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[bookmark: _Toc241417126]Cloud & Hybrid Modernization Assessment
Most organizations did not move to the cloud through a single coordinated strategy. Email moved first, collaboration followed, business applications became subscriptions, and each decision solved an immediate problem. Over time, a second operating model emerged beside the traditional environment: new identities, policies, data repositories, administrative portals, and sources of authority. This workbook section helps leaders assess where cloud has created value, where hybrid has created friction, and where unfinished modernization is quietly increasing cost, risk, and operational complexity.
1. Current vs. Future Control Plane
Identify which system governs each control decision today, define the future source of authority, and capture gaps, conflicts, and ownership.
	Control Domain
	Current Authority
	Future Authority
	Known Gaps / Conflicts
	Owner

	Identity
	
	
	
	

	Device
	
	
	
	

	Application
	
	
	
	

	Data
	
	
	
	

	Network
	
	
	
	

	Security
	
	
	
	

	Operations / Monitoring
	
	
	
	





2. Core Business Platform Inventory
List the business platforms that matter most, identify who owns them, where they run, and whether they are business-critical enough to evaluate further.
	Platform / 
Capability
	Primary 
System
	Business 
Owner
	Hosting 
Model
	Business     Criticality
	Notes

	CRM
	
	
	☐ SaaS 
☐ Cloud
☐ On-Prem 
☐ Hybrid
	☐ High
☐ Medium 
☐ Low
	

	ERP
	
	
	☐ SaaS 
☐ Cloud
☐ On-Prem 
☐ Hybrid
	☐ High
☐ Medium 
☐ Low
	

	Finance / Accounting
	
	
	☐ SaaS 
☐ Cloud
☐ On-Prem 
☐ Hybrid
	☐ High
☐ Medium 
☐ Low
	

	HRIS / Payroll
	
	
	☐ SaaS 
☐ Cloud
☐ On-Prem 
☐ Hybrid
	☐ High
☐ Medium 
☐ Low
	

	Document Management
	
	
	☐ SaaS 
☐ Cloud
☐ On-Prem 
☐ Hybrid
	☐ High
☐ Medium 
☐ Low
	

	File Storage / Collaboration
	
	
	☐ SaaS 
☐ Cloud
☐ On-Prem 
☐ Hybrid
	☐ High
☐ Medium 
☐ Low
	

	Line-of-Business Application
	
	
	☐ SaaS 
☐ Cloud
☐ On-Prem 
☐ Hybrid
	☐ High
☐ Medium 
☐ Low
	

	Reporting / BI / Analytics
	
	
	☐ SaaS 
☐ Cloud
☐ On-Prem 
☐ Hybrid
	☐ High
☐ Medium 
☐ Low
	





3. Platform Modernization Scorecard
Score each platform based on how modernized it is across identity, security visibility, and recovery readiness. A platform scores higher when it uses centralized identity, produces usable security evidence, and has clear recovery expectations. 
Scoring Guide: 1 = Legacy anchored; 2 = Cloud connected but legacy governed; 3 = Mixed authority;              4 = Mostly modernized; 5 = Modern control-plane aligned.
	Platform
	Identity Provider
	Security Visibility
	Recovery Readiness
	Modern Score

	CRM
	
	
	
	

	ERP
	
	
	
	

	Document Management
	
	
	
	

	File Storage / Collaboration
	
	
	
	

	Line-of-Business Application
	
	
	
	

	Reporting / BI / Analytics
	
	
	
	


4. Platform Modernization Prioritization Map
Use the lowest-scoring or most business-critical platforms from Step 3 to decide whether each should be modernized, replaced, consolidated, contained, or deferred.
	Platform
	Modernization Gap
	Business Impact
	Risk / Cost Exposure
	Dependency Complexity
	Recommended Path

	
	
	☐ High
☐ Medium 
☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ Modernize    ☐ Replace 
☐ Consolidate ☐ Contain 
☐ Defer

	
	
	☐ High
☐ Medium
☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ Modernize    ☐ Replace 
☐ Consolidate ☐ Contain 
☐ Defer

	
	
	☐ High
☐ Medium 
☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ Modernize    ☐ Replace 
☐ Consolidate ☐ Contain 
☐ Defer

	
	
	☐ High
☐ Medium
☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ Modernize    ☐ Replace 
☐ Consolidate ☐ Contain 
☐ Defer





5. Cloud / Hybrid Maturity Scorecard
Score the organization’s overall cloud and hybrid operating maturity. Use low scores to identify where modernization can reduce cost, risk, or operational friction.
	Area
	Score 1–5
	Evidence / Notes
	Priority

	Cloud spend is reviewed, forecasted, and owned by business and IT leaders.
	
	
	

	Identity lifecycle, MFA, conditional access, and privileged access are governed from a defined source of authority.
	
	
	

	Devices are known, healthy, compliant, and manageable regardless of location.
	
	
	

	Data is classified, protected, retained, and governed based on what it is, not only where it is stored.
	
	
	

	Legacy dependencies are documented with owners, business justification, and exit criteria.
	
	
	

	Security telemetry is centralized enough to investigate activity across identity, endpoint, application, data, and network domains.
	
	
	

	Exceptions are approved, time-bound, reviewed, and retired when no longer required.
	
	
	


6. Hybrid Dependency Inventory
Document the dependencies that keep the organization hybrid, explain why they still exist, assign ownership, and define what must be true before each dependency can be retired.
	Dependency
	Business 
Reason
	Systems 
Affected
	Risk / Cost Created
	Exit 
Criteria
	Owner

	Active Directory / domain dependency
	
	
	
	
	

	VPN / network-based access
	
	
	
	
	

	File server / mapped drive workflow
	
	
	
	
	

	Legacy application / server dependency
	
	
	
	
	

	Manual provisioning or termination process
	
	
	
	
	

	Duplicate monitoring or security tool
	
	
	
	
	



7. Modernization Decision Matrix
Plot modernization opportunities by business value, execution readiness, and dependency complexity. Prioritize high-value work that is ready to move, and use complex high-value work to define foundation-building projects.
	Modernization Opportunity
	Business Value
	Execution Readiness
	Dependency Complexity
	Recommended Action

	
	☐ High
☐ Medium ☐ Low
	☐ High
☐ Medium ☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ Invest Now   ☐ Build Foundations
☐ Sandbox       ☐ Avoid

	
	☐ High
☐ Medium ☐ Low
	☐ High
☐ Medium ☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ Invest Now   ☐ Build Foundations
☐ Sandbox       ☐ Avoid

	
	☐ High
☐ Medium ☐ Low
	☐ High
☐ Medium ☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ Invest Now   ☐ Build Foundations
☐ Sandbox       ☐ Avoid

	
	☐ High
☐ Medium ☐ Low
	☐ High
☐ Medium ☐ Low
	☐ High
☐ Medium 
☐ Low
	☐ Invest Now   ☐ Build Foundations
☐ Sandbox       ☐ Avoid


30-Day Cloud Control Plane Sprint
Questions for Leadership Discussion
· Which control decisions are currently governed by more than one system?
· Where are we paying for modern capabilities but still operating around legacy constraints?
· Which hybrid dependencies are intentional, and which are simply inherited?
· What is the most expensive part of our cloud environment that does not appear on the cloud invoice?
· If hybrid is a bridge, what is on the other side for our organization?
Action Item: Identify one control plane decision your organization needs to clarify in the next 30 days: identity, device, application, data, network, security, or operations. Write the decision, owner, and next meeting date below.
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