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Host: Welcome back to the Future of Advice podcast by Deloitte Luxembourg. When you hear the word 
infrastructure, you probably, you know, picture the basement. 

Guest: Yeah, that classic windowless room. 

Host: Right? Exactly. The one with the humming racks of servers, maybe a blinking switchboard and just 
endless support tickets sitting in some queue. I mean, let's be honest, an IT team, you only ever noticed 
when a critical system crashed and all the screens went dark. 

Guest: Oh, absolutely. For the longest time, the only measure of success for infrastructure was simply, well, 
silence. 

Host: Right. If nothing's broken, don't ask questions. 

Guest: Exactly. If the servers stayed up and the business kept moving, nobody asked anything about the 
black box running at all. It was just treated as this purely technical layer, completely isolated from the actual 
core strategy of the business. But you know, as colleagues here at Deloitte Luxembourg, we've been 
analyzing this really fascinating internal paper circulating our desks, and it basically argues that that era is 
entirely over. 

Host: Completely dead. 

Guest: Yeah. The core premise we're doing a deep dive into today is that every single major strategic topic a 
company cares about right now whether that's deploying generative AI ensuring digital sovereignty or you 
know delivering a flawless customer experience 

Host: or even hitting aggressive sustainability targets. Yeah. 

Guest: Right. Exactly. Every single one of those rests entirely on that foundational infrastructure. So we have 
to fundamentally stop treating it as an isolated technical utility. 

Host: Yes. The analysis we are digging into today outlines exactly why infrastructure has to be treated as a 
strategic business ecosystem and you know more importantly an ecosystem that is collectively owned. 

Guest: It's not just the chief information officer's problem anymore. 



Host: No, not at all. Finance risk, legal, sustainability and like the business lines themselves, they all have to 
co-own this foundation now. 

Guest: Which brings us to this massive glaring mismatch the paper points out right out of the gate because 
you know looking at you the listener, your organization is probably stuck somewhere between what we can 
call infrastructure 2.0 and infrastructure 3.0, 

Host: right? That transition phase. 

Guest: Yeah. Where 2.0 was that initial frenzied cloud first growth phase where everyone just wanted 
flexibility. And 3.0 is the era of intelligent platforms. Companies are so eager to deploy AI and they want to hit 
ESG reporting standards and of course they are facing intense cost pressures 

Host: that their internal structures are still, you know, operating in silos built a decade ago. 

Guest: Exactly. It's like putting a Formula 1 engine into a horse-drawn carriage. 

Host: Oh, I like that analogy. 

Guest: Right. Because I mean, it's not the engine that's going to break. The modern tech is fine. It's the 
carriage, the siloed organizational structure that's just going to splinter into a thousand pieces under the 
pressure. 

Host: And that structural lag is really the biggest hidden risk in modern business today. I mean, think about it. 
You have business lines demanding rapid AI innovation, but they have absolutely no understanding of the 
compute foundations required to do that safely. 

Guest: Yeah. They just want the shiny new toy. Exactly. And meanwhile, you have IT making highly 
consequential technical choices in a total vacuum, focusing purely on like performance or uptime, 

Host: while finance is sitting in another room entirely just tearing their hair out trying to decode massive 
fluctuating cloud bills that look like a foreign language. 

Guest: Right. And legal is constantly on the back foot just reacting to new regulations case by case. And the 
ESG teams, they're left at the very end of the line trying to calculate the carbon footprint of these massive 
data centers after the emissions have already happened. 

Host: With absolutely zero power to change the architecture. 

Guest: None at all. 

Host: It feels like trying to run a global real-time supply chain using a team of couriers on bicycles who aren't 
allowed to dock to each other. 

Guest: It's a disaster waiting to happen. 

Host: Yeah. Because you wouldn't send a massive freight container on a bicycle and you wouldn't charter a 
cargo ship to deliver a single letter. But without a shared logic, that is essentially what's happening with data 
and compute power. IT is just grabbing whatever vehicle is closest. 



Guest: And in that logistics scenario, if a sudden regulatory roadblock pops up or you know the price of fuel 
quadruples overnight, those bicycle couriers have no way to adapt. When these silos persist, an organization 
literally cannot optimize for cost, compliance, and performance all at the same time. 

Host: The systems just break down under the friction. 

Guest: Exactly. 

Host: So if the old siloed logistics model is broken because the teams aren't talking, the first thing a modern 
network has to do is establish the actual rules of the road. And in the data world, the paper emphasizes this 
starts with digital sovereignty. 

Guest: Yes, digital sovereignty is huge right now. 

Host: And it's no longer just a legal patch applied right before a product launch, right? It has to be a 
foundational design choice from day one, 

Guest: Right. Because we're operating in a landscape governed by overlapping and honestly sometimes 
completely conflicting mandates. You have GDPR in Europe. You have the EU Digital Operational Resilience 
Act or DORA, initiatives like GAIA-X and and then competing frameworks like the US Cloud Act. 

Host: Let's actually dig into how those conflict for a second because I think that is where the architecture is 
really forced to adapt. For instance, the US Cloud Act allows US authorities to request data stored by 
American tech companies regardless of where those servers are physically located. 

Guest: Right. Which is a massive sticking point. 

Host: Yeah. Because then you have GDPR which strictly restricts the transfer of European citizens data 
outside of the EU. So how does that work? It puts organizations in a serious bind. You cannot simply hand 
this off to the IT architecture team and tell them to, you know, just figure it out. Doesn't work that way 
anymore. 

Guest: Right. It can't interpret international law. 

Host: Exactly. Legal and compliance have to define what sovereign actually means for the specific data sets 
your business handles. And then IT has to translate that legal interpretation into concrete technical designs. 

Guest: So what does that look like in practice? 

Host: Well, they might need to implement a sovereign cloud solution or maybe design a system where the 
data sits on a US provider server, but the encryption keys are held strictly by a local European entity so that 
the provider literally can't hand over readable data even if asked. 

Guest: Oh wow. So a technical block to solve a legal conflict. 

Host: Precisely. And then risk and audit have to step in and verify that this whole setup can actually be 
proven to a regulator under DORA's strict resilience testing. 

Guest: But wait, let me push back on this a bit. Wasn't the entire pitch of the cloud over the last decade that 
borders didn't matter anymore? Like the whole narrative was that we could just abstract the hardware away, 
put everything in the cloud and it becomes this omnipresent borderless magic. 



Host: Yeah. Well, the marketing definitely outpaced the geopolitical and physical reality. 

Guest: The physical location of where your data sits is actually more critical now than it was 10 years ago. 

Host: Really? More critical now? 

Guest: Oh, absolutely. It comes down to those local jurisdictional laws obviously, but it also comes down to 
the laws of physics. You cannot abstract away the speed of light and the speed of light governs latency. 

Host: Right. So, the time it takes for a signal to travel from point A to point B, which fundamentally kills the 
one-size-fits-all hosting model. You can't just dump every single workload into the public cloud and call it a 
day. 

Guest: No, you really can't. Consider a smart factory floor utilizing robotic automation or a fleet of 
connected vehicles making autonomous braking decisions. 

Host: Okay, high stakes stuff. 

Guest: Very high stakes. The data processing required to prevent a collision or stop a manufacturing defect 
cannot travel from a local device across the ocean to a centralized public cloud server, process the algorithm 
and then travel all the way back. 

Host: Right. Because by the time the signal gets back, the car has already crashed. 

Guest: Exactly. The latency would be catastrophic. That requires processing at the edge physically adjacent 
to the actual operation. 

Host: But then on the flip side, core banking records or like highly sensitive patient health files, those might 
legally need to stay on premises in a private air gap data center just due to strict compliance. 

Guest: Yep. And then you still have highly elastic workloads 

Host: like an e-commerce platform on Black Friday. 

Guest: Exactly. Those absolutely thrive in the scalable public cloud. So to manage the spread without 
descending into total chaos, the paper introduces this concept of a workload placement framework. 

Host: And this is where the silos really have to break down, right? 

Guest: Completely. Operations, IT, compliance, and finance have to build a shared logic to classify 
workloads based on performance needs, regulatory constraints, sensitivity, and of course cost. You make 
collective systemic decisions about where things belong. 

Host: So you're mapping the right workload to the right environment every single time by design. 

Guest: Exactly. 

Host: But I mean, if we are suddenly scattering our data across edge nodes on factory floors, private local 
servers, and multiple public clouds to satisfy all these physical and legal laws, human beings physically 
cannot monitor that spread. 

Host: No, they can't. 



Guest: Like we're forcing a mathematical impossibility on our IT teams if we expect them to track every 
microservice, patch every server and monitor every log manually. 

Host: We have absolutely surpassed the threshold of human cognitive capacity to manage modern 
multicloud environments through manual ticket queues. The volume of change is just way too high. 

Guest: So what's the solution? 

Host: The operational model has to shift toward ZeroOps. The ultimate success metric for an IT operations 
team under ZeroOps is literally that nothing happened. 

Guest: Okay wait, explain the mechanism. behind that because saying nothing happened implies the system 
is somehow fixing itself. 

Host: It is actually, it relies on a tightly integrated trio of technologies. First you have infrastructure as code or 
IaC. 

Guest: Right where you write a script instead of clicking buttons. 

Host: Exactly. Instead of humans manually configuring servers and networks everything is defined by code 
which ensures environments are provisioned consistently and securely every single time. Second you have 
full stack observability. 

Guest: Which is more than just basic monitoring. Right? 

Host: Way more. It aggregates logs, metrics, and traces across the entire hybrid environment. So you have 
this deep telemetry on exactly how the system is behaving down to the microsecond. 

Guest: Okay. And what's the third component? 

Host: AIOps. And this is what actually closes the loop. It isn't just a dashboard that flashes red when a server 
crashes. AIOps ingests all that massive stream of observability data, compares the real-time traffic to 
historical baselines, and uses machine learning to predict an anomaly before it causes a failure. 

Guest: Oh, wow. So it sees the problem coming before it actually hits. 

Host: Exactly. It detects, say, a memory leak, triggers the infrastructure as code to spin up a fresh instance, 
routes the traffic over, and kills the failing instance before the end user ever even experiences a lag. 

Guest: That is incredible. And when you remove the humans from that mind-numbing manual monitoring 
and patching process, you fundamentally elevate the value of the IT workforce. 

Host: Precisely. Security teams utilize that exact same observability data for continuous automated threat 
detection. Business leaders use it to see exactly how back-end latency is impacting their sales conversion 
rates. 

Guest: And your engineering talent is finally freed up to build high value foundations, which honestly is the 
only way a company can realistically support the heaviest lift of all right now, which is AI optimized 
infrastructure. 

Host: Oh yeah, AI changes everything. 



Guest: Because we are moving past the phase of treating AI as just a dozen isolated pilot projects or, you 
know, fun generative chatbots. But AI models do not run on magic and good intentions. No, they require 
immense concentrated resources. 

Host: Yeah. 

Guest: Providing an AI ready foundation is not just a matter of going out and buying a massive cluster of 
GPUs. 

Host: Right. It's not just a hardware shopping list. 

Guest: Not at all. It demands incredibly secure high throughput data pipelines so the models can actually 
ingest the enterprise data and it requires incredibly low latency networks so those compute clusters can 
actually synchronize. 

Host: You can see the cross functional ecosystem at play here immediately. I mean the data science teams 
might be building the predictive models, but it provides the scalable compute. 

Guest: Yes. 

Host: And then security has to enforce strict zero trust pipelines so the AI doesn't accidentally ingest and 
then leak highly sensitive proprietary data to the wrong user. 

Guest: Which is a huge concern right now. And finance has to govern what is an astronomical spend on 
variable compute. And on top of all that, the sustainability team has to monitor the colossal power draw and 
carbon footprint of those processors running at full capacity. 

Host: It's a massive team effort. Organizations that fail to build this as a shared governed platform will find 
their AI initiatives just stalling out completely. The infrastructure has to be treated as a unified company 
platform heavily governed by all those stakeholders rather than a fragmented set of shadow IT projects. 

Guest: Exactly. But you know building this massive highly automated AI-driven hybrid cloud engine is great 
but it introduces some severe boardroom level vulnerabilities. 

Host: Right. Because opening up all these edge nodes, automating the provisioning and giving AI access to 
enterprise data. That comes with risks, namely systemic security failures and wildly unpredictable variable 
costs. 

Guest: Regulators and boards are no longer accepting localized excuses for routine risks like ransomware, 
state sponsored threats, or supply chain attacks. 

Host: Not just an IT problem anymore. 

Guest: No, security and resilience are enterprise-wide responsibilities. Now, it's not solely a burden you 
could just place on the chief information security officer and wash your hands of it. 

Host: So, IT implements the technical guard rails, right? Like enforcing zero trust architectures where every 
single microservice must authenticate itself, automating security patching through zero ops and designing 
multi-region failover. 

Guest: Yes, but risk has to align those technical controls with the evolving legal frameworks. And crucially, 
the business units themselves have to own the operational continuity plans 



Host: because resilience isn't just about making sure the data is backed up. 

Guest: Exactly. It's about knowing precisely how the organization will communicate, how it will function, and 
how we'll actually serve clients during the hours or days a critical service is degraded. 

Host: They need a plan for when things actually go wrong. 

Guest: And these groups must regularly practice scenarios together, evaluating the blast radius of a 
potential breach and making sure the business can actually survive it. 

Host: Okay, so that addresses the security vulnerability. But what about the financial and environmental 
vulnerabilities? Because the transition from legacy infrastructure to cloud and AI platforms completely 
shifted how we pay for technology, didn't it? 

Guest: Oh, it's a fundamental shift. We went from a fixed capex model 

Host: Like buying a physical server and depreciating it over 5 years. 

Guest: Right. We went from that to a continuous variable opex model where you are paying for every single 
second of compute you consume. 

Host: And without stringent shared governance, those variable costs will just spiral out of control instantly. 
Developers will spin up massive test environments and just forget to spin them down. AI models will 
consume compute inefficiently. 

Guest: Which is the exact mechanism behind FinOps. It forces engineering finance and business teams to 
collaborate on a shared financial language. It gives them the visibility required to link architectural 
engineering choices directly to their actual business costs in real time. 

Host: Now the paper also adds sustainability by design as an entirely new dimension to this optimization 
evaluating the carbon intensity of data centers. 

Guest: Yes, green ops is becoming just as critical as FinOps. 

Host: It mentions the capability of routing non-critical workloads to greener regions based on renewable 
energy availability. But let's pause on the feasibility there for a second. Doesn't that create a massive 
nightmare for finance? 

Guest: How so? 

Host: Well, if compute workloads are just bouncing around data centers across the globe based on weather 
patterns, you know, chasing wind or solar availability, how can a chief financial officer possibly predict a 
budget for that? 

Guest: Ah, I see. Well, it would be a total nightmare if it were done manually. Yes. 

Host: But FinOps's platform solved this through sophisticated metadata tagging and automated thresholds. 

Guest: Okay. So the system handles the balancing act. 

Host: Exactly. You assign parameters to a specific workload. The system evaluates the cost per compute 
against the carbon per compute across various regions. 



Guest: Wait, does this mean a company could literally, I don't know, program their infrastructure to wait and 
run heavy compute tasks only when the wind is blowing hardest in a specific region? 

Host: Yes, exactly. It sounds like science fiction, but it will only may route that workload to the greener data 
center in say the Nordics if the cost differential remains within the strict budget envelope approved by 
finance. 

Guest: Oh wow. So it creates a governed dynamic market inside the company's own infrastructure. 

Host: Right. Balancing ESG goals against financial guardrails without requiring human intervention for every 
single decision. 

Guest: That is incredible. But so how does a legacy company actually rewire itself to achieve this? You can't 
just mandate from the top down. Hey everyone, we are doing FinOps and ZeroOps now and expect those 
isolated bicycle couriers we talked about earlier to suddenly transform into a synchronized automated 
logistics network. 

Host: No, you really can't. The old operating model of annual governance reviews and sequential ticket 
queues actively suffocates this kind of agility. The operating model itself has to be completely reinvented 
around platform engineering. 

Guest: So, organizations must transition to treating infrastructure as an internal product rather than just a 
reactive utility. 

Host: Exactly. Meaning the platform team views the internal business lines as their customers. 

Guest: Right. So they develop shared capabilities like a standardized secure AI pipeline or a sovereign data 
environment. 

Host: Yes. And they offer them with clear road maps, self-service portals, and service level agreements. But 
the real key to making that work is embedded governance. 

Guest: Because you can't have the platform team build a tool and then wait 6 months for a security audit and 
a financial review. 

Host: No, that defeats the whole purpose. Security, compliance, FinOps, and sustainability metrics have to 
be integrated directly into the daily workflows and the code pipelines of these cross functional teams. 

Guest: Synthesizing the roadmap from the analysis, it seems to begin with establishing a shared multi-year 
vision across those historically siloed departments. 

Host: That's step one. Yes, you have to bring it, finance, risk, legal, and ESG into the exact same room to 
establish a common language and define what role infrastructure actually plays in your specific market 
sector. Following that alignment, you must aggressively assess your current realities, right? You evaluate your 
true cloud maturity, the depth of your observability tools, and honestly, most importantly, the skill gaps 
within your workforce. 

Guest: Yeah. And from there, you define priorities. You pick a cross-functional win to focus on first rather 
than trying to boil the ocean. 



Host: Right. Start small. Perhaps the most urgent regulatory need is building that sovereign data platform. Or 
maybe the most urgent financial need is getting a grip on variable clou. spend through a FinOps pilot. 

Guest: Exactly. You deliver those solutions through iterative agile engineering. Start small, automate early, 
and continuously build upon those foundations. 

Host: The overarching philosophy is really that infrastructure is a continuously evolving platform. It must 
seamlessly adapt to emerging technologies, shifting geopolitical regulations, and of course, changing 
business strategies. 

Guest: And organizations that do the difficult work of modernizing this operating model today are the ones 
who will capture the Agility, resilience, and cost efficiency required to lead in the coming decade. 

Host: Earning and maintaining lasting trust from both customers and regulators is no longer just about the 
products you sell, you know, it's deeply embedded in the resilience and compliance of the foundation 
running them. 

Guest: It requires a complete paradigm shift, elevating the conversation from the basement directly to the 
boardroom table. 

Host: Well said. If modern infrastructure is no longer just a technical necessity, but a direct reflection of a 
company's strategic priorities, take a look at your own organization's technology foundation. When you trace 
the lines between your data, your security, and your spending, what is your infrastructure say about what 
your company truly values? Thank you for listening. Until our next episode. 

 


