheaper
than something custom built.
•• Moving from a CapEx to OpEx model – where using the
flexible payment model of cloud services helps make this
possible.
•• The Ability to scale IT up or down depending on need - the
essence of cloud elasticity.
•• Improve service to internal customers – for example by
quickly providing new solutions, without extensive investments in hardware.
•• Reduce time to deploy, and thus to market.

Cloud as a given
Cloud is entering your world. Even if not consciously choosing to go to cloud, the evolution of tools, vendors and partners will cause you to end up in a situation where you use
and rely on cloud. This is also a matter of vague definition.
As Oracle Executive Chairman Larry Ellison is quoted saying:

“The interesting thing about cloud
computing is that we’ve redefined
cloud computing to include everything
that we already do ...”

The choice therefore is often not ‘cloud or not’ but rather ‘do
I want to go there fast or not’. Going fast can give you temporary advantages, as it could lead you to quicker cost savings
for IT or an innovation ready platform for business, giving
you a temporary competitive advantage. Or seen in another
way: if you choose the slow path, and disruption enters your
industry, you may simply be too late to catch up. The only
possible reason to stay on a slow path is if you are in a very
stable industry where there is no chance of disruption. The
question is if these industries still exist.
In the choice between public and private cloud, there is also
a clear direction: public cloud will ultimately win. First of all
because the cost-benefits of an economy of scale and the
skills benefit of specialized providers, but also because the
scale and skills benefits translate directly to an innovation
advantage. Cloud providers can always out-innovate your
private IT department when it comes to technology innovation. This combination of scale and innovation is unique for
the public cloud.

Figure 10 AirBnB success

AirBnB and Uber are by now famous examples of how ‘disruption’ works. Out of the
blue, suddenly a new player erupts onto the market-place, upending existing players and threatening well-established businesses. In the time that the traditional
businesses have wrapped their heads around what is going on, made a plan on
how to respond and started changing their technology, the new player –using only
cloud resources - is taking a considerable chunk of the market. The radical acceleration that these newcomers deliver remains a challenge for the incumbents.

5
Why does Cloud make sense?

Especially the latter two are interesting, because often the IT
department in it’s current mode of operation cannot satisfy
these demands: it’s impossible for most IT departments to
quickly improve service to their internal customers and radically speed up their deployment cycle without embracing
cloud. Where traditional outsourcing was aimed at improving
quality and stability, this move to cloud is often driven by a
desire to get things in motion, to accelerate and to enable
new things. Cloud brings flexibility to outsourcing.

The real reason for Cloud
The biggest simplification is sometimes to simply stop
doing something, or stop doing it yourself. This is the utility
approach behind cloud: start using utility-resources instead
of home-grown and internally managed resources. To make
this work, a different model for IT is needed (the SIAM-model,
more about this later), where the IT department is split into
two parts: a central coordination, integration and provisioning role and a service provider role.

Cloud Accelerates your Business
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Figure 11 Why Cloud?

Business no longer accepts that things take a lot of time,
seem expensive or are simply impossible. Some are starting
to simply bypass IT entirely and are using so-called rogue IT.
To address this, the IT department needs to go back to the
basics: do the things that matter, simplify and add value. The
way to simplify is to standardize, rationalize and consolidate,
ultimately by rationalizing your requirements and demands.
The fact that business sees cloud as an interesting development, creates the opportunity to reengage with the business
and examine what the real demands are, what flexibility
exists in the requirements and what standard cloud solutions
can satisfy their needs. This is the rationalization on the business side.

When simplifying, public cloud is the better option too,
because it forces you to simplify by adhering to standards
much more than the private option, which always gives the
mixed blessing of customization. The public cloud is also
conceptually the ultimate simplification: you stop doing
things.
As a caveat, there may be circumstances that force or tempt
you to stop short of reaching this ideal. Regulations may still
prevent you from embracing full public cloud, or perhaps
the transition cost is too high for the company to bear. Today
many companies may choose private or hosted infrastructure ‘cloud’ options because they are fairly simple to do and
provide almost immediate cost benefits. It’s basically the
new way to do virtualization, with similar benefits: efficiency
and increased speed of deployment. These options do not,
however, make it easier to maintain the applications themselves or give access to new business solutions at the click of
a button.
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Cloud as a new benchmark

On the business-side, the benchmark is to compare yourself
to companies (such as startups) who have built their business
model on using everything that is available in the cloud as
their base. Do you use the functions and opportunities available to you? What would you do if you would start over from
scratch? How would you compare to their agility? Could you
perhaps even embrace the public cloud concept of putting
out an API that gives access to your internal processes, technologies and data, and build a business case around that?
Can you become a platform provider?
Both on the Business and IT side you have to decide how you
want to reinvent yourself in the cloud era.

Cloud as a Business benchmark
For new activities, cloud is already the default option. The
ease of use, speed of deployment and clarity of cost and
effort are usually attractive enough to sway the decision in
favor of cloud. New business activities are starting to be

triggered by cloud solutions becoming visible to the business: can we capitalize on social media, big data or market
tools that are already available? Cloud is particularly relevant
to new business activities on the ‘edge’ of the organization,
where the organization comes into contact with customers,
partners etc.

Figure 12 Optimizers, Innovators and Disruptors

IBM, in their piece ‘The Power of Cloud’, presented a simple
model to use when looking at the types of innovation companies are pursuing: are they looking to improve, transform
or create new value chains and do they do this with an
enhanced, extended or newly invented value proposition?
Plotting these two dimensions on a graph gives an indication
if your transformation is one of optimization - focused on
efficiency and improvement of things that exist, innovation adding new features, capabilities or new ways to do existing
things or true disruption - reinventing an industry, going
beyond the core of the organization. Because of the nature of
cloud (shared, focus away from the existing toward innovation), it is becoming the business benchmark for disruptive
innovation: if you’re not using cloud to disrupt, someone else
may come to disrupt your business instead.

Cloud as a new benchmark

With cloud available, it is now functioning as a benchmark.
First for IT departments: can you serve our business with the
same speed, cost and quality as a cloud provider. Can you
offer a clear and concise portfolio of services, just like the
public cloud seems to do? Can you offer cost models that
are as flexible and transparent as the ones offered by Google,
Amazon and Microsoft? Can you keep up with their pace of
ever an expanding set of innovation fueling capabilities?

7
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Benchmark for IT
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Meanwhile, the CIO of today is asking himself ‘what is the role
of the IT department’. There is a growing understanding that
IT needs to shift from a department with an operational view,
mainly focused on maintaining technology to an innovation
department, helping to innovate business by making available great new capabilities. From Operations to Innovation.
Meanwhile, also the content of the work in the IT department is changing: IT is increasingly fused with business and is
shifting from systems or record (stable, predictable, formal) to
systems of engagement (user-focused, unpredictable, social).
In that light, and with that need for speed, IT will increasingly have the role of services broker/integrator. Even if you
still need to create or operate technology in-house, it will be
managed as a separate entity with a clearly defined service
portfolio. This enables you to make transparent comparisons
between internal and external providers.
As a caveat, it’s good to remember that the same thinking
originally applied to traditional outsourcing, and some of the
same risks may be there. With cloud the lock-in could even be
lower than with outsourcing, as cloud vendors are more competitive to begin with. Though truth be told, the higher in the
stack (Software as a service versus infrastructure), the higher
the lock-in will be. Still, the flexible and immediate nature
of cloud works in your benefit. The cloud providers cannot
count on your business for contracts with long durations:
Customers will only stay if they receive value and innovation,
and if the customer leaves, there is an immediate impact on
the income of the provider. This is a great incentive to keep
innovating and optimizing.
Also, because of the constant threat of becoming a pure commodity that can only compete on price, the cloud providers
are scrambling to add more and more value to their platforms, using a ‘preview’ model to continuously test and hone
their innovations in a live environment. Much more than
traditional installed software, the subscription usage model
gives the customers, your organization, almost immediate
access to any new feature, capability or service. Ultimately,
there is always a trade-off between ‘SAAS’ with higher lock-in
and value but higher lock-in versus IAAS, more a commodity
but with lower value.

Any move to the cloud from an existing situation will have
some transition cost. These transition costs for PaaS and
SaaS will become lower as applications commoditize, and
applications themselves may even loose their fixed boundaries. For example a document editing function used to be
recognized as a separate tool or service (‘Word processor’),
but is starting to become part of all kinds of platforms and
services (editing rich text is now standard in every tool). The
same will be true for contact management, calendaring, and
all kinds of ecommerce, HR and marketing capabilities. It’s no
longer about the ‘app’ but about what you can do.

The Service Integration and Management Model
(SIAM)
Applying cloud principles and managing internal software
creation and maintenance as a service provider ‘like any
other’ sounds simple enough, but warrants a reshuffle of
some of the workings within the organization. It requires
running IT almost as a separate business. A stronger demandsupply separation is needed, with clear responsibilities and
measures of success. The core function of IT becomes to set
strategy, architecture and policy for technology. They manage
a set of providers and services, some of which can be internal.
An application development team and the the operational
service delivery towers are managed from the supply side. In
this way, the responsibilities for governing things like integration and orchestration are separated from the actual creation
and operation of technology. Separating responsibilities
without losing responsiveness and collaboration is the grand
challenge here, like in any segmentation.

Figure 13 SIAM

Figure 14 Control: integration and orchestration

Regardless which option of Cloud you consume, some
responsibilities remain within the scope of the organization: integration and orchestration. This layer of integration
and orchestration is an organizational issue – the business/
process side - but also has a technical side: it requires automation. Without tools or platform it’s impossible to stay in
control of the variety of cloud options. Operation of the cloud
should be almost completely automated.
With Paas and IaaS things like Application management and
platform management are also for the customer to organize.

Figure 15 Application Services

With cloud, the specific activities that happen within these
blocks change considerably from a traditional infrastructure.
For example in a IaaS environment you would automate
deployment (flexibility and ready for change) instead

Figure 16 Cloud Integration

The integration of cloud happens at several levels, both
hybrid or multi-cloud. From network and security integration
with traditional integration of domains, identity and things
like VPN’s for the IaaS level. The lower, more basic levels of
integration will disappear over time and make way for a situation where it’s more about associating users with resources
rather than sytems with other systems. In that situation it’s
about awarding entitlements and authorizations, ultimately
using some form of claims based identity framework. On the
application-level, integration is the communication between
applications. The traditional Enterprise Service Bus is dead
and has been replaced by a more loosely integrated, message based REST architecture.
On the highest level, especially for SaaS, integration is about
exchanging data between one service and another, which is
especially relevant when processes span multiple applications, or when processes need to be integrated.
Essential for either way of integration is the integration or
integrateability of data itself. Master Data Management is still
important.

9
The Service Integration and Management Model (SIAM)

of counting on your systems to remain stable (old, fully
controlled environment). The activities shift from maintenance to continuous redeployment, using highly specialized
tools such as Puppet or Chef. This is also where the current
Dev-ops integration trend comes in: using state-of-the art
tools and platforms to change the delivery of software into a
highly agile, short-cyclical process.

Cloud Accelerates your Business
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Inverting the pyramid
When we use cloud well, and organize accordingly, we can
achieve something that has been wished for since the era of
Component Based Development: to stop spending money on
keeping the lights on and start spending our money on innovation and expansion. While today most IT budget is spent on
maintenance and operation, in the ideal cloud scenario this
would only be a fraction of the effort.

Figure 17 Upside down

Cloud strategy

Figure 18 Cloud first Strategy (1)

Figure 19 Cloud first Strategy (2)

So what does all this mean for your IT strategy? We’ve argued
for a strategy of maximum simplicity, by choosing for public
cloud in it’s biggest appearance: SaaS preferred over Paas,
over IaaS. In essence you look for the biggest chunk you can
move to the cloud or standardize as much as possible. For
the more open cloud options PaaS and IaaS, this means to
adhere to standards and not create too much customizations
on top.

For example standards for application development, application architecture and best practices for using the platform of
choice. You want to prevent rebuilding your old environment
on top of this new infrastructure, but want to build a new
environment that stays true to cloud principles as much as
possible.

Cloud Architecture

11
scenario is to examine per application what the business
case is to convert it to the cloud, weighing the cost of conversion against the benefits. A more visionary approach is to
look at the entire technology portfolio and choose a more
integral strategy. It may be worth an investment to reduce
the complexity of the portfolio as a whole, even if the case
cannot be made for some individual applications. This makes
sense for example if the company has a lot of different skills
to maintain, if there is a lot of overlap between systems or the
collection of applications is becoming so interwoven that any
change brings great risks and long implementation times.
This vision of the ‘to be’ situation is essential to give direction
to your cloud transformation, even if you don’t want to go
‘all-in’ right from the start. Every cloud transformation will be
a journey: starting with concrete projects and gathering new
insights along the way. Lack of this vision, further specified
through clear guidelines and architecture, will bring you
nowhere: a hybrid environment with the same complexity as
before and most applications running on IaaS, not realizing
any of the benefits that cloud promises. Application rationalization needs this vision.

Figure 20 Hybrid > 75%

The major work today in the move to the cloud is the transformation of the existing technology, most specifically the
conversion of applications. Concretely, SaaS>Paas>Iaas
means that applications are either replaced by ready made
cloud services (SaaS), OR migrated/converted to become
Platform-ready application (PaaS) or, if all else fails, run on
the cloud infrastructure (IaaS). SaaS implies replacement,
PaaS implies redesign and for IaaS, the applications can simply be ported (‘re-platformed’) directly. The most realistic

Figure 21 Cloud transformation

A move to IaaS is a workload transformation, a move to PaaS
is a application transformation but a move to SaaS is a business process transformation.

Cloud Architecture

All Cloud or all on premise is still rare. ‘Hybrid’ is therefore
the most common cloud scenario. The move to the cloud is
(for now) a gradual move for most companies. The question
is where you see your core: are you mostly cloud with some
‘on premise’ left or are you mostly on premise with just a few
cloud solutions blended in. Architecturally, a lot depends
on how you integrate and orchestrate both variations. If you
use public-like standards for your on premise technology,
there is a homogeneity that creates a real hybrid cloud. If
you lack these standards, it’s not really one hybrid cloud but
two different worlds next to each other: cloud and not-cloud.
A real hybrid cloud is not very different from a ‘multi-cloud’
situation, where you consume cloud services from different
vendors. The internal solutions become a cloud service that
needs to be integrated just like you would integrate public
ones.

Cloud Accelerates your Business
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With this vision in mind, you still start with the low hanging
fruit – high value, easy to implement. In many organizations
one of the most obvious candidates is the Development and
Test environment: there is a clear value in the on/off and ondemand capabilities of cloud, and there are no real privacy
issues because there is no real production data. Other likely
candidates are public web applications, because they often
are already designed according to cloud application principles and the privacy/security questions have already been
addressed. New solutions made possible through cloud such
as high performance BI solutions, marketing campaign tools
or social tools are also great candidates to jumpstart your
cloud journey.

Figure 22 Select ... Services

This is beside the fact that there are always SaaS solutions
that are ideally suited for generic or somewhat separated
processes of the organization: payroll/HR, recruitment or
email.

Complications: the things Cloud does NOT do for you

Figure 23 Why not Cloud?

By now it should be clear that using Cloud technology alone
does not simplify IT. Only an accompanying strategy will
bring the desired simplification. One other important insight
is that with cloud, the natural, inherent cohesion that came
with traditional on-premise technology, seems to disappear.
Where in the old world, at least everything came back to the
same machine or datacenter. In the world of cloud, sprawl is
part of the design. There are no simple solutions for the hard
problems.

The risk of cloud is that the concept is relatively simple, and
that it may lead one to think that it automatically simplifies
everything. On finding out that complexity still exists, one
could give up on cloud as not delivering the (erroneously)
assumed automatic simplicity, thereby missing out on the
benefits of cloud altogether. This is true for existing companies who need to clean up their IT portfolio, but equally true
for companies starting afresh and expanding into complexity. If not managed correctly, we will end up in a mess, cloud
or not. Cloud makes it possible to operate lean and mean,
but complexity never completely disappears: management,
control, governance are still needed.

In five steps to the cloud
Whatever your business-goals are, they should be clear and
well reasoned-through: is cloud a technology solution or the
enabler for a new business strategy?

2 Define your cloud strategy

	  Cloud knows many definitions, concepts and layers,
from private to public, from virtual infrastructure to online
services and all from many different providers. A clear strategy to guide your journey to the cloud is a must.
Figure 24 Five steps into the Cloud

Summing up everything mentioned before, we come to five
steps into the cloud:
1.
2.
3.
4.
5.

Set your business goals
Define your cloud strategy
Ready your base
Take up the Apps
Transform to Services.

1 Set your business goals

Why do you want to go to the cloud, what do you want
to achieve? Is it so save money, to gain business flexibility or
simply to have access to new functionality that isn’t available
‘in house’? Is cloud chosen to avoid necessary investment in
the renewal of your own IT? To standardize your IT portfolio?
Or a combination of all?
Because the transition to cloud is more a journey than a
project, you cannot become very concrete in this phase. Cost
will also remain somewhat unpredictable. More than a global
business case is not possible, cloud is something you have to
believe in, based on the high level business rationale.
It will always be choosing a balance between quality, cost
and flexibility. Many organizations primarily choose flexibility,
to be able to scale up and down their IT capacity. Combined
with cost-control. Another often heard rationale for cloud is to
avoid large investments in the company datacenter.

Determine first if you want to primarily want to use public or
private cloud. This depends, among others, on your requirements with regard to regulation and data privacy. And the
level of standardization and control that the organization
requires: private cloud gives more control, but less benefits of
scale and standardization. In our approach we assume public
before private, to maximally benefit from the cloud. Often
this results in a hybrid situation, a combination of public and
private.
In this phase, a choice is made for the level of cloud services
that are to be used. SaaS, PaaS or IaaS? We assume SaaS
before PaaS before IaaS, again to gain maximum benefit from
the cloud services available. Only in specific use cases, for
example a large test-infrastructure, would an IaaS service be
preferred to be able to serve the large variety in systems and
applicationst that are to be tested.
Here too is the reality that the result is often some hybrid
form. For example Salesforce and Office 365 as SaaS, Windows Azure PaaS for custom built .Net applications websites
hosting and some databases and IaaS for the remaining
applications.
Cloud is still developing rapidly. Things that today are not
available in the cloud may become a standard service tomorrow. The same is true for cost: An 80% cost reduction from
one day to the next is no exception.
To remain flexible in the choice of cloud services, an integration strategy is essential. This strategy focuses on data management, workflow, identity & access management and

In five steps to the cloud
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operations. A clear choice on how to achieve data-integration
inside and between cloud environments is the basis for process integration.
In this phase, you also choose a strategy for integral management of the multi-cloud environment; what is the desired
service-level, which level of cross-cloud process monitoring
or provisioning is required? In a complicated application
landscape, the orchestration between different cloud environment is absolutely essential.

3 Ready your base: Set up the Cloud

	  It may sound strange, but the cloud also requires some
setup. In this phase, the goals and strategy are translated to a
working architecture.
Because transition to the cloud is often a multi-year journey
through an ever-changing cloud landscape, Sogeti advises to
define a clear dot on the horizon. This future ambition is the
basis for a strategy. The transition-architecture defines the
first stop along the way. Because goals and strategy for different organizations often overlap, Sogeti brings a reference
architecture that serves as a starting point for pretty much
any scenario, both with or without cloud.

PostNL Case

Figure 25 PostNL Case Study

4 Take up the Apps

	  The standardization that comes with cloud, has clear
benefits. At the same time, migrating legacy comes at a cost.
To prevent the cloud transition turning into a simple lift-andshift of the existing datacenter to the cloud (losing many
benefits of cloud in the process), we start mapping the application portfolio after defining the goal and strategic choices
regarding cloud.
We use a checklist to see which application most benefit
from cloud, and what the migration impact would be. Applications that undergo many changes, have external (mobile)
access or a highly varying usage demand often form the
low-hanging fruit, the quick wins. Some applications move
to the cloud easily, others need adaptations. And then there
are business-applications that are impossible to move to the
cloud without major changes and investments. For software
that needs to be modified, Sogeti has formed so called
‘factories’.
Each application category has it’s own factory, for example
one for Java, for .Net, including databases, for different ISV
applications but also for standard package solutions. In a
factory model along four tracks (technology, licenses and ISVcontracts, services and data) the application is prepared for
the transition to the cloud.

5 Transform to services

15

Traditionally, we’re used to think in terms of datacenters,
systems and components and we only add a small veneer we
call services. The business often is first to realize the tradeoff
between the benefits of cloud versus the complete customized IT they are traditionally used to. The IT department is
often later to embrace this shift.
Thinking ‘Cloud’ is all about services and standardization.
Top to bottom we have to think about consuming services.
Operations has to learn that the cloud provider already covers a lot. Only by taking cloud services as a basis to which to
add new services with clear business-value can the cloudbenefits be maximized. Both in the area of cost-efficiency as
in increased flexibility.

PostNL, the Dutch postal delivery organization, has chosen an ambitious and radical cloud strategy. Together with Sogeti, they are implementing an all-cloud scenario.
The burning platform of a radically changing mail market has forced the organization to make their
cost more flexible, and be more flexible in the types of services they want to offer and therefore
consume.
The choice for ‘all cloud’, nothing hybrid and no more own datacenters makes perfect sense
when choosing to flee forward: not to wait until cost and inflexibility become a burden too heavy
to carry, but transform toward a nimble and cost-efficient technology platform and associated
organization.
Early experiences show that it’s really an organizational change, for example by implementing
stronger supply-demand functions. On the upside, a lot of existing applications had already been
cleaned up or modernized before this project, making the cloud transition easier. Starting of from a
good Service Oriented Architecture (SOA), loosely coupled and well designed, also helped.

In five steps to the cloud

	  If you only move entire applications to the cloud, the
impact on operations will not be very large. You can easily
adjust existing procedures, knowledge and technology. When
a larger transition is at play, a ‘reboot’ is in order. The cloud
carries operations to a higher level, making it possible to connect better with the business. At the same time, this complicates many things.
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A strategic choice for one cloud vendor helps in the standardization, even if this was only at the
infrastructural level. Applying strong cloud principles all through the stack brings the muchneeded simplification. Since the organization was an SAP user, the SAP versus non-SAP distinction
was important when converting applications and migrating functionality. Existing .Net and Java
applications were converted to a Platform-as-a-Service model, where the applications were transformed to become stateless and cloud ready.
The traditional ESB, part of most SOA’s, fades away and becomes part of the general platform
architecture. This further simplifies the architecture and mirrors what’s happening on the business
side: looser coupling, easier reconfiguration and autonomous entities picking up work and adding
value where they can.
Across this whole project, Identity management was found to be extremely important. To make
the integration between layers work, for PaaS/SaaS the integration is more around data, role and
identity instead of the traditional infrastructural authentications mechanisms (Active directory and
resource oriented.). This too is part of the conversion/migration.
In integration and security, a basic premise of cloud should be that the composing elements of
cloud are inherently ‘unreliable’ that need a design to deliver a reliable outcome. You cannot rely
on other services to do the right verifications or only send the correct data. You have to make
everything robust in itself: Secure by design and stable by design.
A big conversion like this, is not only in the development side of IT: it also has an impact on things
like the enterprise architecture but also budgeting and operations. For example, there is a need
for ‘Agile DevOps’: responsive, light-footed interaction with business to maximize the technology impact. On the budget-side, the shift away from a ‘fixed and planned budget’ towards a more
open-ended ‘pay-for-use’ model also brings some change and challenges. All of this has implications for the application design, ‘infrastructure’ design, on associating virtual machines to certain
cost buckets etc.
Ongoing project
When launching into this project, the principles were very clear: all cloud, all public. Before that
ideal end-state can be reached, there will be some solutions that may not conform to this ideal.
But even then, any decision should stick to the essence of cloud: simplify, keep true to the standards, commit to perfection. Use best practices as alternative for standards/standard solutions
when true standards are not available. Cloud means: don’t do it yourself. So there should be a
strong wind in the organization that pushes things outside. Don’t compromise too easily on allowing mixed solutions, but force everyone to stay true to all-outside model.
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nine chapters, and in a down-to-earth way,
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an organization, managing IT and creating
In this book Erik van Ommeren and
Martin van den Berg break out the most
important concept of cloud computing, how
it works within your enterprise and how to
plan for it. I would recommend this book to
anyone who needs to both understand cloud,
and define a strategy.
David Linthicum
CTO Blue Mountain Labs

Threaded with real-world stories, tough
questions, and pragmatic advice, this book
is an essential guide for business leaders
tackling the next great computing revolution.
Don’t leave home without it.
Emily Nagle Green
Chairman, Yankee Group Research, and
author, Anywhere

value with technology. Along the way, the
concept of business technology is introduced as a new kind of interaction between
business and IT. Also, a new look at the economics of IT is described. The book strikes a
positive note without turning evangelical or
overly optimistic: it does not shy away from
the barriers that could stand in the way of
adoption. To provide a firm dose of reality,
the book explores eleven cases in which
leading organizations share insights gained
from their experiences with cloud.
The authors and contributors of this book
have a proven track record on the topic and
several have written prior books on cloud
computing, enterprise architecture, SOA,
infrastructure architecture, quality assurance
or business process analysis and design. The
sponsoring organizations, IBM and Sogeti,
have a strong business partnership and
work together in serving clients using many
innovative technologies, among which cloud
computing plays an important role.
For hype-weary IT and business management, this book will be a breath of fresh
air. We all know that cloud is the future of
commoditized IT (not all IT), but how do
we get there, and how do we make sure it
all hangs together? The worst thing any
manager could do is listen to the industry
hype that once again promises a new IT
utopia. This book deals with the real issues
and offers a mature roadmap for cloud
adoption—no organization should embark
on a cloud strategy without it.
Martin Butler
Founder of Martin Butler Research
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Cloud is here and ready to be used. It is
now one of the many concepts available
to organize IT, and it is here to stay. The
conversation about cloud computing has
turned away from pure technology, and
now it focuses on the business side, the
economics and the governance aspects.
There are still some challenging questions
around cloud, but nothing that dismisses
the concept as a whole. For example, the
question is no longer “is cloud secure,” but
more “can I use this specific cloud solution
for my specific situation.” And as soon as
we become specific, the mist of the cloud
evaporates: it becomes very clear that good
concepts, services and solutions are within
arms’ reach for everyone.
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