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CHAPTER 21
The Complete Enterprise
Transformation Journey

From Anchor to Engine

“A case study is not merely a history of
what happened; it is a blueprint for what
becomes possible when strategy,

architecture and leadership align.”

— Sazzad Khan

EXECUTIVE SUMMARY

Nordic Ventures Group reached a strategic
inflection point.

The organisation operated across fourteen
European countries, supported approximately
6,000 users, maintained five manufacturing plants
and depended on twelve distributed datacentres.
Its technology landscape included SAP, Dynamics
365, Microsoft 365, factory systems and a large
portfolio of legacy applications.

@® Over time, this environment had become an

anchor.

Infrastructure costs were disproportionately high.
Security and governance practices varied
between countries. Recovery capabilities were
inconsistent. Technical debt consumed scarce
specialist capacity. New environments took too
long to provision, acquisitions were difficult to
integrate, and valuable operational data remained
trapped in disconnected systems.

The problem was no longer simply technical.

The existing technology estate was restricting the
organisation’s ability to control cost, manage risk,
modernise operations and compete effectively in a
changing European market.
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® Nordic Ventures Group therefore established a
transformation strategy based on a simple
principle:

® Technology would no longer be managed
primarily as an operational cost centre. It would
become a governed enterprise capability for
resilience, efficiency, innovation, and growth.

The transformation did not consist of moving
servers from one location to another.

It required NVG to redefine:

How technology investments were connected to
business outcomes.

How architecture decisions were governed.

How identity and cybersecurity were managed.
How applications were assessed and modernised.
How cloud consumption was controlled.

How business continuity was designed and tested.
How teams delivered and operated services.

How data was made available for analytics and
artificial intelligence.

How future acquisitions and countries could be
integrated.

How executives measured value and accepted
risk.

The journey can be summarised through four
defining milestones.

The Catalyst

® NVG recognised that the fragmented estate was
limiting competitiveness. Transformation became
a strategic response to rising cost, technical debt,
security exposure, and slow delivery.

The Foundation

® The organisation established an Azure Landing
Zone and the Blueprint of Scale, providing
standardised identity, networking, governance,
security, monitoring, and automation patterns.

The Azure Trusted Advisor 418



THE AZURE TRUSTED ADVISOR | PART VI — LEADERSHIP & TRUSTED ADVISORY

The Optimisation

NVG rationalised applications, consolidated
platforms, retired unnecessary infrastructure and
introduced FinOps discipline to create a credible
pathway toward its target of reducing operational
cost by 25 percent.

The Innovation

The organisation created the data, integration and
platform foundations required to improve factory
operations, enable experimentation and introduce
responsibly governed Al initiatives.

The result was not merely a new infrastructure
platform.

NVG rebuilt its digital backbone.

The organisation moved from a fragmented
collection of systems toward an enterprise
platform designed to support continuous
modernisation, resilient manufacturing, faster
integration, and international expansion.

The Enterprise at the Breaking Point

Large technology estates rarely become
unsustainable through a single poor decision.

Complexity accumulates gradually.

A temporary exception becomes permanent. A
local application becomes business-critical. An
acquisition introduces another identity platform. A
regional datacentre remains active because one
dependency cannot be removed. A manual control
survives because no team owns its replacement.

Each decision may appear rational in isolation.
Together, they create structural friction.

For Nordic Ventures Group, twelve distributed
datacentres supported different countries,
business units, factories, and applications. The
estate had evolved over many years through
organic growth, regional autonomy, acquisitions,
and tactical technology decisions.

The result was an environment characterised by:
Duplicated infrastructure and tooling.
Inconsistent identity and access controls.
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Limited configuration standardisation.

Multiple monitoring and operational processes.
Uneven recovery capabilities.

High dependency on specialist legacy knowledge.
Slow provisioning and change approval.
Fragmented application ownership.

Limited enterprise-wide cost visibility.

Data silos across operational and commercial
systems.

Increasing security and regulatory pressure.
Complex integration of new markets and
acquisitions.

The technology environment still functioned.
That did not mean it was sustainable.

The Cost of Remaining Anchored to the Past

The strongest business case for transformation is
often not the value of the future state.

It is the cost of remaining in the current state.

For NVG, inaction would have increased exposure
across several dimensions.

TRUSTED ADVISOR INSIGHT A case study is only useful if it
survives contact with a different enterprise. Ask what
would break if the countries, the factories, or the
regulator changed — not whether the story is well
told.

Financial Exposure

The distributed datacentre model created recurring expenditure in
areas such as:

Hardware refresh.
Datacentre facilities.
Power and cooling.
Maintenance agreements.
Network connectivity.
Backup platforms.
Monitoring products.
Support contracts.
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Licensing.
Specialist staffing.
Emergency remediation.

Many of these costs remained fixed regardless of
actual business demand.

The organisation also faced hidden costs from
duplicated tools, underutilised assets, manual
processes, and delayed application retirement.

Operational Exposure

Inconsistent platforms and undocumented dependencies
increased the likelihood that technical disruption would
affect:

Manufacturing.

Supply-chain coordination.

Order processing.

Financial operations.

Employee productivity.

Customer commitments.

Regulatory reporting.

The five factories were particularly important.

A failure affecting factory scheduling, operational
data, identity, connectivity or integration could
rapidly become a production and revenue
problem.

Cybersecurity Exposure

Legacy systems and fragmented controls increased risk
through:

Unsupported operating systems.
Inconsistent patching.

Excessive privileges.

Local administrator dependency.
Limited segmentation.
Incomplete monitoring.

Weak asset visibility.

Unverified recovery procedures.
Third-party access.

Inconsistent incident response.
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Strategic Exposure

The existing estate constrained the organisation’s ability to:

Enter new markets.

Integrate acquisitions.

Launch digital services.

Use enterprise data consistently.
Introduce Al safely.

Attract modern technical skills.
Standardise business processes.

Scale without recreating complexity.
Technical debt had become strategic debt.

The Transformation Thesis
NVG defined a clear transformation thesis:

A standardised, secure and governed cloud
platform—combined with application
rationalisation, a modern operating model and
disciplined value realisation—could reduce
structural complexity while improving resilience,
delivery speed and strategic flexibility.

This thesis was deliberately broader than cloud
migration.

It recognised that Azure alone would not create
the desired outcome.

Value would depend on several interdependent
changes:

Business and executive alignment.

A credible financial baseline.

Portfolio-level application decisions.

A scalable enterprise architecture.
Identity-first security.

Governance through policy and automation.
Tested resilience.

FinOps and cost accountability.

Platform engineering and self-service.

Data governance and integration.
Organisational skills and ownership.
Executive measurement of realised outcomes.
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Microsoft’s Cloud Adoption Framework similarly
treats cloud adoption as a structured business and
organisational journey spanning strategy,
planning, readiness, adoption, governance,
security and management—not as an isolated
infrastructure activity.

Strategic Business Objectives and Value Drivers
NVG established five primary value drivers.

These drivers were used to prioritise investment,
evaluate architecture decisions and measure
progress.

1. Cost Reduction and Resource Optimisation

NVG established a target of reducing operational
technology cost by 25 percent.

The target was not based on the assumption that
cloud is inherently cheaper.

Cloud changes the economic model. It does not
automatically create savings.

The value case depended on:

Datacentre retirement.
Application rationalisation.
Removal of duplicate platforms.
Rightsizing.

Elastic scaling.
Commitment-based discounts where justified.
Licensing optimisation.

Storage lifecycle management.
Automation.

Reduced manual operations.
Improved contract management.
Continuous FinOps practices.

The organisation carefully distinguished between:

Estimated savings.

Cost avoidance.

Contracted savings.

Cost removed.

One-time programme expenditure.
Recurring cloud consumption.
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Financially verified benefits.

This distinction prevented forecast value from
being presented as realised value.

The Financial Logic

The transformation converted part of NVG’s cost
structure from fixed infrastructure ownership
toward governed consumption.

® This increased flexibility but also created new

responsibilities.

@® Without clear ownership, tagging, budgets,

forecasting, anomaly detection, and optimisation,
cloud consumption could grow faster than
business value.

The objective was therefore not simply to spend
less.

It was to ensure that technology expenditure
contributed to measurable enterprise outcomes.

2. Security and Regulatory Readiness

NVG operated across fourteen European
countries and was required to manage complex
legal, regulatory, contractual, and cybersecurity
expectations.

® NIS2 and GDPR were therefore important

strategic drivers.

However, the transformation did not claim that
Azure, an Azure Landing Zone or a Hub-and-
Spoke network would automatically guarantee
compliance.

That would be inaccurate.

Azure can provide capabilities that support an
organisation’s control environment, including:

Identity and access management.
Logging and monitoring.
Network segmentation.
Encryption.

Policy enforcement.

Security posture management.
Backup and recovery.
Privileged-access controls.
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Configuration consistency.
Audit evidence.

Compliance still depends on:
Governance.

Legal interpretation.

Risk assessment.
Appropriate implementation.
Documented processes.
Operational discipline.

Data ownership.

Incident handling.

Supplier management.
Continuous assurance.

The NIS2 Directive establishes cybersecurity risk-
management and reporting obligations for
relevant entities, but responsibility remains with
the organisation and its leadership—not with a
cloud platform.

NIST Cybersecurity Framework 2.0 provided NVG
with a useful high-level model for discussing
cybersecurity outcomes across governance,
identification, protection, detection, response, and
recovery. It supported risk communication but did
not prescribe one mandatory technology
architecture.

Licence to Operate

At Board level, security was communicated as
part of NVG’s licence to operate.

The discussion was not limited to technical
controls.

It focused on whether the organisation could:
Protect critical business services.
Demonstrate governance.

Detect material incidents.

Contain compromise.

Recover trusted operations.

Meet notification obligations.

Protect personal and commercially sensitive
information.
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Continue manufacturing.
Maintain customer and market confidence.
3. Production Optimisation Through Data and Al

NVG's five factories generated large volumes of
operational data.

However, much of this data remained isolated
across:

Manufacturing systems.
Maintenance platforms.
SAP.

Supply-chain applications.
Quality systems.

Local databases.
Spreadsheets.

Dynamics 365.

Reporting tools.

The transformation created the technical and organisational
foundation for governed analytics and Al initiatives.

Potential use cases included:

Predictive maintenance.

Quality inspection.

Energy optimisation.

Production planning.

Demand forecasting.
Supply-chain risk analysis.
Equipment performance.
Inventory optimisation.
Operational knowledge retrieval.
Root-cause analysis.

These initiatives were expected to improve decision-making and may
contribute to stronger margins.

However, Al value was not treated as automatic.
Success required:
® Trusted data.

Defined ownership.

@ Appropriate data quality.
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Integration.

Security.

Privacy assessment.

Responsible Al governance.

Human oversight.

Measurable business hypotheses.
Production support.

Ongoing model monitoring.

The platform enabled experimentation.

It did not remove the need for disciplined
business ownership.

4. Flexibility for International Expansion

Legacy environments made each expansion
initiative slower and more expensive.

A new country or acquisition could require:
New infrastructure.

Local identity integration.

Network redesign.

Security tooling.

Monitoring.

Data integration.

Application duplication.

New operational processes.

Separate compliance interpretation.

NVG's target architecture was designed to provide reusable patterns

for:

Country onboarding.

Acquisition integration.
Subscription provisioning.
Identity federation and transition.
Segmented connectivity.
Standard security baselines.
Central monitoring.

Data integration.

Workload migration.

Local exceptions.
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Future modernisation.

The value was not unlimited scalability in a
technical sense.

It was repeatability.

Repeatability reduced the amount of architecture,
governance and operational design that had to be
recreated during every expansion.

5. Innovation and Shorter Lead Times

The legacy environment created long delays
between business intent and usable capability.

Teams often waited for:

Infrastructure.

Network approval.

Security review.

Access configuration.

Monitoring.

Backup.

Procurement.

Manual deployment.
Environment-specific troubleshooting.

NVG introduced standardised landing zones, automated provisioning,
golden paths and self-service capabilities to reduce this friction.

The objective was to shorten:

Environment provisioning time.
Development lead time.
Security approval time.
Experiment setup.

Data-access lead time.
Acquisition onboarding.
Recovery preparation.
Deployment cycles.

Faster delivery was not achieved by removing
governance.

It was achieved by engineering governance into
the platform.
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Phase 1 — Discover and Align

TRUSTED ADVISOR INSIGHT Technology serves strategy.
Every phase in this journey existed because a
business objective demanded it — never the reverse.

® NVG began with executive and business
discovery.

® The transformation team did not start by selecting
Azure services.

@ It started by understanding the enterprise.

Executive Discovery
The initial discussions explored:

Corporate strategy.
Market pressures.
Growth expectations.
Margin objectives.
Acquisition plans.
Factory dependency.
Regulatory concerns.
Cybersecurity exposure.
Financial constraints.
Technology pain points.
Leadership expectations.
The central question was:

What must NVG become capable of doing that the
current technology estate prevents it from doing
today?

® This reframed the programme from infrastructure
replacement to enterprise transformation.

Stakeholder Alignment
@ Different stakeholders defined value differently.

Growth, competitiveness and

E . s
CEO strategic flexibility
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Stakeholder Primary Concern

Cost reduction, forecast credibility

F
cFo and return
Standardisation, delivery and
CIO . .
operating maturity
CIsO Cyber risk, governance and resilience

Production continuity and safe

Factory leadership change

Local responsiveness and regulatory

Country leadership needs

Application owners Stability, modernisation and support

Faster environments and reduced

Devel . L.
evelopment teams friction

Evidence, accountability and data

Legal and privacy teams .
& privacy protection

® The transformation required a common strategic
direction without pretending that all priorities
were identical.

Current-State Assessment

NVG established an evidence base covering:
Infrastructure inventory.
Application portfolio.
Business criticality.
Data dependencies.
Identity platforms.
Network topology.
Security controls.
Contracts.

Licensing.

Support models.

The Azure Trusted Advisor 430



THE AZURE TRUSTED ADVISOR | PART VI — LEADERSHIP & TRUSTED ADVISORY

Recovery capabilities.
Skills.

Cost.

Regulatory obligations.

This baseline later became essential for proving
value.

Without a baseline, improvement cannot be
demonstrated credibly.

Phase 2 — Build the Business Case

The business case connected transformation
investment to measurable outcomes.

It included:

Datacentre operating costs.
Hardware lifecycle costs.
Software licensing.

Network expenditure.

Support agreements.
Application-maintenance costs.
Operational staffing.

Incident and downtime exposure.
Migration expenditure.
Modernisation investment.

Cloud consumption.

Training and organisational change.
Decommissioning cost.

Risk reduction.

Cost avoidance.

Expected benefit timing.

Benefit Ownership

Every major benefit required an accountable owner.

Datacentre cost removal CIO and CFO

Application retirement Business application owner
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Benefit Accountable Owner

. . N Procurement and IT asset
Licensing optimisation

management
Cloud consumption optimisation Engineering and FinOps
Factory efficiency Manufacturing leadership
Reduced recovery exposure Business service owner
Faster acquisition integration Corporate development and CIO
Improved delivery lead time Product and platform leadership

® Technology teams could enable benefits.
® They could not realise every benefit alone.

The 25 Percent Target

® The 25 percent cost-reduction target became an
organising objective.
It was not presented as a guaranteed outcome.

The programme reported progress through
categories such as:

Realised.
Committed.
Forecast.

At risk.

Not validated.

This created financial transparency and reduced
the risk of optimistic reporting.

Phase 3 — Establish the Enterprise Foundation

® NVG established an Azure Landing Zone as the
foundation of its target environment.

@® Microsoft defines an Azure Landing Zone as a
standardised approach for setting up and
managing Azure at scale. The reference
architecture is modular and includes platform and
application landing zones, with design areas
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covering identity, resource organisation,
networking, security, management, governance,
and automation. Microsoft also states that the
reference architecture should be tailored to
organisational requirements.

Platform Landing Zone

The platform landing zone provided shared enterprise
capabilities such as:

Identity integration.
Connectivity.

Central management.
Logging.

Security monitoring.
Policy.

Automation.

Shared services.

Application Landing Zones

Application landing zones provided governed environments for
individual workloads or logical application boundaries.

They enabled:

Subscription isolation.

Policy inheritance.

Delegated ownership.
Workload-specific architecture.
Environment separation.
Controlled use of shared services.

Microsoft’s guidance distinguishes the centrally
managed platform landing zone from application
landing zones operated for individual workloads,
enabling common controls while preserving
workload-team responsibility.

The Blueprint of Scale

The Blueprint of Scale became NVG’s enterprise
reference model.

It connected strategic objectives to technical and
operating capabilities.

The Azure Trusted Advisor 433



THE AZURE TRUSTED ADVISOR | PART VI — LEADERSHIP & TRUSTED ADVISORY

Enterprise Strategy & Business Outcomes
l
Executive Governance & Investment
Priorities
1
Management Groups, Subscriptions & Policy
1
Identity, Access & Zero Trust
1
Connectivity, Segmentation & Shared
Services
1
Platform & Application Landing Zones
l
Security, Monitoring, Operations &
Resilience
1
Integration, Data & Al
1
Business Services, Factories & Digital
Products
l
Measured Financial, Operational & Strategic
Value

The blueprint was not a single static diagram.
It was a decision system.

It helped NVG determine:

Where capabilities should be centralised.
Where teams should retain autonomy.

How risk should be controlled.

How acquisitions should be onboarded.

How factories should be isolated.

How cloud environments should be provisioned.
How data and Al should be governed.

How business value should be measured.
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Hub-and-Spoke Connectivity

NVG selected Hub-and-Spoke connectivity for the initial enterprise
platform.

The model supported:

Central connectivity services.
Controlled traffic inspection.
Shared network capabilities.
Workload isolation.

Factory segmentation.
Predictable hybrid connectivity.
Repeatable onboarding.

Hub-and-Spoke was selected because it aligned
with NVG’s current scale, organisational maturity
and requirement for central control.

It was not treated as the only possible Azure
topology.

Microsoft’s Azure Landing Zone architecture
supports multiple connectivity approaches,
including Hub-and-Spoke and Virtual WAN. The
choice should reflect organisational requirements,
scale, and operating capabilities.

Architectural Trade-Off

The design improved standardisation and visibility but
introduced:

Dependency on shared network services.
Potential bottlenecks.

Central operational responsibility.

The need for capacity planning.

A risk of excessive centralisation.

Possible future evolution as NVG’s topology
changed.

The decision was therefore documented with
review triggers.

Phase 4 — Secure and Govern

Security and governance were embedded into the
platform rather than added after migration.
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Identity First

NVG established identity as the primary control
plane.

Capabilities included:

Microsoft Entra ID.

Conditional Access.

Multifactor authentication.
Privileged Identity Management.
Workload identities.

Role-based access control.
Identity governance.

Access reviews.

Break-glass accounts.

External identity controls.

Policy-Based Governance

Azure Policy and Infrastructure as Code were used to promote
consistency across subscriptions.

Governance addressed:

Allowed regions.
Resource configuration.
Logging.

Security settings.
Network controls.
Tagging.

Encryption.

Backup requirements.
Public exposure.
Resource ownership.
Exception handling.

The purpose was not maximum restriction.
It was predictable control.

Guardrails, Not Guarantees

Policy-based controls supported NVG’s security
and compliance objectives.
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They did not guarantee that the organisation
complied with every legal or regulatory
obligation.

A compliant-looking technical configuration can
still fail if:

Ownership is unclear.
Evidence is incomplete.
Processes are not followed.
Data is used unlawfully.
Incidents are not escalated.
Supplier risks are ignored.
Exceptions remain unmanaged.
Controls are not monitored.

Governance therefore combined technology,
process and accountability.

Phase 5 — Migrate and Rationalise

NVG avoided a migration strategy based on
moving every workload unchanged.

Each application received a portfolio decision.

The Seven Rs
Workloads were evaluated using the Seven Rs, with

Retain treated separately as a governed portfolio
disposition:

Retain — governed exception; not counted as a
migration action.

Retire.
Rehost.
Replatform.
Refactor.
Rearchitect.
Rebuild.
Replace.
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The precise naming of migration categories varies between
frameworks, but the principle remained consistent: every workload
required a business reason, an owner, and a measurable outcome.

Migration Waves
Workloads were grouped according to:

Business criticality.
Dependencies.

Risk.

Technical readiness.
Data sensitivity.
Recovery requirements.
Factory impact.
Licensing.
Supportability.
Business calendar.
Decommissioning opportunity.

Rationalisation Before Migration
NVG identified applications that were:

Duplicated.

Unused.

Unsupported.

Too expensive.

Functionally overlapping.
Better replaced with SaaS.

No longer strategically relevant.

This prevented the organisation from paying to
recreate unnecessary complexity in Azure.

Datacentre Exit

A datacentre was not considered closed merely
because most servers had migrated.

Closure required:

Workload removal.
Dependency validation.
Data retention.
Contract termination.
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Hardware disposal.
Network decommissioning.
Backup retirement.
Security review.

Financial confirmation.
Operational sign-off.

Savings were recognised only when the
corresponding cost had actually been removed or
contractually eliminated.

Phase 6 — Establish Enterprise Resilience

NVG redesigned resilience around business
services rather than individual infrastructure
components.

Business Impact Analysis
Business leaders identified:

Critical services.

Maximum tolerable disruption.
Recovery priorities.

Data-loss tolerance.

Operational dependencies.

Manual workarounds.

Regulatory and customer obligations.

Recovery Objectives

RTO and RPO targets were based on business
impact and risk—not on technical preference.

Resilience Capabilities
The architecture included, where justified:

Availability Zones.

Multi-region patterns.

Backup.

Replication.

Immutable recovery points.
Isolated recovery environments.
Infrastructure as Code.
Dependency mapping.
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® Recovery automation.
® Factory continuity procedures.

Cyber Recovery

NVG recognised that disaster recovery and cyber recovery are not
identical.

A replicated environment may also replicate corruption or malicious
change.

Cyber recovery therefore required:
Trusted identity.

Isolated recovery.

Clean administrative access.
Validated backup integrity.
Security investigation.

Data validation.

Business acceptance.
Controlled reconnection.

Testing

Recovery capability was demonstrated through:
Technical restore tests.
Application recovery tests.
Factory continuity exercises.
Executive simulations.
Cyber-recovery exercises.
Corrective-action tracking.

Resilience was measured through evidence rather
than intention.

Phase 7 — Create the Modern Operating Model

® Moving to Azure without changing the operating
model would have preserved many of the
behaviours that created the original problem.

® NVG therefore introduced a cloud operating
model based on shared accountability.

Platform Engineering
A platform team managed reusable capabilities such as:
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Landing-zone provisioning.
Identity integration.
Connectivity.

Policy.

Monitoring.

Security tooling.
Deployment patterns.
Shared automation.
Developer enablement.

Platform as a Product
The platform was managed as a product with:

Defined users.
Roadmaps.

TRUSTED ADVISOR INSIGHT Cloud is an operating model,
not a destination. The migration ended. The
operating model is what keeps working afterward.

Service levels.
Documentation.
Feedback.

Adoption metrics.
Product ownership.
Continuous improvement.

Golden Paths

Approved patterns reduced the effort required to deploy common
workload types.

Golden paths could include:

Web applications.

APIs.

Data workloads.

Integration services.

Virtual machines.

Container platforms.

Al experimentation environments.
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Self-Service with Guardrails
Teams received greater autonomy within predefined boundaries.

This reduced manual approval while maintaining:
Identity standards.

Security controls.

Logging.

Cost ownership.

Network rules.

Recovery requirements.
Operational readiness.

FinOps

FinOps connected finance, engineering, procurement, and business
ownership.

It addressed:

Allocation.
Forecasting.
Budgeting.
Optimisation.

Unit economics.
Anomaly management.
Commitment planning.
Value measurement.

Continuous Modernisation

Transformation became an ongoing capability.
NVG established recurring processes for:
Portfolio review.

Technical-debt reduction.

Platform improvement.

Cost optimisation.

Security enhancement.

Skills development.

Data improvement.

Al governance.
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@® Application retirement.

Phase 8 — Unlock Data and Al

® NVG’s investments in SAP, Dynamics 365 and
Microsoft 365 represented significant enterprise
value.

® The strategy was not to replace these platforms
without justification.

® It was to improve how they worked together.

Integration Foundation

Azure provided capabilities for:
API management.
Event-driven integration.
Data movement.
Workflow automation.
Identity.

Monitoring.

Analytics.

Al enablement.

Breaking Down Data Silos

The organisation introduced:

Data ownership.

Data classification.

Common integration patterns.
Metadata.

Lineage.

Access governance.

Quality controls.

Domain accountability.

From Data to Operational Value
The value chain was defined as:
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Operational & Commercial Systems - Secure

Integration - Governed & Trusted Data
- Analytics & AI Models - Human or

Automated Decision - Measured Business

Outcome

The final step was essential.

An Al model that did not change a decision or
business process did not yet create value.

Phase 9 — Scale Through Mergers and Acquisitions

Day 0

NVG converted the platform into an integration
capability.

Before acquisition completion, the organisation
assessed:

- 0000000000

O
Y
<

Identity.

Security exposure.
Applications.

Data.

Contracts.

Networks.

Infrastructure.
Regulatory obligations.
Critical dependencies.
Separation requirements.

The priority was secure business continuity.
Capabilities included:

Collaboration.

Controlled identity access.
Communication.

Security monitoring.
Segmented connectivity.
Executive reporting.
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The focus shifted toward:

Day 90

Standard policy.

Asset visibility.
Privileged-access control.
Application assessment.
Cost transparency.
Target architecture.
Integration planning.

The organisation began:

Rationalisation.
Migration.
Modernisation.

Data integration.
Contract consolidation.
Platform adoption.
Benefit realisation.

The Blueprint of Scale reduced the need to
reinvent the integration model for each
acquisition.

Phase 10 — Communicate Enterprise Value

Executive communication became a formal
transformation capability.

The Board did not need a detailed account of
Azure resources.

It needed evidence of:

Cost removed.

Risk reduced.

Factory resilience improved.
Applications retired.

Lead times shortened.

Acquisitions integrated faster.

Data and AI capabilities established.
Material risks remaining.

Decisions required.
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Business Value Dashboard

NVG reported value across four categories.

Cost removed, cloud unit cost,
Financial application retirement, contract
savings

Provisioning time, service reliability,
Operational recovery performance, factory
continuity

Unsupported systems, critical
Risk exposures, recovery coverage, open
risk acceptances

Acquisition lead time, platform
Strategic adoption, Al initiatives, market-entry
readiness

Confidence Classification

Each outcome was classified as:
Realised.

Committed.

Forecast.

At risk.

Not yet validated.

This strengthened executive confidence because
uncertainty remained visible.

Maximising Existing Investments

@ A central principle of NVG’s strategy was to
increase the value of existing enterprise
platforms.

SAP

The transformation improved the potential to integrate SAP with:
@® Manufacturing data.
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Supply-chain systems.

Analytics.

APIs.

Security monitoring.

Resilience patterns.
Al-supported decision processes.

Dynamics 365

Dynamics 365 could create greater value through integration with:

Customer information.
Sales processes.
Supply-chain data.
Microsoft 365.

Power Platform.
Analytics.

Al capabilities.

Microsoft 365
Microsoft 365 supported:

Collaboration.

Knowledge sharing.
Secure access.

Acquisition integration.
Employee productivity.
Communication.
Al-assisted work scenarios.

Azure as the Connecting Foundation

Azure became the connecting foundation for:

Identity.

Integration.

Security.

Monitoring.

Data.

Automation.

Application modernisation.
Al
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® The objective was not maximum use of Microsoft

services.

® It was maximum coordinated enterprise value
from the complete portfolio.

Before and After the Transformation

Twelve fragmented datacentres

Regional infrastructure silos

Manual provisioning

Inconsistent identity controls

Security dependent on local practice

Recovery centred on infrastructure

Limited cost transparency

Application growth without
retirement

Acquisitions increased fragmentation

Data isolated within systems

IT viewed primarily as operating cost

The Azure Trusted Advisor

Standardised hybrid and cloud
foundation

Enterprise platform with governed
delegation

Automated and repeatable landing
zones

Common identity and Zero Trust
principles

Enterprise policies, monitoring and
accountability

Business-service and cyber-recovery
model

FinOps and value ownership

Portfolio rationalisation and lifecycle
governance

Repeatable integration playbook

Governed integration, analytics and Al
foundation

Technology managed as an enterprise
capability
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Before After

Transformation delivered as projects

model

The Transformation Scorecard

Continuous modernisation operating

Value Dimension NVG Objective Evidence Required

Financial

Operational

Security

Resilience

Strategic

Technology

Innovation

Organisational

Defending the Architecture to a Sceptical Board

Progress toward 25%
cost reduction

Faster delivery and
improved continuity

Reduced material
exposure

Protect critical business
services

Faster expansion and
acquisition integration

Reduced technical debt

Governed data and Al
capability

Sustainable cloud
operating model

Verified cost removal
and financial reporting

Lead-time, reliability
and recovery metrics

Identity, vulnerability,
incident and control
evidence

Tested recovery and
business validation

Country and M&A
onboarding metrics

Retired applications and
supported platforms

Production outcomes
and validated use cases

Ownership, skills,
adoption and service
performance

® A sceptical Board should not be met with more
technical detail.

® It should be met with clearer business reasoning.

The Azure Trusted Advisor
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@® The architecture should be defended across three
dimensions.

1. The Economic Argument

From Cost Centre to Investable Capability

® The Board needs to understand why the current
estate is economically unsustainable and how the
transformation changes the cost structure.

The argument should include:

The recurring cost of twelve datacentres.

The cost of duplicate platforms.

The cost of maintaining unsupported systems.

The operational effort consumed by manual
processes.

The financial effect of delayed application
retirement.

The expected cost of migration and
modernisation.

The distinction between cost avoidance and
realised savings.

The actions required to achieve the 25 percent
target.

Technical Debt as Capital Misallocation

® Legacy expenditure should be framed as capital
and operational capacity trapped in low-value
maintenance.

The question is not whether every legacy system
is technically old.

The question is whether it continues to justify:
Cost.

Risk.

Skills dependency.

Delay.

Integration complexity.

Opportunity cost.

Board-Level Message

® “The transformation redirects expenditure from
fragmented infrastructure and technical debt
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toward reusable capabilities that support growth,
resilience and innovation.”

2. The Risk Argument

Licence to Operate

Security, privacy and resilience are conditions of
doing business.

The Board should understand:

Which business services are materially exposed.
How the architecture reduces exposure.

Which risks remain.

Who owns those risks.

How controls are evidenced.

What investment is still required.

NIS2 and GDPR Across Fourteen Countries

The architecture provides a repeatable control
foundation.

It does not guarantee compliance.

The correct message is:

“The platform supports consistent identity, policy,
monitoring, segmentation, and evidence across
the group. Legal compliance still depends on
appropriate governance, process, implementation,
and continuous assurance.”

Cyber Resilience

The architecture should not be defended through
claims of complete prevention.

No responsible architecture can promise 100
percent security.

Instead, NVG demonstrates the ability to:
Reduce attack paths.

Limit privilege.

Detect compromise.

Segment critical environments.

Reduce blast radius.

Protect recovery data.

Restore trusted services.
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Continue priority operations.

Protecting the Five Factories

Factory segmentation ensures that compromise in one environment
does not automatically provide unrestricted access to every
manufacturing location.

However, segmentation is only one control.
Factory resilience also depends on:

Identity.

Endpoint security.

Operational technology governance.
Backup.

Local continuity procedures.
Monitoring.

Incident response.

Supplier access.

Recovery testing.

3. The Strategic Growth Argument

Factory Optimisation

The platform creates the conditions for data and
Al initiatives.

The business argument is not that Al is
fashionable.

It is that improved operational insight may enable:
Higher equipment availability.

Better quality.

Reduced waste.

More accurate planning.

Lower energy use.

Faster root-cause analysis.

Improved inventory decisions.
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International Expansion

The Blueprint of Scale provides repeatable patterns for new countries
and acquisitions.

This can reduce:
@® Design time.
@® Security variation.
@ Integration delay.
@® Operational duplication.
® Onboarding uncertainty.

Innovation Capacity

The architecture creates governed environments in which teams can
experiment without rebuilding foundational controls for every
initiative.

This gives NVG the ability to test new ideas faster while preserving:
@ Security.
® Cost limits.
@® Data governance.
@® Operational ownership.
® Production-readiness standards.

Board-Level Message

® “The architecture is not designed only to operate
today’s business more efficiently. It is designed to
reduce the time and risk required to create
tomorrow’s business capabilities.”

What the Architecture Does Not Promise

@® A credible transformation case must state its
limitations.

The architecture does not guarantee:

A 25 percent saving without active
decommissioning and FinOps.

Legal compliance solely through technical
controls.

Elimination of cyber incidents.

Successful Al outcomes without trusted data and
business adoption.
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Faster delivery without organisational change.

Seamless acquisitions without due diligence and
leadership alignment.

Reduced technical debt without portfolio
decisions.

Resilience without testing.

Business value simply because workloads run in
Azure.

These limitations do not weaken the case.
They make it credible.

What Nordic Ventures Group Learned
Transformation Begins with Business Direction

Technology activity without business intent
creates movement, not progress.

Cloud Does Not Remove Complexity Automatically

Complexity must be designed out through
rationalisation, standardisation and ownership.

Security Must Be Embedded

@® Security added after migration becomes
expensive and inconsistent.

Compliance Is an Enterprise Responsibility

@® Cloud services can support controls, but
accountability remains with NVG.

Cost Reduction Requires Decommissioning

@® Savings are not realised while old contracts,
applications and infrastructure remain active.

Technical Debt Must Be Visible to Executives

® Hidden technical debt eventually becomes
financial, operational or strategic risk.

Data Requires Governance Before Al

@® Al cannot compensate for poor data ownership,
quality or access control.

® New Technology Requires a New Operating
Model

® Platform engineering, FinOps, product ownership
and automation are as important as architecture.
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Resilience Must Be Demonstrated

® Untested recovery is an assumption, not a
capability.

Leadership Converts Architecture into Value
® The platform provides options.

® Leadership determines whether those options
become outcomes.

The Nordic Ventures Group Transformation Playbook

® The complete journey can be summarised in ten
steps.

Step 1 — Define the Enterprise Problem

® Connect cost, risk, resilience, delivery, and
growth constraints.

Step 2 — Establish the Baseline

@® Measure applications, infrastructure, cost, risk,
dependencies, and operational maturity.

Step 3 — Define Measurable Outcomes

@® Set targets, owners, timing, and evidence
requirements.

Step 4 — Build the Enterprise Foundation

@® Establish landing zones, identity, connectivity,
governance, security, and automation.

Step 5 — Rationalise the Portfolio

® Retire, replace, retain, migrate or modernise
based on business value.

Step 6 — Protect Critical Services

® Design resilience and cyber recovery around
business impact.

Step 7 — Create the Operating Model

® Introduce platform engineering, FinOps, product
ownership, and self-service.
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Step 8 — Unlock Data and Innovation

@® Build governed integration, analytics and Al
capabilities.

Step 9 — Scale Through Reuse

® Apply the platform to acquisitions, countries,
factories, and new services.

Step 10 — Measure and Communicate Value

® Report realised benefits, residual risks and
required decisions.

Architecture Decision Record

@® ADR-022 — Adopt the Blueprint of Scale as NVG’s
Enterprise Transformation Reference Model

@® Status
@® Accepted.

Context

® Nordic Ventures Group requires a consistent
reference model connecting business strategy,
enterprise architecture, security, governance,
resilience, operations, modernisation, data and
value realisation across fourteen countries.

® Without a shared model, individual programmes
may optimise local objectives while increasing
enterprise complexity.

Decision

® NVG will adopt the Blueprint of Scale as the
common enterprise reference model for cloud
transformation, modernisation, acquisition
integration, and international expansion.

The blueprint will define:

Strategic principles.

Platform and application landing zones.
Identity and access patterns.

Connectivity and segmentation.

Security and governance controls.
Monitoring and operational responsibilities.
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Resilience expectations.

Data and integration principles.
Platform engineering capabilities.
Value-realisation measures.

Options Considered

Independent regional architectures.

Workload-by-workload design without a common
reference model.

Centralised architecture with no governed
exceptions.

Blueprint of Scale with standardised foundations
and controlled variation.

Decision Rationale

The selected model provides sufficient consistency
for enterprise governance while allowing
workload-specific design and justified regional
exceptions.

Positive Consequences

Common direction across business and
technology.

Repeatable platform capabilities.

Faster country and acquisition onboarding.
Stronger security and governance consistency.
Improved architectural traceability.

Reduced duplication.

TRUSTED ADVISOR INSIGHT Leadership accelerates
transformation. Every phase in this retrospective
moved fastest at the exact moment an executive
made a visible, accountable decision.

Clearer executive communication.

Better alignment between investment and
business outcomes.

Negative Consequences and Trade-Offs

Requires central platform capability.
Requires ongoing governance.
May create resistance from local teams.
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Exceptions must be actively managed.

The blueprint requires continuous maintenance.
Standardisation may not suit every workload.
Shared services can introduce concentration risk.

Review Triggers
The decision should be reviewed when:

NVG'’s geographic footprint changes materially.
Acquisition volume exceeds platform capacity.
Regulatory or sovereignty requirements change.

Hub-and-Spoke no longer meets connectivity
needs.

Platform services become operational bottlenecks.

Major technology or business strategy changes
occur.

Evidence shows that the model is not producing
the expected outcomes.

Business Value
The transformation provides NVG with a platform for:

Lower structural cost.

More transparent technology consumption.
Reduced technical debt.

Stronger cyber resilience.

Better protection of manufacturing.

Faster environment delivery.

More consistent governance.

Repeatable acquisition integration.
Improved data availability.

Governed Al experimentation.

Better use of SAP, Dynamics 365 and Microsoft
365.

Greater flexibility for European expansion.
These outcomes are not created by Azure alone.

They emerge from the combination of:

Strategy.
Architecture.
Governance.
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Security.

Rationalisation.

Financial discipline.
Operating-model change.
Business ownership.
Leadership.

Trusted Advisor Perspective
A Trusted Advisor presents the NVG case without exaggeration.

The role is not to claim that every objective has already been
achieved.

It is to demonstrate:

Why transformation was necessary.
Which decisions were made.

Which trade-offs were accepted.
How value is measured.

Which risks remain.

What leadership must do next.

The strongest transformation narrative is not a
story in which everything went according to plan.

It is one in which the organisation learned to
make better decisions.

NVG’s most important achievement was therefore
not the deployment of a landing zone, the
retirement of a datacentre or the creation of an Al
platform.

® It was the development of an enterprise capability
to connect technology decisions to business
outcomes.

Nordic Ventures Group Lesson

@ At the beginning of the journey, NVG believed its
problem was infrastructure.

Twelve datacentres appeared to be the primary
source of cost and complexity.

[

@® As discovery progressed, the organisation learned
that the deeper challenge was fragmentation:

[ )

Fragmented ownership.
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Fragmented governance.
Fragmented identity.
Fragmented data.
Fragmented decision-making.
Fragmented accountability.

Azure provided the technical foundation for change.

But the transformation only became sustainable when the
organisation aligned:

Executive priorities.
Architecture.

Security.

Finance.

Operations.
Application ownership.
Manufacturing.

Data.

Delivery teams.

The lesson was clear:

NVG did not transform because it moved workloads to the cloud. It
transformed because strategy, architecture, operating discipline and
leadership were aligned around measurable enterprise outcomes.

KEY TAKEAWAYS

NVG's legacy estate had become a strategic
constraint, not merely a technical problem.

The transformation began with business discovery
and measurable outcomes.

Azure Landing Zones provided a scalable
foundation but required organisational tailoring.
Hub-and-Spoke was a deliberate architectural
choice, not a universal answer.

Azure capabilities support regulatory readiness
but do not guarantee compliance.

The 25 percent cost target depends on
rationalisation, decommissioning and FinOps.
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Technical debt must be evaluated through
financial, operational and strategic impact.
Factory resilience requires segmentation, identity,
continuity, and tested recovery.

Data and Al value depend on governance, quality
and business ownership.

Existing SAP, Dynamics 365 and Microsoft 365
investments should be integrated and optimised.
Platform engineering turns governance into
reusable delivery capability.

Acquisition readiness is a repeatable enterprise
capability.

Executive reporting must distinguish realised,
forecast and at-risk value.

The architecture should be defended through
cost, risk and growth—not technical elegance.

Cloud transformation becomes sustainable only
when it evolves into continuous modernisation.

REFLECTION QUESTIONS

What was the true catalyst for your organisation’s
transformation?

Can leadership explain the cost of maintaining the
current state?

Are cloud objectives connected to measurable
business outcomes?

Is there a verified financial baseline?

Are forecast savings separated from realised
savings?

Which applications should be retired rather than
migrated?

Does the landing-zone design reflect
organisational and regulatory requirements?
Are security guardrails supported by clear
ownership and operational processes?

Can the organisation demonstrate recovery of its
most critical business services?

How would a cyber incident in one environment
be prevented from affecting all factories?
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Is technical debt visible in executive risk
reporting?

Can teams provision secure environments without
prolonged manual approval?

Does the operating model support continuous
modernisation?

Is factory data sufficiently governed for Al use?
Can a future acquisition be integrated through a
repeatable model?

Are SAP, Dynamics 365 and Microsoft 365 being
used as a coordinated enterprise portfolio?

Can the Board distinguish cost avoidance from
cost removal?

Which transformation benefits have been
independently verified?

What evidence would cause the architecture
strategy to change?

Has the technology estate become an engine for

the business—or merely a newer form of
infrastructure?
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TRUSTED ADVISOR PRINCIPLE

Architecture enables business capability.

A landing zone, a policy, a recovery plan — none
of it matters until it becomes something the
business can actually do that it could not do

before.

A transformation is not finished when the
migration ends.

It is finished when the organisation no longer
remembers operating any other way.

The anchor and the engine are built from the
same technology.

The difference is always leadership, not
infrastructure.

Every chapter in this book asked a version of the
same question this retrospective now answers in
full: did the architecture serve the strategy, or
did the strategy quietly bend to serve the
architecture?

Now that the complete journey has been told end
to end, one question remains for the Trusted
Advisor personally: what capability do you leave
behind when you are no longer in the room?
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