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Introduction 

Whether public, private, or hybrid, the cloud offers organizations an unprecedented 
degree of scalability, flexibility, and control over their operations. Yet, despite this 
promise, many companies are still not getting the full benef its of the cloud. A well-
reasoned and optimized approach can help take you into the cloud with conf idence.

Taking an optimized approach makes it possible for companies to overcome the 
limitations of traditional one-size-f its-all migration strategies and instead build  
more flexible and adaptive journeys, grounded in the business drivers unique to  
each organization. However, this does not mean this type of approach is simple. 
Following this path requires taking the time to consider a variety of factors that 
could affect the f inal outcome. These include the potential cost and complexity of 
a migration, the state of current infrastructure, the potential limitations of existing 
licenses, and more. But while this will ultimately mean more effort, the result will be 
the full benef its of a mature cloud.

This book describes a more practical migration strategy for any company that has 
found itself stuck in its journey. Based on pragmatic principles and designed to be 
both comprehensive and cost-effective, our approach demonstrates an alternate  
path toward cloud optimization. You will learn:

LEVEL UP YOUR CLOUD CAPABILITIES | 2

• Why an optimized approach is key to attaining cloud maturity.

• What an optimized approach looks like on the ground.

• The full details of an optimized modernization strategy.



Chapter 1: What does an optimized approach 
to migration mean? 

Why an optimized approach is necessary

It can be tempting to follow strategies that promise fast and easy paths to the cloud.  
But a look at the state of current companies struggling with migration makes a strong 
case for why an optimized approach is worth it.

The cloud promises increased agility, greater scalability, and improved cost eff iciency, 
so it’s no surprise that migration has become an imperative for many companies. In 
fact, many of today’s organizations consider the cloud to be a prerequisite to remaining 
competitive. This has led to a massive increase in cloud spending, often accompanied  
by a lack of proper planning when it comes to moving applications and data.

In their rush to take advantage of the cloud’s benef its, many companies make the 
mistake of focusing entirely on quick and easy strategies like lift and shift. This may 
help them migrate at least partially onto the cloud, but it also transfers any legacy 
ineff iciencies as well. In many cases, the cost of running applications and workloads  
on the cloud that have not been modernized can be more than it was on-premises.  
As a result, wasted cloud spend has become a signif icant issue.

For example, legacy apps that support core business logic are contributing to an 
alarming rise in technical debt. The reason? If lifted and shifted, those apps carry with 
them the costs tied to development and support over many years. This problem is even 
more acute at enterprises, where roughly 40 percent of IT budgets are now dedicated 
to technical debt. This is causing a drain on vital resources, limiting their ability to 
innovate, dragging down performance, and negatively impacting future business.

The percentage of 
SMBs spending more 
than $1.2 million on the 
cloud jumped from 38 
to 53 percent between 
2021 and 2022.

53%
By 2024, enterprises 
aim to have $8 out 
of every $10 spent 
on IT hosting to go 
toward cloud.

$8
Organizations  
self-estimate they  
are throwing away  
32 percent of their  
cloud spend.

32%
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https://www.softwareone.com/en-us/blog/all-articles/2021/02/22/migrating-to-the-cloud-and-spending-more-than-you-thought
https://www.outsystems.com/stop-tech-debt/-/media/2CFB361AE6DB4BDA9A37AC11CA2B316D.ashx


How an optimized approach works

An optimized approach to cloud 
migration is based on the idea 
that every company is different, 
so its path to the cloud should 
be just as unique. That said, the 
basic f ramework will remain.

An optimized approach begins 
with establishing an understanding 
of business challenges as well as 
opportunities. Starting there makes it 
easier to align the appropriate cloud 
strategy with business and technical 
needs. This review should include not 
only infrastructure and applications, 
but also business priorities, cultural 
environment, internal skill sets, and 
any other factors that may affect the 
migration. For example, consider 
the state of existing data centers 
alongside the motivations for moving 
into the cloud in the f irst place. Will 
applications have to be recreated 
entirely for the cloud? Does every 
workload need to be migrated?

The idea here is to create a clear picture 
of where a company is starting f rom 
in order to build a custom strategic 
roadmap. This should include a 
recommended architecture and 
a comprehensive modernization 
plan, as well as a business case with 
projected return on investment (ROI) 
and total cost of ownership (TCO) 
savings. Doing this helps companies 
reduce technical and f inancial risks 
by understanding their current 
challenges, anticipating and solving 
any security or performance issues, 
and ultimately making better decisions 
based on a well-def ined business plan.

C
os
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Every company has unique 
drivers and challenges. There 
is no one-size-fits-all approach.



Next, begin executing on the roadmap. This will likely involve a combination of several 
strategies. For instance, lift and shift can be used both for simple and non-essential 
applications that don’t require redevelopment or need to be moved quickly to the cloud. 
Modernization can then be applied to your optimization strategy.

From here, you can gradually transition to more advanced modernization challenges like:

• Rearchitecting applications to be more cloud-native 

• Increasing computing eff iciency through containerization and modular microservices

• Rewriting applications altogether to take full advantage of the cloud or to address  
changes to underlying logic based on your company’s current business needs

When the roadmap is complete, a new cycle of modernization of your core business 
applications providing strategic advantage should begin. Business needs are constantly 
changing, as are customer demands and the larger technical environment. But that  
doesn’t mean you should feel obligated to modernize everything. Prioritize applications  
for modernization based on the outcome it’ll have on your business. 

An optimized approach accounts for these realities and helps companies continually adapt  
by making ongoing assessment and maintenance a key part of its strategy. Doing so ensures 
the cloud keeps delivering optimal value, but also that you are nimbly addressing business 
needs. If your technical debt is well managed, your developers can be effective, costs will  
stay under control, and the money you save can be reinvested into further modernization.
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Optimizing the cloud journey
Cost impact of cloud approaches

OPTIMIZED
LIFT AND SHIFT

CONTAINERIZED 
LIFT AND SHIFT

OPTIMIZED
CLOUD

Inefficient
datacenter

Well-managed
datacenter

Hyperconverged
private cloud
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Chapter 2:  
The optimized approach in action 

The 10 Rs

Cloud transformation is complex. Therefore, it’s essential to adopt a strategy with 
comprehensive processes that address this complexity.

Creating a path toward cloud maturity is not something that happens in one simple 
move. Instead, after conducting a thorough yet nimble assessment of the business, 
an optimized approach provides multiple ways to migrate data, workloads, and 
applications to the cloud. This holistic f ramework gives companies all the tools  
they need to optimize their journey.

To many, the optimized approach is best illustrated as the “7 Rs,” or the most common 
cloud migration strategies. We believe 10 common strategies actually exist. 

Let’s take a closer look, starting with three strategies that some in-house teams elect 
to handle themselves, while others choose to enlist the help of cloud migration experts. 
Either way, they can still enable companies to operate in the cloud more eff iciently.

Retaining an application is a common practice on the simpler side of the most 
common strategies. This is meant for applications or workloads that would function 
better in the current on-premise environment. In fact, it may be preferable when there 
are highly regulated workloads or signif icant privacy concerns. Alternatively, after the 
initial assessment, a company may determine there is no business value to migrate 
certain applications. In these cases, applications can be retired.

Repurchasing is a straightforward modernization strategy that involves buying a 
commercial off-the-shelf software product to replace a custom application. This 
essentially trades a high degree of customization for low maintenance costs, making  
it a smart f inancial choice for applications that are not tied to a competitive advantage.
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Getting onto the cloud quickly

Sometimes it’s necessary to move fast. Whether this 
is because of internal politics or a push to divest f rom 
data centers, the following strategies can help get a 
company onto the cloud eff iciently, while setting it 
up for more thorough optimization later on.

Rehosting is a practical option. Otherwise known 
as lift and shift, this involves moving applications 
f rom their physical servers to virtual machines in 
the cloud. It requires little, if any, signif icant change 
to the underlying code, but it does mean the 
applications will have many of the same limitations 
as they did on-premises. Nevertheless, it can be a 
good option for companies that need to get on the 
cloud quickly.

Another option is replatforming. This requires 
making only minimal changes to move an 
application to the cloud. Automated replatforming 
automates the entire process using specialized tools 
while manual replatforming is mostly done with 
simple applications. With this approach, companies 
can reduce costs by hosting their migrated 
applications on a shared platform as opposed  
to a reserved virtual machine.

Modernizing more thoroughly 

Modernizing applications and workloads requires 
more effort, but it enables companies to take full 
advantage of the cloud’s benef its. There are several 
strategies for doing this.

Relicensing reconsiders a company’s current 
licensing agreements in its move to the cloud. 
Shifting business needs and application 
requirements, as well as the specif ic terms of cloud 
subscriptions, may mean switching or renegotiating 
licenses that can signif icantly reduce costs.

There’s also reimagining. This approach is necessary 
in instances when an application needs signif icant 
changes to address current business needs. The 
need to cut technical debt, reduce ineff iciencies 
with legacy applications, and address security and 
performance concerns are additional reasons to go 
this route.
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Another option is refactoring. This involves making deeper changes to an application 
depending on its actual state and modernization drivers. For example, an application 
could be tweaked slightly to take it to the cloud while reducing technical debt. Or, a 
business could decompose the monoliths of the application to improve scalability and 
maintainability or solve performance and security issues, among other objectives. There 
is no one-size-f its-all solution in refactoring, so it is important to def ine a clear deep, 
medium, or light scope. At the end, the goal is to have a more cloud-native application, 
taking into account that refactoring can be done all at once or iteratively — allowing 
companies to reduce their technical debt and legacy ineff iciencies gradually.

Finally, rebuilding means creating entirely new cloud-native applications. This can be a 
good option if a company’s business logic or users have signif icantly changed, making 
modernization of the existing app unsuitable to meet current business needs.
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Top 10 most common cloud migration strategies

• Retain

• Retire

• Repurchase

• Rehost

• Replatform – Automated

• Replatform – Manual

• Relicense

• Reimagine

• Refactor

• Rebuild



Chapter 3: Getting to know the  
details of optimized modernization
A flexible, comprehensive approach to application modernization

An optimized approach doesn’t just focus on modernizing a company’s infrastructure.  
It can modernize an entire business and its applications at scale.

Whereas some hyperscalers focus on simply moving a company’s technical 
infrastructure onto the cloud, an optimized approach takes a much more 
comprehensive path to ensuring a business gets long-term value f rom its 
modernization. In large part, it does this by employing a well-architected f ramework 
that, while aligned with the best practices of leading cloud providers, is not tied to its 
specif ic approaches or tooling. This agnostic approach enables much stronger insights 
into how to deliver improvements across performance, reliability, security, and cost.

For example, during the assessment phase, the goal is to build out a business case that 
the company can use as a roadmap for its modernization journey. This begins with an 
evaluation of high-level factors like business needs and cost considerations. These are 
then combined with a detailed technical analysis of the business’s architectural and 
application readiness. Tools such as CAST Highlight can be used to perform automated 
static code analysis of existing application source code in order to properly assess 
architectural patterns, diagnose potential challenges, and determine risks across 
hundreds of applications.

Additionally, an optimized approach takes a close look at security and performance 
issues to determine possible improvements. During the technical assessment, for 
example, the actual production environment can be monitored using application 
performance management (APM) tools. Software composition analysis (SCA) and static 
application security testing (SAST) can also be incorporated in order to evaluate each 
company’s security, performance, and compliance and to optimize them for the cloud.  
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Throughout these evaluations, best-in-class FinOps solutions and services ensure 
any modernization strategies help businesses realize long-term value. To prove this, 
suggested business cases are presented alongside projected total cost of ownership 
(TCO) and return of investment (ROI) projections. And because all of this is based on 
what is best for the business, rather than on specif ic solutions or services, everything 
remains flexible. An optimized approach can easily be adapted to whatever the 
business ultimately decides is best for it.
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Conclusion: A cloud strategy that works 

There’s no reason you should optimize your cloud journey on your own. If your organization 
is not getting full value f rom its cloud migration and looking to revisit how it can realize the 
cloud’s full potential, SoftwareONE can help you get where you need to go.

Making the cloud work for your business can be complex. SoftwareONE simplif ies this 
experience by applying unmatched industry insight, end-to-end services, and strong 
partnerships with Microsoft, Amazon Web Services, and Google. As a leader in software  
and cloud f inancial management, we will show you how to make your current IT 
investments count while bringing your business forward and your biggest ideas to life.

What we offer:

• Best-in-class assessments. Our expertise, tools, and methodologies enable us to gain 
a thorough understanding of your needs to determine the cost, complexity, and effort 
involved in your cloud journey. We will work alongside you at every step to build a 
custom roadmap that is aligned to your business objectives and is designed with  
your current capabilities and constraints in mind.

• Comprehensive cloud knowledge. Our deep and long-lasting partnerships with 
Microsoft, AWS, and Google, as well as our unique combination of commercial and 
technical expertise, help us determine the best cloud approach for your business. 
No other cloud solutions and services partner has comparable licensing, knowledge, 
certif ications, and competencies with the ability to leverage funding and incentives 
through hyperscaler migration programs.

• FinOps expertise. With more FinOps Foundation-certif ied practitioners than any other 
organization, we will help you embrace the cloud while optimizing costs along the way. 
Intelligent cloud f inancial management services are integrated into every solution we 
offer, f rom initial assessments to continuous modernization and management. We 
believe that building a robust FinOps f ramework is key to your cloud success.
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Talk to a SoftwareONE cloud expert to learn  
how we can optimize your cloud journey.

CONTACT US

http://swo.co/cloud

