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SETTING THE STAGE
GTSG studies closely what Gartner has to say. 

Why? Our firm has 115 excellent consultants, architects, 

subject matter experts and project managers deeply 

involved in mission critical client projects with durations 

ranging from weeks to years. 

By contrast, each Gartner analysts has perhaps 1,000 

interactions with end user organizations per year. These 

interactions are then synthesized, and best practices -and 

emerging best practices- are identified. 

At GTSG, we make it our business to listen closely to over 

two dozen of these analysts to understand what they are 

hearing in the marketplace. We benefit from this unparalleled 

insight, and GTSG’s clients benefit from this broad market 

scan, as well as the knowledge that our methods are 

consistent with Gartner best practices and solution paths. 

INTRODUCTION



4OBSERVATIONS FROM CATALYST

At this year’s Catalyst, Gartner provided nearly 200 

sessions across eight learning “tracks” including 

 � Infrastructure Strategies: Datacenter, Cloud, and 
Edge Computing 

 � Modernizing Cloud and Datacenter Operations 
through Automation and DevOps 

 � Implementing Cyber Security and Identity 
Architectures for your digital business 

 � Productivity Suites, Collaboration Tools and SaaS: 
Enabling the Digital Workplace 

 � Modernizing End User Technologies for Improved 
Productivity 

 � Apply Agile Development, DevOps and CX to Build 
Modern Applications 

 � Building a Modern Data and Integration Architecture 

 � From BI to AI to Automation: The Impact of ML in 
Transforming Business Analytics 

 � Enhance Your Skills to Lead Your Digital 
Transformation 

Some context: with over 3000 attendees at this well 

executed event, the focus of the content was on “the latest 

emerging trends and how to improve productivity with 

cloud-native apps and platforms, blockchain, enterprise 

apps and app architecture, AI and advanced analytics, data 

management and integration, DevOps, and … the role of 

security in all of them.” This summary is focused on the 

aspects of the conference that GTSG is focused on:

 � The right service delivery strategy, with focus on the 
theme “Infrastructure is Everywhere”, introduced last 
December at Gartner’s Infrastructure, Operations and 
Cloud Strategy event 

 � The effective architecture of new services

 � The risk-mitigated migration of existing workload, and

 � Governance and management to succeed while 

operating in the hybrid environment.

Following is a short summary- an eight- to ten-minute 

read- of what we took away from the four days. 
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Infrastructure and… analytics and… data and… 

security.

From the top, the conference focused on the “continuous 

next.” Three speakers focused on each aspect of 

DevSecOps. The opening keynote speaker Elias Khnaser- 

focused on Ops- noted that the pace of change is 

simultaneously “faster than ever” and “will never be 

this slow again.” Eli quotes an industry observer for 

the motivation of at least one consumer-oriented firm: 

speaking in round numbers, and assuming that today 56% 

of the world’s roughly eight billion people connected, Eli 

asks “what would about four billion new consumers mean?”

To illustrate a message of infrastructure as “programmable, 

modular, intelligent,” Eli uses the inspiring story of Charity 

Water, who clearly think of themselves as a tech company. 

They are working to utilize remote sensing devices and 

cloud computing capabilities to connect individual wells to 

the management system for preventive action. With 35,000 

projects in 27 developing countries, we can imagine the 

contrast between the expense associated with sending an 

individual to inspect a well, as compared with a single IOT 

device which costs $100 and lasts for 10 years.  

The distinction is clear: many of us recall the comparatively 

simple days of a data center or two with a DR site, as 

distinguished from the new world depicted here: 

 

THE KEYNOTE: 

INFRASTRUCTURE 

(“AND…”) IS 

EVERYWHERE

The pace of change is 

simultaneously faster 

than ever and will never 

be this slow again.
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Doug Toombs opened with more on the rate of change, 

then quickly netted out the challenge before most of us: 

“Plan for all the new stuff; keep all the old stuff running; and 

get it all done with no additional budget or headcount.” 

Doug offers a “hierarchy of needs” with a structure 

borrowed from Maslow’s- need must be reasonably well 

met before moving to the next. In Doug’s hierarchy, we 

have infrastructure at the bottom, with programmability 

atop it, then to automation, and finally to intelligence. 

Infrastructure: 35% of survey respondents report 

decreasing investment in infrastructure and data center 

compared with only 17% reporting an increase. The number 

of data center sites in North America may have peaked two 

years ago. Colocation will to continue grow, supported by 

the performance advantages of its adjacency to cloud in 

many of the same facilities. Micro data centers will support 

edge use cases. Consumption-based infrastructure pricing 

strategies are emerging, with clients seeking monthly price 

adjustments with bidirectional scalability, shorter term 

commitments, and maintenance and support included. 

Programmability: the disaggregated datacenter is 

connected through APIs. Three of the six MQ IaaS providers 

are moving to break off their cloud capability to on-prem 

instances, Azure Stack, Outposts, and Anthos, albeit with 

the last two of these three still to be delivered. Composable 

infrastructure is becoming a reality, with fabric-based 

rather than motherboard- centric architecture. And the 

network needs to be prepared to tie it all together.

Automation: Doug advises practical, incremental, within-

the-bounds-of-reason improvements until such time as 

your organization approaches an end state he defines as 

“pervasive automation throughout the enterprise, for every 

stack that can be reasonably automated.” It is fair to infer 

that he encourages a relentless effort over the five years 

between here and 2024, moving from behavior-based, to 

modeled, to policy-based, to intent- based automation. 

Intelligence: We’re still early on: expect more about this over 

the next few years, as Gartner’s own research calls for 5-10 

years before intelligent infrastructure and AIOPS to reaches 

the “plateau of productivity,” as they refer to maturity. 

INFRASTRUCTURE 2024
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ON APPLICATIONS
Analyst Kirk Knoernschild ran a session entitled “Busting 

Up the Monolith – Modernizing Legacy Applications.” 

His contention is that monoliths inhibit agility, and the 

introduction got everyone’s attention with the management 

fundamentals of facts and results. 

First, the facts: to the great surprise of Kirk and a colleague, 

research showed that 80% of the world’s functioning code 

is still COBOL. 

Kirk also told a story about a firm who has a key employee – 

the sole COBOL programmer who truly understands its legacy 

systems - who is finally retiring. He wanted to ten years ago; 

even 20 years ago – when he was 65. (While this is an extreme 

case, GTSG hears analogous stories virtually every week.) 

Driven by results- or the lack thereof- incremental 

modernization is now the rule. Why do 75% of rewrites 

fail? Kirk illustrated with a story about a client who 

was concerned because they were six years into a 

modernization effort and had delivered – nothing. 

GTSG notes: well before the Catalyst conference, Gartner 

(and GTSG) have noted that independent of any other 

consideration, dependency mapping alone for an overly 

broad modernization project can be prohibitive- and by 

LEGACY 

MODERNIZATION

Incremental, not big-

bang, modernization is 

now the rule.
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the way, out of date- by the time the project readies for 

implementation. This is an element of analysis in which GTSG 

excels, in modernization projects which have been called by 

clients everything from “Hybrid Cloud Workload Placement 

Strategy” to “Mainframe Decommissioning Study.”]

Kirk adds “rearchitect” to the familiar 5Rs taxonomy of 

actions to modernize applications. 

Incremental adoption: make progress across the continuum 

from monolith, to macroservices, to miniservices, to... Do 

you need microservices? Or do you need to deliver more 

quickly (i.e., move from twice a year to twice a month)? 

Analyst Brian Adler provides a valuable “updated 

fundamental” sessions, opening with what he reports 

as the common client ask as illustrated by the comment 

“sometimes the Volvo is the best choice.” 

A quick summary of the basic migration alternatives: 

 � Rehost: “lift and shift,” quickest and easiest, but the 
least beneficial

 � Revise: make changes to the edges of the applications 
(e.g, replace Mongo DB instances with Dynamo)

SHOULD I STAY 

OR SHOULD I GO? 

ASSESSING AN 

APPLICATION 

PORTFOLIO FOR 

PUBLIC CLOUD 

DEPLOYMENT 
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 � Rearchitect: more fundamental change, taking 
advantage of cloud native capability

 � Rebuild: the app is a poor fit for the cloud; a restart, 
utilizing a cloud native approach to development

 � Replace: find a SaaS solution- which makes the care 
and feeding someone else’s problem

Before you assess the apps, you need to assemble the apps. 

There are two schools of thought on the approach: assembling 

small business units versus assembling a larger group, or 

even the entire organization. There are pros and cons to each 

approach: obviously the larger approach can take longer, but it 

can also reveal patterns and trends that can save time. 

Brian noted a constraint illustrated by this quote from one 

of our GTSG deliverables” “[application] is a two-tiered 

thick client architecture with embedded affinities to the 

HP/UX operating system. Migration options are limited by 

the current platform.”

There are also business criteria to consider, including 

availability, data sensitivity, compliance & regulatory, and 

preference for capex vs. opex. 

Once assessed and scored, Brian suggests that applications 

are plotted in a 2x2 along the axes of business impact and 

technical fit. [GTSG adds, using the terms “urgency” and 

“readiness” which we saw in an analogous Gartner research 

paper on legacy modernization, and which perhaps more 

vividly communicates the dimensions of the decision.]
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ON THE CLOUD PROVIDER 

MARKETPLACE 
This is the seventh iteration over the past six years, and 

the Gartner IaaS cloud provider evaluation is nothing if 

not thorough: 265 criteria, graded as required, preferred 

and optional, among nine categories of evaluation: 

Resilience, Compute, Storage, Network, Security, Software 

infrastructure Services, Digital Business Infrastructure, 

Operations and Governance, and Vendor Management and 

Audit. The cutoff date on the evaluation was March 31, 2019. 

There are two major changes this year.  The first is that 

Gartner includes an overall score, whereas previously a 

percent of the total required, preferred and optional features 

were available. The second and more substantive is that 

the criteria were rewritten for a richer “double-click”: for 

example, the question moved from “do you have availability 

zones?” to “do you have availability zones for all regions?”

Overall provider scores netted out as AWS 88; Azure 66; 

Google Cloud Platform 49; Alibaba Cloud 49; Oracle Cloud 

Infrastructure 38; IBM Cloud 33.  

The presentation also contained an evaluations page for each 

of the six, including specific cautions, albeit fewer for the 

higher scoring than for the less so. All take criticism for a lack 

of architectural transparency, although Gartner acknowledges 

the need for balance between additional transparency and 

legitimate security concerns. And make no mistake, Gartner 

tells us - AWS and Azure still dominate analyst inquires. 

A point for Gartner clients: Gartner’s method weighted the 

required criteria at 4; preferred at 2; optional at 1. However, 

GTP clients can utilize the tool to change the weighting of 

any criteria. 

As it did last year, the conference opened with a cloud 

“bake-off” with the challenge to showcase abilities and 

overview products relevant to DevOps theme- specifically 

delivering quality code to production fast, and then operating 

continuously available applications. Unlike last year, the scope 

expanded to include Red Hat and Pivotal, along with AWS, 

Azure and Google Cloud Platform. All presenters acquitted 

themselves well in a 2½ hour Sunday afternoon. 

CLOUD WARS: 

PROVIDER 

EVALUATIONS

THE CLOUD 

BAKE-OFF

Gartner tells us that 

AWS and Azure still 

dominate analyst 

inquires. 
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AUTOMATE PROVISIONING AND 

DEPLOYMENT IN A HYBRID WORLD
Analyst Brian Adler opened this survey with three findings 

he expressed as 

 � “Old Stuff Won’t Work in New Environments” 
(i.e., VMware tools don’t cover all the needs in AWS) 

 � “Tool Sprawl —Everybody Brings Their Favorites” 
at which point we end up with “a tool belt that no 
human can ever carry”; and 

 � “No One Tool to Rule Them All” - there’s no “Golden 
Unicorn.” We’ll have to embrace multiple tools over time.

He has also observed four themes, the seeds of “guiding 

principles” used in client environments: 

 � Fewest Tools Possible (which carries the potential 
downside of misusing a tool)

 � Tooling cost: as cheap as possible

 � Reduced Complexity: I’ll spend if there’s a net 
reduction in effort – if we’re forcing a tool too much
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 � End user Experience: simplicity helps the newer user; 
other users can leverage their experience.

The recommended process: 

 � Identify use cases, as broad a representation as makes 
sense (not just VMware, or AWS, or single user, or…) 

 � Provide a curated list for end users (based on who 
the end user is; using role-based access control) 

 � Automate the provisioning and deployment

…so that when the end user logs in, the user provisioning 

will have guardrails that the end user may not be aware. 

The distinction between policy and programmatic 

enforcement: A policy is simply a guideline to 

communicate a risk boundary. Programmatic enforcement 

of that policy to stop a bad outcome is a guardrail.

Brian takes a brief detour to emphasize the essential 

practice of tagging. “Shameback” is a new term for some, 

but reports that public awareness of where resource is 

going can significantly influence behavior.  

“Bumps in the Road”: the obstacles are frequently more 

human than technical. To be considered are cultural 

hurdles, end-user pushback, consensus management, and 

application owner pushback (concern that poor practices 

will be exposed; e.g., “I have 8 cores vs the 2 I need”).

A policy is simply 
a guideline to 
communicate a 
risk boundary.  
Programmatic 
enforcement of that 
policy to stop a bad 
outcome is a guardrail. 
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ON MANAGEMENT & GOVERNANCE: 

COST AND RISK MANAGEMENT

How do you let young people drive?  Do you give them 

the freedom to make their mistakes, do you drive them 

yourself, or do you allow them to drive themselves within 

limits? This gets to the fundamental recommendation of 

this presentation: “on the side” governance which translates 

to “drive yourself but with guardrails.” 

The goal of Richard Watson’s “tech demo” was to show 

his audience how to create and enforce policy definitions 

and using native tools in AWS, Google Cloud Platform 

and Microsoft Azure. Most of the session consisted of a 

demonstration of each provider’s schemes. 

Richard counsels that policy be written in generic, or 

management language rather than in platform specific 

terms, as the odds are that we will all be multi-cloud shops 

at some point or another. 

Throughout the four-day event, cloud cost surprises were 

a recurring theme – and while there is consensus that the 

cloud can save money, it doesn’t appear to be as much as 

expected. 61% of those in a sample of nearly 600 saved less 

than 20% from the pre-cloud spend, which is perhaps not 

the popular conception. 

For his third use case, Richard selected tagging 

enforcement, not only to demonstrate the comparative 

features of the three “leader quadrant” platforms but 

also to emphasize the importance of tagging for asset 

management. 

Below Richard shows his implementation framework with 

the Azure tools overlaid on by stage.  

CONTROL SHADOW 

IT RISKS WITH SMART 

PROGRAMMATIC 

CLOUD GOVERNANCE
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IS THE PUBLIC CLOUD 

CHEAPER THAN MY 

DATA CENTER?

We attended this session last year as well, and building 

on the applications placement strategy themes above, the 

answer is yes - it can be -if you use it correctly. 

It’s cheaper for the right workloads.  And it should be; 

hyperscalers buy in volumes of which most of us can only 

dream. As the chart makes plain, however, if cost is the 

main decision point, you’re moving for the wrong reason. 

If cost is the main 

decision point, 

you’re moving for 

the wrong reason. 
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The comparisons are difficult. First, many don’t have a 

proper handle on their data center costs. 

(GTSG adds: Secondly, when thought of as “next 

generation outsourcing” there’s a tendency to understate 

the costs associated with a protracted interim period. In 

traditional outsourcing, there’s a base case, and outsourced 

case, and a transition to be considered. In cloud, adoption 

of legacy workload is an incremental process. Savings are 

not realized until leases or licenses are no longer required, 

facilities are shuttered, or staff are redeployed.) 

In addition, Gartner estimates that average overspend is 

40%, attributable to management shortcomings. Stories of 

“We just got a (over the top multiple of normal) bill from a 

cloud provider and we don’t know why” are far too common. 

Firms are not yet mature at utilizing provider discount 

models and understanding price-per- GB egress costs. 

Gartner recommends running proofs of concept, 

emphasizes the importance of tagging strategy, and 

rightsizing instances once migrated.  It’s I&O’s job to help: 

to enable the business, not just protect. [GTSG notes: It’s 

our job to help I&O make this transition.]
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ON PEOPLE AND MANAGEMENT
GTSG verified in analyst discussions a very high level of 

interest in this topic. The first two charts of Alan Waite’s 

presentation illustrate the popular conundrum that “public 

cloud and serverless make ops unnecessary” right up until… 

the networks won’t connect, the database is slow, there are 

questions about the where sensitive data is stored, a six 

figure cloud bill shows up, or someone asks about backup 

and disaster recovery. 

Alan defines I&O professionals in the cloud or hybrid era 

as “expert members of the team who understand the 

nuances of the underlying technology and the complexity 

beneath the abstractions so that their product development 

colleagues and users can be productive.”

For skill development, Alan identified the key roles of 

 � Cloud Architect, who must be able to influence 
behavior across both technology and business

 � Cloud Engineer, who must understand the underlying 
technology, 

 � Automation Architect, a role Gartner sees with 
increasing frequency who will focus on optimizing 
processes and delivery 

CHANGING ROLES 

FOR OPERATIONS IN 

THE ERA OF CLOUD 

AND DEVOPS

I&O professionals in 

the cloud or hybrid era 

understand the nuances of 

the underlying technology 

and the complexity 

beneath the abstractions 

so that their colleagues 

can be productive. 
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 � Platform Engineer, who will provide a productive, 
stable application delivery 

 � …and the Agile Versatilist whom everyone wants on 

their team. 

Coding skills will become essential for I&O professionals to 

evolve into relevance in the cloud era. The consensus is that 

the best way to get people skilled up is to learn by doing. 

The courses are great, but it’s assignments that get you 

there- and communities help. 

Analyst Alan Waite opened the session by invoking the 

“imposing order on chaos” theme Eli used in the keynote. 

Alan reports that he routinely receives client questions 

represented by 

 � “we just got a 6 figure AWS bill and no one knows 
how it happened;” 

 � “there are questions in Parliament about why private 
information is available in the cloud”

 � I&O organizations responding to “Why aren’t you 
governing this?” with “We didn’t know it was there!”

From here, Alan presents Gartner’s strategic planning 

assumption that “by 2025, 70% of organizations not 

adopting a service/product orientation will be unable to 

support their business.” This refers to a continuum from 

technology thinking, or craftsmanship, to services thinking, or 

industrialization, to product thinking, or business innovation. 

While some of Alan’s more advanced clients are moving 

along toward PlatformOps, he reports that most of his 

current conversations are evolving from technical to 

services orientation. 

Other observations: 

 � While over 80% of Gartner clients run multiple major 
public clouds, true hybrid orchestration is quite rare. 
Lock-in to provider – based function or platform still 
prevents function from moving from one pubic cloud 
to another.

 � Structurally, centralized brokering and independent 
teams each have their advantages - but among the 
centralized advantages is listed “easer to implement 
prescriptive governance,” which for some of GTSG’s 
client base will be important.  

MANAGING IT IN 

A HYBRID AND 

MULTICLOUD WORLD
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Alan advocates that when the analysis is done to determine 

where workload should run, we ought not stop at the 

tactical decisions before us that day. We should provide a 

framework of what runs where and why. 

Every organization is different: some might posit “SaaS 

before PaaS before IaaS before on-prem.” Others have 

good reasons to run applications on-prem as the primary 

option. The important thing is to have the framework so 

that decisions are consistent. 

THE LEADING EDGE: WHY DOES EDGE 

MATTER AND WHAT SHOULD I DO?
Analyst Angelina Troy talked through edge concepts as 

applied to practical examples. Edge is, ultimately, a location 

—where people and things connect with the networked 

digital world. The edge is defined by topology, not 

technology: “An edge without a core is the edge of nothing.” 

While IoT is most often deployed at the edge, it is 

by no means the only Edge use case (illustrated by 

contrasting offline with online with video gaming). So edge 

infrastructure is: 

 � Located outside core infrastructure; 

 � Connected to core infrastructure, even if 
intermittently so; 

 � Distributed by design, and located near the data 
source, people and devices.

 � Working to gather, aggregate and/or modify data.

Angelina covered the the four imperatives associated 

with the edge- data/ bandwidth, latency and determinism 

(loosely, predictability of outcome), limited autonomy, and 

privacy/ security.  

THE WORKLOAD 

PLACEMENT 

FRAMEWORK 

We should provide an 

enduring framework 

for what workload 

runs where, and why.  
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The core of an edge topology is often a cloud solution; 

edge initiatives should be integrated with cloud strategy. 

And while use-case specificity for edge infrastructure 

drives toward point solutions, we must govern the edge 

mindful of its connection to communication with a core. 

GTSG’s largely I&O audience needs to consider this highly 

industry-specific play from a strategy, architecture and 

support perspective.

For next steps, Angelina recommends that attendees 

become familiar with their organization’s topology, identify 

potential use cases and locations, and plan a basic project 

using off-the-shelf tech for one use case (emphasis ours).

 



20OBSERVATIONS FROM CATALYST

Thanks for reading through our summary. At GTSG, we 

make it our business to understand what Gartner is saying 

about the important challenges confronting our clients. 

If you’d like to discuss any of these topics further, please 

reach out to PARTNERS@GTSG.com.

GLOBAL TECHNOLOGY 

SOLUTIONS GROUP

T 877 467 9885 

F 877 225 4084 

W gtsg.com 

E Partners@gtsg.com

HYBRID CLOUD STRATEGY AND MIGRATION
Strategic Approach
• Business case development
• Transition planning
• Technical modeling
• Non-disruptive execution

Application Analysis Methodology and Tools
• Decomposition
• Affinities
• Wave planning

Project Leadership

Implementation Subject Matter Expertise

INFRASTRUCTURE SUPPORT SERVICES
Managed Services
• Multi-platform including DB & MW
• Service-level based or FTE-based
• Architecture, administration, programming, 

systems managment
• Remote or Onsite

Project Based Services
• Platform upgrades
• Workload migrations
• Implementation services
• Consulting and Assessment (performance, 

DR, HA….)
• Project Management

INFRASTRUCTURE TRANSFORMATION
Transition Services
• Insourcing/Outsourcing
• Knowledge transfer and interim support
• Application migration
• Service management design

Disaster Recovery Design and Implementation

High Availability Design and Implementation

Application Assessment and Deployment
• Reference Architecture
• Infrastructure Alternatives/

Recommendations
• Implementation/Migration

INFRASTRUCTURE OPTIMIZATION
Architecture Assessment and Design

Server Virtualization/Consolidation

Storage Optimization

Data life-cycle management
• Tiering
• Standardization/Automation

Application Decomposition Application

Re-design/Remediation Performance

Management and Tuning Latency

Analysis and Consulting


