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 Cloud for Digital Excellence  

Don’t compromise achieving your full potential on the Cloud! 
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Cloud for Digital Excellence 

It is common for vendors to sell the cloud as a platform that will reduce the total cost of 

ownership (TCO) and drive efficiency in IT technical and programme delivery, or as a quick 

route to the adoption of new technologies.  

However, if the cloud is positioned solely as a technology platform the buyer is at risk of 

disappointment or outright failure (often due to a strategy of trialling the cloud for low -

value products, and as a result not gaining the budgets needed to do it properly). When 

cloud is used for isolated business opportunities you can gain initial success but then run 

into significant headwinds when attempting to operate and scale new solutions.  

Instead, you must think of the cloud as enabling new, adaptable, operating models which 

can accelerate digital excellence across your business. Achieving this will enable you to 

address the business and technology benefits of the cloud. Adaptability is key; considering 

how the cloud can help you build the capabilities you need to continually improve. 

Improvement should target excellence in product and service verticals across the 

enterprise.   

In this paper, we will discuss eight areas where the cloud can help you strengthen your 

operating model capabilities and accelerate your digital excellence. 
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CLOUD CAPABILITIES TO ACCELERATE YOUR DIGITAL EXCELLENCE  

Modern digital businesses are under constant pressure to change as customer expectations 

are evolving at an ever-increasing pace. Old project-based delivery approaches are not 

responsive compared to those used in modern digital businesses that are highly reactive to 

customer and market change.  

To be successful you need to build capabilities that strengthen how you operate and adapt to 

ongoing change. Consider each new business priority as an opportunity to deliver results and 

simultaneously improve the capabilities of your operating model. Pick up the pace by 

continually harvesting learnings to mature your capabilities and ensure that each new 

business priority is delivered with less effort than the last. 

Consider the following cloud capabilities as key enablers of this continual evolution: 

 

▪ Value Insights: Organise by value and shape work and how you deliver it with real -

time insights. 

▪ Well Automated: Close the loop on service delivery with data-driven automation 

within your products, services, and platforms on the cloud. 

▪ Innovation Accelerator: Empower product-led teams to innovate on the cloud 

utilising self-service to get customer feedback quickly.  

▪ Product Accelerator: Take full advantage of modern technology to deliver 

differentiated products that are designed to leverage cloud services.  

▪ Cloud Data Insights: Unlock the value of data on the cloud to drive optimal products 

and optimal delivery.  

▪ Solution Marketplace: Ensure alignment, and automation of third-party software and 

services to enable your teams to build to differentiate and buy the rest.  

▪ Modernisation Accelerator: Build flexibility into your platforms on the cloud to unlock 

business logic and data to underpin innovation. 

▪ Cloud Self-Service: Stop throttling change and enable your product and service teams 

to quickly build and deliver value quickly on the cloud.  

 

  



 

PAGE 4 

An Enterprise Product Model is key 

The enterprise product operating model supports product and service teams with an 

enterprise-wide approach. This model is considered the industry best practice to enable 

teams to deliver what their customers want at pace with higher ROI while enabling enterprise 

teams to deliver at scale with efficiency and associated TCO benefits.  

 

 

With success, this model should generate revenue upside in addition to cost efficiency to 

maximise profitability. However, while the benefits are compelling, caution is needed on the 

approach you take to operating model change. Focus on achieving business priorities and take 

each opportunity to improve the operating model with a clear vision of the capabilities and 

enablement you need. Have a long-term vision but deliver iterative change in short delivery 

cycles. 
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Focus on the value of the cloud  

When considering the benefits of the cloud, focus on the value that should be realised against 

each layer of your operating model. 

 

 
Products are the high-value differentiators that set you apart from your competitors and need 
to be delivered quickly, reliably, and efficiently. Use the cloud to help your product led teams 
accelerate innovation and build cloud native products that are designed to take advantage of all 
the cloud has to offer with automation best practices built in. Enable value insights to drive 
product value management, prioritisation of investments and trigger changes to the operating 
model as product teams adapt to meet new customer needs.  

 

Component Services are underpinning applications that are shared across your business. Use 
the cloud to modernise and decouple application shared services to unlock business logic, data, 
and agility. Buy services where you can, invest in the reuse of the application code you own and 
automate for cloud delivery at the source. Build integration services to avoid innovation delays 
while you modernise platforms. 

 

Platforms include the cloud platform foundations that allow you to operate securely. The 
platform underpins competitive advantage to your product and service teams so enable cloud 
self-service to help them work at pace. Provide reusable cloud delivery patterns with 
infrastructure as code to reduce effort and technical debt. Transition your portfolio to a 
commodity where it makes sense so you can focus budgets and investments higher in the value 
pyramid. 
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Enable your cloud capabilities 

The visual offers a signpost to the eight cloud capabilities and how they align with digital 

excellence. 

 

VALUE INSIGHTS 

An adaptable operating model should be driven by data with ownership of change distributed 

to product, service, and platform managers. Those leaders need to show the value they are 

delivering for the budget they need and to continually improve.  

Value Insights depends on consistent ways to track budgets and investments against the 

measures and vectors that show the results. By doing this the cloud can help your data to be 

visualised, analysed and patterns can be detected with the help of artificial intelligence. These 

insights are then made available to aid strategic and operational planning that will benefit 

from a real-time view of performance against strategy.  

The goal of value insights is to optimise investment in the right places of your portfolio and 

where needed adapt the products, services, and platforms you need. These insights include 

how your operating model achieves customer experience and revenue growth balances with 

efficiency and reducing operating costs. 
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WELL AUTOMATED 

Cloud providers enable you to automate what you buy from them, and this provides a 

valuable opportunity to drive efficiency into what you build and operate on the cloud. It is 

also a dependency to enjoy some of the cloud benefits that are not easily achieved in your 

data centres such as scaling services up and down to meet demand. 

Cloud providers also offer services that can mature the way your products and services work 

together. Adapting API first strategies helps teams decouple to achieve an autonomous way 

of working and as a result, evolve products and services without delays. The promise of the 

cloud should provide developers with the tools they need to minimise the software they need 

to develop; this includes cloud-based artificial intelligence developer tools. 

The cloud may not provide all the operational tools that your teams need, and this results in 

an integration point with your preferred operational and service management tooling. This 

integration point is also a target for automation to remove friction across digital service 

management. The well automated goal in the cloud should be to achieve automated 

provisioning, autoscaling and self-healing with built-in operating assumptions that anything 

can fail. 

INNOVATION ACCELERATOR 

Innovation success depends on a relentless and long-term approach to understanding and 

then delivering what your customers want. Product led teams embrace lean and agile 

practices including ownership of the development and operation of the product (DevOps). 

Unfortunately, most organisations have culture and related processes that hinder innovation, 

and these must be eroded to support a culture of innovation and experimentation and enable 

teams to fail fast and learn.  

The cloud should lessen the burden on teams needing a business case for investment that 

forces them to make assumptions and encourages them to be rigid in delivering what they 

thought was needed (but turned out to be wrong). Providing development teams with cloud 

self-service enables them to experiment quickly. The cloud can also allow teams to control 

access to these environments to support collaboration across teams and with consumer 

testing groups for early feedback. 

The cloud should also help teams to innovate more quickly by taking advantage of the cloud 

provider services and the broad range of Independent Software Vendors (ISVs) and Open 

Innovation opportunities. By focusing on customer differentiation teams should design what 

they need to build and look to buy/integrate what they can. Making a solutions marketplace 

available to innovation teams will help them with build vs. buy decisions aligned to your 

enterprise strategy. 



 

PAGE 8 

PRODUCT ACCELERATOR 

Cloud native products are built with modern software architectures that take advantage of 

the services the cloud can offer. Cloud native products typically consume cloud services and 

optimally will not directly depend on infrastructure at all (either physically or in the cloud). 

Some products may need to evolve as they move from server-based computing to serverless 

event driven architectures. Teams need to make the right choices aligned to the availability 

of cloud platform services including managed containers, serverless compute and a broad 

range of data related services. Foundational artificial intelligence platforms are also an 

emerging dependency. 

Where teams do depend on infrastructure, they should consume it as code. This allows them 

to focus on value while taking advantage of enterprise standards that define the patterns and 

automation that they can build on in the cloud. Related cloud tools such as API gateways are 

important to help teams integrate with legacy platforms without waiting for large scale 

modernisation. 

CLOUD DATA INSIGHTS 

Unlocking the value of their data is a competitive advantage for well-established enterprises 

but is often a very challenging topic for enterprise IT. Cloud at a platform level has services 

that can integrate with and democratise access to data. Cloud can also enable product and 

component service teams to unlock data and surface the value to be consumed.  

Data Insights should be viewed as a product in the same way you might consider a product 

team that builds an application. Exploiting the underlying platforms and providing Analytics, 

Insights or AI via APIs can directly support customer value and in turn the efficient delivery of 

that value.  

Data Insights also help underpin data-driven best practices across digital service management 

and by democratising access to the data you can also take advantage of Artificial Intelligence. 

As with all the cloud enablers the operating model dependencies are key to aligning security, 

controls and risk management to provide the required access to data in the cloud. 

SOLUTION MARKETPLACE 

Think of the solution marketplace as curated, standardised, and automated software assets 

that teams can easily consume and know that they are ready to deploy on the cloud.  

Standards offer you the opportunity to invest in automation at the point of origin and 

minimise the amount of technical debt that finds its way into your environment as new things 

are provisioned. 

The marketplace should include supported software from independent software vendors 

along with any component services and code that your teams build and maintain. It may also 
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provide linkage to approved software as a service (SaaS) with enterprise guidance on 

integration and end to end service management.  

The goal of the marketplace is to accelerate innovation by building only what you need to, 

reusing existing investments, and buying what you don’t have. 

MODERNISATION ACCELERATOR 

Unlocking the business logic and data from monolithic platforms is a common challenge for 

enterprises. The complexity, cost, and time to modernise these legacy platform can be 

significant - a problem for Innovation teams who can’t afford to wait. 

The cloud offers opportunities to simplify the modernisation by taking a value led approach 

and iteratively re-platforming or re-architecting large monolithic platforms. The goal is often 

to pass the associated business logic and data to the ownership of product and micro service 

teams who then own the evolution of the business value.  

The strangler pattern is a well-established approach to iteratively modernising large platforms 

and the cloud can help with gateways that redirect certain APIs as that underlying code cuts 

across to the cloud. 

Other modernisation treatments include reprovisioning on the cloud or repurchasing as SaaS. 

For some applications, the treatment can simply be rehosting the existing server to the cloud, 

which will deliver limited modernisation but can deliver quick routes to value for improved 

Disaster Recovery, monitoring, and leveraging cloud tools to help product and services teams 

integrate with the application. 

CLOUD SELF SERVICE 

Speed matters to product and service teams and waiting for access to resources in the cloud 

would limit one of the cloud's key selling points. Cloud self service offers an approach for 

enterprise IT to delegate the ability for teams to consume the cloud while enabling essential 

controls, operational standards, and integration to service management. 

Cloud self-service should include landing zone provisioning and a service catalogue to align 

access to the right cloud tools and services to the right teams. This enabler affords an 

opportunity to embed orchestration and automation at the source to minimise technical debt 

as new services are provisioned in the cloud. This also bottoms out the shared responsibility 

models between your teams and the services provided by the cloud provider.  

In addition to the service on offer from the cloud provider, the catalogue may also link to 

internal assets such as the solution marketplace and associated code libraries that can help 

teams set up what they need with minimal effort and maximum standardisation. For DevOps 

team the landing zone provisioning can extend to cloud native pipeline tools and separation 

of environments to align with operational controls. 
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How cloud supports business priorities 

You should consider three main areas where the cloud can help deliver your business 

priorities. [1] Cloud for new business opportunities; [2] Cloud to modernise your portfolio 

and [3] Cloud to accelerate your digital excellence.  

[1] CLOUD FOR NEW BUSINESS OPPORTUNITIES 

New business opportunities should start with how best to differentiate and meet the needs 

of your customer rather than being limited by the status quo. This should embrace business 

opportunities in a digital context for your industry such as E-commerce, Mobile Applications, 

Supply Chain, Digital Twin, Fintech, IOT, Big Data, Analytics, Customer Facing Content 

Management Systems, Gaming, Collaboration and Media Streaming.  

The following table shows how you might align business value drivers with the best approach 

to shaping work and the delivery of that work: 

Business Value Drivers Shaping Work Shaping Delivery 

New customer needs warrant 

investment in building products with 

a product led team. The goal is to 

innovate at pace with differentiated 

cloud native products. 

The product supports a highly 

differentiated customer 

experience that needs to keep 

pace with customer expectations.  
 

In house product teams and 

component service teams for 

differentiation.  
 

New customer needs will depend on 

products linking to existing 

component services. The goal is to 

avoid delays in delivering the 

customer needs. 

The shared service is consumed by 

products and may integrate with a 

platform that needs to be 

modernised. 

3rd party SaaS services to minimise 

build effort if the service can be 

bought. Component service teams 

integrating to legacy platforms 

with their support. 

New customer needs warrant 

investment in platforms that 

underpin the desired customer 

experience. The goal is to reduce the 

cost to serve the customer while 

maximising customer experience. 

The platform is needed for the 

delivery of service to the customer 

and is optimally loosely coupled 

(via API's) from consuming 

products and services. 

In house application platform 

teams aligned with component 

service teams to unlock APIs & 

integration. Cloud native services 

are aligned to cloud platform 

teams. 
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[2] CLOUD TO MODERNISE YOUR PORTFOLIO 

Modernising and migrating existing assets to the cloud typically starts with discovery and 

assessment and aligns the best fit based on several common transformation treatments. 

What this approach often lacks is ownership alignment with the teams that should receive 

the assets and sustain them in the cloud. By aligning ownership and value to your assets you 

will make better decisions and avoid stalling where you need business support but are 

attempting to transform with only a technology remit. 

Business Value Drivers Shaping Work  Shaping Delivery  

Differentiated customer value warrants 

investment in the re-architecture of the 

application on the cloud. Customer 

demands for responsive product 

development. 

Re-Architect 

• Microservices 

• Containers 

• Code Refactoring 

• Strangler Patterns 

In-house product and 

component service teams are 

optimal for product 

differentiation. Build what 

differentiates and buy the rest 

by leveraging the cloud 

marketplace. 

Services that typically help run the 

business. Recovery of costs with 

reprovisioning.  Buy rather than 

build/maintain for SaaS to focus 

investments on value. 

Repurchase 

• Provision new service 
instance on the cloud 

• Buy SaaS 

Service owners sourcing ISV 
software and or SaaS services. 
Options to outsource if 
partners can match needs for 
service change vs. operation. 

Application Platforms that underpin 

customer service. Monoliths may need 

re-platforming to unlock business logic 

and data. End of life platforms and cost 

drivers promote re-platforming. 

Re-Platform or Re-Architect 

• Managed Database Services  

• Managed Container Services 

• Redeploy Application 
Platforms 

In-house application platform 

teams for differentiated 

platforms or needed for 

modernisation. Augment with 

partners and outsource if the 

partner can match change vs. 

operation requirements. 

Services that typically help run the 

business. Recovery of costs and/or data 

centre closure. Resolution of risks 

improving resilience / system continuity 

Rehost 

• Migrate virtual or physical 
server to Cloud 

Focus on service management 

and offload responsibilities by 

outsourcing server support. 

Ease of migration with a cost overhead to 

retain virtualisation software. 

Relocate 

• Migrate virtual server to 
VMware on Cloud 

Focus on service management 

and offload responsibilities by 

outsourcing server support. 

Retire to remove costs where possible 

and tight time boxed governance if you 

must retain. 

Retain 

• Retain needs tight 
governance to minimise 
technical debt. 

Existing outsourcing or 

managed by a central IT Team. 
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[3] CLOUD TO ACCELERATE DIGITAL EXCELLENCE 

For cloud to meet its true potential it must drive improvement where it will have the greatest 

impact across the 7 themes of digital excellence. 

 

By focusing on your operating model, you can identify at depth the cloud benefits and 

measure the impact they have on your digital excellence and broader adaptability as you take 

on more opportunities and mature your cloud investment. Here is an indicative alignment of 

cloud enablement to digital excellence: 
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Future of the operating model 

As a recognised leader in IT and Digital Operating model design and transformation, Mozaic 

has delivered wholesale change in over a hundred, large complex estates over the past 10 

years – possibly more than any other single organisation during that period. Our team 

includes ex-CIOs and CTOs from across a broad range of industries, giving us a unique 

perspective on the past, and on the next phase of operating model change that will affect us 

all. 

THE SERIES 

This whitepaper is one of a series that looks at the future of the operating model, and details 

the specific areas of change that organisations will need to embark upon to transform into 

Enterprise Product and achieve excellence in technology delivery.   

The papers in the series are: 

 The future of the technology operating model 

 Focusing on value 

 The importance of culture in transformation 

 Measure the things that really matter 

 Aligning sourcing models to support Enterprise Product 

 Value stream management - it’s time to stop throttling change 

 Data driven operations 

 Addressing legacy constraints 

 Unleashing data’s potential 

 Cloud for Digital Excellence 

The full catalogue of papers can be found on the Mozaic website at 

https://mozaic.net/insights/.   

Accompanying the series, Mozaic offers a range of complementary workshops, which look in 

more detail at the subject areas, and help teams to better understand the challenges and 

opportunities in their context.   

If you would like to know more, please contact us at info@mozaic.net or call us on 0203 709 

1625. 

 

 

https://mozaic.net/insights/
mailto:info@mozaic.net
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