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What should I run where, 
how and why ?

The question we are all solving for
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The problem
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Every “X First” policy is the same mistake

Cloud FirstVirtual First Container First SaaS First

Azure First AWS First Red Hat First

Each one picks the platform before anyone has looked at the 
workload.



The problem
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This isn’t ‘Repatriation’ this is a 
re-balancing of the last X-First wave - 

‘Cloud First’ 



The reframe

Start from the workload (the WHAT), not the platform
Four questions, asked per workload or workload class

WHAT
should I run?

Know the portfolio 
before deciding 
anything

Apps, dependencies 
and owners

WHERE
should I run it?

Public cloud, private 
cloud, on-prem or 
edge

Latency, sovereignty, 
data gravity and cost

HOW
should I run it?

Physical, VM, 
container, PaaS or 
SaaS

Modernise only when 
it pays

WHY
does it make sense?

The commercial 
case for each choice

Value to the business 
and to IT



WHAT

The application is the smallest part of the decision
Map what it depends on, and who has to want it to move

Upstream and downstream systems

Data, and where it lives

Shared services: identity, network, 
storage

Licence and vendor ties

Skills and tooling that run it

Who owns the outcome?

Who notices if it breaks?

Who funds it?

Who signs off the risk?

What do they get if it moves?

App

TECHNICAL DEPENDENCIES  ·  what 
assessments map

BUSINESS STAKEHOLDERS  ·  what 
migrations miss

Missing out the impact on these stakeholders risks power of veto



WHERE

When the WHERE really matters 
Formula 1 - Where workload placement is about competitive advantage

CAR
Extreme edge

PITS
Edge

CLOUD EDGE
Region near the track

DATACENTRE
Tech centre or colo

Sensors and control 
units capture everything

Thin radio link back to the 
pits

Live telemetry, strategy 
and race engineering

Only a couple of racks 
travel with the team

Workloads that need to 
be near the track

And must stay up while the 
pit racks are in shipping

Design, simulation and 
the team's IP

Next to the factory, a long 
way from Melbourne

Closest to the action: latency and bandwidth decide Furthest away: capacity and permanence decide



HOW

▲ FLEXIBILITY

▼ CONTROL 

Physical, VM, Container or SaaS 
Each fits a different workload 

profile

SAAS (SaaS)
Maximum scale • Minimal operational overhead • Standardized capability

CONTAINERS (CaaS)
High portability & speed • Optimal density • Modern microservices 
speed

VIRTUAL MACHINES (IaaS)
Strong isolation • Legacy support • Flexible OS-level control

PHYSICAL HARDWARE (Tin) 
Maximum customization • High infrastructure overhead • Unique specs

▲COMMODITY

▼SPECIALIST

◄ SCALE ─────────────◄  SCOPE  ►─────────  DIFFERENTIATION ►

◄ ───────◄  $  ►───────  ►

Balancing Priorities
Optimise workload placement while retaining complete operational freedom across hybrid cloud 

environments.



HOW

Keep the platform consistent
Optimise workload placement while retaining complete operational freedom across hybrid cloud 

environments.

▲ VALUE & AGILITY ─────────────────────────────────────────────── CONTROL & CONSISTENCY ▲

1
THE RIGHT 

FIT  

2
START WITH 

VALUE  

3
HYBRID 

APPROACH 

4
UNIFIED 
TOOLS  

5
AGILITY 

FIRST 

Modernise when the value case says so, not by default



Automation At Scale (AAP)

Red Hat OpenShift Platform

Workload Management at Scale (ACM / ACS) ISV partners
Service Management

Operations
Storage
Network
Security

IBM/ZPrivate
Datacenter

AWS
Cloud

Azure
Cloud

Google
Cloud

Legacy 
VMware

Virtual server AI/GPU
Workloads

Containers PaaS VDI Developer
Platform

One Platform - Multiple ways to consume

HOW



WHY

One project, valued four different ways
Example: automating patching with Ansible Automation Platform

THE BOARD
Risk, revenue, reputation

Lower cyber and regulatory risk, shareholder value, improve 
EBITDA position. 

THE BUSINESS of BUSINESS
Customers and speed

Customer-facing services stay up, customers get new 
features faster. Competitive advantage in the market

THE BUSINESS OF IT
Cost and uptime

Improved uptime KPIs and lower operational cost

IT INITIATIVE
Hours and tickets

Automate patching to cut errors and free up admin time

Ensure you understand the value measures at each layer of the org



Value is measured in two currencies

The business and the business of IT judge the same decision differently

THE BUSINESS
Revenue, risk & growth

BUSINESS OF IT
Unit economics & efficiency

FULL COST SCOPE
Total Cost of Ownership

A placement that wins in one currency can lose in the other.

Why



Small App Medium App Large App Small App Medium App Large App

ARO (Azure Red Hat OpenShift) AZURE NATIVE  VMS

Model the commercial choices
Help IT sell to their business based on their real world costs

£ ££ £££ ££ £££ ££££

Platform

T-Shirt Size

Cost to Biz

WHY
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02

Build an 
understanding 
of commercial 
cost drivers

01

Understand 
app portfolio & 
stakeholders 
needs.

03

Build the 
business value 
case for each 
placement 

04

Choose a 
platform that 
keeps every 
option open

Get time with the Red Hat Business Value team to help model for 
your IT organisation and better sell to your business. 

How to apply this to your business
Four simple steps and the support to help you execute on it



linkedin.com/company/red-hat

youtube.com/user/RedHatVideos

facebook.com/redhatinc

x.com/RedHat

Thank you


