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Ending the confusion in cloud
transformations: The dashboards
and metrics everyone needs

A cloud transformation has a much greater chance of success if companies
know what to track—and how to track it.
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The promise and peril of cloud is a common refrain in many C-suites: huge economic potential and
regularly underperforming reality. What’s much less clear, however, is what to do about it.

Out of the more than 80 enterprises McKinsey profiled for its CloudSights database, 40 percent have
found limited value in their cloud programs.' In addition, half of companies five or more years into their
cloud journey still have not achieved 20 percent cloud adoption. The underlying causes are often hard
to pinpoint and articulate, or are simply caught too late to stop the damage. Even for companies that
are well on their way to achieving value from cloud, it is often difficult to communicate progress to
stakeholders and make a credible case, based on clear ROl data, for substantial new investments.

Given the significant resources of time, money, and people that companies invest in cloud
transformations, it's surprising how poor the metrics and objectives and key results (OKRs) used to track
progress often are. For example, some companies will exclusively use point-in-time metrics (for example,
number of applications migrated by a given date) to understand where their cloud program is. These
metrics, however, frequently fail to accurately capture the full picture of progress over time. Other cloud
programs will set their OKRs without involvement from the business side and, as a result, struggle to
actually measure and articulate the enterprise value cloud is creating. In many cases, cloud teams will
also lack clarity over who is accountable for which metrics and how they are being reported and used.
The difficulty often boils down to lack of clarity about what is important to measure and lack of rigor in
implementing a tracking program.

Well-designed dashboards and central governance drive transparency and increase data-backed
decision making in effectively identifying roadblocks and resolving them. Great dashboards help
visualize trends and issues over time to identify when and where leaders should intervene. OKRs
reflect the enterprise vision to ensure cloud is truly supporting top-line business goals, and they are
consistently and clearly tracked with key owners and stakeholders for each set of metrics.

In our experience, there are eight dimensions that are important to almost any cloud transformation, and
each has a corresponding dashboard (Exhibit 1). Different metrics will take precedence with different
stakeholders, and it is important to tailor each dashboard to an organization’s specific cloud program
and stakeholders.

For a subset of these dashboards—dimensions C, D, and H, highlighted in gray in Exhibit 1—we have
drafted examples of what their appropriate metrics might look like and what would be needed to set
them up. Each dashboard example is focused on achieving one or more of the cloud program’s objectives
and includes metrics that help track progress toward the relevant key results (KR).

"CloudSights is a database made up of more than 80 interviews conducted in North America and Europe with cloud leaders from companies of
various sizes and industries.
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Exhibit 1

Eight critical dimensions can be quantified and tracked across most
cloud transformations.

Dashboard Example deep

dimension Description Examples of metrics dives included

0 Executive Curated top-level program and business » Top OKRs from other dashboard dimensions
summary objectives and key results (OKRs) to inform (eg, $ revenue, % of apps migrated)

overall progress

« Status against cloud program milestones

e Business Transparency into business objectives and » Speed to market
value and use cases enabled by cloud adoption * % of customers using new solutions
use cases » Average customer satisfaction score
+ $ revenue gained from cloud-enabled use cases
e Cost Tracking dollars budgeted, spent, and saved  * $ cloud costs (forecast vs actual)
performance on cloud costs, cloud-relevant contracts, and  + % of previous contracts closed
resources for the duration of the migration * % or $ of labor savings realized
Q Application Progress of application portfolio and data « # of apps migrated (planned vs actual, by business
and data transition to cloud, identifying stalled vs unit, data center)
migration high-performing teams « # of apps retired
« Average # of weeks to migrate an application
G Infrastructure  Reporting on infrastructure modernization » Uptime/resiliency

modernization

initiatives including decommissioning as
well as usage of standardized resources
to improve operational ease and scalability

« # of servers decommissioned
« # of apps retired or migrated per data ce
» Automated vs manual deployment ratio

nter

G FinOps Detailed reporting of cloud usage, cloud + $ cost per app, feature, or microservice
service provider (CSP) commitments, and « 9% utilization of special rates (eg, reserved instances,
costs, allowing teams and leadership to commitment discounts)
identify opportunities to optimize spending * % difference between forecast and actual
+ Average CPU utilization
« Savings opportunities identified over total spend
e Security Assessment against security scorecard to * % of workloads with virtual machines (VM) using
and risk identify risks and vulnerabilities in cloud CIS'-compliant images
» % of VM instances unpatched in >2 O/S patch cycles
* % of anomalies detected that are reviewed and
resolved in SLA?
0 People, Measurement of people readiness (including  « Employee satisfaction scores
products, hiring and upskilling) and impact of new « # existing vs planned hiring
and operating  operating model and product changes « # of users completed training pathways
model supporting cloud adoption * Lead time to deploy

+ % of on-time SLA?

'Center for Internet Security.
Service-level agreement.
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Dimension C: Cost performance
How are we tracking costs against our program’s projected budget and savings?

As cloud programs require large investments, there must be a clear, up-front financial case made for cloud
to ensure that the investment pays off and costs don’t balloon. A cost performance dashboard tracks the
projected (actual plus forecast) costs and savings against the budget developed for the program, allowing
leaders to dig into which areas are overspending and where teams can achieve greater savings based on
learned experience (Exhibit 2).

Key stakeholders: ClIO, CFO, head of procurement
Frequency of stakeholder review: Monthly

Examples of metrics: Monthly infrastructure and application costs, business case projected savings and
value, contracts database, procurement team’s usage data, enterprise resource planning (ERP) general
ledger, financial planning and analysis (FP&A) tooling (for example, Anaplan)

Exhibit 2
A cloud cost-performance dashboard includes a number of useful metrics.

lllustrative dashboard

Objective: Keep spending on cloud transformation on track with budget

(" 2\
Budget tracking Cost-savings opportunities
Total projected program spend Actual spend to date Total cost savings captured
$35.4 million  $12.6 million
Target budget (KR) Budget to date
$34.8 million ($0.6 million over) $11.4 million ($1.2 million over)
.1 million
By month, $ million B Actual [l Forecast Budget $3
Target (KR): $9.6 million
4.0
20 gl Savings Target
By opportunity captured savings
0.0 U . .
Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Decomml|SS|on|ng $0.2 million  $1.8 million
on-premises (11%)
By category, actual + forecast, % T infrastructure
App rationalization $0.5 million  $2.1 million
— Infrastructure (1) Use cross-filtering for (24%)
69 dynamic display based
on a dimension selected Optimization of $2.4 million  $5.7 million
) (eg, month, category) software and (42%)
Other services (S) service contracts °
Detailed view, $ million Actual +
Category Line item forecast Budget Difference Breakout of savings
B cCloud cost: CSP'B 10.3 10.2 -011 opportunities to determine
more-granular risks
— Data center 8.5 8.5 0 and opportunities
S Migration: SIZ A 5.2 5.1 -0.1
B cioud cost: CsP'A 3.7 38 041
S Training: SI? B 1.6 1.6 0

.

'Cloud service provider.
2Systems integrator

McKinsey & Company
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Itis often senior leadership who must approve cloud budgets and business cases (and changes to them), so
itisimportant to provide digestible, relevant cost information to track progress and create opportunities
for intervention, such as renegotiation of a contract or changes to a migration plan. A global automotive
supplier was struggling to understand and achieve financial progress during a multiyear cloud journey.
When it put in place monthly dashboards and metrics to increase visibility in this area, it soon realized that
it was missing out on a number of important cost initiatives, including avoidance of capital expenditures on
decommissioning servers. The team worked with IT finance to determine which servers’ decommissioning
would generate the most savings and tracked this closely over time, avoiding more than $500,000 of
capital expenditures within six months.

Dimension D: Application and data migration
What proportion of our applications and data have we migrated to the cloud?

As the value of cloud relies on transitioning applications and their accompanying data at scale, a core
transformation dimension is understanding progress against this migration. An application and data
migration dashboard is used to understand the overall scope, progress, and velocity of the migration

(and any corresponding application or system retirements), potentially broken down by business units,
application portfolios, and/or application owners (Exhibit 3). Since many applications will require some
level of modernization (as opposed to simply lifting and shifting them to cloud) to reap cloud’s full benefits,
applications should also be tracked by progress toward their final disposition. This type of dashboard will
help identify the migration and modernization outliers and allow for refinement of the overall process as
future waves of workloads are migrated or retired.

Key stakeholders: CIO, chief data officer, head of infrastructure, application portfolio leads
Frequency of stakeholder review: Weekly to monthly

Examples of metrics: Configuration management database (CMDB), application information, native cloud
service provider tools, target disposition and migration plans, system integrator timeline, cloud business
cases

A clear dashboard with changes over time will allow the cloud team to quickly intervene on migration
delays and manage changes to the overall timeline and business case as needed. At a European logistics
organization, the cloud program office put in place weekly readouts of progress, including dashboards
and metrics, measuring workload migration. When the head of cloud noticed that a particular team was
consistently behind migration targets, he intervened, providing the team with additional resources and
support that allowed them to catch up to the migration timeline within the next month.
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Exhibit 3

A cloud application and data migration dashboard includes a number of

useful metrics.

lllustrative dashboard

Objective: Complete transition of app to target disposition (eg, migrate/retire) by end of year

( N
Work complete Target # of apps for
Weighted by migration/ Average migration
target amount retirement In progress Completed time (in weeks)
[o)
32% 140 26 57 10.2
Actual vs planned migrated/retired apps Actual vs planned migration/retirement duration
150 25
Planned Completed
@ In progress L
120 20 4 -
Week over Weik/ @ In progress (over)
o .
90 16+
/ Planned,
/ weeks Q
60 10 4 ® ‘®
L% [
30 Actual 51 ,.'/
o 01/01/2022 0.
T T T T
Jan July Dec
2021 2021 2021 0 5 10 15 20 25
Actual,
Burn-up chart highlights overall progress of appli- Visual indicators highlight weeks
cation migration against business case targets. areas requiring attention.
S J
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Dimension H: People, products, and operating model

Do | have the right people, products, and operating model to successfully execute my cloud
transformation and adopt our new ways of working?

In addition to all the technical changes cloud brings, organizations will need to change the way they work—
their people, products, and operating model—to get cloud’s full benefits (Exhibit 4). Tracking common
operating metrics, such as those from DevOps research and assessment (DORA), allows leadership to see
the benefits coming from cloud or intervene where value is falling short. Part of improving cloud operations
requires putting the right talent in place through both internal upskilling and external hires.

Key stakeholders: Heads of recruiting, learning, human resources (HR), and product

Frequency of stakeholder review: Weekly to monthly

Examples of metrics: HR workforce software, recruiting tools, employee training and certification logs
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Exhibit 4
A people, products, and operating model dashboard could include
these metrics.

lllustrative dashboard

Objective: Improve frequency and quality of new code deployed to production;
ensure organization has sufficient cloud talent to adopt and grow cloud platform

/ N
Moving 4-week  Weekly average Average # of resumes Surface key role
average o o needed for one hire: 15 gaps that require
Release 2 5 3 Actual Target (KR) Open roles: 12 attention and
frequency, : ) o urgency
releases High-priority open roles
per month Days
0 ID # Role Team open Status
495 Cloud Enterprise 35 In
archi- services interviews
Lead time 4.7 5 . tect
for changes, | )
days | 341 FinOps Center of 44 Offer
) . , lead excellence extended
0 Visualize trends in
DevOps metrics to 124 Solution Centerof 12 In
identify stalls for architect excellence interviews
50 further analysis
Change 20
failure rate, Upskilling
%
# of first-level Course hours taken
0 certifications vs to date vs target (KR)
./ target (KR)
Meantime to 23 5
recovery, - 10 316 — 272
hours
() S |
49
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Since people-based objectives often require people-based interventions, this type of dashboard will
greatly improve leadership’s ability to make targeted interventions through activities such as increasing
recruitment activity, implementing new training incentive programs, or making changes to the product
team structure.
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For any company beginning or resetting its cloud-metrics journey, it is important to begin with a clear
vision based on business objectives and define metrics and initiatives to support them. As cloud programs
and value tracking mature, individuals should be assigned to “own” metric targets on the dashboards,
report against them, and look for opportunities to automate the data tracking. A central governance team
or cloud adoption office can regularly review progress against these metrics, flag risks and roadblocks,
and coordinate interventions, such as assigning extra cloud resources to a struggling business unit.
Organizations can set up a standard cadence to meet with key stakeholders to ensure that the cloud
transformation is getting the desired visibility.

Implementing the technology and processes to support tracking cloud value capture is a significant
challenge. Compiling data from multiple parties and data sources often requires development and
maintenance of a dedicated resource.

A pharmaceutical company faced this issue during its cloud modernization program. Multiple parties
were providing progress updates in their own formats, making it difficult to judge and compare progress
or to have a view of the overall program. To address this issue, the team brought in a dedicated data
modeling and visualization expert to develop a consolidated reporting dashboard. The team focused

on creating standards for reporting to be used by all parties and automating the delivery of reports that
tracked progress against objectives across workstreams, which went directly to program leadership and
accountable parties every week or month. This approach made it much easier for workstream owners to
track their progress, increasing their accountability. In one case, the team realized that a set of reports
that focused on application migration did not include orphan-server shutdowns once apps were migrated,
and, as a result, the full value of the migration effort wasn’t clear. The team added reporting on the status
of 2,000 servers that would no longer be needed, shut them down promptly, and realized $30 million in
savings.

Program governance teams can utilize reporting tools like Power Bl, Tableau, and Qlik, which can pull
data using different connection methods (such as manual Excel/CSV uploads, ODBC, REST API) and any
additional data workflow automation tools available to support automated refreshes, data cleansing, and
data normalization.

The cloud transformation journey is difficult and often doesn’t go according to the initial road map and
business case. Through improved tracking, companies can better understand and de-risk their progress,
manage stakeholders, and focus their efforts toward driving business value through cloud.
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