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1. Executive Summary
In this paper, we examine the business case for the various options of Public 
Cloud adoption. We outline the respective high level transformations that 
such an adoption entails and the benefits that companies can expect.
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2. Intro
Hardly a day goes by without a major announcement or a piece of news relating to the Cloud and its impact 
on companies’ business and product strategies.  The Cloud is undoubtedly the current transformation force 
shaping IT and, to a large degree - business today.

The currently accepted definition of the Public Cloud is the central provision of IT Infrastructure, Platform 
and Application services, which are managed and accessed via Web Browser and Web API services on a 
transactional ‘Pay As You Go’ (PAYG) financial model.

Key characteristics of such services are:

- No contractual tie in

- Virtually unlimited scalability

- Global deployment reach at the click of a button

- Unsurpassed availability

- Innovation

- Agility and Speed of deployment

- Cost effectiveness

Key players in the market are Amazon (who entered the market first in 2006), Microsoft (who entered the 
market in 2010) and Google (who entered the market in 2015).  Leveraging their presence in the market for 
the last 12 years, Amazon has created the most mature and advanced set of services, supporting the latest 
technological advances in AI, IOT, VR and Gaming.  Microsoft is a close second, taking advantage of its support 
and focus on corporate platforms and services (e.g. Office365).

Collectively the offerings of those three main Cloud services suppliers, plus some secondary specialist 
suppliers,  are termed the ‘Public Cloud’.

The financial benefits of using Public Cloud services are often cited as a key driver for adoption.  The main 
financial benefits on IT budgets are generally reported to be:

 ■ A Reduction in up-front CAPEX

 ■ A Transition from CAPEX to OPEX

 ■ An Overall reduction of OPEX

 ■ Innovation through the acquisition of new and complex IT Services and Technology in a timely and 
cost-efficient manner, with all the benefits of a shorter ‘time-to-market’. 

Recent studies show that organizations across all industries currently spend about 80% of their IT budget on 
ongoing support, leaving only about 20% for new initiatives. Cloud users, on the other hand, only allocate about 
69% of their IT budget for ongoing support, leaving about 31% for deploying new systems and capabilities.

Furthermore, businesses which employ the cloud enjoy an ROI that is 1.7 times higher than they previously 
enjoyed with on site hosting, leveraging the benefits outlined above, and specifically innovation.

In this paper, we will explore the reality and hype behind the business case for Public Cloud transformation 
and provide some high-level guidance achieving the expected benefits.
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3. Yet one more IT Transformation —  
What is different this time? 
IT transformations and business-enabling technologies are not something new.  Since the early IT years, the 
industry has gone through several such cycles:

- The move from Mainframes to Client/Server architectures

- The adoption of Relational Databases

- Internet, Web and the three tier architectures

All of these transformations involved significant re-architecting, re-development, high-risk deployments and, 
quite often, significant business impact ‘blood and tears’ related to adoption.

Despite its considerable impact, Cloud transformation is different from the previous cycles. 

In its purest form, it can simply be a case of rehosting the existing applications and solutions to 
virtual servers in the Public Cloud provider’s environment, provided there are no dependencies on 
specific Operating Systems, Databases or Networking and Applications that are not supported by 
the Cloud provider.  In this case, one can adopt the ‘Cloud’, with minimum effort and minimum impact. 
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Such a migration is usually the beginning of a journey that includes transformation of the applications and 
solutions through refactoring, re-platforming and re-architecting to make them ‘Cloud-native’, i.e. make 
use of the Cloud Provider services (e.g. Databases, Load Balancers, Firewalls etc).  It is the undertaking of 
this transformation journey that has parallels with the previous transformations that the industry has gone 
through in the past, but which also provides most of the benefit to the business.  

Needless to say, where dependencies do exist, or the architecture is not ‘Cloud friendly’, the journey is bound 
to start with transformation.
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4. Steps to Cloud transformation, benefits 
and the Business Case
The Cloud transformation journey is characterised by the ‘6 Rs’: Retain, Retire, Rehost, Replatform, Refactor 
and Replace.

As already alluded to, the steps that are of interest are: Rehost, Replatform, Refactor and Replace.  We shall 
examine the benefits and business case for rehosting first and visit the benefits and case for Replatform, 
Refactor and Replace as a group, given that they provide similar benefits.

4.1. Rehosting – A first step to achieving Public Cloud Benefits
In a typical scenario, the first step is Rehosting, as it represents minimal risk and effort for moving traditional 
datacentre workloads to the Cloud.  Rehosting entails the as-is move of existing applications and services that 
may be running on bare metal or virtual machines in a traditional data centre, to virtual machines running on 
the cloud.  This move may also involve the virtualisation of the existing environment into containers (usually 
through the use of Docker) beforehand, or as part of the migration to the Cloud activities. 

The main IT cost benefits that could be accrued in rehosting to the Public Cloud are:

a. the ability to scale the environment up and down almost without any limits, whilst paying only for in 
use resources

b. The ability to deploy globally, at the push of a button.

c. For organisations that operate their own data centres, the additional benefits of rehosting to the 
cloud will be the reduced cost of owning and operating the data centre infrastructure (secure location, 
power, cooling, IT Operations personnel etc).

d. The ability to maintain a minimal scale, or even zero footprint DR site, that can be created or scaled; 
and start to accrue costs only should DR be invoked.

e. The ability to create at scale and reduce to zero, at a ‘press of a button’, test environments, even in 
cases where the final ‘Production’ environment is hosted in a ‘traditional’ data centre.

f. The ability to deploy new technologies (AI/Machine Learning, IOT), with minimal knowledge and zero 
cost of set up for the relevant infrastructure to support such technologies.

Our experience has shown that the ‘sweet spot’ of a business case for Public Cloud deployment is for:

i. IT environments that need to support business operations dealing with seasonality or highly dynamic 
demand

ii. A business model that has a need to reach users and markets in geographically dispersed locations

iii. IT environments that need to support business that are in the forefront of adoption of new 
technologies

iv. IT environments where the IT is and will remain for the foreseeable future an enabler to non-IT core 
businesses.

A company will rightly elect to initially simply rehost, using a lift-and-shift approach, perhaps accompanied 
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by containerisation (should there be a need to support specific technologies and products not natively 
supported by the Public Cloud provider), in order to achieve all the Business Case benefits as outlined above. 

For a company that:

■■ has a large legacy, operationally-intensive IT estate,

■■ is faced with immediate needs for considerable expenditure on large scale infrastructure or IT 
Product licensing upgrade costs, 

then a Public Cloud business case based on Rehosting (to start with), will be best.

 

TOTAL COST OF OWNERSHIP (TCO) PROJECTIONS*

*Source: GE Capital, June 2013Time

Dollars

Public Cloud TCO

Traditional IT TCO

Virtualization

Private Cloud TCO

If however, the organisation has already spent a considerable amount of money in CAPEX (recent sunk costs) 
for IT Infrastructure, or has no immediate need for elasticity in its IT Infrastructure or global reach, then 
the business case for a Public Cloud migration of existing environments is weak. Such organisations often 
benefit from establishing public Cloud presence for new applications and workloads, and operating across 
private and public Clouds in a hybrid model.

The business case for Public cloud migration is even weaker for companies that have already and recently 
outsourced their IT infrastructure to a Private Cloud provider and where their IT capacity and global reach 
demands are constant over time.  Clearly, the Cloud services provider themselves should be the ones 
considering the move to Public Cloud.
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However, even weak business cases can derive benefits from a Public Cloud adoption, such as:

■■ Long term IT Operations costs reduction

■■ Easier and faster adoption of new technologies, in the long term

Generally, as a ‘rule-of-thumb’, the initial steps of Public Cloud adoption are usually (but not exclusively) 
centred around OpEx savings.  Based on a 2009 Booz Allen Hamilton report, corporations should expect 50% 
- 60% savings. Based on our experience, we have seen a similar level of savings, or better.

4.2. Replatforming, Refactoring and Replacing – The key main steps to 
achieving full business case value
We will consider the benefits and business case for Replatforming, Refactoring and Replacement in one 
group, due to the similarities in the nature of the transformation.  

All three of these approaches entail a varying degree of Architectural transformation of the application in 
the course of its migration to the Cloud.  Some the changes might be:

■■ Use of Cloud-native services rather than similar services running on virtual machine instances

■■ Interfaces and API changes

■■ Component and external integration

■■ Service Discovery

The changes may go all the way to re-writing code in a more Cloud-friendly fashion and structural changes of 
the components and of the overall solution architecture, perhaps using new and additional utilities, products 
and technologies.

In our experience, Replatforming, Refactoring and Replacement of the legacy components of an application 
to make it ‘Cloud-native’, is a path that all companies planning or executing migration to the Cloud wish to 
take.  It is an enabler to further savings and cost efficiencies, that have usually been captured in the Business 
Case, even if the initial step is a simple ‘lift-and-shift’ (Rehosting) activity.

Obviously, such a transformation of an IT Landscape is reminiscent of the past experiences we have had in IT 
with regards to large paradigm shifts (Mainframe to Client/Server, etc).  It is understandable that companies 
should, and do, plan for this transformation as a longer-term goal, which nevertheless needs to be executed 
if the migration to the Cloud is to be fully beneficial and leverage the capabilities that the Public Cloud 
provides.

The usual first step on the journey to ‘Cloud Native’, is the use of Cloud services such as Databases and 
Queueing/Messaging services that are hosted by the Public Cloud providers and delivered as a service.  
These are usually the easiest services to adopt and require no significant (if any) application architecture or 
code changes.

Depending on the IT Landscape being migrated, other services that could easily be migrated to make full use 
of Public Cloud hosting could be Docker and Kubernetes as a service.

Further refactoring of the IT Landscape would involve the creation of microservices, the adoption of RESTful 
APIs and, where possible and beneficial - the deployment of Serverless components and SaaS applications.  
The latter will be a factor of the age of the migrated solutions, business needs and functional complexity of 
the applications being deployed.  It will also involve a fair amount of refactoring.
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Depending on the age of the migrated solutions, the business needs and functional complexity as well as 
the availability of products to service these needs, the refactoring may also involve replacement of parts of 
the overall landscape with Software-as-a-Service (SaaS) applications.

The key benefits to be accrued out of this replatforming and refactoring activity are:

■■ The ability to further and fully automate the operations of the environment, including upgrades of 
every part of the technology stack below the bespoke customer code.

■■ The ability for a much improved capability to scale the whole environment up or down, for improved 
performance and cost optimisation, leading to improved customer satisfaction at optimal cost.

■■ The far lower price point for use of SaaS services provided by Cloud providers, or of Serverless 
functionality consumption, vs the installation, tuning and maintenance of the same services on 
Virtual Machine instances.

■■ Ability for virtually limitless scale-out 

■■ A truly global reach

■■ Ability to leverage and take quickly advantage of new technologies without having to worry about 
learning how to install, tune and upgrade.  

The last point is a key enabler of innovation, as it allows for rapid, cost-efficient adoption of new technologies.  
It provides companies with cost effectiveness, fast experimentation, and focus on functional needs.  The 
business case benefit is a shorter time to market with new innovative products and services

In our experience, customers that have refactored and re-architected their solutions to make use of Cloud 
SaaS services or serverless, have obtained savings of at least 20% in IT due to reductions in datacentre 
spending and lower IT personnel costs.

Additionally, we have found that most companies with a demonstrable innovative approach to products and 
services at the cutting edge of technology, have shifted all their new IT development to be Cloud-native.  The 
same holds true for all the Start-Up companies we have consulted with.

5. DevOps, Infrastructure-As-Code (IAC) and 
automation as a business case enabler
At the core of most of the benefits of a Cloud-centred business case are operational cost savings.  Apart 
from the obvious benefits that are achieved from eliminating the cost of owning and operating a data 
centre, a lot of additional benefits can be achieved through the automated deployment and operation of 
infrastructure in the Public Cloud.

This automation ranges from the auto-scaling and rightsizing of the infrastructure using native facilities 
provided by the Public Cloud providers, so that the customer pays exactly for what is needed; to the use 
of APIs and infrastructure management languages (such as Terraform, or CloudFormation), to create fully 
immutable infrastructure that would self-heal and help fully automate new functionality or application 
deployments.

The idea of fully automating the Development, Test, Deployment and Operations lifecycle is not a new one, but 
has been fully enabled and realised through the software nature of the modern Public Cloud infrastructure, 
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driven by APIs and infrastructure management languages.  The fact is that everything from a network to 
infrastructure to a complete datacenter can now be viewed as code which means that to fully leverage the 
promise of automation a company needs to adopt the principles of DevOps.  

The DevOps principles call for fully integrated multidisciplinary teams that comprise of Developers, Testers 
and Systems Admin / Systems Ops people, as well as Security engineers, UX engineers, etc, who take full 
responsibility and positively contribute to the automation of the whole lifecycle.  To fully leverage such 
automation and reduce the human intervention costs, it is critical that automation does not stop at deployment, 
but is extended all the way to incident and problem management, asset and change management and 
escalations, using customer experience as the key driver for determining responses: escalate, revert to older 
versions after upgrade (‘pull releases back’), execute self-healing deployments coupled with autoscaling etc.

Obviously, such a high degree of automation necessitates good discipline in the creation and a significant 
investment on a rich set of IAC automation scripts in the language of choice (Terraform, CloudFormation etc), 
governed by strong frameworks that should support the use of modules and templates.  

At HeleCloud, we fully subscribe and practice the mantra of SecDevOps Automation via immutable 
infrastructure.  Based on our varied and deep experience gained through helping customers in many 
different industry verticals and complex scenarios, we have developed a rich library of Terraform templates 
covering a wide variety of situations and needs.  Our customers benefit from the use of those templates, to 
dramatically reduce the time and effort required to achieve SecDevOps automation and help extract every 
possible benefit out of a Public Cloud transformation business case.

We believe that our customers can reduce such efforts by 60-70% on average, against developing their own code. 

6. Pitfalls
The financial attraction of a Public Cloud business case is a large incentive for business to move .  In the 
desire to reap maximum benefits, we have found that a lot of companies fall into the trap of wanting to do 
too much either in preparation for a migration to the Cloud; or during the migration, through the creation of 
a large transformation.

As a result, the transformation project attains all the negative characteristics of the previous generation 
transformations (Client – Server to 3 tier architecture), with the long implementation timelines and significant 
business change management needs and costs.  Such Cloud transformation projects often struggle by  
trying to do too much before any visible change is in place and with little upfront benefits as well as a long 
ROI timeline.

We help our customers to avoid this type of situation, by creating and proposing plans that deliver a phased 
approach with early migrations through lift-and-shift rehosting and Cloud-native service usage (eg RDS 
RDBMS) where possible.  

At HeleCloud, we strongly believe that:

■■ achieving an early ROI win

■■ a strong demonstration to the business community of the benefits of Public Cloud usage at the 
earliest to help buy-in

■■ the adoption of an Agile project execution framework 

are ‘musts’ for a successful Public Cloud adoption.
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7. Summary
In this paper we have presented what we believe to be key drivers and business benefits that would drive 
the migration of traditionally hosted IT into the Public Cloud and how companies can leverage the paradigm 
of the 6 R’s for this transformation.

We presented the business case benefits of the initial, simple but important step of lift-and-shift rehosting, 
which, once executed, can deliver significant OpEx and long-term infrastructure ownership savings.

Furthermore, we discussed how the steps of replatforming, refactoring and replacing improve the Cloud-
nativeness of IT Environments, achieving further and potentially the full business case benefits of OpEx 
and CapEx through automation; whilst enhancing the ability for timely innovation through the use of native 
services at minimum cost and effort. 

Finally, we discussed how SecDevOps and Infrastructure-As-Code environments enable automation to help 
achieve the business case and harness all the capabilities that the Public Cloud offers.  

At HeleCloud, we always look forward to helping our customers achieve their business case through our 
proven experience of complex Cloud transformation and the Terraform IAC tool; supported by our extensive 
modules library to help deliver in the shortest timeframe with maximum return.
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