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Establish joint  objectives & 
rules of engagement for 
project

Planning & governance set 
up / Stakeholders interviews 
I data gathering & discovery 
undertaken L understand 
current landscape

Project Scope & Objectives 
Agreed 

Develop a consistent vision 
& set of principles for cloud, 
and outline the benefits 
expected

Develop / validate Cloud 
vision I Discuss & agree 
benefits & priorities I Agree 
principles & guiderails that 
will guide action

Cloud vision I Cloud 
principles I Outline Benefits

Analysis of readiness to 
deliver on the vision & 
principles required

Assess current state against 
readiness framework I 
Articulate the enablers that 
the organisation will need to 
consider in the approach

Readiness Assessment I Key 
Enablers  for Cloud

Development of the move to 
cloud transformation 
approach for organisation 
across operating model 
elements

Develop prioritisation view I 
Develop target state plans I 
Develop placement strategy 
I Develop target operating 
model (people, processes 
etc)

Foundational Requirements I 
Placement Strategy I Cloud 
Operating Model Changes I 
Worked Placement 
Examples

Develop a roadmap to 
execute on the steps 
required to deliver the move 
to cloud transformation

Develop roadmap I Review 
overall report I Obtain sign-
off from key stakeholders I 
Agree project plan I Agree 
next steps, funding and 
benefits plan

Roadmap I Investment 
Needs Against Plan
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• Unclear governance
• Limited view of all 

data interactions
• Limited (or no) wider 

communications

• Vision limited in scope 
or not constructed

• Benefits not realistic
• Principles around 

cloud not put in place 
or limited

• Limited stakeholder 
management

• Current state 
assessment not 
completed or not 
consistent

• App teams not 
committed to 
outcomes of 
assessment

• Limited skills to 
complete assessment

• Funding source for 
moving to cloud not 
clear

• Limited business case 
development 
capability

• Limited knowledge of 
cloud market to 
develop appropriate 
‘landing zones’

• Reluctance to buy vs 
build

• Limited view on 
business value of 
individual apps

• Roadmap does not 
cover overall approach 
due to Lack of 
information about all 
opportunities

• Roadmap not 
supported by 
stakeholders

• Roadmap not 
achievable due to lack 
of cloud knowledge or 
skills
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Developing a Strategy
We can support you through collaboratively creating
your cloud strategy. This will consider where you are
currently, where you want to get to and how you can
get there.

Establishing a Centre of Excellence
To help you drive the strategy forward we can support you with the
creation and embedding of a Cloud centre of excellence (CoE) at your
university.

Migration Support
As you move into the phase of implanting your
roadmap, we can support you with the delivery of
the migration and driving the change.

Application Assessment & 
Roadmap Development
We can provide bespoke application assessment tools
to help your product teams carefully decide on the end
state of their individual applications. We can support
you with planning your migration through business case
and roadmap development support.

Cloud Sourcing
When the time comes to source cloud providers, we
can support you to ensure you make informed choices.
.

Change & Communications
To ensure your journey is successful we can support you
with change management, robust and impactful
communications and effective stakeholder
management.



CLOUD MIGRATION SUPPORT – CLOUD CENTRE OF EXCELLENCE

▪ The strategy centered around an Assessment Framework to decide on 
future Target states, validation methods to proofread the Target states 

and an overall high-level University Cloud adoption Roadmap.

▪ A CCoE was set up to support the delivery of the strategy with a view to 

establish policies, tools and frameworks as well as providing a holistic view 

of the individual roadmaps to ensure opportunities and risks were 

identified.

▪ Individual Assessment Workshops were led for 10 pilot services chosen by 

the University IT Leadership team.  

▪ The Assessment Workshops resulted in tentative decisions on the cloud 

target end states and corresponding roadmaps, developed by each service 

owner, towards reaching those target states.  

Our Approach
▪ The University, in a position of innovation complacency due to

consistently superior performance in the global field of Higher 

Education, was lacking the necessary momentum to make the 
leap from planning and strategising to an actionable, systematic 

Cloud Transition.

▪ Single service/system migrations to the Cloud were initiated and 
operated by disparate teams with an ad-hoc, non-calculated 

approach, resulting in a need for Coeus to draw up a consistent 
strategy for a general Cloud Transition.  

▪ The next phase involved translating the strategy into a tactical 

plan supported by a Cloud Centre of Excellence (CCoE) which 
need to be established. The initial focus for the CCoE was to 

support the migration of 10 pilot services to the cloud.

The Challenge

Key Deliverables Benefits
▪ An interim CCoE Lead was provided by Coeus and so a successful CCoE

was stood up, governance established, and communications launched.

▪ Due to the CCoE different university teams were collaborating towards 

one cloud strategy and existing processes started to be optimized for the 

cloud.

▪ Target state assessments were consistently applied across all pilot 

services and allowed for the creation of individual                           

roadmaps.  

▪ Cloud Migration Application Assessment Framework

▪ Cloud Migration Assessment Workshops

▪ Cloud Migration Target State Validations

▪ Cloud Migration Roadmap (Post Workshop)

▪ CCoE Terms of Reference

▪ Provision of a CCoE interim Lead
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PRIVATE CLOUD HOSTING ARCHITECTURE

▪ Working with the technology areas (IT) and sourcing teams to create a design and 

selection approach that meets the requirements specified including:

▪ Fully research the market and advise the client on key trends and technologies (e.g. Public 

Cloud, Converged, HCI, etc.) - create pool of options

▪ Develop a full selection criteria with weightings including covering all commercial and 

technical aspects of the design broken down into categories – agree this with the client’s 

technical and sourcing functions

▪ Carry out a down selection process to create 4 viable candidates based on market 

research and the client’s incumbent position and vendors

▪ Evaluate each vendor with a ‘proactive’ evaluation (intensive 1 week process with a mix of 

benchmark tests, demonstrations and interactive design workshops) – Evaluation as a 

blend of operational / technical & commercial

▪ Score and down-select the vendor to two candidates
▪ Pilot the remaining two candidates– full involvement with the operations an 

engineering teams with onsite equipment to ensure practical usability
▪ Final selection based comprehensive, objective justifiable recommendations

Our Approach

▪ Coeus was engaged to create an architecture and migration plan to replace the 

aging virtualized hosting environment in the global data centres – the key 

goals of the program were:

▪ Provide a low cost hosting platform that could be deployed cheaply and easily 

on a global basis

▪ To provide a scalable solution that could cope with very mixed workloads and 

scale to many thousands of virtual machines

▪ To support a Private Cloud model and reduce the overall cost of ownership my 

moving towards to more agile and adaptable model – this includes the 

integration of automation & orchestration tools

▪ To deliver quickly to avoid additional maintenance costs on the existing 

platform renewal

▪ To provide a modular solution that can grow and scale quickly (on-demand)

▪ To create a solution that can form the basis of a new integrated hosting 

platform – an adaptable solution that meet the needs of all current and future 

workloads

The Challenge

▪ The Coeus team delivered the following output to meet the goals of the project:

▪ Comprehensive high level technical design incorporating

▪ Operating model – including roles and responsibilities & migration plan

▪ Technical Design including:

▪ Hosting Platform / Hardware options – optimal configuration

▪ Hosting segmentation and compliant security model

▪ Data Protection Model – Integration & future strategy

▪ Data Replication and recovery model

▪ Global data and file storage security design – Data Classification

▪ Maintenance and patching process including tools

▪ Monitoring , management and reporting tools

▪ Automation & Orchestration options and integration plan

▪ Fully loaded 5 year cost model including capacity on demand and transparent / 

sustainable open book pricing

Key Deliverables Benefits

▪ The deliverables produced an implementable and repeatable design that brought the 

following benefits:

▪ Far more adaptable platform – one platform to serve virtual and physical hosts with 

minimal administration [Single pane of glass with very low TCO]

▪ Highly scalable, modular model – platform can scale and grow in line with business 

need (small unit of scale)

▪ Capacity on demand model – capacity immediately available to challenge the public 

cloud provisioning model (circa 400 cores of processing power immediately available 

without paying for them until they are used)

▪ Easy transition and migration method – knowledge transfer and familiar interface for 

the client operations teams

▪ Lots of additional features to further lower cost / increase the solution ROI

13



Our approachThe challenge

Key deliverables Benefits
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PORTFOLIO ASSURANCE REVIEW

▪ The organisation had identified that it was unable to deliver 
planned IT developments during 2020, and that further new 
initiatives were being planned for 2021.

▪ Much of the 2020 workload would continue to require effort 
into 2021, so the addition of new initiatives into an already 
over-committed organisations required urgent attention

▪ The IT and PMO organisations were working together on 
understanding the situation and asked for Coeus’ support to 
review the in-flight programmes and projects and what 
mitigation could be applied.

▪ Through our engagement the extent of the IT functions over-
commitment was understood for the first time

▪ This enabled the IT management and PMO to engage with 
the business stakeholders to review the portfolio of 
initiatives and re-prioritise investment plans for 2021

▪ The resource allocation dashboard and process has provided 
the IT management with the tools they need to understand 
their commitments and availability in the future

▪ The IT function will become a better place to work as the 
over commitment is addressed

▪ We proposed a 5 step approach:

▪ Portfolio Health check – evaluating the commitment to the 
current activities, the plans and risks

▪ Review of planning and prioritisation – understanding how 
business initiatives are developed into programmes and 
projects and integrated into the overall investment plans

▪ Categorisation of portfolio risks – identifying any portfolio 
dependencies, risks and issues

▪ Portfolio skills and resource requirements - identifying the 
resource hot spots for delivery of the existing and future 
initiatives

▪ Deliver products and processes to support future resource 
management

▪ We delivered a comprehensive, updatable resource 
dashboard, built using Power BI

▪ This dashboard was then integrated into a functioning joined 
up resource allocation process, which we identified was a 
gap in the IT management

▪ We proposed an approach to demand management to 
ensure the PMO and Business Relationship Management 
functions were aligned
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