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Why Multicloud Strategies Are Falling Short and What Needs to Change?

Description

In the last decade, multicloud has gone from being part of the niche architectural vocabulary to an
enterprise default.

Companies across industries have adopted multicloud architectures to avoid vendor lock-in, remain
resilient, and leverage best-of- cloud offerings.

Multicloud offered the prospect of greater strategic agility and operating leverage. In reality, however,
many organizations are failing to achieve those gains.

According to the Flexera 2024 State of the Cloud Report, 89% of organizations have implemented a
multicloud strategy. But the majority still face persistent struggles with costs, governance, and
operational complexity.
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This difference between intent and delivery exposes a vital fact: multicloud itself is not inherently
doomed. It is the way enterprises implement, manage, and design their multicloud landscapes that is
letting them down.

Multicloud is failing not because it is not valuable. It is failing because execution is hollowed out by
incompatible architecture, dispersed governance, and weak associations.

The answer is not to give up on multicloud completely. It is to reimagine how we design, run, and
explain it.

The Original Promise of Multicloud

Multicloud strategies became popular for compelling strategic reasons. Enterprises were confident that
distributing workloads across different clouds would yield economic benefits and a competitive edge.

Avoiding Vendor Lock-In

A key driver of multicloud adoption was the fear of dependence on a single cloud provider.
By distributing workloads across platforms such as:

e Amazon Web Services (AWS)
e Microsoft Azure
¢ Google Cloud Platform (GCP)
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Businesses were seeking to minimize negotiation risk, eliminate price lock-in, and preservearchitecture.
Better Pricing Leverage

Multicloud is also considered a procurement benefit, as managing the workload “scale” across different
vendors should give them more leverage to negotiate and pay less.

On paper, diversification should make you more flexible about money. But in practice, the added
complexity sometimes cancels out these benefits.

Increased Resilience and Uptime

The final promise was resilience. Deploying applications in a multi-cloud environment would provide a
plausible layer of added redundancy.

Access to Best-of-Breed Services

Each cloud provider excels in specific areas:

e AWS is the most mature infrastructure and offers the most available services.
e Azure is very smooth at appealing to the enterprise ecosystem.
e Its strengths include data analytics and machine learning.

Multicloud strategies try to have each provider play to their strengths rather than sacrificing an entire
ecosystem.

Geographic Flexibility and Compliance
The adoption of multicloud was driven by multinational companies seeking to comply with regional data

sovereignty and privacy laws. By leveraging multiple providers, companies could comply with regional
laws and regulations.

Where Multicloud Strategies Are Falling Short

Although embraced at scale, numerous multicloud deployments are running subpar due to systemic
issues.

1. Poor Interoperability
Interoperability represents one of the largest practical obstacles inherent in a multicloud scenario.
Inconsistent APIs and Service Architectures

All cloud providers provide their own sets of APIs, service haming conventions, and models. Different
services, even when they seem similar, like object stores or serverless functions, are quite different in

Page 3
https://lwww.practicallogix.com



PRACTICAL LOGIX
155 N Lake Ave Pasadena CA 91101 | +1 626-217-2650 | info@practicallogix.com

detail.
As a result:

¢ Workloads do not easily transfer from one provider to another.
e The layers for integration make them more elaborate.
e Teams need to administer provider-specific settings.

However, this theoretical portability benefit is almost immediately lost when limitations are factored in.
Portability Challenges Despite Containerization

Kubernetes and Containers are often praised as solutions for portability. While they do mask certain
infrastructures, they do not remove all provider-based integrations.

Applications frequently depend on:

e Proprietary managed databases
e Messaging services native to the cloud
e Security models that are specific to a provider

The reallocation of workloads frequently involves refactoring rather than redeployment.
Hidden Refactoring Costs

They undervalue the cost of ensuring the application works identically across all environments. In
terms of portability, they usually need to:

Code modifications
Redesigned data flows
Configuring changes

Testing cycles across platforms

These hidden costs can negate the financial arguments for adopting a multicloud strategy.
2. Tooling Fragmentation

Operational tooling can be split across multiple clouds.

Separate monitoring and logging stacks

Each provider also has its own monitoring, logging, and security dashboards.
This leads to:

¢ Limited visibility across clouds
¢ Duplicate observability investments
e Trouble connecting and integrating incidents from different settings
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¢ Operational teams are hard-pressed to provide a single view.
Duplicate DevOps Workflows

Maintaining CI/CD pipelines across multiple clouds introduces complexity. Teams must manage:

¢ Different deployment configurations
¢ Provider-specific automation scripts
e Separate infrastructure-as-code templates

Complex CI/CD Across Environments

More governance overhead and pro-rated risk for also operating clouds in a rigid, consistent manner
for the same configuration/asset, considerably increasing.

3. Governance and Compliance Gaps

Governance only becomes more challenging at an exponential scale in multicloud environments:

¢ Disparate IAM Policies
¢ Identity and access management models vary across providers.

Without centralized governance:

e Access restrictions are uneven.
e Different role definitions with variations.

Security exposure is increased by:

¢ Inconsistent Policy Enforcement
¢ Topics such as encryption, backup, and data retention are not policed equally or consistently.
¢ Producing compliance vulnerabilities.

Shadow IT Risks

Multiple Clouds present a greater risk of deployments outside approved bounds, such as uncontrolled
expenditure or security issues.

Without a shared operating model, governance erodes.
4. Cost Visibility and FinOps Breakdown
Multicloud environments make cost management even more complex.

Multiple Billing Dashboards
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Each provider has generated its own invoices, metrics, and pricing models.
Finance teams struggle to consolidate:

Calculate cost

Storage charges

Network tariffs

Committed use discounts for reserved instances

Hard-to-Track Data Egress Charges

Unexpected charges can also arise from cross-cloud data transfer, particularly when applications are
designed around high volumes of cross-cloud communication.

These egress fees typically eat into expected savings.
Lack of Unified Cost Intelligence

Without centralized FinOps, enterprises do not have instant visibility into the amount of all their cloud
spend.

Results: Cost optimization is becoming reactive rather than strategic.

5. Talent and Skill Silos

Multicloud complicates things for the organization at the level of people.
Cloud-Specific Specialization

Teams often specialize in one provider. Expanding across multiple clouds requires:

Further employment

Cross-training programs

More investment in certification

And therefore increases operational costs
Operational Bottlenecks

The Myth of Easy Portability

The notion that multicloud enables the free flow of workloads across clouds is a myth.

Containers Do Not Equal Portability
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Though providing an abstraction of infrastructure layers, Kubernetes does not do so with provider-
specific services like:

¢ |dentity Management
e Managed databases
e Models of networking

Real portability is achievable only if architectural discipline is enforced.

Dependency on Proprietary Services

Cloud providers promote native services. Applications gradually become long-term dependent on them.
Data Gravity as a Structural Limitation

Moving large data sets between providers is costly and time-consuming. Data gravity keeps data on a
particular platform, making migration infeasible in many scenarios.

Strategic Mistakes Enterprises Are Making

Multicloud failures are seldom accidents. They are generally the consequence of strategic
misbudgeting.

“Cloud First” Without Architectural Discipline

Several organizations imposed a ‘cloud first’ direction without setting architectural guardrails. The idea
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was that by spreading workloads across multiple providers, they’d be more flexible and more resilient.
Instead, they ended up with:

¢ Inconsistent architectures
¢ Duplicated tooling
¢ Different models of operation

Multicloud without architectural discipline becomes Fragmentation, not flexibility.

Treating Multicloud as a Procurement Strategy

In several enterprises, multicloud was only a negotiation tool. The goal was to have pricing leverage,
not technical leverage.

However, the procurement logic cannot determine cloud architectural decisions.
Workloads should be placed based on:

e Latency requirement
e Data Locality
e Service maturity

These projects are complex because all the components of the systems to be integrated are the same.
References to the physical aspects of the systems need to be considered to understand them.

Overengineering for Hypothetical Failover Scenarios

Other organizations designed advanced cross-cloud redundancy schemes for cases that statistically
will not happen.

True multi-provider failover requires:

e Synchronized data replication.

e An approach to designing stateless services.

¢ Avoiding the use of inconsistent configuration management
e Smart traffic rerouting

Without these, failover remains purely theoretical.
Lack of a Centralized Cloud Operating Model
The most damaging mistake of all is the lack of a centralised cloud governance framework.

Without a unified operating model:

e Every team establishes its individual standards
¢ Differences in security policies
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e Cost controls are dulled
¢ Observability is divided

Multicloud requires stronger governance — not weaker.

What Needs to Change

The solution is not to shun multicloud. Instead, it's time to develop it.

Multicloud is not inherently flawed. The shortcomings arise from how it is implemented. In many
enterprises, multicloud evolved reactively through acquisitions, shadow IT decisions, or vendor
diversification strategies. What is required now is a shift from opportunistic adoption to structured
evolution.

1. Move from Multicloud to Intentional Cloud Strategy

Multicloud should also be an outcome of a purposeful placement of workloads, not an all-
encompassing strategy.

Enterprises must define:

¢ Which workloads are overall portable?
¢ Which workloads favor the best services?
¢ What systems can stay single-cloud?

Not every application needs mobility. If one accepts this premise, it would be a great simplification of
architecture.

Intentional cloud strategy is a (blended) strategic implementation framework that is grounded in
practicality, not theory.

An intentional strategy begins with workload segmentation. Mission-critical systems with strict latency
or compliance requirements may benefit from stability within a single provider. Experimental or
customer-facing services might require geographic redundancy across multiple clouds.

2. Standardize Platform Engineering

Reducing complexity requires enterprises to invest in internal platform engineering.

This includes:

Internal developer platforms or IVFPs
Standardized deployments templates
Abstraction layers hide cloud-specific complexity
Popular architecture patterns
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A consolidated internal platform reduces developers’ cognitive burden while retaining cloud flexibility.
3. Adopt Unified Observability and Security

Visibility must also be centralized for multicloud environments.
This means implementing:

Cross-cloud monitoring frameworks
Unestablished logging systems
Identity and access governance
Policy—as—code enforcement

Security will have to adopt a “as little trust as possible " policy with every provider.

Unified observability provides visibility for everyone and enables better operational control.
4. Strengthen FinOps Practices

Cost fragmentation is definitely one of the most painful points of multicloud.
Organizations need:

e Cost dashboards for cross-cloud in real-time

e Models of forecasts across providers

e Transparent (ownership) of the use of cloud costs
e Strategies for optimizing the transfer of data

The FinOps industry will have to be a single function, not implemented by provider tracking.

Once cost intelligence is integrated, multicloud economics improve significantly.

5. Build Cloud-Agnostic Architectures Where It Truly Matters

Portability should be selectively used.
Where portability is critical:

e Use API-driven systems

¢ Prefer stateless services

¢ Limit the dependence on proprietary PaaS
e Standardize data interfaces

If no portability is needed, optimize deeply for a single provider.

The Role of Cloud Providers in the Fix
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Cloud providers also share responsibility for improving multicloud viability.

Better Interoperability Standards

There is demand from enterprises for more detailed interoperability models and service interface
standards.

Cross-cloud API standards and open-source compatibility can help business applications behave
consistently and reduce the impact of refactoring.

Open APIs and Portability Frameworks

Vendors are under-promoting portability frameworks, but those that are promoted require more
thorough adoption and documentation.

True portability requires:

e Migration tools that are straightforward to use
e Service mapping is transparent
e Decreased proprietary lock-in incentives

Hybrid-Cloud Simplification Initiatives

Providers have been investing in hybrid/multicloud management platforms. But there needs to be
deeper integration of how operations are performed.
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The future is in collaboration ecosystems, not cloud silos.

Is Multicloud Still Worth 1t?

Multicloud is not intrinsically bad. It just is not always right.
Multicloud can deliver value when:

¢ Regulatory requirements require geographical separation
¢ Different workloads require different capabilities from the providers

Enterprises Function at Global Hyperscale

There are three matching concepts here that are part of a larger architectural strategy.

In these scenarios, multicloud can improve resilience and flexibility.
When a Focused Single-Cloud or Hybrid Model Is Smarter?

For many, a well-managed single-cloud approach with hybrid on-premise integration results in:

¢ Media of low complexity

¢ Improvement of the cost control
e Accelerated innovation cycles

¢ Reduced governance

Multicloud should not be something to aspire to, but should be planned.

Decision-Making Framework for CIOs and CTOs

Executives evaluating multicloud should ask:

¢ What business problem does multicloud address?

¢ Which workloads really need flexible provisioning across providers?

e Are we capable of the right level of governance to get a handle on the complications?
e How realistic or hypothetical is the need for intertext portability?

¢ Centralized FinOps and security frameworks?

If the answers to most of the questions above are unclear, then the approach is probably not well
formulated.

Conclusion

Multicloud is not dead, but naive multicloud is.

Multicloud was never intended to be simply shuffling workloads between providers. It was all about
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choice, driven by strategic flexibility, resilience, and innovation.
What enterprises lack is not ambition, but architecture and governance.

The future of multicloud will not be about technology and the advantages it offers. It will be pragmatic
and policy-based.

It requires:

Placement of workload is intentional
Robust platform engineering

Unified governance

Mature FinOps practices

Any selective portability

The organizations that shift their focus from ambition to architecture will realize the true value of
multicloud.

Organizations that continue to use multicloud as their default procurement model will face operational
complexity. Itis the discipline of designing cloud strategies that will give enterprises the edge in the
future, rather than just diversification.

As a top web development company, we help organizations develop effective cloud strategies. We
design an architecture that meets your business needs and scales over the long term, whether it's a
multicloud, hybrid, or single-cloud strategy. Join us as we turn complexity into a competitive edge.
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