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Accelerating your cloud ROI by adopting a strategic
transformation and change methodology

Scott Watson and Melanie Gladwell, Amazon Web Services

Successful cloud transformation expands far beyond technology implementation. In fact,
implementing the technology is often viewed as the easier task, compared with how you mold

and shape the organization to operationalize the technology, and best succeed in achieving cloud
value.Migrating servers, operationalizing contact centers, leveraging generative Al, and exiting data
centers all have substantive effects on the business, workforce, finances, and ways of working. The
impact of cloud transformation ripples across your entire organization, and affects, and is affected
by, your people and culture. Organizations are accelerating their business outcomes by driving
changes in how their organization operationalizes the value of the cloud by aligning their people
and operating model to business objectives.

AWS has many years of experience guiding enterprises in their cloud transformation journeys
across various industries. From this experience, AWS has found that the biggest challenge for
organizations is how to evolve their culture, operating model, and ways of working to successfully
leverage the cloud for business growth.

This article helps you explore the value at stake in cloud adoption, understand the best practices
for accelerating transformation and advancing tangible business value, and determine the optimal
enterprise transformation methodology from the outset to optimize your cloud journey. It focuses
on four critical pillars: business and strategy, financial operations (FinOps), people and culture, and
cloud operations. The article draws insights from industry research, customer success stories, and
the extensive experience that AWS has in guiding organizations through their cloud journeys.

Cloud transformation business drivers

Despite a forecasted $4 trillion being spent on digital transformation by 2027,[1] more than

70 percent of transformations are failing to achieve their desired outcomes.[2] Businesses are
under immense pressure to innovate rapidly, enhance customer experiences, increase operational
efficiencies, and drive growth, but "...it turns out that while the technology is sophisticated,
deploying the technology is arguably the lesser challenge compared with how you mold and shape
the organization to best take advantage of all the benefits that the cloud is providing."[3]

Cloud transformation business drivers 1
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Realizing the full potential of cloud computing requires more than just migrating servers,
operationalizing contact centers, leveraging generative Al, or exiting data centers, and has
substantive impacts on the business, workforce, finances, and ways of working. A 2023

study[4] shows that 88 percent of transformations that don't focus on culture-centric changes
when introducing new technologies fail to result in sustained performance gains after three
years. Furthermore, more than three thousand CxOs say that their top three barriers to cloud
transformation success are cloud skills shortage, misalignment between IT and business, and poor
management of the complexity of organizational change.[5]

Developing cloud value realization requires profound changes in the way organizations function—
the way they operate, work cross-functionally toward shared business outcomes, build and release
products, adapt to change, and organize to continuously improve. By 2028, cloud computing will
be a business requirement instead of an advantage[6]. Companies are reaching the inflection point
to long-sought value. However, they must first drop IT-centricity, take a business-led approach to
overcome the barriers, and address operating model changes in culture, organization, investment
strategies, ways of working, and change leadership from the start.

Investing in a programmatic framework that prioritizes six levers to accelerate cloud
value—leadership, talent, culture, operating model, business strategy, and FinOps
(governance)—as much as technology has proven to

« Advance 6 times the value from cloud investments
» Report 1.9 times faster migrations

» Provide 2.2 times more cost savings, stronger collaboration, better innovation, and a better
employee and customer experience [7]

The AWS Enterprise Transformation program provides a prescriptive, business-led approach for
end-to-end digital transformation. It addresses the top blockers to transformation success, and
accelerates speed to value. The program provides guidance on how to operationalize the value of
the cloud by aligning leaders, workforce, culture, cloud operating model, and FinOps to business
strategy and objectives. The program also aligns to the AWS Cloud Adoption Framework (AWS CAF)
Business, People, Governance, and Operations perspectives.

[1] Worldwide Spending on Digital Transformation is Forecast to Reach Almost $4 Trillion by 2027,
According to New IDC Spending Guide (IDC, May 2024)

[2] How to implement transformations for long-term impact (McKinsey & Company survey, May
2023)
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[3] AWS re:Invent 2022 keynote, Adam Selipsky

[4] How to implement transformations for long-term impact (McKinsey & Company survey, May
2023)

[5] The digital core at the heart of organizational design, by Kent McMillan (Accenture blog post,
September 2023)

[6] Gartner Says Cloud Will Become a Business Necessity by 2028 (Gartner press release, November
2023)

[7] Adapted from The digital core at the heart of organizational design, by Kent McMillan

(Accenture blog post, September 2023)

Value at stake

The potential value that organizations can unlock through successful cloud adoption is immense,
and organizations that act swiftly stand to capture a larger share of this opportunity. A 2024 study
that evaluated cloud optimization levers and business value use cases estimates more than $1
trillion in run-rate earnings before interest, taxes, depreciation, and amortization (EBITDA) across
Fortune 500 companies by 2030.[1] High technology, oil and gas, retail, healthcare systems and
services, insurance, and banking segments are positioned to generate the most value, with an
average rise in EBITDA of more than 20 percent.

Capturing this value, however, is not a straightforward task. Even transformations that are viewed
as successful realize only an average 67 percent of the maximum financial benefits that their
cloud transformations could have achieved, and a significant portion of loss (45 percent) occurs
during the target setting and planning phase, even before the program is launched.[2] The way to
capture more value is to accelerate the transformation timeline by taking a business-led approach
and operationalizing new ways of working so that they stick long after the implementation is
completed.

This gap in value realization underscores the need for a comprehensive and structured approach

to cloud transformation and its organization-wide changes. That approach should address the
strategic, operational, financial, and cultural aspects of an organization, and can improve outcomes
by 700 percent (800 percent in the United States).[3]

[1] Cloud's trillion-dollar prize is up for grabs (McKinsey Quarterly, February 2021)
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[2] The race to cloud: Reaching the inflection point to long sought value (Accenture research
report, 2023)

[3] Change Management Success (Prosci)

Value at stake
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AWS Enterprise Transformation Framework

The AWS Enterprise Transformation Framework is designed to develop executable and actionable
strategies that drive top-line growth, increase profitability, and accelerate time to value as
companies take advantage of digital products and services. The framework is industry-agnostic and
globally relevant. It builds organizational momentum by holistically addressing the top barriers

to cloud value success through proven diagnostics, assessments, accelerators, and experiential
learning methods that are tailored to the enterprise's unique cloud journey and business objectives.

When the framework is applied through an integrated approach, it increases the pace and
magnitude of business outcomes across four transformation capability pillars, as illustrated in the
following diagram: business and strategy, FinOps, operations, and people and culture. Together,
these pillars address common blockers to cloud adoption, such as unclear cloud business strategy
and objectives, cultural clashes, disconnection between IT and business units, unclear financial
strategies, and the effects of emerging technologies such as generative Al on people, processes,
and technology.

AWS ENTERPRISE TRANSFORMATION PILLARS

Strategy/Vision/Value/Validation Financial Management

Develop plans to achieve
strategic outcomes and business
value using the cloud.

Evolve organizational culture
for continuous innovation,
digital fluency, and
collaboration.

Business Case
Transformation Roadmap

Business Value Realization

ENTERPRISE

1
1
{  CLOUD VALUE
\  REALIZATION

Digital Culture
Cloud Leadership & CCoE
Workforce Transformation

Organizational Change Acceleration

Cost Optimization
Business Intelligence
FinHub & Automated Process

Cloud Operating Model
CloudOps
Resilience

Cloud Center of Excellence

Manage financial aspects of
cloud estate that aligns to
corporate and IT financial
reporting.

Evolve and mature cloud
operating model, cloud
operations, and build
operational resiliency.

The framework is applicable when digital transformation incites changes in financial operations,

ways of working, operating model, business strategy, or culture (for example, migrations, data

center exits, end-to-end transformation initiatives, or any technology implementation). Companies

that have a highly tenured workforce, have long-standing, traditional ways of working, or are
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struggling to attract future generations of talent will greatly benefit from this framework.
(Examples include contact centers, SaaS transformations, and generative Al.)

These capability pillars are deployed as four concurrent workstreams, with holistic engagement

at the executive level, the enterprise level through a project management office (PMO) or
transformation management office (TMO), and program levels. Applying the Enterprise
Transformation Framework guides you on how to organize for accelerated outcomes and prioritize
actions that support your business goals; decrease time to value by applying a programmatic
change adoption framework; and set the foundation to transform your business with new,
sustainable ways of working.

Business and strategy pillar

This pillar focuses on developing plans to achieve strategic outcomes and business value by using
cloud. In this pillar:

« Use methodologies that are designed to help you work back from your business objective, and
define and refine your desired value proposition.

« Decompose your value proposition into measurable business outcomes.

» Define a target state and sharpen your strategy, business case, and roadmap to maximize
enterprise value.

Finops pillar

This pillar involves managing the financial aspects of cloud estate that align to corporate and IT
financial reporting. In this pillar:

» Define your common financial language, and develop an all-inclusive FinOps roadmap.

« Conduct rapid consumption analysis, reduce waste spend and cost avoidance, and deploy
technology for cost optimization.

» Design and implement automated processes, budgeting, and forecasting, and establish unit
economics-driven business process and reporting.

Operationspillar

This pillar is focused on evolving and maturing the cloud operating model and cloud operations,
and developing operational resiliency. In this pillar:
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« Conduct maturity benchmarking and topology exercises for operational capabilities to match
strategy to execution.

» Build mechanisms to increase maturity in the right areas at the right time, and utilize
mechanisms such as the AWS Cloud Operating Model (COM) Framework to develop your cloud
operations strategy and roadmap.

» Design a cloud operations playbook and advance maturity to service value-driven operating
capabilities.

People and culture pillar

This pillar involves evolving organizational culture to support continuous learning, innovation,
digital fluency, and adaptability. In this pillar:

« Align and mobilize cross-functional IT and business leaders to drive changes in how their teams
decide, behave, and innovate.

» Develop new capabilities to develop cloud talent, rapidly innovate, enable faster product
delivery, and speed up organizational adaptability by applying the AWS Organizational Change

Acceleration (OCA) 6-Point Framework.

 Scale the foundational transformation capabilities you need to make lasting changes.



https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-cloud-operating-model/
https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-ocm/
https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-ocm/
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AWS Enterprise Transformation program

The AWS Enterprise Transformation program follows the cloud journey lifecycle, and is based on
best practices and lessons learned from AWScustomers and industries. The program is anchored
and tailored to your organization's cloud transformation success to date. It uses the AWS Enterprise
Transformation Framework to guide you in developing organizational alignment between IT and
lines of business, and applying best practices and mechanisms for business strategy, culture,
people, operations, and cloud financial management.

Setting a solid foundation with measurable key performance indicators (KPIs) is critical to program
success. The program begins with a Prioritize phase, where you conduct rapid transformation
readiness discovery to produce a strategic program business objective and a high-level plan. This
is followed by a Ready phase, where you validate the plan through experimentation, identify
success patterns, and produce a detailed roadmap. This leads you to an Enable phase, where you
implement the roadmap and operationalize new ways of working. You then move into a Transform
phase, where you replicate success patterns for scale, and build lasting digital culture capabilities
for sustained innovation.

The following diagram illustrates the AWS Enterprise Transformation program. The sub-sections
that follow the diagram describe each phase in detail.

PHASE ONE PHASE TWO PHASE THREE PHASE FOUR

Prioritize Ready Enable Transform

DEFINE THE PATH PLAN  PREPARE AND INVENT READYV BUILD ORG CAPABILITY AND CAPACITY  ABLE  INCUBATE & SCALE NEW WAYS OF SCALE

Align leaders on business priorities & define Develop readiness through experimentation, identify Implement detailed roadmap to adopt new Replicate success patterns for scale & build lasting
transformation plan success patterns, & deliver initial wins ways of working & accelerate time to value digital culture capabilities for sustained innovation

Transformation Strategy, - o B\,!sir‘.le‘ss-l‘ed
Validate business Value at Stake, & High e [P i Reinforce New Ways

objectives Level Roadmap ek s e Initiatives with KPIs and

mechanisms to . : SR
support new ways Prioritize People nspect Business
for professional outcomes regularly
growth and adjust

Incentives,

Detailed roadmaps
Align IT & Business Mobilize workforce for scaled -
Stakeholders for cloud fluency implementation of working

Situational Draft FinOps, Activate a cloud | Proofs of Concept Revalidate I Replicate

Mature Cloud G Reinforce culture Sustain digital
changes culture of learning
and innovation

feaciess Cloud Op Model, leadership function business case I
Discovery & People Plans Build out Operations & Patterns to
Cloud Op Model Product Teams Scale

Multi-modal Marketing & Communications for stakeholder buy-in

Four concurrent workstreams to accelerate transformation Business & Strategy FinOps Cloud Operations People & Culture
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Phase 1: Prioritize - Define the path

This phase involves rapid discovery for organizational transformation readiness, interactive
sessions to align leaders and business priorities, and design sessions to develop the transformation
strategy, value at stake, and high-level roadmap. It is illustrated in the following diagram.

PHASE ONE

Prioritize

DEFINE THE PATH PLAN

Align leaders on business priorities & define
transformation plan.

Transformation strategy,
value at stake, and high-
level roadmap

Validate business
objectives

OUTCOMES

Business priorities are set.

Transformation readiness discovery of
business value, FinOps, operations, people,
and culture is conducted.

Align IT & business
stakeholders

Situational Draft FinOps,

readiness cloud operating

discovery model, and
people plans

Transformation strategy and roadmap are
built.

By the end of this phase, organizations establish a solid foundation for their transformation
journey and document their roadmap. Business priorities are set; transformation readiness
discovery is completed, inclusive of business value, financial operations, cloud operating model,
culture, and people; and the high-level transformation strategy and roadmap are built.

Key activities:

Phase 1: Prioritize - Define the path
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» Set the foundation and determine unified business objectives with KPlIs.

« Use the AWS Transformation Readiness Diagnostic, which is a tool that benchmarks companies
against enterprise transformation best practices and organizational capabilities, and helps
uncover opportunities for driving value from the cloud. (For more information about this tool,
contact the AWS Professional Services team.)

« Confirm business and financial strategies.

« Define a path to a strategic target state by aligning leaders, cloud operating model, and financial
management capabilities to business priorities.

o Define the transformation plan.

Phase 2: Ready - Prepare and invent

This phase focuses on leveraging and validating the high-level transformation strategy and
roadmap by using experience-based mechanisms, and mobilizing teams to accelerate business
planning, conduct experiments, initiate new ways of working, align people and operations

to business objectives, deliver initial wins, and define a detailed transformation strategy and
roadmap. It is illustrated in the following diagram.

Phase 2: Ready - Prepare and invent 10
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PHASE TWO

‘ Ready

PREPARE AND INVENT READY OUTCOMES

Develop readiness through experimentation, identify ) _
success patterns, & deliver initial wins. Detailed roadmaps (strategy, FinOps,
operations, and people) are defined.

Experiment . -
and learn KPIs are identified.

Detailed roadmaps
Mobilize workforce for scaled
for cloud fluency implementation MLPs and/or PoCs are developed.

Activate a cloud Proofs of concept Communications strategy and plan are
leadership function developed

Leadership action plans are defined.

Build out
cloud operating model

By the end of this phase, organizations establish their cloud leadership function and validate
their strategies and roadmap. Teams are mobilized with new ways of working, business priorities
are tested and validated, a cloud leadership function is established, the cloud operating model
is determined, success patterns are identified, the FinOps language is designed, minimum
lovable products (MLPs) or proofs of concept (PoCs) are developed, and digital culture begins to
incrementally evolve. A validated transformation strategy and detailed roadmap are built.

Key activities:

» Use experience-based mechanisms to enable product teams with an agile mindset and ways of
working.

 Validate the cloud operating model, and mobilize leaders and teams.

Phase 2: Ready - Prepare and invent 11
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Develop readiness through experimentation, identify success patterns, and deliver initial wins.

Design and implement MLPs to prepare for success in scaling.

Use the Transformation Readiness Diagnostic tool to measure growth, and refine the strategy.

Define a detailed transformation plan and roadmap.

Phase 3: Enable - Build organizational capability and capacity

This phase is focused on building organizational capacity and capability, and replicating patterns
of success, by implementing the detailed transformation roadmap and speeding up transformation
adoption. During this phase, you use mechanisms such as the AWS OCA 6-Point Framework,
business case valuations, Cloud Operating Model Maturity Framework, game day methods, and
Experience-Based Acceleration (EBA). The Enable phase is illustrated in the following diagram.

Phase 3: Enable - Build organizational capability and capacity 12
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PHASE THREE

NEDLIE

BUILD ORG CAPABILITY AND CAPACITY ABLE OUTCOMES

Implement detailed roadmap to adopt new

ways of working & accelerate time to value. Initial business results are delivered.

Business-led
prioritization of )
initiatives Success patterns are implemented to scale.
Implement

mechanisms to

support new ways
of working Operating model is implemented.

Revalidate I Replicate

business case Mature cloud success
operations and patterns to

product teams

Leaders and workforce embeds new ways
of working.

Culture starts to evolve,

scale

By the end of this phase, organizations have established their foundational digital capabilities by
implementing the detailed transformation roadmap. Sponsors, leaders, and the workforce know
their roles in operationalizing relevant decision-making, and all teams are working in alignment to
identified business objectives.

Key activities:

» Revalidate the business case for expected benefits.

« Continue to use experiential working mechanisms and experimentation plans to embed new
ways of thinking, deciding, behaving, and innovating.

» Optimize cloud operations, FinOps processes, change impact plans, and culture shifts.

Phase 3: Enable - Build organizational capability and capacity 13
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Continue to work across IT and business functions.

Expand on success patterns.

Use the Transformation Readiness Diagnostic tool to measure growth and refine strategy.

Implement the detailed transformation roadmap plans with validated cost savings or value-
generating and revenue-generating potential.

Phase 4: Transform - Incubate and scale new ways of working

This phase focuses on replicating success patterns to scale, building lasting capabilities,
reprioritizing and reinforcing performance KPIs and expectations, and operating at scale based
on outputs from the transformation roadmap. Leaders take ownership of the methods and
frameworks that best replicate accelerated outcomes for their use cases and lines of business to
make sure that cultural changes stick. This phase is illustrated in the following diagram.

Phase 4: Transform - Incubate and scale new ways of working 14
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PHASE FOUR

Transform

INCUBATE & SCALE NEW WAYS OF

WORKING OUTCOMES

Replicate success patterns for scale & build lasting Workforce is transformed.
digital culture capabilities for sustained innovation.

. Digital culture is embedded.
Reinforce new ways

with KPIs and incentives

Prioritize people Inspect business
for professional outcomes regularly
growth and adjust

Operating model starts to mature.

I I Continuous improvements are mechanized.

I I Business objectives are achieved.

Reinforce culture Sustain digital
changes culture of learning

and innovation )
KPIs are refined.

By the end of this phase, organizations have established transformation leadership fluency,
matured their cloud operating model, developed lasting digital culture capabilities, transformed
their workforce, mechanized continuous improvements, refined KPIs, and standardized cloud ways
of working.

Key activities:

» Refine and scale the cloud operating model that drive sustainable new ways of working,
reinforce culture, and maintain business alignment.

« Codify KPIs and incentives for professional growth and retention.

 Inspect business outcomes regularly.

« Embed the AWS OCA 6-Point Framework into daily operations to sustain change adoption.

Phase 4: Transform - Incubate and scale new ways of working 15
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» Replicate success patterns for scale and build lasting digital culture capabilities for sustained
innovation.

» Use the Transformation Readiness Diagnostic tool to measure growth and refine strategy.

» Transition the transformation roadmap into daily operations.

Phase 4: Transform - Incubate and scale new ways of working 16
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Best practices

The following best practices are drawn from the extensive experience that AWS has in guiding
organizations through their cloud journeys, as well as industry research and customer success
stories. These best practices help improve the pace and value of cloud transformation and should
be incorporated into a programmatically applied transformation roadmap and embedded into an
organization's business-as-usual operating model. These best practices are featured prominently in
the AWS Enterprise Transformation program.

Set ambitious yet achievable targets

« One of the most critical factors in driving successful transformations is setting ambitious yet
achievable targets. Companies that set transformation targets at 75 percent or higher of their
trailing earnings are more likely to earn outsized total shareholder returns.[1] By setting high
expectations, organizations create a sense of urgency and motivate their teams to strive for
exceptional results.

« Itis equally important to ensure that these targets are grounded in a comprehensive, fact-based
assessment of the business opportunities and potential value at stake. The AWS Enterprise
Transformation program emphasizes the importance of conducting a thorough discovery process
to validate business objectives, identify improvement opportunities, and develop a detailed
transformation business case.

Align and empower cross-functional teams and establish a cloud leadership function

» Successful cloud transformations require close collaboration and alignment between cross-
functional IT and business teams. These cross-functional teams are empowered to drive the
transformation effort, make decisions, and remove roadblocks. They are responsible for aligning
the transformation initiatives with business objectives, prioritizing initiatives based on potential
impact, and ensuring effective communication and collaboration across the organization.

» The AWS Enterprise Transformation program promotes the creation of cross-functional cloud
leadership teams that bring together stakeholders from various departments, including IT,
finance, operations, and business units. This function is critical in driving adoption to changes in
how their organization thinks, decides, behaves, and innovates using the cloud.

Foster a culture of innovation and experimentation

17
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o Culture is the way things get done in an organization. Culture is the way decisions are made,
work is completed, and lasting changes are adopted. When implementing cloud adoption,
an incremental culture shift is needed in order to operationalize strategic value from the
cloud. This includes moving from waterfall to agile working, from permission-based decisions
to autonomous decisions through codified best practices, from a fear of failure mindset to
experimentation for innovation, and from cost savings to value generation.

« The AWS Enterprise Transformation program emphasizes the importance of conducting
immersive training and experimentation sessions to build cloud fluency, operationalize new ways
of working, and deliver minimum lovable products (MLPs) that demonstrate early success.

Apply experiential learning mechanisms

» Experiential learning is a game-changer in adopting cloud, because it helps speed up how
the workforce develops new digital skills, problem-solves, retains knowledge, and becomes
more confident to make the right decisions. This involves hands-on experiences and real-
world scenarios that enable teams to build valuable skills and evolve mindsets. By encouraging
experimentation and celebrating both successes and failures, organizations can create an
environment that embraces change, promotes continuous learning, and drives innovation.

« AWS uses a range of experience-based mechanisms, such as immersive exercises, collaborative
classroom training, and role mapping, to help organizations rapidly build cloud capabilities and
accelerate adoption to new ways of working. The AWS Experience Based Acceleration (EBA)
mechanism uses hands-on, agile, and immersive interactions to empower teams to build end-
to-end solutions, break down silos, and develop self-sustainable working models. EBA sessions
not only build technical skills but also foster cross-functional collaboration, address leadership
blockers, and accelerate decision-making.

Implement comprehensive cloud FinOps management

 Effective cloud financial management is essential for maximizing the value derived from cloud
investments. This includes defining a common financial language, conducting rapid consumption
analysis, implementing cost optimization technologies, automating financial processes, and
establishing unit economics-driven reporting.

« By adopting FinOps best practices, organizations can optimize cloud investments, reduce
waste, and align their FinOps strategy to evolving business priorities. The AWS Enterprise
Transformation program provides best practices for developing a best-in-class FinOps
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capability that is strategically aligned to the organization's financial reporting and governance
requirements.

Embed transformation disciplines into continuous business-as-usual processes

» To sustain transformation business outcomes and drive continuous improvement, you should
embed transformation disciplines into your organization's business-as-usual processes.
Integrating transformation disciplines into these core business processes fortifies the adoption
of desired behaviors, mindsets, and practices, and ingrains them into organizational culture. This
cultivates ongoing workforce adaptation to changing market conditions and customer needs,
and promotes innovation for competitive market share.

« The AWS Enterprise Transformation program uses evidence-based frameworks and accelerators
to pragmatically evolve and sustain organizational, operational, and financial practices and
processes that accelerate business outcomes and strategic cloud value. This includes annual
business planning, budgeting, forecasting, performance reviews, and resource allocation
processes.

Leverage proven cloud transformation solutions and expertise

» By taking advantage of cloud expertise and proven solutions, organizations can accelerate
their transformation speed, avoid common pitfalls, and benefit from the collective wisdom and
experience of transformation experts. The cloud transformation timeline is often extended or
stalled due to a multitude of factors, including deficits in goal-setting, decision-making, portfolio
planning, program management, organizational change management, communications, cloud
skills, and IT and business alignment. Resistance grows, teams revert back to their old ways of
working, and cloud value realization is delayed.

« Taking time to set a solid foundation at the start saves both time and money. Investing
in @ programmatic business-led framework has proven to advance more value from cloud
investments[2] and reduce cloud value capture erosion during the goal-setting and planning
phases (by 45 percent), the implementation phase (by 35 percent), and post go-live (by 20
percent).[3] Working side by side with experienced subject matter experts allows for a transfer of
knowledge, reinforces ownership, and improves stickiness.

« The AWS Enterprise Transformation program includes an evidence-based methodology, tailored
playbooks, content artifacts, reference architectures, and prescriptive guidance based on best
practices and lessons learned from thousands of customer cloud transformations.
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[1] The humbers behind successful transformations, by Kevin Laczkowski, Tao Tan, and Matthias
Winter (McKinsey article, October 2019)

[2] The race to cloud: Reaching the inflection point to long sought value (Accenture research
report, 2023)

[3] Losing from day one: Why even successful transformations fall short (McKinsey & Company
survey, December 2021)
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Conclusion

This article provided guidance on how to identify and implement a cloud transformation program
that addresses the known top barriers to cloud value realization, speeds up timelines, and improves
adoption to new ways of operating. Review the following key takeaways to develop and implement
your own transformation program.

Competitive advantage

By 2028, cloud computing will be viewed as a competitive requirement for organizations to drive
innovation, enhance customer experiences, and achieve sustainable growth. Organizations that

can adopt cloud capabilities early stand to gain a market share[1] advantage over competitors.

To address the top challenges organizations face, transformation programs need to go beyond
IT-centricity and apply a business-led methodology that operationalizes the value of the cloud,

and closes the gap on cloud skills shortage, IT and business misalignment, and change adoption
mismanagement. Adopting this approach has shown to increase cloud investment value by 6 times;
speed up migrations by 1.9 times; and improve cost savings, strengthen collaboration, increase
innovation, and create a better employee and customer experience by 2.2 times.[2]

Best practices for capturing the $1 trillion EBITDA opportunity from the cloud

Industry estimates suggest that cloud computing can unlock $1 trillion in run-rate EBITDA for
Fortune 500 companies by 2030.[3] Adopting the right transformation approaches can help
organizations capture their fair share of this massive economic upside. Organizations that set
clear business targets, apply an organizational change acceleration (OCA) methodology to
accelerate cloud adoption, align cross-functional teams, use experiential learning mechanisms
to foster a culture of innovation and experimentation, implement FinOps practices for cloud
cost optimization, embed transformation disciplines into regular business operations, and take
advantage of cloud transformation solutions and expertise have an advantage.

Key benefits of using cloud transformation solutions

By using proven cloud transformation solutions, organizations are able to speed up their cloud
adoption timeline, incrementally develop a digitally fluent culture, drive continuous innovation,
and unlock new levels of agility, efficiency, and growth to advance their competitive edge in the
digital economy. These benefits include:

» 7 times better transformation outcomes (8 times in the United States) with a strong OCA
methodology.[4]
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» Accelerated migration speeds by 1.9 times, enabling faster time-to-market and competitive
advantage.[5]

» Enhanced cost savings through optimized cloud financial management and FinOps practices.
« Improved employee and customer experience by 2.2 times, driving satisfaction and retention.[6]

» Average rise in EBITDA of more than 20 percent for high technology, oil and gas, retail,
healthcare, insurance, and banking sectors.[7]

Business-led cloud transformation approach

The AWS Enterprise Transformation program proactively addresses the top barriers to
transformation success, and spans four key phases: Prioritize — Define the path, Ready — Prepare
and invent, Enable — Build capability and capacity, and Transform — Incubate and scale new ways
of working. The program equips organizations with knowledge on how to increase their pace,
business outcomes, and value from the cloud by using proven diagnostic tools, methodologies,
and experiential mechanisms that align cloud initiatives with strategic business objectives, develop
a culture of innovation and agility, optimize cloud operations, and establish effective financial
practices.

[1] Gartner Says Cloud Will Become a Business Necessity by 2028 (Gartner press release, November
2023)

[2] Adapted from The digital core at the heart of organizational design, by Kent McMillan
(Accenture blog post, September 2023)

[3] Cloud's trillion-dollar prize is up for grabs (McKinsey Quarterly, February 2021)

[4] Change Management Success (Prosci)

[5] The digital core at the heart of organizational design, by Kent McMillan (Accenture blog post,
September 2023)

[6] The digital core at the heart of organizational design, by Kent McMillan (Accenture blog post,
September 2023)

[7] Cloud's trillion-dollar prize is up for grabs (McKinsey Quarterly, February 2021)
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Resources

AWS resources

AWS Organizational Change Acceleration 6-Point Framework

AWS Organizational Change Acceleration (OCA) 6-Point Framework: Mobilize Team

Accelerating cloud adoption through culture, change, and leadership

AWS Cloud Adoption Framework: People Perspective

AWS re:Invent 2022 keynote, Adam Selipsky (video)

Additional resources

Change Management Success (Prosci)

Cloud's trillion-dollar prize is up for grabs (McKinsey Quarterly, February 2021)

Gartner Says Cloud Will Become a Business Necessity by 2028 (Gartner press release, November
2023)

How to implement transformations for long-term impact (McKinsey & Company survey, May
2023)

Leading Change: Why Transformation Efforts Fail, by John P. Kotter (Harvard Business Review,
January 2007)

Losing from day one: Why even successful transformations fall short (McKinsey & Company
survey, December 2021)

Modern cloud champions, by Yaarit Silverstone, Sarah Bartel, and Philippe Chauffard (IDC and
Accenture study, August 2021)

The digital core at the heart of organizational design, by Kent McMillan (Accenture blog post,
September 2023)

The numbers behind successful transformations, by Kevin Laczkowski, Tao Tan, and Matthias
Winter (McKinsey article, October 2019)

The race to cloud: Reaching the inflection point to long sought value (Accenture research report,
2023)
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https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-ocm/welcome.html
https://docs.aws.amazon.com/prescriptive-guidance/latest/oca-framework-mobilize-team/introduction.html
https://docs.aws.amazon.com/prescriptive-guidance/latest/migration-ocm/welcome.html
https://docs.aws.amazon.com/whitepapers/latest/aws-caf-people-perspective/aws-caf-people-perspective.html
https://www.youtube.com/watch?v=Xus8C2s5K9A
https://www.prosci.com/change-management-success
https://www.mckinsey.com/capabilities/mckinsey-digital/our-insights/clouds-trillion-dollar-prize-is-up-for-grabs
https://www.gartner.com/en/newsroom/press-releases/2023-11-29-gartner-says-cloud-will-become-a-business-necessity-by-2028
https://www.mckinsey.com/capabilities/implementation/our-insights/how-to-implement-transformations-for-long-term-impact
https://hbr.org/2007/01/leading-change-why-transformation-efforts-fail
https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/successful-transformations
https://www.accenture.com/us-en/insights/consulting/cloud-workforce
https://www.accenture.com/us-en/blogs/business-functions-blog/organization-design
https://www.mckinsey.com/capabilities/transformation/our-insights/the-numbers-behind-successful-transformations
https://www.accenture.com/us-en/insights/cloud/cloud-outcomes-perspective
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Related AWS guides

AWS Cloud Adoption Framework (AWS CAF)

Operational Excellence Pillar - AWS Well-Architected Framework

Designing and implementing logging and monitoring with Amazon CloudWatch

Backup and recovery approaches on AWS
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https://docs.aws.amazon.com/wellarchitected/latest/operational-excellence-pillar/welcome.html
https://docs.aws.amazon.com/prescriptive-guidance/latest/implementing-logging-monitoring-cloudwatch/welcome.html
https://docs.aws.amazon.com/prescriptive-guidance/latest/backup-recovery/welcome.html
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Document history

The following table describes significant changes to this guide.

Change Description Date

Initial publication — November 8, 2024
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