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It’s great working with an SME that can take the 
time to understand the NHS, can take the time to 
understand the locality, and so for us it was really 
about that service that we got. They took time to 
understand us and actually tune their output to 
what we needed as well so with bigger companies 
you find a one size fits all model, it really wasn’t that 
- it was about the service that we needed.

Salford Royal NHS Foundation Trust

SC: Consult was a great opportunity to work with 
Shaping Cloud and Microsoft as we assess the 
benefits of moving to Microsoft Azure. Within a 
month we were provided with a feasibility study 
on which services and applications would be the 
best candidates for the Azure platform along 
with a detailed financial breakdown. The speed 
with which Shaping Cloud were able to under-
stand and map our complex environment and 
then deliver outputs of such quality and depth 
was truly impressive.

Lancashire County Council



SC: Cloud Strategy

What is a Cloud Strategy?

Why do you need one?

SIMPLIFYING THE COMPLEX AND CONECTING THE DOTS
We are partners, not providers” or “We are cloud agnostic consultants, ensuring 
bespoke and unique solutions for you”

You hear the term ‘cloud’ all the �me… You know it might help you 
solve some of your IT problems… But your IT team are busy 
firefigh�ng your immediate problems and you’re worried that 
introducing cloud compu�ng will be a stretch too far. Perhaps you’re 
already convinced that moving to the Cloud will enable your team to 
focus on more strategic business problems like being able to forecast 
accurately through good data management or digi�sing and 
automa�ng repea�ng business processes. However, you need to 
know what it will cost to migrate to cloud and run your applica�on 
estate in the Cloud.

A cloud strategy, like any business strategy, is a plan designed to both 
define and set out how you will achieve business objec�ves and goals 
with specific regards to the cloud.

Enterprises and organisa�ons are slowly making the transi-
�on from on-premises data centres to the cloud. This is 
due to the ever-changing technological developments, 
digital transforma�ons and needs of the new 
tech-genera�on. 

Implemen�ng a cloud strategy will provide you with a 
strategic guide and understanding of the true 
transforma�onal value of this technological move. 
Providing your organisa�on with a clear founda�on to 
your cloud adop�on journey, ul�mately enabling you to 
accelerate and achieve your desired business goals. 

To successfully make the transi�on to cloud and present the proposed strategy to your
organisa�on, you will need to educate your board of directors, key stakeholders and team 
members. This is where a Cloud Strategy comes into play.

Through the vast analyses and assessments conducted, valuable insight can be provided and 
shared, presen�ng why investment into the cloud will be worthwhile – this includes how the 
cloud can provide you and your organisa�on with innova�on, agility and most importantly, 
speed. 



Our Approach
Our comprehensive cloud strategy service not only covers technology, but also people, and the 
organisa�ons’ processes, strategic aims and on-going and current challenges. As part of your 
bespoke cloud strategy plan, our consultants will develop a proposed implementa�on roadmap, 
taking into account the opportuni�es, aspira�ons and constraints conducted through our 
analysis and align these with business priori�es and requirements.

Within our 5-phase Cloud Strategy, our Shaping Cloud consultant(s) will also iden�fy 
pre-requisites, dependencies and specific areas of improvement and implementa�on, and 
provide robust recommenda�ons that will allow you to best exploit technology, the cloud and 
other modern apps. 

Shaping Cloud also considers and encourages engagement with key stakeholders and includes 
the development of an organisa�ons case, suppor�ng your cloud strategy, allowing senior 
execu�ves and stakeholders to understand key deliverables. 
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Shaping Cloud’s 5 Phase Cloud Strategy

Phase 1 of Shaping Cloud’s Cloud Strategy will involve being assigned a dedicated Project 
Manager to both manage and deliver the strategy in an efficient and controlled manner.

You, the client, will be required to make prac�cal arrangements to provide Shaping Cloud 
with the informa�on and data requested, arrange stakeholder interviews and schedule 
current and future state valida�on workshops issuing to relevant par�cipants.
Key deliverables of SC Project Ini�a�on:

• A project board, or equivalent, established and ensure roles and responsibili�es are  
 well understood
• A defined, shared and collabora�vely agreed communica�on plan
• Structured weekly review mee�ngs and formal project governance
• The iden�fica�on of stakeholders to be interviewed and interview prepara�on 
 guidance
• Automated data discovery / gathering tools and documenta�on
• Ini�al mobiliza�on of resources to start work

Throughout our Project Ini�a�on stage, the Project Manager and SC team will work closely 
with your internal technical teams, ensuring an understanding of outputs and 
recommenda�ons and suppor�ng knowledge transfers.

Phase 2 of Shaping Cloud’s Cloud Strategy focuses on ‘Discovery’. Using discovery tools, 
scripts and associated documenta�on we will capture informa�on about exis�ng business 
applica�ons, physical assets and facili�es. Here we can iden�fy the current technical estate 
and iden�fy dependencies between services.

IT Infrastructure Assessment: Interviews will be conducted with key stakeholders to obtain 
context gathering and a detailed understand if the IT/IS estate. This stage will provide you 
with an inventory of assets, any current issues and improvement opportuni�es. 
 
Inventory of Assets: Providing consistent, accurate and high-fidelity inventory of technology 
assets is a key contributor to the current state architecture diagram. Ul�mately, this 
contributes to well-informed technological choices within and across par�cipa�ng 
organisa�ons. 

Current State Architecture Diagram: Our Current State: Architecture Diagram contributes 
towards our Current State: Presenta�on Workshop, demonstra�ng the key components of 
the applica�on, data and technology services and how they support the business opera�ons 
and processes within the organisa�on. Further providing accurate informa�on on building 
the Future State recommenda�ons.

Total Cost of Ownership (TCO) Excel Model: The Current State: TCO Excel Model presents 
gathered finance and procurement data and is key to informing the business case for 
migra�ng applica�ons and a deep understanding of the current costs that an organisa�on 
faces to deliver its core IT services. 



Shaping Cloud’s 5 Phase Cloud Strategy

Phase 3: Future State 
The Future State phase will look at risks, benefits, feasibility and dependencies to determine if 
they are appropriate to include in the recommended future state and where in the roadmap 
they will need to feature.

Based on the informa�on gathered and validated during Phase 2, our consultants will analyse 
the current architecture and services looking for opportuni�es to op�mise, making the most of 
opportuni�es offered by modernisa�on of exis�ng, on-premises pla�orms and services vs. 
those offered by the cloud.

Applica�on Candidate Assessment
The Shaping Cloud applica�on candidate assessment will provide key understanding of all appli-
ca�on consolida�on op�ons and the service footprint that will need to be catered for. 
Specifically, this assessment will assess the suitability of applica�ons, func�ons and processes 
residing on premise, within cloud infrastructure as a service (IaaS), cloud pla�orm as a service 
(PaaS) or whether it would be more suitable as a so�ware as a service (SaaS). 

Cloud Pla�orm Comparison
To help Shaping Cloud’s clients understand which cloud vendor best meets their requirements a 
marke�ng analysis and target pla�orm comparison is conducted. This allows assessment of 
your requirements against the overall func�onality, services levels, support and ul�mately of 
the cost of the cloud’s services.

Workshops will take place to determine requirements and obtained required informa�on. 
We will then present the findings back to you, allowing you to review our ra�onale, seeking 
feedback and gaining approval of overall outcomes. The results can then be used to help your 
organisa�on choose the vendor which best meets your needs or shortlist for procurement 
purposes. 

Future State: Total Cost of Ownership (TCO) Excel Model
The Future State: TCO Excel Model builds on from the Current State TCO Excel Model and our 
recommended future state solu�ons. The costs for solu�ons hosted within the target opera�ng 
model are calculated and then compared to the Current State TCO. Indica�ve migra�on costs 
will also be integrated into the TCO. 

Combined, this will allow for understanding of changes both in investments and the return on 
investments as well as informing the business case, you, and the key stakeholders to see how 
the cost of your target running costs compare to current running costs. 

Future State: Architecture Diagram
Our Future State: Architecture Diagram is produced to assist both technical and opera�onal 
teams to understand the recommended future state. 

The diagram is presented as a conceptual architecture model, can be used by solu�on archi-
tects to build out different architecture views / models to support migra�on and which are key 
for change and impact management. 



Shaping Cloud’s 5 Phase Cloud Strategy

Phase 4: Digital Transforma�on Roadmap
Taking into account all applica�ons, systems and dependencies a high-level transforma�on and 
migra�on plan is created. The roadmap itself represents the recommended hos�ng op�on and 
plan for each service, or group or services depending on your needs.

Following a Cloud Candidacy Assessment, our Shaping Cloud consultants will perform a market 
analysis/target pla�orm comparison to determine which cloud hos�ng op�ons are the best for 
each of your services. Once a decision has been made, the services will be costed against the 
target pla�orm(s) of choice and an es�,ate of cost for migra�on is calculated. 

We will then develop a transforma�on roadmap, represen�ng the recommended 
priori�sa�on and dependencies. 

Future State: Architecture Workshop
Our Future State: Architecture Workshop is where our assessment findings and proposed 
future states of op�ons, designs, plans and cos�ngs will be discussed and validated with your 
technical team.

Following the Architecture Workshop, where key stakeholders will provide valid input and 
feedback, designs, requirements, and costs will be updated and final versions of the Future 
State Architecture and TCO will be issued for approval and sign-off. Once approved, all will be 
finalised and provided to you ahead of the final report.

Transforma�on Blueprint
High-level migra�on/transforma�on blueprint is provided to reflect the complexity, thought 
process and delivery of mechanisms that will be required to achieve the Future State 
Architecture. The blueprint will provide you with a logical series of steps to achieve desired 
project outcomes, providing the first step of the project and programme managers to develop 
complex project plans and resource schedules.

Investment Case: Excel Model
The final part of Phase 4: Investment Case: Excel model, will present the return of investment 
(ROI) that the proposed digital transforma�on may bring. Enabling business case jus�fica�on 
and understanding of when benefits when be realised. 

The Investment Case will also provide you with an assessment of the costs for all steps involved 
within the transforma�on, the projected savings as well as when they will 
materialise. 

This is an important deliverable that you can use a living document to model different scenari-
os, depending on the changing circumstances and findings across the organisa�on. 
At the end of Phase 4, the following outcomes will be achieved: 

1. An agreed recommended target state
2. Indica�ve costs for ini�al migra�on and the ongoing running costs of services 
 in the cloud
3. High-level migra�on plan



Shaping Cloud’s 5 Phase Cloud Strategy

Phase 5: Strategy and Business Case
Phase 5: Strategy and Business Care, brings together the findings and recommenda�ons across 
several architecture views. This includes infrastructure, applica�ons, data and the business – 
tying together evidence for all decisions made. 

Specifically, within this phase, your Shaping Cloud consultant(s) will bring together all findings 
and recommenda�ons from the engagements carried out, providing a full commentary of the 
Current State, Future State recommenda�ons, recommended transforma�on ac�vity and com-
mercial analysis in strategy aimed towards your key stakeholders. 

The following deliverables will be produced:

Strategic Summary Report
The Strategy Document will consist of a comprehensive report that calls for a clear decision, 
containing the following suppor�ng informa�on:

 • All findings and recommenda�ons 
 • Outcomes of all assessments
 • Target pla�orm comparisons
 • Proposed target hos�ng architecture and costs
 • High-level migra�on plans and costs
 • Other considera�ons and prepara�ons for cloud

Business Case
The Business Case sec�ons provided within the Strategy Document will cover the following: 
 • Summary of Request 
 • Reason for Change (Strategic Case) 
 • Proposed Change and Key Outcomes (Economic Case) 
 • Main Risks, Issues and Dependencies 
 • Affordability (Financial Case) 
 • Successful Delivery (Management Case) 
 
Presenta�on
Delivery of Shaping Cloud’s summarised view of strategy findings and recommenda�ons will be 
presented within a 2–3-hour workshop presenta�on. The presenta�on will focus on the 
business’ context, pressures and financial evidencing backing recommended next steps. 

All findings from assessments and analyses, as well as recommenda�ons going-forward, are 
discussed in a concise and non-technical way. This is to enable senior stakeholders to be�er 
understand the impact and the opportuni�es as well as the risks of change and to ask
ques�ons.



Next Steps
Get in touch with a 
consultant today! 

T: 0161 408 5333
E: Hello@shapingcloud.com
W: www.shapingcloud.consulting


