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Introduction: A New Era for Private Clouds

Today, most multinational organizations face common challenges in the era of rapid cloud adoption, including unpredictable 
public cloud costs, cross-border compliance risks, and the need for enhanced control over sensitive data.

These issues are compounded by the fact that legacy private cloud infrastructures were designed for an earlier era. As a result, 
they tend to be slow, inflexible, and overly dependent on manual processes and isolated teams. Although public clouds offer 
the potential for greater agility, they can also bring unexpected costs and complex regulatory challenges, particularly for global 
operations.

Fortunately, the new generation of an old player has entered the market, offering opportunities for many enterprises to 
strategically address the issues of public clouds by transitioning to a modern private cloud. This means moving beyond 
traditional virtual machine silos to adopt cloud-native technologies such as Kubernetes and infrastructure-as-code. Self-service 
portals and automated workflows in modern private clouds can enable internal teams to provision resources in minutes, rather 
than days. At the same time, embedded compliance rules ensure that workloads stay within the correct jurisdictions. 

A recent survey of over 1,800 IT decision-makers revealed that 69% of enterprises were considering repatriation from public 
cloud to private cloud, with more than 35% having already repatriated some workloads. This trend reflects a significant shift in 
the business world, driven by various strategic factors as well as the immediate benefits of transitioning to modern private 
clouds: IT can guarantee predictable costs, data sovereignty is easily managed, and operational bottlenecks are nearly 
eliminated. Perhaps the most transformative is the newfound agility, as product and engineering teams can launch new digital 
services faster than ever, with complete confidence that their work aligns with internal controls and external regulations.

This shift illustrates a key theme of this eBook: the modern private cloud is more than just a technological update. It represents 
an operating model that enables enterprises to balance efficiency, control, and innovation in ways that traditional private 
clouds—and even public clouds alone—never could.

The private cloud you knew just a few years ago is gone. What has emerged in its place is something far more sophisticated—a 
Modern Private Cloud, reshaped by necessity and innovation. No longer is this environment a relic of cautious IT teams or 
merely a gated corner of on-premises infrastructure. Instead, today's private cloud is an advanced operating model that 
provides the automation, scalability, and agility features enterprises once associated solely with public cloud services.

1Source: 2025 Private Cloud Outlook

Private Cloud
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These are not "your dad's private clouds" with their rigid, manually managed servers. Modern private clouds offer an agile foundation that is seamlessly 
integrated with automation, AI, and self-service capabilities. Today's private clouds offer solutions for organizations that need to balance flexibility with 
control, innovation with compliance, and speed with accountability. 

The private cloud evolution was inevitable. Over the past decade, enterprises charged full speed into the public cloud, drawn by promises of unlimited 
resources and operational simplicity. However, as digital strategies matured, drawbacks emerged: 

Escalating costs, complex compliance requirements, and increasing concerns over data sovereignty. Suddenly, a one-size-fits-all public cloud model 
didn't seem so perfect after all (see Figure 1).

Data Control Issues

Compliance Risks

Unpredictable Costs

Data Sovereignty

Compliance Management

Predictable Costs

Figure 1: Balancing Cloud Benefits for Enterprises

Modern Private Cloud

Private Cloud
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This eBook is your guide to this new paradigm

We'll break down:

How the modern private cloud 
operates as an engine for business 

efficiency and agility.

The technology enablers—How 
automation, orchestration, and 

advanced ops close the gap with 
public cloud.

The critical challenges 
enterprises hope to address 
regarding cost containment, 
regulatory compliance, and 

data governance.

The real business value in 
reclaiming sovereignty over your 
operations, without sacrificing the 

scalability and innovation 
demanded by today's competitive 

environment.

If you still believe that 'private cloud' refers to static, siloed environments, that 
perception is about to change. 

Let's explore how the Modern Private Cloud fulfills the promise of cloud, on your 
terms.
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Chapter 1: Private Cloud in Today’s Reality

The IT sector is undergoing a rapid digitization process, and the latest market research reveals an alarming 
situation: companies are struggling with cloud costs. The 2024 Flexera State of Cloud Report indicates that 
managing cloud spending is the top challenge (84%), followed by security concerns (77%). Public cloud 
expenditures exceeded budgeted amounts by an average of 17%. Cloud cost savings are a key initiative for 
most organizations.

Additionally, companies face the challenge of dealing with siloed environments, which significantly hinder 
genuine innovation. Teams working on separate aspects of the infrastructure may not frequently collaborate 
or share data as they would prefer, leading not only to productivity lags but also to the organization being 
unable to fully benefit from its accumulated knowledge. The conclusion is clear: Outdated IT is harming 
enterprises and their strategies.

2 https://info.flexera.com/CM-REPORT-State-of-the-Cloud-2025-Thanks?revisit

Challenges of Public Cloud Migration

Unlike the obvious downsides of outdated IT systems, the journey to the public cloud is seldom 
straightforward. Public cloud costs can be significant, as companies often surpass both their budget and 
timeline. The lost time carries a cost—every week spent on refactoring applications, modifying data 
structures, or resolving incompatibilities is a week of missed opportunity. According to Gartner, 70% of cloud 
migration projects exceed their initial budgets, and schedule delays average between four and six months, 
mainly due to underestimating the complexity and costs of migration.

The most challenging task may involve refactoring or re-platforming applications between on-premises and 
cloud environments. Legacy applications are often tightly coupled to the infrastructure on which they were 
initially deployed, so they must be refactored to fully leverage cloud-native services. This process requires 
high-level resources for an extended period and carries the risk of disrupting operational continuity, 
especially for mission-critical workloads. Therefore, management teams must choose between the potential 
profitability of agility and the considerable pain of transformation.
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2 https://info.flexera.com/CM-REPORT-State-of-the-Cloud-2025-Thanks?revisit

An increasingly important task is empowering customers who require workload mobility between on-premises data centers, edge locations, and 
public cloud instances. Companies seek the freedom to relocate workloads wherever they can provide the best services at the most effective costs, 
comply with regulations, and achieve performance goals. This level of mobility can only be accomplished with a consistent operational model and 
infrastructure that is flexible and facilitates the seamless connection of different environments.

According to Digital Ocean, workload mobility has become a primary strategic priority for enterprises aiming to optimize costs, compliance, and 
performance. However, achieving seamless workload movement necessitates flexible infrastructure and consistent operational models across 
environments.

Another frequently overlooked concern is the hidden cost of public cloud ecosystems. The true cost of cloud adoption extends beyond compute and 
storage rates. Data egress charges, licensing complications, management overhead, and additional training requirements are often underestimated. 
Enterprises are often misled by simple cost calculators, only to discover after migration that the cloud's total cost of ownership may equal or even 
exceed that of their former on-premises solutions costs.

Data sovereignty and compliance have also become critical issues. Meeting the physical and logical residency requirements for sensitive data, 
particularly when transferring data across national borders or within heavily regulated industries, poses a significant challenge to large-scale public 
cloud adoption. 

Public cloud infrastructures offer regional controls; however, enterprises utilizing hybrid or multi-cloud platforms frequently encounter challenges in 
establishing a clear compliance stance. Ensuring regulatory compliance and maintaining data sovereignty across jurisdictions has become a significant 
concern, particularly for those enterprises that migrate regulated workloads or operate in hybrid or multi-cloud environments.
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Diminishing Value?

Let’s consider what this signifies about the growth of cloud services over the past decade and how the public cloud is expected to evolve in the next five 
years. Based on a compilation of analysts’ data-, we can assert the following:

3 Gartner: https://www.gartner.com/en/newsroom/press-releases/2023-04-19-gartner-forecasts-worldwide-public-cloud-end-user-spending-to-reach-597-3-billion-in-2023
4 IDC: https://www.idc.com/getdoc.jsp?containerId=IDC_P32575

However, two things can be true at the same time. The public cloud market has experienced tremendous growth over the last decade; nonetheless, the 
value that public cloud computing delivers to enterprises continues to diminish. When considering the period from 2015 to 2025, and then projecting five 
years to 2030, this ongoing decline is attributed to several factors:

• The Cloud Growth Index rises from 100 in 2015 to 523.3 in 2025. This index is derived by aggregating the growth projections 
     of three analyst organizations that we selected: Gartner, Synergy, and IDC. 

• This represents a 423.3% increase over the last decade.

• Thus, on average, cloud growth compounds at a rate of 17.9% per year.

Decreased Cost Advantage:
On-premises hardware costs have 
dropped, reducing the original cloud 
savings.

App Sprawl and Complexity:
Uncontrolled growth of cloud apps 
creates silos and operational 
headaches.

Unpredictable and High Costs:
Public cloud services often result in 
unexpected charges and difficult-to-
manage spending.

Security and Compliance Risks:
Meeting regulatory and security 
requirements can be more challenging in 
public clouds.

Loss of Control: 
Enterprises have less control over 
infrastructure and data in public cloud 
environments.

Integration Problems:
Connecting cloud apps to legacy 
systems increases complexity 
and risk.

Unlocking the Evolving Value of Private Clouds for Enterprises
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5 As cloud’s share of IT budgets rose from ~10% in 2014 to ~50% in 2024, the dollar-value of these disadvantages grew ~5×. Combined, enterprises now lose ~1.5–2% of revenue to cloud-related inefficiencies, up from <0.5% a decade ago.

6 Enterprises typically spend ~4% of revenue on IT, with public cloud now ≈50% of that 1. Cloud waste averages ~30% of cloud spend today vs. ≈20% ten years ago 1. Additional overhead (complexity, security, integration) adds roughly the same order ofimpact.

We can further assert that these value issues can be assigned a percentage, which are estimates based on what enterprises report to analyst 
organizations; however, the exact numbers will vary significantly from enterprise to enterprise. Here’s a rough estimate of how much the 
disadvantages of public cloud cut into an enterprise’s top line—and how that impact has grown over the past ten years using the best methods:

Table 1: Estimated value of disadvantages experienced by enterprise public cloud users (illustrative). Source: Linthicum Research, LLC

2025 Estimate (% of Revenue)2015 Estimate (% of Revenue)

0.10%

0.05%

0.10%

~0.03%

~0.02%

~0.05%

~0.35%

0.40%

0.30%

0.50%

~0.20%

~0.10%

~0.05%

~0.20%

Disadvantages

Decreased Cost Advantage

App Sprawl & Complexity

Unpredictable & High Costs

Security & Compliance Overhead

Loss of Control

Integration Challenges

Total Impact
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Utilizing data from the analysis reports, we can project the growth pattern for the next five years, assuming that current public cloud growth trends 
continue. We can also analyze the same set of analyst data to estimate the value disadvantages that enterprises confront as their cloud usage 
expands, as shown in Table 1. 

Furthermore, we can depict the growth of the public cloud over the last ten years and project it to 2030 (estimated and illustrative). We can also 
examine the estimated diminished value driver over the same period. Considering these estimated indices, we can refer to them as the “Cloud Growth 
Index (CGI)” and the “Cloud Value Index (CVI).” These indexes are shown in Figure 2.

Figure 2: The growth of cloud computing over the past ten years, along with the estimated growth for the next five years, has significant implications. 
Furthermore, the projected value will influence the use of public cloud services during this period. Please note that this is for illustrative purposes, with the 

historical data compiled. (Source: Linthicum Research, LLC).

2014 2016 2018 2020 2022 2024 2026 2028 2030 2032

Cloud Growth Index (CGI) Cloud Value Index (CVI)

Unlocking the Evolving Value of Private Clouds for Enterprises

13



Broadcom Proprietary and Confidential. Copyright © 2025 Broadcom.  
All Rights Reserved. The term “Broadcom” refers to Broadcom Inc. and/or its subsidiaries.

The Growing Value Burden of Public Cloud

Organizations are increasingly recognizing that greater public cloud usage does not necessarily 
equate to better outcomes or increased business value. The realities of rising costs, compliance 
challenges, integration difficulties, and issues in maintaining control have compelled IT leaders to 
pause and reassess their cloud strategies. The conversation is evolving from a focus solely on cloud 
growth to a more nuanced discussion about how and where the public cloud provides real, 
sustainable value.

Chapter 2: The Resurgence of Private Clouds

In my work with enterprises navigating cloud transformation, one point has become clear: Cloud is no 
longer just about where your workloads run; it’s about how you operate them. The market’s old habit 
of tying “private cloud” to an on-premises physical location is outdated and limiting. Today, a private 
cloud represents an operating model that can be extended anywhere: within your own data center, on 
the manufacturing floor at the edge, or even inside a hyperscaler or cloud service provider, all without 
requiring rewriting or re-platforming your applications.

Why does this matter? Because organizations need flexibility without adding complexity. Businesses 
can’t afford the unpredictability and risk of constant re-engineering to seize new opportunities or 
meet regulatory demands. By standardizing on a private cloud operating model, you enable mobility, 
agility, and control while remaining independent of specific geography or hardware.

Unlocking the Evolving Value of Private Clouds for Enterprises
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Why Private Clouds Are Making a Comeback
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The promises of agility and speed drove the growth of the public cloud. However, many organizations now realize that some workloads are better suited 
for a private cloud model, particularly as technology advances and use cases evolve. 

The data tells the story:

Table 2: Private clouds have become an appealing technology for enterprises in recent years, with spending on them increasing year-over-year.

Key Private Cloud Data PointYear

2024

2023

2024

42% of enterprises plan to increase private cloud spendFlexera 2024 State of the Cloud

Gartner Cloud End-User Spend8

IDC Cloud Growth Projections9

Growth expected across all cloud models

Ongoing investment in private/on-premises cloud

Early public cloud adopters faced tough lessons. Was it fast? Yes—but often at the expense of governance, compliance, and predictability. The true cost 
of “lift and shift” became clear as teams struggled with application refactoring and an ever-expanding tangle of tools across clouds. Many discovered that 
the solution isn’t to relinquish control of private infrastructure, but to modernize it, transforming it into a cloud-like platform that offers the benefits of 
automation, elastic resources, and self-service, regardless of location.

7 https://www.flexera.com/about-us/press-center/flexera-2024-state-of-the-cloud-managing-spending-top-challenge

8 https://www.gartner.com/en/newsroom/press-releases/2023-04-19-gartner-forecasts-worldwide-public-cloud-end-user-spending-to-reach-nearly-600-billion-in-2023
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In the past, private clouds failed to deliver the value that enterprises sought. The setup was overly complex, and many open-source private cloud 
providers required several months for the average enterprise user to complete the setup and configuration. However, private cloud providers 
addressed these issues by implementing systematic changes to the setup and configuration process, allowing it to be completed in just a few days 
with minimal engineering skills required. Consequently, replacing Day 0 manual processes with automated workflows leads to faster and more 
predictable outcomes and reduces FTE requirements. Figure 3 illustrates this evolution, with the complex curve declining over the last decade, 
resulting in the value curve for private clouds increasing at a similar rate.
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Figure 3: As setup complexity was reduced over the last 10 years, the value of private clouds rose with ease around speed-to-deployment

9 https://my.idc.com/getdoc.jsp?containerId=prUS52001524#:~:text=The%20IDC%20also%20forecasts%20the%20following%20spending,non%2Dcloud%20infrastructure%20to%20decline%201.4%%20in%202024.

2015 2016 2017 2018 2019 2020 2023 2024 2025

Value IndexPrivate Cloud Setup Complexity

20222021

https://my.idc.com/getdoc.jsp?containerId=prUS52001524
https://my.idc.com/getdoc.jsp?containerId=prUS52001524
https://my.idc.com/getdoc.jsp?containerId=prUS52001524


Broadcom Proprietary and Confidential. Copyright © 2025 Broadcom.  
All Rights Reserved. The term “Broadcom” refers to Broadcom Inc. and/or its subsidiaries.

Private Cloud Beyond Infrastructure

Modern private clouds involve much more than just virtual machines and storage arrays. This cloud 
operating model is workload-agnostic and ready for anything, from legacy ERP systems and 
databases to new AI, analytics, and cloud-native applications. The real power lies in the model’s 
ability to run these workloads—anywhere—without requiring teams to rework applications every time 
a new opportunity arises.

Integration is another key dimension. Modern private clouds don’t exist in isolation. They extend into 
public clouds, the edge, and sovereign environments to provide a unified management experience 
and consistent policy controls. Technologies like infrastructure automation and self-service IaaS are 
essential to this approach. Automation allows IT to move faster, reduce waste, and maintain 
compliance, even on a global scale. It’s about transitioning from managing hardware to orchestrating 
services that support business outcomes.

Chapter 3: The Business Case for Modern Private Clouds

The changes in enterprise IT today are significant. Organizations rarely view public clouds as a one-
size-fits-all solution. They are now considering all aspects of the situation, including cost, security, 
flexibility, compliance, and operational control. Instead of migrating everything to the public cloud, 
many corporations prefer to integrate cost-effective features with modern private clouds, which 
streamline management and enable them to maintain strategic control. The key advantage of private 
clouds is that, in addition to the reduced total cost of ownership (TCO), they emphasize verification 
and security rights issues, which can be both a source of progress and an additional challenge for 
today's business and technology leaders.

Unlocking the Evolving Value of Private Clouds for Enterprises
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Comparing TCO: Private Cloud vs. Public Cloud, Hyperscalers, and Traditional Infrastructure

The most significant advantage of a modern private cloud lies in its cost predictability (see Figure 4). Public cloud models are based on utility 
pricing, which makes it challenging to accurately anticipate costs, particularly with variable workloads, unexpected egress fees, data transfer 
charges, and premium services. Hyperscaler’s purposely complicate billing; as a result, companies often encounter hidden costs that can 
significantly impact their budgets. In contrast, private cloud solutions are generally more transparent since they come with a fixed license, planned 
infrastructure expenses, and ongoing costs that are largely predictable. This transparency is crucial for financial planning and compliance purposes.

Unlocking the Evolving Value of Private Clouds for Enterprises
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Figure 4: Modern private clouds have pros and cons that should be considered.

Modern Private Cloud

Pros Cons

Cost Predictability
Fixed Costs ensure transparent 
Financial Planning and 
compliance.

High Initial Investment
Significant upfront 
costs may strain initial 
budgets.

Operational Efficiency
Automation reduces errors 
and frees IT staff for critical 
projects.

Enhanced Security
Controlled environment 
enhances data security and 
compliance.

Maintenance Overhead
Ongoing maintenance requires 
dedicated resources and 
expertise.

Scalability Limitations
Scalability may be limited 
compared to public cloud 
options.
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5 As cloud’s share of IT budgets rose from ~10% in 2014 to ~50% in 2024, the dollar-value of these disadvantages grew ~5×. Combined, enterprises now lose ~1.5–2% of revenue to cloud-related inefficiencies, up from <0.5% a decade ago.

6 Enterprises typically spend ~4% of revenue on IT, with public cloud now ≈50% of that 1. Cloud waste averages ~30% of cloud spend today vs. ≈20% ten years ago 1. Additional overhead (complexity, security, integration) adds roughly the same order ofimpact.

Nonetheless, private clouds are not solely focused on addressing financial concerns. Given that operational efficiencies primarily arise from 
automation, private clouds will enable IT organizations to become leaner and more productive. Automated resource provisioning, policy-based 
orchestration, and lifecycle management can reduce human error and allow IT staff to escape manual, repetitive tasks, enabling them to concentrate 
on more vital business projects.

Consider the following cost comparison table:

Hardware UtilizationCost Predictability

High

Low

Variable

Medium

High

N/A

N/A

Variable

Private Cloud

Private Cloud

Hyperscaler

Traditional Infrastructure
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Table 3: A comparison of private and public cloud attributes.

The key takeaway: Private cloud provides an enterprise-grade combination of predictability, efficiency, and cost control that many alternative models 
cannot guarantee.

Surprise Billing

Rare 

Frequent

Unpredictable

Low

Automation & Management

High (policy-driven, flexible)

High (but often siloed)

High, but requires expertise

Low (manual or legacy tools)

Infrastructure Model
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Business Value in Key Metrics
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The result? Faster deployment of new workloads, rapid scaling to meet demand spikes, and greater agility to launch new business initiatives. These 
capabilities significantly enhance innovation and shorten the time-to-market for new services. These benefits have a notable impact that accelerates 
innovation and reduces the time-to-market for new services.

Here are some important values to consider when assessing business value:

Reduction in Operational and Infrastructure Costs:
Private clouds effectively reduce costs by consolidating server loads, promoting optimal resource utilization, and leveraging automation to manage repetitive 
tasks. As a result, this not only facilitates server consolidation but also leads to decreased hardware support, maintenance, and facility costs, thereby lowering 
operating expenses.

Better Compliance, Security, and Governance:
With a private cloud, companies can implement controls tailored to specific regulations, such as GDPR, HIPAA, and PCI, and manage data according to local, 
national, or industry-specific requirements. In this environment, decentralized monitoring, comprehensive audit trails, and unified security policies are more readily 
available, minimizing many compliance concerns. This results in greater, more granular control and governance, a reduced attack surface, and customized security 
policies that lead to a stronger security posture.

Better Scalability, Operational Efficiency, and Implementation Agility:
The new breed of private clouds can implement self-service portals, API-driven automation, and lifecycle management. This means that self-service IaaS 
provides application teams with faster access to infrastructure resources, similar to public cloud services, while maintaining governance. 
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Private Clouds and Their Public Value: Debunking the Myths

One deeply rooted belief is that private clouds are just a trendy term for outdated data centers that lack dynamic value or the need for 
transformative change. 

It’s time to acknowledge that a new normal has emerged, offering opportunities to tackle numerous challenges in enterprise IT. As I elaborated in 
my previous articles, cutting-edge modern private cloud systems now compete with public cloud systems in terms of agility, cost optimization, and 
scalability. They achieve this without sparking the sporadic billing and compliance issues that affect public clouds.

Modern private clouds feature advanced automation, application portability, and the ability to automatically extend into public clouds, edge 
locations, or sovereign environments. By utilizing these advanced technologies, organizations can reap the benefits of instantaneous provisioning, 
elastic resources, and automation-driven management, along with the assurance of predictable expenditures and control over security and data 
sovereignty.

10  https://www.linkedin.com/pulse/private-clouds-public-value-debunking-myths-david-linthicum-scdec/
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Chapter 4: Rethinking the Use of Private Clouds

Innovative enterprises are no longer using private clouds as isolated islands or location-specific infrastructure. Instead, they operate in a software-driven 
manner, functioning as platforms that support innovation wherever the business chooses. The evolution of the modern private cloud from a single-entity 
provider to a multi-entity model relies on its ability to create a unified operating framework that transcends geography, empowers development teams, 
and streamlines IT (see Figure 5). In contrast to traditional, location-based, rigid thinking that is heavily platform-oriented, organizations are now more 
efficient, agile, and assertive. Let's examine the key features of the modern private cloud and the mindset shift that companies must adopt to leverage it 
effectively.
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Figure 5: Unified cloud strategy for enhanced business agility and enterprise value.

Software Driven Infrastructure

Unified Operating Model

Developer Empowerment

Enhanced 
Business 
Agility
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Attributes of a Modern Private Cloud

Modern private clouds feature four fundamental characteristics that collectively transform office life in a software-driven, hardware-agnostic manner.

10  https://www.linkedin.com/pulse/private-clouds-public-value-debunking-myths-david-linthicum-scdec/
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Modern Private Cloud

Software-Defined Infrastructure:

The concept of cloud computing has driven 
abstraction across computing, storage, and 
networking, enabling infrastructure to be 
managed and deployed programmatically. This 
paradigm empowers organizations to adapt 
swiftly through policy-driven changes, lessen 
their reliance on manual labor, and streamline the 
hardware they need to maintain after the project 
concludes. This results in enhanced operational 
efficiency, quicker time-to-value, and an 
infrastructure that evolves in response to the 
business's needs.

Self-Service and Automation:
Operating automation encompasses all 
dimensions. The self-service portal, 
customized for specific roles, enhances the 
autonomy of developers, data scientists, and 
other users to quickly and reliably deploy 
resources while adhering to governance 
policies. This automation not only decreases 
errors but also fosters operational excellence 
and efficiency, which in turn makes 
environments more resilient and scalable.

Multi-Tenancy and Seamless 
Policy Enforcement:
Modern private clouds provide secure, isolated 
environments for various teams or business 
units within a single infrastructure. Through 
policy-based controls, organizations maintain 
strict resource isolation, manage access in 
detail, and ensure standardized governance 
across the board, regardless of the number of 
internal clients sharing the cloud.

Security, Governance, and 
Compliance by Design:

Today, security considerations are integrated 
into the process. Modern private clouds, as 
part of identity and access management, role-
based access control, and built-in compliance 
tools, incorporate zero-trust architecture to 
ensure that all workloads adhere to company 
requirements and regulations, regardless of 
their deployment location.
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Shifting the Enterprise Mindset

It is essential for enterprises to reevaluate their private cloud strategies to fully realize their benefits, shifting from a focus on static infrastructure to an 
operating model driven by flexibility, consistency, and location independence.

10 https://www.vmware.com/docs/private-cloud-outlook-2025?
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Location Independence 
as a Core Attribute:

A significant discovery has been made regarding 
the removal of physical location dependencies 
from private clouds. The workload experience 
remains consistent, whether it is deployed on-

premises, at the edge, in shared colocation data 
centers, or even on a cloud provider's 

infrastructure. This consistency facilitates 
seamless workload mobility and disaster recovery, 
mitigates risks, and enables IT to quickly align with 
business needs, even when these extend beyond 

organizational borders and geographies.

Platform Teams: 
Bridging IT and Business:

The modern private cloud enables the concept 
of platform teams, which are cross-functional 
groups that treat the cloud as a product. These 
teams create unified platforms that serve as a 

bridge between IT operations and business 
units. The 2025 Private Cloud Outlook Survey 
revealed that 81% of surveyed enterprises are 

organizing their IT teams around platforms 
rather than silos. Instead of letting developers 

and business units tackle infrastructure 
challenges, platform teams oversee the entire 

process, including auto-provisioning and 
compliance checks.

Developer Empowerment with 
Self-Service and Governance:

With self-service tools for development 
teams, the only limit is imagination. 

Modern private cloud platforms offering 
self-service, API-driven infrastructure, 

rapid provisioning, and integrated 
observability adhere to a consistent policy. 
This ensures that the system development 

process does not compromise security, 
governance compliance, or operational 

management, allowing the project to 
progress as intended.

By adopting changes like transitioning to software-defined, automated, secure, and location-independent private clouds and fostering a 
collaborative relationship between IT and business teams, companies can create truly adaptive, future-ready IT environments.
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Chapter 5: Use Cases Across Industries

Private cloud technology serves as a transformative force across various industries. A truly modern private cloud can function as a catalyst for innovation 
in nearly all fields, including healthcare, the public sector, and financial services. Private cloud technology allows us to visualize the cloud infrastructure 
model, delivering real-world benefits and operational excellence in key sectors.
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Healthcare 

In healthcare, real-time edge data can save lives. Literally. Private cloud technologies empower clinics and hospitals to utilize edge computing, 
giving clinicians access to the most up-to-date information and analytics at the point of care. Furthermore, AI-driven medical insights from fully 
compliant private clouds are creating new capabilities, including diagnostics, patient monitoring, and resource optimization. By enforcing strict 
restrictions on data location and access, adherence to HIPAA standards and regional compliance is ensured, enabling healthcare professionals to 
confidently care for patients while embracing innovation that respects privacy

Public Sector  

For the public sector, mission continuity and data protection are essential. Private cloud technology allows government institutions to operate 
secure, resilient, IT-managed environments for everything from disaster response systems to long-term public services. Agencies use private AI 
platforms to decentralize power and deliver innovative services to the public, including fraud detection and personalized assistance. Multi-tenancy 
and centralized governance streamline operational issues for each relevant department, implementing tailored security measures while ensuring 
compliance with privacy and regulatory requirements.

Financial Services 

Organizations in the financial market face ongoing challenges related to security, processing speed, and operational efficiency costs. Modern 
private clouds facilitate the implementation of zero-trust security measures through strict access controls, authentication, and monitoring 
processes.

Banks can integrate older IT systems with modern technology to streamline operational processes by utilizing automated, self-service 
infrastructures that continuously support critical functions and workloads. Additionally, this integration yields benefits such as reduced risk, 
improved regulatory compliance, and rapid market adaptation without disruptions. Keep in mind that most banks allocate 80% of their budget to 
maintaining existing systems, leaving little room for new initiatives to innovate. 
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Chapter 6: Benefits Enterprises Can Expect from Private Clouds

The right infrastructure can propel enterprises to the top in an increasingly complex digital and regulatory environment.

Modern private cloud solutions have become a strategic option for organizations seeking rapid innovation, strong security, and cost predictability 
while retaining agility. By incorporating advanced technologies, resilient design, and financial transparency, private clouds allow enterprises to 
enhance both operations and business results. 
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Security and Resilience

In the case of private clouds, an 
enterprise's ability to control the location 
of data and provide direct access to users 
is crucial for its success. This capability is 

especially important for companies in 
heavily regulated or sensitive sectors, 
such as pharmaceuticals and finance, 

where regulations require individuals to 
know the locations of data and strictly 
define who can access it. Private cloud 

solutions inherently ensure this 
implementation, allowing administrators 
to comply with regulations and secure 

sensitive data more effectively.

Agility and Automation

With the private cloud, the increase in 
agility goes beyond merely reducing 

provisioning times and introducing new 
working methods. Infrastructure 

resources can be delivered in minutes 
through self-service interfaces, allowing IT 

staff to concentrate on more strategic 
tasks. Integrating with CI/CD repositories 

will enable the application and its 
deployment to align with the business 

timeline, rather than the constraints of the 
DevOps processes. This change will allow 

the DevOps and engineering teams to 
operate as quickly as the business 

requires.

Cost Control and Transparency

Private clouds significantly enhance financial 
visibility. Implemented show back and 

chargeback mechanisms accurately report 
the IT resources used by various 

departments or initiatives. This transparency 
encourages individuals to use their 

resources effectively while also helping 
prevent waste. By choosing modern private 
clouds, organizations benefit not only from 
robust security but also from operational 

flexibility. Along with financial control, these 
advantages equip them to succeed in the 

digital era.
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Chapter 7: The Roadmap to an Intelligent Private Cloud

Realizing the full potential of a private cloud requires not only hardware upgrades but also the intelligent integration of technology, people, and 
processes. Enterprises must rethink their approach and operations to develop cloud solutions that are automated, elastic, and deeply embedded in 
the company's culture and working methods. The path to an "intelligent private cloud" involves orchestration: aligning cutting-edge technologies, 
breaking down silos, and establishing streamlined, policy-driven workflows for optimal agility, security, and business impact.
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Integrating Technology, People, and Process Technology:

The foundation of an innovative private cloud lies in a solid and scalable infrastructure that can support both current and future workloads. A 
cutting-edge, modern cloud encompasses all essential features: comprehensive automation, unified management, integrated security, and seamless 
workload handling on-premises, at the edge, and in the cloud. The technology stack should be designed with scalability, interoperability, and 
sustainability in mind, equipped to run AI, cloud-native app platforms like Kubernetes, and to provide large-scale self-service IaaS.

People:
A well-designed structure is essential. The key to success is establishing a dedicated team to manage and evolve the private cloud platform as a product, rather 
than treating it as a static environment. This group should integrate the expertise of IT, security, DevOps, and business units to dismantle traditional silos. By 
emphasizing shared goals and continuous improvement in the cloud platform, the platform teams ensure that the private cloud remains optimized, resilient, and 
well-aligned with business needs.

Process:
The main factor in process transformation is the critical link. Companies must transition from ticket-driven and manual workflows to policy-driven, automated 
workflows. This change will streamline processes, reduce errors, and enhance speed. Unlike the slow and cumbersome approval chains of the past, policy-driven 
automation not only enforces standards and best practices without human intervention but also facilitates immediate scaling, consistent compliance, and 
continuous delivery across various environments.
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Common Use Cases for a Modern Private Cloud

Modern private clouds offer a fantastic opportunity to achieve significant business gains through various powerful use cases:

AI Workloads:
Transparent management of workloads that 
rely on extensive data outputs and GPUs, such 
as those used in data analytics, machine 
learning, and operational intelligence.

Disaster Recovery:
With automated failover, replication, and fast 
recovery processes, companies stay resilient 
during and after incidents or disasters.

Kubernetes Platforms:

Integrated orchestration and management of 
containerized applications accelerates the 
development and deployment of modern 
applications.

Ransomware Protection:

Immutable backups, continuous monitoring, 
and retrieval pathways that are significantly 
secured against attacks lead to a reduced 
operational impact from cyberattacks.

Edge Expansion:

Consistent delivery of centralized infrastructure 
and policy management across edge locations 
is crucial for IoT, real-time analytics, and 
remote operations.

IaaS (Infrastructure as a Service):

Self-service settings and lifecycle management 
mechanisms allow teams to deploy and 
manage their resources without needing prior 
arrangements.

Hybrid Cloud Workload Mobility:

Transfer workloads smoothly across private, 
edge, and public clouds without major 
refactoring.

DevOps Acceleration:

Integrating with CI/CD pipelines and offering 
self-service options for developers streamlines 
the secure and rapid delivery of applications 
while maintaining controls and governance 
(see Figure 6).

Compliance Automation:

With policy-driven enforcement and real-time 
audit trails, automatically meeting both internal 
and external regulations is straightforward.
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By achieving a hybrid cloud with built-in agility and establishing the necessary processes and personnel, the enterprise can logically pursue a 
private cloud that is intelligent and designed for agility, resilience, and continuous innovation.

Figure 6: Modern private clouds provide better support for a variety of use cases than public cloud providers in terms of enterprise value.
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Chapter 8: Key Organizational Changes Needed for Cloud Operations

Private cloud migration is not just a technological journey; it also serves as an organizational blueprint. Certain essential organizational 
configurations are necessary for the cloud to fully harness the benefits of an intelligent, modern private cloud. Enterprises must fundamentally 
transform their approach to structuring teams, developing skills, and managing governance and communication. Let’s explore how these 
adaptations establish a foundation for sustained innovation, security, and flexibility (see Figure 7).
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Figure 7: Key Organizational Changes Needed for Cloud Operations.
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Transformation into Cross-Functional, Service-Oriented Teams
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Restructuring and Realigning

Setting Up Strong Governance

Old-fashioned, siloed IT structures greatly hinder agility and slow cloud adoption. To accelerate value, organizations must establish 
cross-functional, service-oriented teams that integrate cloud engineering, operations, security, compliance, and business. These 
teams, commonly referred to as "platform teams," are responsible for the overall cloud experience as a product, ensuring rapid 
service delivery, quick troubleshooting, and continuous improvement. This approach aligns IT more closely with business objectives 
and encourages a comprehensive perspective on cloud lifecycle management.

A successful private cloud journey requires the acquisition of new skills. IT personnel must be retrained in areas such as 
automation, DevOps, cloud-native development, and security orchestration. Companies should reassign responsibilities to ensure 
that talents are directed toward activities that yield tangible benefits, such as creating automation, managing cloud platforms, and 
providing self-service support. This evolution portrays IT as an enabler rather than a gatekeeper, thereby driving faster delivery and 
higher quality service.

Robust governance is essential for maintaining a secure and compliant cloud environment. Large organizations must establish clear 
policies and guardrails regarding access, provisioning, resource usage, data protection, and regulatory compliance. Employing 
automated enforcement, such as policy-as-code and real-time audits, helps prevent drift, mitigates risk, and ensures consistency 
with organizational standards regardless of how quickly environments operate at scale.
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Communication and Strategic Transparency

The essential prerequisite for effective cloud operations is open, two-way communication between business and IT stakeholders. 
Proactive communication channels—such as regular updates, shared dashboards, and feedback loops—function as tools for 
continuous alignment on goals, priorities, and expectations. Strategic transparency enables teams to quickly adapt to changing 
requirements, identify challenges, and celebrate successes, all of which are crucial for maintaining momentum and stability.
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Innovative Culture and Policy Enforcement

Establishing a sustainable, cloud-first culture requires a dual-faceted transformative strategy that combines innovation with strict 
policy enforcement. Leaders should encourage experimentation, agile delivery, and continuous learning while firmly upholding 
security and compliance standards. Positive reinforcement of adaptive behavior, sharing success stories, and creating safe spaces 
for iteration would enable teams to innovate without compromising visibility or governance.

Permanent Refinement and Alignment

Cloud architectures, along with business necessities, constantly evolve. Companies must establish a framework for ongoing 
optimization, which is the most effective way to manage processes by utilizing analytical disciplines, indicators, and user feedback 
to enhance management practices, eliminate bottlenecks, and allocate resources appropriately. Regular alignment meetings 
between IT and business teams support the long-term cloud strategy by keeping it current and cost-effective.

Navigating organizational transformations will allow businesses to fully seize every opportunity presented by the private cloud by 
promoting a culture that is collaboration-focused, accountability-driven, and knowledge-centered, which ultimately leads to long-
term business success. 
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Chapter 9: Conclusion: The Future of Enterprise Clouds

The future of enterprise IT isn’t about choosing between public, private, or edge clouds; it involves 
an innovative combination of all three. Organizations that succeed will be those that master the 
hybrid evolution, selecting each environment based on specific needs while ensuring seamless 
integration, robust security, and operational agility. 

Private clouds serve as a strategic business enabler, allowing enterprises to maximize their return 
on investment (ROI), accelerate innovation, and gain unprecedented control over costs and 
compliance. This concluding chapter explores why now is the ideal time to start your private cloud 
journey—and how modern private cloud solutions promote success.
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The Hybrid Evolution: Coexistence is the Way Ahead

‘Either/Or” choices between public cloud, private cloud, or edge computing are no longer relevant. 
Leading corporations are moving into the hybrid and multicloud infrastructure space by combining 
the benefits of each model for maximum flexibility, resilience, and innovation. Public clouds provide 
the best options for rapid scalability and global reach; private clouds offer control, compliance, and 
predictable costs; edge systems are nearest to source structures, supporting real-time, latency-
sensitive workloads. The next digital revolution will unfold as these environments integrate 
seamlessly, functioning together under a single administration and integrated security. 
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My Reflections 

Throughout my career, I have realized that technology alone is not enough to drive enterprise success; rather, it is the alignment of technology with 
business goals that creates that success. When viewed from the perspective of an operational model instead of just infrastructure, modern private 
clouds become powerful enablers of business. They establish a foundation for agility, compliance, mobility, and financial predictability. To achieve a 
higher ROI, organizations might:
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Integrate private clouds 
into a well-coordinated 

hybrid strategy.

Support platform 
teams in being 
responsible for 
automation and 
achieving higher 

service levels.

Use policy-driven 
management for 

integrated security 
and compliance.

Implement policy-
driven management 

for integrated security 
and compliance.

Utilize workload 
mobility across 

different 
environments to 

optimize resources.

Technological and 
organizational 

integration are key 
factors that drive 

real change in 
business.

Leverage workload 
mobility across various 

environments for 
optimal resource 

utilization.
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Call to Action: Start Your Private Cloud Journey Today

Postponing the decision to move to a modern private cloud can create the impression that you are carefully planning for high costs, slow innovation, 
and challenges with security and compliance. 

Action is needed now.
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Integrate private clouds into a 
well-coordinated hybrid strategy.

Invest in team upskilling and 
transition processes to a platform 

mindset.

Plan the integration with existing 
and future public cloud and edge 

systems together.

Entities that adapt quickly in their 
sectors will be the ones to establish 
solid, agile, and cost-effective cloud 

futures moving forward.

Start small. Iterate, scale, and learn 
from each step.
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About VMware Cloud Foundation 

VMware Cloud Foundation is a unified private-cloud 
platform that combines the scale and agility of public 
cloud with security and performance of private 
cloud, delivering increased productivity and lower 
TCO. Modernize infrastructure with integrated, 
enterprise-class compute, networking, storage, 
management, and security across all endpoints. With 
automated infrastructure and intelligent operations, 
organizations can optimize performance, lower costs 
and reduce operational overhead. Accelerate 
innovation with  a self-service IaaS platform that 
delivers a modern cloud interface to run VMs, 
containers and AI workloads. With built-in security 
and resiliency, safeguard the business, ensure 
business continuity, and free up teams to focus on 
innovation instead of addressing security threats.

LEARN MORE

https://www.vmware.com/products/cloud-infrastructure/vmware-cloud-foundation



