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Image Source: https://stelligent.com/2017/06/08/wordpress-mu-and-you/

“Production Systems” = PROD env

Production
System

∃ App
release
version

≥1.0

                   
                     

„manufacturing“
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Getting to Know the Audience

Production Systems as Cloud-Based Applications



Getting to Know the Audience

“How many of you have or had 
carried out a cloud deployment

of a (prod) application?”

①

2024-04-15IARIA CC24, Keynote, Christoph P. Neumann: Production Systems as Cloud-Based Applications 6



Getting to Know the Audience

“How many of you have or had 
tasks in 2nd or 3rd level support?”

②
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5 Steps Back … and the Future of Cloud

Production Systems as Cloud-Based Applications
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Image Source: Austin, John. (2015). Leading Effective Change: A Primer for the HR Professional.

We Fear Change

Kübler-Ross Change Curve (1969): On death and dying.
→ The Kübler Ross Change Curve in the Workplace / in Change Management…



Image Source: https://www.energie-tipp.de/wp-content/uploads/uploads/2020/11/7299998-image.jpg



Economic Gaining?

Replacement-per-se❓ System Redesign❗

Machine Positioning:
Biggest machines in the middle!

Why? Power transmission…

Transmission possible everywhere:
Repositioning / Conveyor Belts

Efficiency gains through Redesign
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https://dilbert.com/search_results?terms=cloud

Dilbert Truths
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Public Infrastructure contains more: + Roads, Aviation, Water Supply, Waste, Waste Water, Government-owned Assets, …

Five Network Markets ⊂ Public Infrastructure

Electricity

Gas

Telecommunication

Postal Service

Rail Transport

①

②

③

④

⑤



Image Source (Tux+Servers): https://www.s4software.com/wp-content/uploads/2019/02/tuxwin.jpg

Towards Cloud Computing

Each business

in its basement
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Public Data Center



Image Source: https://neosnetworks.com/resources/blog/what-is-digital-infrastructure/



Towards a 6th Network Market

Cloud Computing ⑥ ❓
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Extrapolation

“How will your grandchildren look back
on OnPrem-vs-Cloud in 50 years?”

③
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Extrapolation

“What do we need to do to make cloud 
resources as pervasive as necessary?”

④
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The Obvious Little Difference

Freedom
of Contract

Supply Mandate

Basic Supplier
Vendor cannot reject you as a customer

German “Versorgungsauftrag”

German “Grundversorger”

Vendor Changes Subscription Prices

Vendor Cancels Products

Vendor Cancels Customers

Trade Disputes and Sanctions

National Security Concerns
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Freedom Of Contract Risks Materialized
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Vendor Lock-In

Electricity is Interchangeable

Cloud Service Interoperability ❓

❗
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Interoperability on Multiple Levels

SaaS

PaaS

IaaS

Luxury

Infrastructure
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Image Source (CD Rack/ Spotify / Pokemon Cartridge): Unsplash

Another Look at SaaS-Level Examples
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Lifetime of the App, Not the Lifetime of the Customer

Fair Value

DirectX 9 or older

16-/32-bit Application

Win10 64-bit

Win11

Perpetual Lifetime
Finite nature of the HW/OS
ecosystem of any software

Freedom of Contract Risks
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Luxury-wise Conclusion

Feature Demands Eat
Strategy for Breakfast

“Killing Arguments”

… and Risk Analysis, too.



(20 Year Anniversary)
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Munich City's Council: Digital Sovereignty!?

2004: 2017:
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Big Data vs. Privacy Concerns

Give customers fair value and they will
give you their data, without hesitation!

We Say We Want Privacy Online, But Our Actions Say Otherwise
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Freedom Of Contract Risks ⟷ Digital Sovereignty

Consumers:

Enterprises:
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Atlassian to Cloud-only, Stops Selling Server Licenses

Oct 16, 2020

Announcement
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Image Source (Emoticon): https://www.symbols-n-emoticons.com/2018/05/not-entirely-coherent.html

Will you abandon/cancel it? Will you pay it? 

Some pay ridiculous prices for it!

Value of software changes, after its social embedding.

Free and open-source software (FOSS):

https://www.oth-aw.de/neumann/tools-swe/#kostenlose-alternativen

Munich's Mayor in 2017:
They do not provide
common market standards (?!)

Cloud Users, i.a., pay with Freedom-of-Contract-Risks

https://www.oth-aw.de/neumann/tools-swe/#kostenlose-alternativen
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Market Leaders set Market Standards

SaaS

PaaS

IaaS

“You will pay it!”

It's NOT about the lack of options!

Luxury Effects!



(Especially SaaS)
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1. Identify Alternative Solutions

– Features, features, features! Beware of incomplete requirements
as well as subconscious and implicit “quite-clear” assumptions.
(SECI model: tacit knowledge → socialization vs. externalization)

– Cost, scalability, performance, security, and compatibility.

2. Current Environment Stocktacking

– Infrastructure, services, dependencies, data locations, and configurations.

3. Contractual Obligations and Legal Considerations

– Current cloud provider contracts: terms related to termination, data ownership, and data retrieval.

4. Migration Planning (Data and Application)

– Prepare your team. Prepare a budget. Back up data. Prepare for emergencies.

– Data transfer approach, potential downtimes, service interruptions, data transformations.

– Test environment: validation and verification procedures to mitigate risks and minimize downtime.

Exit Strategy: Cloud Repatriation

                   
                     



(For all service models: SaaS, PaaS, IaaS)
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1. When in the cloud journey should an exit strategy be defined? Early!

– Avoid being the spoilsport! Motivational scenario? Mergers & Acquisitions

2. Consider and set an appropriate exit timeframe?!

– Impact on: Contract terms! Data and application complexity! …

3. Avoid vendor lock-in

– Opt for Open-Source solutions whenever possible

– Avoid CSP-native options like {Azure Cosmos DB, GCP BigTable, AWS DynamoDB} as database
and avoid {Azure Event Hub, AWS Kinesis, GCP Pub/Sub} for messaging backbone

4. Ensure data portability

– Opt for document-oriented formats

5. Categorize the application portfolio into business critical, important, and non-essential applications

– Define the recovery point objective (RPO) and recovery time objective (RTO) for each application;
the exit strategy should outline how to handle each category of apps

CSP = Cloud Service Provider

Preemptive Cloud Exit Strategy
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Takeaways

SaaS

PaaS

IaaS

Freedom of Contract

Supply Mandate❓

❗

❗
For Cloud to become Public Infrastructure

Without Pity or Empathy for the Victims of its Risks
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A Journey of a Fictional Company

>15a of Production Systems as Cloud-Based Applications

Courtesy of Dr. Thomas Fischer



https://turnoff.us/geek/enterprise-vs-startup-journey-to-cloud/



The World Before the Cloud
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https://flic.kr/p/fFHuYV



1st Pilot Project: Strangler Pattern
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... Is Not a Straight Path!

Google Cloud Platform
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Help! I Have a Hybrid Multi-Cloud...
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Pods as Unified Deployment
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Cloud-Native Will Fix It!

Im
a

g
e

 S
o

u
rce

: h
ttp

s://p
re

se
n

ce
m

a
tte

rs.w
o

rd
p

re
ss.co

m
/

2
0

15
/0

1/16
/3

-p
a

th
s-to

-g
e

t-w
h

a
t-w

e
-w

a
n

t-w
h

ich
-o

n
e

-d
o

-y
o

u
-ch

o
o

se
/



The Proliferation of Architectural Styles
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From the Point of the Architects,
Cloud-Native is just

another Architecture Generation



https://twitter.com/dankohn1/status/1180182502448742401/photo/1

Cloud-Native "Hellscape"!?
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Next Stop: Serverless

                      
                 λ
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Observations

It is illusory to have a uniform architecture
generation throughout a major company.

It is more desirable to keep the
number of generations in check.



Not Only About Architectural Proliferation…

“How many of you know
Conway's Law?”

⑤
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Image Source: https://martinfowler.com/articles/microservices.html

Conway‘s Law   vs.  System Landscapes

“Organizations which design systems ... are constrained to produce designs which are 
copies of the communication structures of these organizations.” Melvin Conway (1967)
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Adopted from Dr. Thomas Fischer: Private, Hybrid & Multi-Cloud, Cloud-Native or Serverless? CCX Conference, 2021. https://youtu.be/e97IwrC0utA

Holistic Approach to IT Modernization

Communication
Structure

Software
Architecture

System Architecture
(Infrastructure)

Release
Management

Team

Change & Release Management (ITIL)

Layer Teams
Component Teams

Feature Teams
Product Teams

Monolith Multi-Tier Service Orientation Microservices

Bare Metal Virtualization Cloud Cloud-Native

Continuous Delivery, DevOps, Site Reliability 
Engineering, High-Velocity IT (ITILv4)

Serverless

                      
                 

i.a., HW Utilization Efficiency

or Modulith

https://youtu.be/e97IwrC0utA
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Inventors of the Term: Jonny LeRoy and Matt Simons: Dealing with creaky legacy platforms. Cutter IT journal, 2010. http://jonnyleroy.com/2011/02/03/dealing-with-creaky-legacy-platforms/

Further Reading: Skelton, Matthew, and Manuel Pais: Team topologies: organizing business and technology teams for fast flow. It Revolution, 2019. https://teamtopologies.com/book

The Reverse Conway Maneuvre

Communication
Structure

Software
Architecture

System Architecture
(Infrastructure)

Release
Management

Team

Change & Release Management (ITIL)

Layer Teams
Component Teams

Feature Teams
Product Teams

Monolith Multi-Tier Service Orientation Microservices

Bare Metal Virtualization Cloud Cloud-Native

Continuous Delivery, DevOps, Site Reliability 
Engineering, High-Velocity IT (ITILv4)

Serverless
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1. Communication structure, system and software architecture

are mutually dependent for optimum outcome.

2. Too many generations of architecture, in one company, slow down the speed.

3. Conway's Law is more relevant than ever in the age of the cloud –

Companies need to start modernization initiatives at the right level(s).

4. Change at just a singular level (i.e., usually just the infrastructure level)

leads to costs (communication overhead / frustration / slowness / blockages)

Takeaways
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https://clipart-library.com/clipart/614507.htm

Questions? Ideas? Remarks?


