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GLOBAL CLOUD

TRANSFORMATIO

Transforming a Complex Technology Estate

at Enterprise Scale

A global eyewear enterprise operating across

150 countries modernised its technology estate

at scale—reducing infrastructure cost, simplifying
operations, and building a platform for future growth.
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BUSINESS CONTEXT

A global eyewear enterprise operating across 150 countries faced
a complex technology estate that was constraining growth and agility.

TRANSFORMATION
REQUIREMENT

SCALE COMPLEXITY

150+

COUNTRIES

1,200+

APPLICATIONS

Ageing and heterogeneous
infrastructure

Redundant systems
and underutilised assets

High maintenance
and operational overhead

Support next-generaticn
applications and innovation

Improve reliability, performance
and service levels

Increase agility to respond
to market change

Modernise the technology
estate at scale

Adopt a hybrid architecture
with cloud at the core

Retire redundant systems
and reduce data-centre

footprint

Application transformation Enhance security, compliance

and risk management Deliver transformation

2,500+

VIRTUAL MACHINES

risks across jon-critical
workloads with zero business

interruption

The enterprise required a transformation that would reduce infrastructure cost,
simplify operations, and build a platform for sustainable growth.

KEY CONTEXT
Need for
measurable value
in a capital
constrained
environment

Supporting
complex,
integrated
business
medels

Operating in a
highly regulated
environment
across multiple
regions

Balancing
innovation
with stability
and business
continuity

Driving efficiency
through scale,
standardisation
and automation
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THE BUSINESS CASE

Technology modernisation was no longer an IT initiative.
It became a business imperative.

Ageing infrastructure and legacy systems Scalable, resilient and modern architecture
Fragmented and redundant technology estate Simplified technology estate and operations

High capital expenditure and operating overhead Lower capital intensity and sustainable cost structure
Limited scalability and performance constraints Elastic capacity aligned to business demand

Complexity leading to slower decision : : q
eIt g : Accelerated delivery and innovation cycles
and delivery cycles

Rising risk and compliance exposure Stronger security, compliance and governance

GOVE
CONTROL

Modern platforms, Strong governance,
ving customer cloud adoption and a stage-gated decisions agility, stronger
expectations and pplication 2 e and measurable ence and
greater operational transformation at perati ies. accountability. sustainable growth.

complexity. enterprise scale.

PRINCIPL Y THE CASE

ALIGN TO BUSINESS SIMPLIFY BEFORE YOU SCALE MANAGE RISK PROACTIVEL) DESIGN FOR OPERATIC MEASURE WHAT
decision connected Remove complexity Protect cont hile Build for stabili rity Track value, not acti
before enabling scale moving wi ce and long-term operational QOutcomes over outputs.

and automation. at scale excellence.

e N DEVENDRA KUMAR LB TRANSFORMING COMPLEXITY ENTERPRISE TRANSFORMATION™
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THE TRANSFORMATION
CHALLENGE

Scale created complexity.
Complexity created risk.
Risk threatened value.

01 02 03 ) 06

FRAGMENTED LEG/ REGULATORY G BUSINESS NEED FOR
ESTATE TECHNOLOGY DEI COMPLEXITY S CONTINUITY MEASURABLE
REQUIREMENTS VALUE

Siloed sy Ageing infrastructure Compliance Large-scale change Global operatic Transformation had

redundant infrastructure limited performance, requirements across lamand to deliver clear,

increased complexity scalability and multiple regions s and business uninterrupted service rapid and

and operational the ability to added to the burden continuity risk. et

overhead. innovate, of change, customer experience.

This was not a technology problem. TERIMERAITE

It was a trans ation challenge— Socemissiatssale.
; - ot Reduce cost.
one that required leadership, architecture, Strengthen resilience.

governance and discipline working together. Ensoicfonis Browth.
With zero business disruption.

KEY FORCES DRIVING THE CHALLENGE
GLOBAL E BUSIN V [ COST PRESSURE SECURITY & COMPLIANCE SPEED OF CHANGE

150 countries with Multiple brands, sing infrastructure Data protection, pri
diverse regulatory, channels and functions costs and the need and regulatory compliance
operational and Op ng in a highly across regions and
infrastructure integrated envirenment. e industries.

elerating technology
s and evolving
customer expectations

demanding a .
requirements ERET

INTO CLARITY.
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THE TRANSFORMATION
ARCHITECTURE

A transformation designed as a s
Aligned to business outcomes. Built

DIRECTION

Design the target operating model

to enable scale and agility

GOVERNANCE
Establish decis

and control

TRUSTED DATA
Ensure data quality, securit

and availability for decision-making.

TECHNOLOGY & Al

Build a modern, secure and

ble technology foundation.

PLE BY DI

\panent is Simplici

to deliver comple

DEVENDRA KUMAR LB

CCDO, IS8 ITIL MASTER

em.
change.

Manitor, learn and adapt
the transformation
onal alignment

+ Capabilities and roles

+ Decision rights
+ Accountability framework

gates and control
+ Data governance

Reduction
Customer Experience

Sustainable Business Value

URE PRIN(

RE BY DEFAULT ADAPTIVE BY CHOICE

Security and compliance
are built in at

layer, by

TRANSFORMING COMPLEXITY
INTO CLARITY.

DELIVERING VALUE

THAT SUSTAINS.
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TRA CUTIVE

THE EXECUTIVE
DECISIONS

Five de
They alig

ADOPT A HYBRID CLOUD OPERATING MODEL
Leverage cloud for lability and agility while retaining
traditional infrastructure where it delivered the best
outcome.

ENCE MIGRATION BY BUSIN APABILITY
Group applications by business capal to manage
complexity, reduce risk and deliver measurable value

ABLISH EXECUTIVE GOVERNA
Create strong governance forums with ar decision
rights, stage gates and accountability to maintain

alignment and control

PRIORITISE RISK OVER DELIVERY SPEED
Protect business continuity, security and compliance
by managing risk proactively rather than reacting
toit

that ensure e

improvement.

INTO CLARITY.
DELIVERING VALUE
CCDO, ISB | ITIL MASTER THAT SUSTAINS
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PRINCIPLE

Use the right environment
for th workload.

Sequence for value,
not for conve

PRINCIPLE

Governanc: ould accelerate
decisions and reduce fri
PRINCIPLE

Sustainable transformation

requires disciplined risk
management.

PRINCIPLE

Transformation is complete only
when it delivers sustained value.

ISION ENABLE

ar priorit
Aligned lea
Transparent

Trusted partnerships

ENTERPRISE TRANSFORMATION™
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MATION EXECUTIVE

THE OPERATING
MODEL

Ata operating model designe

ale, resilience, efficiency and continuous

THE TARGET OPERATING MODEL

1. ALIGN 2. BUILD 3. RUN 4. ASSURE 5. IMPROVE

Align strategy, priorities Ensure compliance, r ontinuously improve
and demand to b with reusability and management and s pabili

outcomes. quality at the core. excellence. and value delivery.

Strategic alignment

with business goals

and automa!
Demand management Innovation and
8!
and intake technology evolution

delivery
te decisions and redu
bottlenecks.

ered and commitments

are met.

SIMPLE AND STANDARDI
Use commen fram

d value
ation.

DEVENDRA KUMAR LB TRANSFORMING COMPLEXITY
INTO CLARITY.

DELIVERING VALUE
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THE GOVERNANC
FRAMEWORK

Governance provid t

| 2025

s d ons, execution and value delivery.

GOVERNANCE PILLARS
01 ) 03
DECISION CONTROL TRANSPARENCY VALUE
AND INSIGHT ASSURANCE

Visibility through metrics, Continuous validation
dashboards and reporting that investmet
architecture, investment, for outcom ones :
; A that enable informed
o ry and oper 5 and perf: i Y o
X r complianc ecisic ! t
Eliminates ambigu Accountability d cormpince snd decleiongend proactive
nagem oI age of ri
and accelerates follow-through g ac e e
docldansioaking Al the enterprise and performance.

GOVERNANCE IN Al

FOCUS AREA HOW WE APPLIED GOVERNANCE

Governance forums validated ¢ intent, prioritised investmer nd ensured alignment
Strategy and Prior

chi e reviews a d ncy, security, scalability and
Architecture and Standards ECYLROELE Y, Hiyar

Stage gates, KPls and dashboards enabled iplined execution, early risk detection
and corr

Delivery and Performance

- Proactive risk management, compliance oversight and audit readiness built trust and
Risk and Compliance

protected the business.

= Benefits tracking and value reviews ensured outcomes were achieved and sustained
Value Realisation
er the long term.

When governance is clear, proportionate and accountable,
it removes friction, builds confidence and enables the organisation
to move faster with control.

i . DEVENDRA KUMAR LB CHEREN G GIME L ENTERPRISE TRANSFORMATION™
D[\ ; INTO CLARITY.
I\ DELIVERING VALUE
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MATION E JE

THE TRANSFORMATION
PORTFOLIO

A balanced portfolio of initiati igned to modernise
strengthen operations and build future

ing measurable business value.

THE TRANSFOR WAS ORGANISED AS A PORTFOLIO ACROSS FOUR CATEGORIES.

01 | INFRASTRUCTURE (02 | APPLICATIONS 03 | OPERATIONS (04 | GOVERNANCE

Build a resilient, scalable i a ions to :stablish strong governance
and cost-optimised ; reliability o ensure control, compliance

infrastructure found: : i value. a 5 and valu tion.
KEY INITIATIVES 1 KEY INITIATIVES

+ Cloud migration
ing to modern

. ver and platform

platform

+ Network and storage

optimisation
management imp:

+ Operating model and
hardening

applications

PRIMARY OUTCOME PRIMARY OUTCOME
Lower ¢ 21 r time to market and
and city. J ion quality.

PORTFOLIO CONTROL FRAMEWORK
Every initiative was evaluated and priortised using a common set of criteria to ensure
the right investments received the right resources at the right time.

Strategic importance Expected benefi k level, complexity Availability of people, Interdependencies ganisational and
and alignment to and v d impa skills, funding and 55 initiatiy technical readin

tion potential. business continuity. technology. systems and v to execute.

where they would deliver the greatest impact and create

JRABLE RESULTS. sustainable value for the enterprise.

] 1 DEVENDRA KUMAR LB TRANSFORMING COMPLEXITY ENTERPRISE TRANSFORMATION™
INTO CLARITY
1) [\ DELIVERING VALUE
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VALUE EVIDENCE

Tangible results that demo

t of the trar

TRANSFORMATION AT A GLANCE

124

LABOUR COST REDUCTION

FOOTPRINT REDUCTION % 5 OVER THREE E
migrated and

s en

ted and migrated

arget environment

COST EFFICIENCY - a zloua 0 efficiency

SILITY

RESILIENCE Enhanged

continuity

Improw o reduced incidents and automated operations
enhan ity and user expel

A le foundation to support growth, innovation and future digital initiatives
across the enterprise.

,/’ . DEVENDRA KUMAR LB TRANSFORMING COMPLEXITY | ENTERPRISE TRANSFORMATION™
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THE LEADERSHIP TEST

RSHIP IN TRANSE
01 02

DECISION QUALITY

0

_UTION DISCIPLINE
1king high nce Maintaining momentum
choi without compromising

1.

WHAT THIS MEANT WHAT THIS ME

DIRECT

Align priori

The real t
but i

TRANSFORMING COMPLEXITY
INTO CLARITY.

DELIVERING VALUE

THAT SUSTAINS.
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Five enduring lessons from ¢

that continue to shape how I appr

KEY LESSONS FOR LASTING IMPACT

SIMPLIFY BEFORE YOU

Complexit B of p mplifying

architecture, pi i creates the A simpler foundation enables

clarity needed t er execution and more sustainable
il h.

VALUE FIRST.
SUSTAINED MOMENTUM.

Start with the outco Business value create:

Sequence in’ confidence and the resou
early, build momentum and fund wh to go further.

GOVERNANCE SHOULD ACCELERATE

DECISIONS

Good governance doesn't create bureaucracy—

it enables better decis| duc eps removes friction and keeps
the transformation on track. erprise moving forward.

HNOLOGY FOLLOWS RIGHT MODEL.
THE OPERATING MODEL RIGHT TECHNOLOGY.
Technology delivers value when it is al When pe 0 and technology
operating model, processes and capabilities of the business. work together, transformation
The operating model comes first. become eatable and scalable

MEASURE OUTCOMES, NOT ACTIVITY

prove value.
F S results, not the number
of initiatives, meetings or deliverables.

TR ANSFORM AT[ON The real value is not in the technology, but in the choices we make,
- o the people we align, the capabilities we build and the outcomes
15 A LEADERSH]P we deliver. These lessons continue to guide how | lead, transform

JOURNEY and create value—today and for the future.
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THE DEVENDRA KUMAR LB PERSPECTIV

a practical framework d an operating sy

easurable business outcom

THE INTEGRATED TRANSFORMATION

ENTERPRISE
FORMATION™

Defines the what e es e meas
and the blueprint

business value.

+ Effective Governance

IT {ADERSHIP COMMITMENT TO THE FUTURE.

€200M+ 20+ 3 CCDO, ISB ITIL MASTER
PORTFOLIOS FORTUNE 500 o STAR AWARDS ?

Advanced Executive
Clients

| 2 Education

DEVENDRA KUMAR LB
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