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Melanie Gladwell 1 Scott Watson , Amazon Web Services (AWS)
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AWS S| ELREREERETERER ZRAEES S FHER, RILERT , AWS BRBRE
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REREREEERTEAREFINNRERE - ©MNEFELN, B THEIEKRILRNEREK
R, BENBITEM, BES\  UREBSEIE, 22028 F , EWMEEREXBER, mMARE
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# FinOps Eﬁ#i%%ﬁﬁﬂlﬁﬁﬁﬁ B, UBRESRNEE. HEFTEHEFE AWS ZiRKALE (AWS

CAF) %, A&, SRENMEERH,
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FEBRINEREA , BERTUBRNBEEERE RN , MEARKENST YRS T SUEEUE 2 A
g, —EEERRECESNEEEEERARGN 2024 £H3EEM , B 2030 £ |, Fortune 500 X
NRERE, 8BS, WEMEE EBITDA) ZHHHTEREEIB 1 kET, ® SR, R, BE.
BERABRARIRE. REMBITERHENAELERSEE , EBITDA N FEEREEB 20%,
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> AWS re : Invent 2022 = 28585% , Adam Selipsky

Y A EEE R L B E H52E (McKinsey & Company 58% |, 2023 £5 B )

SRR RO B |, #EE Kent McMillan (Accenture S8 E | 2023 £9 A )

® BZ 2028 F | Gartner R REHERBEBER (Gartner M , 2023 F 11 A)
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https://www.idc.com/resource-center/press-releases/worldwide-spending-on-digital-transformation-is-forecast-to-reach-almost-4-trillion-by-2027-according-to-new-idc-spending-guide/
https://www.idc.com/resource-center/press-releases/worldwide-spending-on-digital-transformation-is-forecast-to-reach-almost-4-trillion-by-2027-according-to-new-idc-spending-guide/
https://www.mckinsey.com/capabilities/implementation/our-insights/how-to-implement-transformations-for-long-term-impact
https://www.youtube.com/watch?v=Xus8C2s5K9A
https://www.mckinsey.com/capabilities/implementation/our-insights/how-to-implement-transformations-for-long-term-impact
https://www.accenture.com/us-en/blogs/business-functions-blog/organization-design
https://www.gartner.com/en/newsroom/press-releases/2023-11-29-gartner-says-cloud-will-become-a-business-necessity-by-2028
https://www.accenture.com/us-en/blogs/business-functions-blog/organization-design
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8 Eikt JKE LM S A AIEL (McKinsey Quarterly , 2021 £ 2 B )

PERBT . MEREEIEHSRE (Accenture FIRERE |, 2023 F )
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https://www.mckinsey.com/capabilities/mckinsey-digital/our-insights/clouds-trillion-dollar-prize-is-up-for-grabs
https://www.accenture.com/us-en/insights/cloud/cloud-outcomes-perspective
https://www.prosci.com/change-management-success
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AWS Enterprise Transformation Framework §7EBEAT#/TMAIITHRE , UHEBDERRE. ESR
Flgeh , WHRARFABMNERMNBEENEEERKGE, LEBHEEXERE K BHHELIKMERE, ©FEB
HYLEBINERZRNEKEEESITENRAZE. 4. MESNBRXBELZE , £EHAR
EWEERIINRAER LB ZABSEE.

BRESSLIEALER  TEREHESERIIENEBRREENRE , MTEMAR  EFBNR
B&. FinOps, EEBURAEN L, EEXHEHBBRERFANERER , SINTERNERER
REMBR, XLER, ITNMEBEVN BN FENER, TRENMBERE , SIRTEENH R
PIIERK Al HAE, BFMRTHZE,

AWS ENTERPRISE TRANSFORMATION PILLARS

101/ Ve \
Develop plans to achieve i . \ o - Manage financial aspects of
strategic outcomes and ) i ) cloud estate that align to
business value using the cloud. rans CeI BRI TJS'" ® gence corporate and IT financial

reporting.

ENTERPRISE
CLOUD VALUE
\ REALIZATION P

Digital culture

g Cloud leadership & CCoE
Evolve organizational culture ) CloudOps
for continuous innovation, or ranstormation Resilience Evolve‘and mature cloud
digital fluency, and rganizational change acceleration - Cloud Center of Excellence operat{ng rr!_oclel, (!oud
collaboration. ! operat{ons, ,;3nc! Eamld
operational resiliency.

Cloud operating model

EHUBREIRHMBELE, TSR, SEEE EEERIUL (HINES, EREMEH, end-
to-end @R BT ARMEN ) WEER  BENEA. BESTEAN. SEEHERTESR
REESNWEIFH—RATHAT | SRUEENERES, (BOHDEBIET L. Saas BRAER
% Al )

EBENRXAHESLELTIER  EHATER. BREREERLE (PMO) SIBRHEERRLE

(TMO) M3 EMRk , ARFTEEBREARESRE, EAGXERRRE 5| BANTHEBMNRAR |
YHEXEXBKEENELIEF  EBEARARTEERARBREEEREENKRE ; URER
B, SR KBTS N RER G RK,
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X EEFRHETS  UEASRERRBERNEGEEE. FlbaEH .

- ERAEEBEREBERPMETENGTE  LEENEHAFNEEER.
- BENEBEEIRSBATEHEMNEBHR,
- ER B HREA BB REE, BHRREFNER , UEKLEREE,

FinOps &

WERSREBEENTN T MERE BN EREEMKERD, EHIESD

- ERLNERESHMES , Y23 FinOps EE.

- HATREHEHFEDN, BOREXIHNMBREA , UKRIBERAZECEII,

- RETNEBEEELER. HEMER , YEITENKERSHNERRENRS.

BRIEXHE
HEREIRBRANPERSEMDATHEE | URARLERE, ERTED |

- SFHIRFEIRETHAEEENFSNARRE , UAFSHITHIRE,

- EEMFUAEEENRBRSEERINKAE , AFHAWS Bin&EEE (COM) RIESHBIR
FRBENEREERKNER,

- REFTERBRERFFR , LERAERASRBEEREDHREDRE,

AEMX L=

B ESRAEHBOBRIL , UXEFERE. A%, BURBENBERME. FlbHES

- WHFAMAEEEEE IT MEKBREE , UHBHEKREIRE, TANAFIENEE,
- ¥EIBZERA AWS Organizational Change Acceleration (OCA) 6-PointZ2848 , BIZ T hRELABI R E IR A
. REAIF, MRERAEE |, WHREBEERE D

- RRETHESEMTNERERINGE,
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https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-cloud-operating-model/
https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-ocm/
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AWS HRERHEERBRMREL BN , YUK AWS EFNEXBINREEHENERAER,
ZATERUENABNERBERNAERY B HITE, ©EM AWS ©EERERS| SR 1T
MEBEMCEER -t  UHWEBRE, b, AR, EENERMBEREARETHENH
#lo

REEAUHEFAREVIER KPIsS2EERHRNEANDEREE, HABERETIRFEERRG &
AR BRETREEHERERR , LELERKITEXBEENSHEFTE, RAREMERR , &N
HEGBEBERERETE, BRNER | WEEFANRERE, SSEREEANRMARE , BT
HPBEFERYREFRNTHESR. AR SRENERREE  SERARNRIER  TREFANH
23018 ThRE AR R

TERA AWS EERHE,

AWS Enterprise Transformation roadmap

PHASE ONE PHASE TWO PHASE THREE PHASE FOUR

Prioritize | Ready | Enable | Transform

ABLE INCUBATE & SCALE NEW WAYS OF SCALE

DEFINE THE PATH PLAN PREPARE AND INVENT READY BUILD ORG CAPABILITY AND CAPACITY WORKING

Align leaders on business priorities & define Develop readiness through experimentation, identify Implement detailed readmap to adopt new Replicate success patterns for scale & build lasting
transformation plan. success patterns, & deliver initial wins. ways of working & accelerate time to value. digital culture capabilities for sustained innovation.

Transformation strategy, e Bl{Sir?issf'(l_ed .
i i value at stake, and high- prioritization of X
Validate business g e initiatives Reinforce new ways

objectives level roadmap Implement with KPIs and incentives

Detailed roadmaps IS s "} | t busi
Align IT & business ili support new ways Prioritize people nspect business
g Mobilize workforce for scaled of working e ] e T

stakeholders for cloud fluency implementation growth and adjust

Situational Draft FinOps, i i i e PP
" B Activate a cloud Proofs of concept feyalidae Mature cloud Replicate Reinforce culture Sustain digital
readiness cloud operating leadership function business case success .
o f [ ELT T culture of learning
discovery model, and Build out operations and patterns to B i
Al and innovation
people plans cloud operating model RICCUCECE TS scale

Multi-modal marketing & communications for stakeholder buy-in

Four concurrent workstreams to accelerate transformation Business & Strategy FinOps Cloud Operations People & Culture

TEN T 5 &R A SRR

EEX 1 BRIEF - ERHE

PEER 2 : i — EfRIEN

PEER 3 : RiA - BZERBRERINEE
PEER 4 - B - EEBNBERMH THELSK
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LS RABBAREHRERR, HHEAESENEEELSENEBXTFRER , URFERERR

G, PAREENSEEBENRT THERER. MTEMR.

PHASE ONE

Prioritize

DEFINE THE PATH PLAN

Align leaders on business priorities & define
transformation plan.

Transformation strategy,
value at stake, and high-
level roadmap

Validate business
objectives

Align IT & business
stakeholders

Situational
readiness
discovery

Draft FinOps,
cloud operating
model, and
people plans

HEUWPEERE RS , RS REBR CREN

MER K WEHEEE,

OUTCOMES

Business priorities are set.

Transformation readiness discovery of
business value, FinOps, operations, people,
and culture is conducted.

Transformation strategy and roadmap are
built.

REXRBETIEF ; TRER

B'
BiaRR , 2EEREE. YBLE BREEEX. XHNAS ; YEVSHERRBENER,

ST E -
REERIEEES KPIsii—%(KB1E,

B 1 BRIEF - ERERE
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- f£f AWS Transformation Readiness Diagnostic , iE R ¥t ¥ EAREERMBB I L\ R
TEREASNTIE  GPRRRARIREDHEENRS., (NFLIENFRENR , BB AWS

Professional Services BB, )
- FEFREBA IR,
- BBKEEE, EnEERENYREEDRERBEATERE -, ERRK B EREKRE,
- EREMEE,

PEER 2 : WuiE — ZEfmILIE L

LREBRZENEAUERAERNBHFRIANBRESHERRBNER , YRBERSUNRERLR
g, #1THER. RBFHNIAELSX. EABNEENSXBER. BERVNEAY  URERFHANER
REMER. WTEMR.

BEER 2 : BhiE - EfRIE T 8


https://pages.awscloud.com/AWS-Professional-Services.html
https://pages.awscloud.com/AWS-Professional-Services.html
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PHASE TWO

‘ Ready

PREPARE AND INVENT READY OUTCOMES

Develop readiness through experimentation, identify ) _
success patterns, & deliver initial wins. Detailed roadmaps (strategy, FinOps,
operations, and people) are defined.

Experiment . -
and learn KPIs are identified.

Detailed roadmaps
Mobilize workforce for scaled
for cloud fluency implementation MLPs and/or PoCs are developed.

Activate a cloud Proofs of concept Communications strategy and plan are
leadership function developed

Build out
cloud operating model

Leadership action plans are defined.

EURERERS  EESEVHEREERE K YHIHRBNER, UHFNIESXBEER. 5
HANRBEREXIER. BUERBAERE, MEEREEERN, BAIRINER, %5t FinOps BE.
FHERETTEMR (MLPs) B2 (PoCs) , URENLEBRELHE, CRIUKBERFTNEIR
REMFMNER,

ST E -

- EANERAERNMES  REREBRERHBENBHENTESK.
- REEWREEE | WREBREENEXK,

- ERERMAEEMR. BEIKDER , WRMNLDHEKI.

o RETAEHE MLPs , BRIER TR,

- ERERERDEH TERAUEKEK , LHEHKK,

BEER 2 : BhiE - EfRIE T 9
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- ERFMANESHEGENEER,

PEER 3 : A - EEMERRE NN E

HEREENEEABTENED , UREFFENBRERY NERAEE  IEBTRIER, &£
LEREER | B2 M AWS OCA 6-PointZifs, BMRREHIFHE, EREERERAERE, EEHSEM
iSRS ERAYINE (EBA) FHH. BMARRMNTEM TR,

PHASE THREE

Enable

BUILD ORG CAPABILITY AND CAPACITY ABLE OUTCOMES

Implement detailed roadmap to adopt new

ways of working & accelerate time to value. Initial business results are delivered.

Business-led
prioritization of .
initiatives Success patterns are implemented to scale.
Implement

mechanisms to

support new ways
of working Operating model is implemented.

Revalidate I Replicate

business case Mature cloud success
operations and patterns to

product teams

Leaders and workforce embeds new ways
of working.

Culture starts to evolve,

scale

MM RAERE , AR EEFFENBRERREVHER AT, HEA, AEENETHANE
oM ERERBRRKADENAE  MAMEEBRN TEBTEERENELE R,

ST E -

BEER 3 : B - BEMRBEEINEE



https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-ocm/
https://aws.amazon.com/gameday/
https://aws.amazon.com/experience-based-acceleration/

AWS 75 483 RAKMELANRESE | RCH BRI
- REBNZEMBEEERS,

- REEARBRA THERFINERTE  MAFTNEE, RE, TANAFHAN,

- RECERERIE, FinOps BF. BEXLEENULER,

- REE T MEBRETF,

- BEARIEN,

- EABHEERDEHTE REENRNBEAXRK,

- BEEEACRBRAATERNEEEENUSEEBINFRERER 2

PEER 4 : Bk - BB NEERMNTFHFN

IHEREFENERRINERURE, BEFATIE. EXNMEEELIEFMELKAEE KPIs ML |, WAR
BEAZENEEARERE AEEENEREESEEARMIMERSEEINRGERE G EZNMEBH
FREHE  URANCEBERERE, LERNOTEMNR.

BEER 4 EiR - ERBENBERFHTHELR 11
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PHASE FOUR

‘ Transform

INCUBATE & SCALE NEW WAYS OF

WORKING SCALE OUTCOMES

Replicate success patterns for scale & build lasting Workforce is transformed.
digital culture capabilities for sustained innovation.

_ Digital culture is embedded.
Reinforce new ways

with KPIs and incentives

Prioritize people Inspect business
for professional outcomes regularly
growth and adjust

Operating model starts to mature.

I I Continuous improvements are mechanized.

I I Business objectives are achieved.

Reinforce culture Sustain digital
changes culture of learning

and innovation )
KPIs are refined.

HUWPERERE , B CEVBHEREREN. RAEREEEX, FREANBUILIIE, BRA
HER, HELEREIE. BE KPIs MIFRELERTHERR.

BT -

- FEANBEREREERN  DUEBI KB THEAR, BRI LILMHERT RS — Bk,
« MEEERRANRER KPIs MR,

- EMERBAR,

« #& AWS OCA 6-PointZR B H#R A B HiR{E , LU ERA,

- ERANEAUBERMEMFANBA LR | L&A,

- EREREFDEH T ERGERKMNBE R,

- REREEEIRS A BEE.

BEER 4 Eil - EENBRHWITELRN 12


https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-ocm/
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RIEEH

THREEKEE AWS 5| BHABTRER RN EERKER  UNEEXMENEEREN, ELHiE
ERXEPRREEHERNNSANEE , YEMNAUERSTAREANESRER S |, WHRAHBBH
business-as-usualREEE A, ELEHFEBKE AWS EERFERRHER,

REEXETERNBR

- WERDWEENERERNR . -—RREENETERNER, BEBHBERRER 75% RESHWERE
WSHAT , BATABESREANEINEREDR. ZEBRESHE , ARATRTRAR , UK
BERS HEEE-AR.

- EBREENRE  BRELEGENYEXRHSNELEER RNEE. ENSEMNT L. AWS %
BHFEERAVTHERREFNEZRN , LBEXKTER. SXERT  URFEFANEER
£ 30T

1 38 A 1% 1R S B B I Bk 3 222 37 R i L B R

« AU ERBEFRERE T MXBEERXCBNRZHEN DGR, EEEHEEREEESERT
B, MERRIBERER, MAEEEAHIEXEERRE 3, RBEEXEHEHENESL
&R, SHEAREEER BN ERBRBEMEAE.

« AWS EXREBHFEAEERVERESHREASEEK , KREEMFINNSHEEREE R , 28

IT, %, EENMRBEN, LHBEREDEBERASRIE, RE, TANMAIFEXHRLRA
EHEE,

EEAIF MBI

« XEREEBPEREBNAR, ERMHRE, THIEARKAKFABENTR, BEERK
R, FEHFEXCER , TREABRBERKEE, SSBEEEMIBETFE. RUFTAER
RURE  HEBRESEEBNEEREK, REBOAMBMIERAF  UREHENEIELE
=8

« AWS EERGEMFEETEELRNIIRNER TERENEEYE K UEZEZERRGE, BRIEH
MIHESK  TRHTEHRDIHREFIREMR (MLPs),

ERERAEEME




AWS 5 &5l RARKBENBESE , MEENERIRERME

- ERAEBERERASRNERZES  RATHBRINEA D ERNAB B BILKRAE, BIRE
B, REAR  UREAGOMELERNAK, ECRBEFERBNERRS K6 SERKEHEVESH
Beeu R DM, ERTREARVNEMKNMAY , BB TURNEZRE, REFESENHEDE
HMEVRR

- AWS EREEUERASERNEE | SIIDURNERE ., BHEREIRNA RS |, SUHBIEBIRIE
BEERIDELMERAMBO THELN. AWS EBEREIE (EBA) #EEAEE, BENGEEEN
EE , RERESHEEend-to-endfBRA R, THAE , WHHTEHREFNITHERE, EBA THF
PEERTET B Fiffiiiae , B R EBBENIGR A, FIREERER I MEREK.

EELHEMNEL FinOps B

- AN ERMHEEEENEACERREMENEEEHREE, ERRERFRNEMES. ETR
BHESHN., BEXREREILEN. BBILBBERF  UARBUEMEEEDNRE.

« ZEBERA FinOps RIEEH , BB TUBRENLERIKRE, BMORE , WEH FinOps RIS T H 2
LR RBBAEEH, AWS DXBRHEBRUBEEYR  URBXRK LASHEBMBHRENEEFR

Hbest-in-class FinOps &L,

RS E R4 HR A I Ebusiness-as-usualfg &

s BTHMBERERREVHSFEE , BEZSER L ERA BB business-as-usualf2FH,
BEACEESIEEROERREPAR{CERAMENTA, BHEMNER  WAEBABEBI,
EERUTUZEERFENADBEERESICNTSRENEFER , W EHEAFHUBRRE T EHE,

- AWS (tERERGEFAUBHRAERNOREMMRES , UERSABRENESER, EENUKE
BHNERF  UNEEZARNREEREE, ESRFEXRERI, AE. B, EREENERS
BLREFo

MR BEENERERART RNERAHE
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https://docs.aws.amazon.com/prescriptive-guidance/latest/backup-recovery/welcome.html
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https://docs.aws.amazon.com/prescriptive-guidance/latest/migration-operations-integration/aiops.html
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https://docs.aws.amazon.com/detective/latest/userguide/behavior-graph-data-about.html
https://docs.aws.amazon.com/detective/latest/userguide/behavior-graph-data-about.html
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https://docs.github.com/en/pull-requests/collaborating-with-pull-requests/proposing-changes-to-your-work-with-pull-requests/about-branches
https://docs.aws.amazon.com/wellarchitected/latest/devops-guidance/ag.sad.5-implement-break-glass-procedures.html
https://docs.aws.amazon.com//whitepapers/latest/running-containerized-microservices/welcome.html
https://docs.aws.amazon.com//whitepapers/latest/running-containerized-microservices/organized-around-business-capabilities.html
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https://docs.aws.amazon.com/fis/latest/userguide/what-is.html
https://docs.aws.amazon.com/fis/latest/userguide/what-is.html
https://aws.amazon.com/blogs/enterprise-strategy/tag/ccoe/
https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-cloud-operating-model/introduction.html
https://docs.aws.amazon.com/prescriptive-guidance/latest/strategy-cloud-operating-model/introduction.html
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https://aws.amazon.com/blogs/enterprise-strategy/the-journey-toward-cloud-first-the-stages-of-adoption/
https://aws.amazon.com/blogs/enterprise-strategy/the-journey-toward-cloud-first-the-stages-of-adoption/
https://docs.aws.amazon.com/prescriptive-guidance/latest/migration-readiness/
https://docs.aws.amazon.com/prescriptive-guidance/latest/migration-readiness/
https://docs.aws.amazon.com/config/latest/developerguide/conformance-packs.html
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https://docs.aws.amazon.com/whitepapers/latest/practicing-continuous-integration-continuous-delivery/benefits-of-continuous-delivery.html
https://aws.amazon.com/devops/continuous-delivery/
https://docs.aws.amazon.com/wellarchitected/latest/security-pillar/data-classification.html
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