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Introduction 
It 2018, cloud directives were refreshingly simple: be 
cloud-first. Innovation was driven by the rapid evac-
uation of data centers, and the cloud promised what 
enterprises wanted most, lower cost, faster deploy-
ment, and virtually unlimited scalability compared to 
traditional infrastructure. Organizations queued up to 
migrate workloads to AWS, Azure, Google Cloud, or 
Oracle Cloud, often guided by preference rather than 
architectural intent. 

That narrative has since fractured. Enterprises have 
learned, sometimes the hard way, that using the 
cloud as just another data center delivers limited 
value and can quickly overshoot budgets. While even 
basic cloud adoption unlocks capabilities that were 
once unavailable, fully managed compute and data-
bases, serverless application hosting, and intelligent 
queuing services without heavy licensing costs, these 
features have now become table stakes. Every major 
cloud provider offers them.

What has changed is expectations. Enterprises 
increasingly want the best of each ecosystem: 
advanced AI capabilities from one provider, seamless 
productivity integration from another, specialized 
data lake services elsewhere, sovereignty from local 

cloud providers, and control through on-premises 
backups. In other words, they no longer want a cloud; 
they want choice. This shift has pushed CIOs to 
rethink their enterprise cloud strategy, moving away 
from blanket mandates toward more nuanced archi-
tectural decisions.

By the end of 2025, the question is no longer whether 
to move to the cloud, but which cloud and why? The 
inconvenient truth is that no single infrastructure 
model, whether the simplicity of single cloud, the 
resilience of multi-cloud, or the control of on-prem-
ises, can fully satisfy the often conflicting demands 
of a modern enterprise. The era of cloud-first is 
behind us. What lies ahead is a more deliberate, 
workload-driven approach to cloud adoption. 

Through conversations with CIOs across industries, 
a clear pattern emerges: organizations are resizing 
one-size-fits-all strategies. Instead, they are seeking 
combinations that reflect the distinct needs to each 
workload, business unit, and regulatory context. 
These are often anchored in a pragmatic hybrid cloud 
architecture rather than ideological purity.
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The CIO Trilemma of Speed,  
Sovereignty, and Cost
Picture a Tuesday morning boardroom meeting. The CIO highlights 
the need for innovation. The Chief Data Officer (CDO) agrees and 
calls for the latest Graphics Processing Unit (GPU) clusters from 
a hyperscaler to train large language models (LLMs). At the same 
time, the Chief Risk Officer (CRO) raises concerns, citing a recent 
airline data exposure, new compliance directives like EU’s DORA 
and NIS2, and the need for strict data sovereignty and exit strate-
gies. Meanwhile, the Chief Financial Officer (CFO) questions why 
an elastic cloud bill has doubled in a year, seemingly stretching in 
only one direction. 

This is the CIOs trilemma: speed, sovereignty, and cost, each 
critical, yet often in tension. 

Navigating this reality requires a more structured way to think 
about infrastructure choices. A pragmatic, cloud-smart approach 
begins by categorizing workloads across three broad dimensions:

Efficiency
Workloads that need the right cost control model and predictable 
unit economics as data volumes scale. 

Stability
Mission-critical systems that require maximum uptime, unbreak-
able resilience and regulatory compliance.

Velocity
Workloads that need rapid innovation through cloud-native  
services and platforms.

Seasoned CIOs understand that optimizing for one dimension 
often means compromising another. A single-cloud strategy may 
maximize velocity, but it concentrates risk—pricing changes or 
outages directly impact the business and reduce negotiating 
leverage. A multi-cloud strategy offers resilience and bargaining 
power yet frequently collapses into lowest-common-denomina-
tor architectures that slow innovation and exhaust development 
teams. Remaining fully on-premises delivers control, but risks 
isolating the organization from advances in AI and analytics that 
increasingly define competitive advantage.
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Evaluating the Models

Benefits
Going all-in on AWS, Azure, or Google Cloud 
is the path of least resistance and it offers the 
highest developer velocity. Your teams learn 
one set of tools, one security model, and one 
billing interface. The integration is seamless; 
the innovation is rapid.

Benefits
In all honesty, it is possible that reports of data 
center’s death are greatly exaggerated. We 
have been running infrastructure of our own for 
half a century now. It serves perfect workloads 
with massive data gravity or ultra-low latency 
requirements. It also brings the compute to the 
data in a cheaper and faster way than shipping 
petabytes over  
the wire.

Benefits
The logical counter to lock-in is multi-cloud. We 
will run everywhere. It is easier said than done, 
but in theory, this is arbitrage; you pick the best 
services from every vendor.

Trade-offs
You are renting your destiny. If your provider 
changes their pricing, deprecates a service,  
or suffers a regional outage, your business is  
a passenger in their car. You gain speed, but 
lose leverage.

Trade-offs
Isolation from innovation. The cutting-edge 
of AI and analytics is happening in the public 
cloud. Staying on-premises requires massive 
capital expenditure and a talented pool capable 
of managing hardware, a skillset that is rapidly 
shrinking.

Trade-offs
It is technically brutal. To run an application 
seamlessly across two clouds usually means 
ignoring the unique, powerful features of both. 
You end up building to the lowest common 
denominator—generic containers and basic 
storage—losing the very innovation advantage 
the cloud was supposed to deliver. You gain 
resilience, but often at the cost of speed and 
talent burnout.

The Single Cloud

The Multi Cloud

The On-Premise Model
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The 5-Dimensional Assessment for  
Decision Making
A structured framework classifies workloads based on their core needs against five dimensions. When advising 
clients, we encourage them to score every major initiative against these five dimensions:

Innovation and Velocity
Does your workload rely on proprietary, high-level Platform as a Service (PaaS) like advanced AI models or 
serverless event buses that are unique to one vendor? If yes, accept the lock-in and go native.

Data Sovereignty & Compliance
Does the data need to stay within specific borders? Are there regulatory requirements for an exit plan? If yes, 
this workload belongs in a portable container architecture or a sovereign cloud.

Operational Resilience
What is the cost of downtime? If the answer is bankruptcy, this workload requires a multi-region or multi-cloud 
failover design, regardless of the complexity or cost. 

Data Gravity & Latency
Is the dataset massive in PBs and static (like archival video) or highly transactional? Avoid moving petabytes, as 
it is expensive. Sometimes, the cloud should come to the data (via edge or hybrid setups), rather than the data 
moving to the cloud. Keep data on-premises and keep compute at your primary choice of compute Cloud. 

Commercial Leverage
Are you spending enough to matter? Splitting spend across three vendors might mean you are a VIP to none. 
Consolidating spend can sometimes buy you better support and engineering access. It also means that at 
times, you lose your bargaining chip with the same vendor if you don’t have a workload portable enough. 

A Portfolio Approach to Cloud Decisions
If no single model fits all workloads, forcing uniformity becomes counterproductive. A cloud-smart mindset, 
adopted by organizations such as LTM in advisory and delivery contexts, encourages moving beyond binary 
choices of all-in or never. 

Instead, it treats infrastructure decisions like investment decisions: diversified based on risk, return, and busi-
ness impact. Enterprises are not monoliths; they are collections of distinct needs. A payroll system does not 
share the same requirements as a customer-facing AI chatbot. A factory’s robotic control system has different 
latency demands than a marketing website. Architectural consistency should not come at the expense of 
business reality.

This portfolio-led thinking is fast becoming a defining pillar of modern enterprise cloud strategy, especially as 
AI workloads amplify cost, compliance, and performance trade-offs.
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How Enterprises Are Applying These Choices
The world is already adopting parts and parcels of these strategies. Let’s look at a few examples of how enter-
prises have pivoted their strategy to suit their specific needs. 

A global airline faced a major crisis after hosting both its loyalty application and flight operations on a single 
cloud. Following as outage that grounded their flights for hours, the  airline re-architected its environment. 
Customer-facing systems went all-in on one provider to leverage their superior AI and personalization tools. 
However, their flight operations core was re-architected as a portable, containerized stack running on a private 
cloud with a pilot light disaster recovery site on another Cloud. They traded innovation speed on the backend 
for absolute survival assurance.

A manufacturing giant wanted to use computer vision to detect defects on the assembly line in real-time. They 
realized that sending high-resolution video streams to the public cloud would cause too much latency. They 
deployed an edge cloud solution that brings their cloud-managed hardware servers right onto their factory 
floor. The training of the AI models happened in the public cloud (where the massive compute lived), but the 
execution (inference) happened on-premises. This hybrid strategy optimized both speed for local execution 
and intelligence (cloud training).

A European bank needed to modernize its core banking platform but was hamstrung by strict data residency 
laws (GDPR and local banking secrecy acts). They utilized a sovereign cloud offering. They ran their workloads 
on a hyperscale’s technology stack, but the physical data centers were operated by a local, trusted partner, 
ensuring no data ever left the legal jurisdiction. They got the modernization of the cloud without violating 
regulatory boundaries.
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Conclusion
The future of enterprises is not about finding the right cloud 
space. It is about orchestrating workloads across the best 
available data hosting facilities. The most successful CIOs 
of the next decade will not be the ones who migrated the 
fastest, but the ones who migrated the smartest.

Organizations such as LTM and alike have a dynamic cloud 
smart strategy. They apply cloud-smart principles like bal-
ancing innovation with stability, and lock-in with portability, 
which demonstrates that cloud strategy is not a dogma,  
but design. As the pace of AI adoption accelerates, resisting 
hype-driven architecture becomes as important as embrac-
ing innovation.

As we stand on the podium of the AI revolution, the constant 
pressure to adopt new technologies will only accelerate. 
But it is also essential that one does not let the hype dictate 
their architecture. Build a strategy that honors your business 
reality. Be open and agnostic in your assessment and ruthless 
in your workload prioritization, and flexible in your execution. 
Because in the end, the cloud is not a destination; it is a capa-
bility, and your competitive advantage will be determined by 
how you wield it.

A passionate technology evangelist  
and AWS Ambassador at LTM, Ashutosh 
serves as Principal Director, leading the 
Cloud Strategy, Advisory, and Consulting 
practice. He advises CIOs globally and is 
a seasoned solutions architect with deep 
expertise across hyperscalers, FinOps, 
security, and cloud adoption frame-
works. A recognized thought leader,  
he frequently speaks at leading  
industry forums.

Ashutosh Dixit
Principal Director of Cloud & Infra 
Consulting, LTM

Author’s Bio

LTM  s a global technology services and consulting company and the 
business creativity partner to the world’s largest and most disruptive 
companies. We bring human insights and intelligent systems together  
to help enterprises across industries rewire their business models,  
accelerate innovation, and drive AI-centric growth. With our integrated 
operations, transformation, and business AI services, we design and 
deliver solutions that create new productivity paradigms and new roads 
to value. Together with 87,000 employees across 40 countries and our 
global network of hyperscaler partners, LTM — A Larsen & Toubro  
company — owns business outcomes for over 700 clients, helping  
them to not simply outperform the market, but to Outcreate it.

LTM/IND/DS/MARCH 2026/UK05 © LTM

https://www.ltm.com/

