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Pack well and plan your journey.  
Transitioning to the cloud has many advantages but it has 

challenges too. Understand what type of cloud customer you 

are. Take the parts that work for your business and deliver 

rapid ROI. Leave the rest behind and only bite off more when 

you are clear on the benefits and how they will be realised.

Pack well and plan your journey. 

living
in the 
cloud

B Y  P A U L  E S H E R W O O D
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further from the truth. In its plainest 
terms; cloud technologies will revolu-
tionise nine out of 10 businesses glob-
ally. It will make companies efficient, 
more proactive, better able to adapt, it 
will redefine customer and employee 
experience, free up workers for higher 
value tasks and open up opportunities 
that legacy software and infrastructure 
could only dream of. The possibilities 
for mature cloud technologies could 
not be greater, and in some order of 
two to five years, all enterprises will 
operate in some sort of cloud if they 
don’t already.

The two big stumbling blocks
Why the reticence then? Why lambast 
cloud and then extol its virtues? The 
answer is twofold; firstly, cloud tech-
nologies are not mature. We are already 
on the second or maybe even third 
generation of capability and the shift 
to the fourth, fifth and sixth will be far 
quicker than the slumbering decade it 
has taken to reach where we are today. 
Being immature doesn’t mean that the 
current offerings aren’t good or don’t 
work. But it does mean that the land-
scape is evolving at a rapid click, and 
given the time many migrations take, it 
is likely that most customers will arrive 

MARK ARMSTRONG / RIMINI STREET

“It’s a combination of the vendors over-egging  
the simplicity of the move to the cloud and customers 
underestimating the complexity of the move”

T H E  C L O U D

I paid little or no attention to the 
camp site that I chose (the internet 
didn’t exist and my decision was based 
on a classified ad in a local paper, of 
which there were only three to choose 
from). 

I didn’t plan the route as SatNav 
hadn’t been invented and I had been 
confidently told it was an easy jour-
ney (just down the M5 and turn right, 
you’ll be there in no time).

I made no plans for what I would do 
when I got there and the only provi-
sions I took were a tent, a sleeping bag, 
a radio-cassette player, some sausages 
and a stolen bottle of Bacardi (taken 
from my dad’s cabinet I hasten to add).

It wasn’t a very good holiday. It took 
an age to get there. When we eventu-
ally found the campsite we couldn’t 
find where anything was, we hadn’t 
brought enough money to pay for all 
the extras the proprietor demanded, 
and the provisions that we brought 
were soon out of date and useless (save 
for the Bacardi). 

When I talk to business leaders 
about their experience of joining the 
cloud glitterati I always remember that 
holiday and think how similar our ex-
periences have been.

What is cloud?
Cloud must be one of the most com-
mon words in modern business lan-
guage. It conjures exciting images of 
global opportunities, economies of 
scale and endless flexibility. Some talk 
about cloud applications, some talk 
about cloud infrastructure, and oth-
ers about cloud strategy; others don’t 
know which variety of cloud they are 
talking about but they are talking 
about it all the same.

W hen I was 17 I went on my first holiday 
without my parents – it was a camping 
holiday in north Devon. I had recently 
passed my driving test and decided 
that the first thing a ‘man’ does once 
he can drive is chauffeur his friends to 

the nirvana of a British summer-time holiday, sans parents, in 
the rolling hills over Croyde Bay. 

Let’s break it down; cloud apps are 
most likely just a slightly worse ver-
sion of the apps that you currently use. 
Cloud infrastructure is just another 
piece of hardware somewhere other 
than your server room. And cloud 
strategy is something consultants 
talk about when CFOs start to feel the 
pinch on their wallets. That may be 
a very simplistic view which doesn’t 
take into account the boundless flex-
ibility, cost savings and agility but it 
should serve to remind tech buyers 
that they aren’t buying fairy dust and 
the idea that cloud on its own can de-
liver any of these benefits is nonsense. 

It may appear from this intro that I 
am anti-cloud but that could not be 

at the finish line only to be presented 
with a new starting point.

Secondly, and more importantly, the 
complexity of moving large enterprises 
to the cloud has been oversimplified 
by the market and miscalculated by 
consumers. In most cases moving to 
the cloud is a huge undertaking, often 
significantly more difficult than a tech-
nical upgrade of an existing on-prem 
solution and having far reaching im-
plications for business processes that 
have been ingrained over years or per-
haps even decades. There will be regu-
latory, compliance and security issues 
that global entities will have to wrestle 
with, all of which contribute to a series 
of new challenges and cost burden.
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Mark Armstrong, GVP at Rimini 
Street  agrees, and said: “Without 
wanting to sound too harsh it’s a 
combination of the vendors over-egg-
ing the simplicity of the move to the 
cloud and customers underestimat-
ing the complexity of the move. Mi-
grating customers to the cloud is the 
number one priority for each of the 
main cloud service providers to both 
protect their existing revenue streams 
and drive consumption of their ap-
plications in the cloud. The message 
they are pushing is simplicity, which 
resonates for most enterprise custom-
ers, as they have struggled for a long 
time to manage complex existing IT 
infrastructures. However, in the eager-
ness to simplify, and therefore develop 
more agile IT systems, customers are 
not always spending enough time un-
derstanding the role and importance 
of their current business applications.”

T he move to a true ‘cloud-
first’ enterprise is ham-
pered further by the lack of 
focus on what to do once 
you actually arrive at your 

destination and having a clear picture 
of the long term economics of living 
in the cloud. Being on the cloud and 
prospering in the cloud are very differ-
ent things. Most of the narrative from 

multiple scenarios that can be used for 
on-the-fly course correction. This is 
something many enterprises initially 
fail to realise. A common mistake en-
terprises make  when moving to the 
cloud is that they fail to address in-
herent issues that already exist within 
their ERP systems. Siloed and unreli-
able data will not simply disappear at 
the moment of go-live, unless there 
is a concurrent investment in archi-
tecture and integration frameworks 
that allow for data from any ERP, GL 
(general ledger), HCM (human capi-
tal management), CRM (customer 
relationship management), or other 
system to be used for planning and 
reporting across the business. This 
also needs to be presented in a way 
that is intuitive and seamless. Doing 
this lays the groundwork for cloud-
based collaboration that spans across 
the organisation, allowing all employ-
ees to understand how the business 
is doing in real-time, and where their 
individual department fits in.”

Are all advancements 
a good thing?
One of the other major issues that 
cloud customers will have to come to 

ROBERT DOUGLAS / ADAPTIVE INSIGHTS

“A common mistake enterprises make when moving  
to the cloud is that they fail to address inherent issues  
that already exist within their ERP systems”

CHRIS BROOKS / SYMATRIX

“Businesses often look at the application cost  
and the implementation cost, but fail to fully scope  
out the post ‘go live’ management of the solution”

the vendors and consultancies is cen-
tred around the migration path rather 
than the realities of perpetual change 
and a new raft of costs allied to release 
management, training and change 
that cloud inevitably will require.

Chris Brooks, managing director at 
Symatrix, said: “Businesses often look 
at the application cost and the imple-
mentation cost, but fail to fully scope 
out the post ‘go live’ management of 
the solution (release management, 
regular testing cycles, change costs 
and training). The result of missing 
this crucial phase in the business 
case is that once they are live, com-
panies either have to go back for fur-
ther investment, which damages the 
reputation of the solution and the 
programme, or they stick with their 
original investment and struggle to 
manage the continual evolution that 
cloud involves. As a result they com-
pletely miss the benefits that cloud is 
predicated on.”

Robert Douglas, planning director 
at Adaptive Insights goes further and 
says that even if the business case for 
moving to the cloud is properly de-

fined many organisations are missing 
out on the full value of moving to the 
cloud by not addressing underlying 
issues within enterprise systems and 
failing to use data and insights to their 
full potential.

“Simply identifying the clear busi-
ness case for moving to the cloud 
does not ensure the full strategic and 
financial benefits. Doing so requires 
the incorporation of a data source 
integration system that ensures ERP 
data is made accessible, able to be 
updated in real-time, as well as used 
for quick and proactive modelling of 
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our whole ethos is focussed on sup-
port of customers”, he said.  “The SaaS 
vendors are very focussed on helping 
developers to simplify how they get 
application up and running, but not so 
focussed on the ‘Ops’ side of support-
ing customers once they are using the 
applications. This enables us to play 
an invaluable role ensuring customers 
make the most of their SaaS applica-
tions by keeping up with the pace of 
innovation. Ultimately, this benefits 
the SaaS vendors, because it means 
happy customers and therefore, more 
sustainable consumption of their ap-
plications.”  

Replication of legacy 
solution in the cloud
All of the aforementioned issues with 
cloud adoption are surmountable chal-
lenges. However, there is one recurring 
mistake that many enterprises make, 
sometimes without even realising. 
Moving to the cloud with a SaaS ERP 
cannot be viewed as anything other 
than one part of a re-engineering pro-
cess for an entire enterprise. Those that 
attempt to replicate legacy processes in 
the cloud, or worse still, not realise that 
is what they are doing, are sure to miss 
out on the predicated benefits.

Brooks from Symatrix said: “Sim-
ply replicating the legacy solution in 
a new environment is a huge missed 
opportunity and, in many instances, 
will create added challenges in BAU. 
Frankly, this won’t deliver the busi-
ness case. I recognise that in some in-
stances there has to be replication, for 
example certain security processes in 
specific governmental organisations, 
but these should still be challenged 
to see if there are more efficient ways 
that they can be managed. 

“We have experience of on-board-
ing a number of cloud customers into 
our managed services who were im-
plemented by another SI with little 
regard for adopting new processes. As 
a consequence, they have struggled on 
for a year or two, then approached us 
for help as they hadn’t recognised the 
business case benefits they had com-
mitted to.”

Ben McGrail, managing director at 
SNP believes that legacy thinking is 

terms with is the way in which their 
applications will be patched and up-
graded – autonomously. On the face 
of it having enhancements managed 
by your technology partner puts an 
end to the misery of technical up-
grades for the install customer base. 
You are always on the latest release of 
the software, security provisions, bug 
fixes, and more, are handled centrally 
by the ERP vendor and you never have 
to worry about maintaining an up to 
date version of the solution. This all 
sounds very appealing but there are 
some serious issues to consider, es-
pecially if you are transitioning from a 
heavily customised set of applications 
to a vanilla product.

However, Douglas from Adaptive 
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is actually a detraction rather than an 
enhancement.

“The additional complication with 
SaaS applications, especially in multi-
tenant environments, is that vendors 
are catering for the needs of a num-
ber of customers. Consequently, you 
could end up with product enhance-
ments that you did not ask for, which 
could be a good or a bad thing. What 
is critical is that customers plan their 
approach thoroughly and make deci-
sions based on what is right for their 
business, not what the vendor delivers 
in the latest service pack,” said Arm-
strong from Rimini Street.

Armstrong points to Rimini 
Street’s partnership with 
Salesforce; the first, and 
still one of the very few, 
pure play SaaS vendors, 

as an example of how managing SaaS 
applications, and particularly the way 
in which applications are delivered 
and updated, as a key measure of 
the challenges many SaaS customers 
will face. “We believe Salesforce sees 
value in partnering with us, because 

highlights this as one of the key ad-
vantages of SaaS applications, and 
said: “Many legacy ERP solutions 
rely on the customer staying on top 
of updating the product, which can 
cause issues, such as downtime if 
the process is skipped, whether in-
tentionally or unintentionally. While 
this ultimately impacts productivity, 
it may also cause other challenges, 
such as having to engage IT and sup-
port to get onto the current version of 
the product. However, there are easy 
ways to fix this as businesses make the 
move to the cloud, as integrated multi-
tenant cloud solutions can automati-
cally update in a way that’s seamless 
to the customer. This is one of the in-
herent values of moving to the cloud 
and creates an opportunity to leverage 
new features and updates seamlessly.”

Indeed, for many, the availability 
of evergreen applications that do not 
require constant maintenance will be 
seen as a boon. But others argue that 
updates to core business applications 
which are designed to serve the many, 
not the individual, can also have some 
downsides and could create a situa-
tion where application enhancement 

BEN MCGRAIL / SNP

“The ability to scale up and, just as importantly,  
to scale down, should be at the heart of a company’s  
thinking as they prepare their cloud strategy”
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holding many businesses back just as 
much as their legacy applications and 
processes and says that a more funda-
mental shift in the way that enterprises 
view their relationship with technol-
ogy is required to draw 
out the value of cloud. He 
said: “As companies pre-
pare to move their ERP 
landscapes to the cloud, 
they need to change the 
way they think about 
their IT estates. I feel that 
some of the advice that 
customers are receiving 
is too rooted in old-world 
thinking. There are obvi-
ous and major benefits 
in a move away from on-
premise and in-house 
hosting, including cost 
reduction, modernised 
infrastructure, perfor-
mance, security, focus on 
higher value activities and 
rapid integration with AI 
and analytics. But cloud 
also allows businesses to 
be much more flexible 
and react more quickly 
to change. The ability to 
scale up and, just as im-
portantly, to scale down, 
on demand, should be at 
the heart of a company’s 
thinking as they prepare 
their cloud strategy.”

you even replicate the functionality 
you had in the cloud? What will be 
the extra cost the CSPs will demand 
for supporting customised applica-
tions in the cloud?  

“The history of the ERP 
market is littered with exam-
ples of over-ambitious imple-
mentations that have failed 
to deliver benefits. Moving to 
the cloud is no different. Get 
your approach wrong and it 
will impact the performance 
of your business.”

Indeed it is when some 
reports estimate that 
two out of every three 
dollars spent on digi-
tal transformation is 

wasted, it is high time that 
enterprises started taking a 
more measured approach 
to buying their technology. 
Consider this; in 1769 Nico-
las-Joseph Cugnot built the 
first automobile capable of 
human transportation and 
by 1808 the first internal 
combustion engine vehicle 
had been designed. It was 
some 100 years later that 
Henry Ford arrived at the 
Model T and gave the world 
the workable blueprint for 
an idea that was more than 
a century old. Modern tech-
nology evolves at a much 

faster click than it did during the in-
dustrial revolution, but the reality is 
that we do not currently have the final 
incarnation of the tech that we will ul-
timately take forward as the enterprise 
technology version of the Model T. 

Armstrong summed up by say-
ing: “The biggest challenge with the 
cloud, especially considering what 
to do once you are live, is getting to 
grips with what the future looks like. 
Cloud 1.0 was sold on simplification 
and utility, but Cloud 2.0 is a much 
more sophisticated proposition. 

The challenge is that the technol-
ogy is moving so quickly and is still 
maturing.”  

to your industry and individual busi-
ness you are going to be reluctant to 
forfeit what has become integral to 
your competitive advantage.  

“Therefore, you have to weigh up 

“The history of the ERP market is littered with examples of over-
ambitious implementations that have failed to deliver benefits”

And Armstrong from Rimini Street 
agrees saying that ERP customers 
must think strategically about their 
options and consider what will be 
lost with adopting vanilla appli-
cations as well as what might be 
gained. He said: “CSPs are not keen 
on customers transitioning their ex-
isting old systems to the cloud, be-
cause it undermines the efficiencies 
of the cloud model. However, if you 
are a long established business with 
processes that are highly customised 

what strategy makes most sense for 
you. You could move away from your 
legacy applications and adopt their 
vanilla equivalent in the cloud, but 
what consequences will follow for 
your competitive advantage? Will you 
lose unique processes that drive effi-
ciency?  Will there be a massive cul-
ture shock for your employees having 
to grapple with an entirely new sys-
tem? If you do try to replicate your 
legacy applications in the cloud how 
time consuming will that be?  Can 




