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Cloud adoption enables organizations to build scalable, flexible digital platforms, but unmanaged cloud 
environments can lead to rising operational costs. As Azure deployments grow, businesses often struggle to 
maintain visibility and control over resource usage. This whitepaper examines why Azure costs can escalate 
and highlights the importance of structured cost optimization practices. It outlines an approach that helps 
organizations assess cloud environments. 

Abstract

As Azure adoption grows, environments span multiple teams, subscriptions, and workloads. In Cybage’s 
experience, resources are provisioned to meet immediate needs, but over time, visibility reduces and 
accountability becomes unclear. In addition, without consistent governance, tracking usage and managing 
spend becomes increasingly difficult.

Rather than isolated incidents, these inefficiencies emerge as environments evolve, creating conditions for 
rising and often unpredictable cloud spend. These patterns typically manifest in a few consistent ways across 
Azure environments.

Introduction

In most cases, moving to Microsoft Azure creates real operational value. But, without deliberate cost 
governance, cloud spend tends to grow faster than the business. Most organizations discover the problem 
only when it is already significant.

Why Azure Costs Spiral Out of Control

Spend Without 
Visibility

Resources Without 
Governance

Azure costs accumulate 
across teams and 

projects with no single 
owner accountable for 

the total. Without 
consolidated visibility, no 
one sees the full picture 
until the invoice arrives.

Environments are 
provisioned quickly but 
rarely reviewed. Unused 
and oversized resources 
continue generating cost 

silently for months, 
sometimes years.

Growth Without 
a Framework

As Azure adoption scales 
across an organization, 

spend scales with it — but 
rarely in proportion. 

Without a governance 
model, cost discipline 
does not scale either.

T H E  C H A L L E N G E
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Cybage brings a consistent, evidence-based methodology to every Azure cost optimization engagement. We 
assess client specific environment and build a bespoke roadmap, where actions are prioritized by impact and 
sequenced by risk, rather than applying generic best practices.

A Structured Path to Sustained Cost Reduction
O U R  A P P R O A C H

The phased approach outlined above, spanning discovery, analysis, optimization, and governance, aligns with 
Cybage’s Cloud Cost Management Framework. The framework integrates assessment, optimization, 
automation, and governance into a continuous lifecycle. 

The approach enables organizations to progress along the Cloud Cost Maturity Pyramid, moving from basic 
visibility to more advanced, proactive, and business-aligned cost management.

We build a complete picture of client Azure 
estate, every subscription, workload, and 
spend pattern, establishing an accurate 

baseline before any recommendation is made.

We identify root-cause cost drivers, evaluate 
optimization opportunities across 

architecture and configuration, and priorities 
them by potential impact and risk.

Analyze and Prioritize

PHASE 01 PHASE 02

We embed a cost governance model into 
your operations so savings are maintained 

and your team has the capability to manage 
cloud cost independently going forward.

Recommendations are implemented 
progressively: high-impact, low-risk changes 

first, and every step is validated before the 
next begins.

PHASE 03 PHASE 04

Discover and Baseline

Govern and SustainOptimize and Deliver

Transformational
Continuous improvement 
and deeper automation

Managed
The focus is on governance 
and policy enforcement

Foundation
The focus is on awareness 
and basic control

Operational
The focus is on efficiency 

and resource utilization

Optimized
The focus is on proactive 

optimization and automation

Cloud Cost Maturity Pyramid
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Azure cost optimization is a discipline. It requires deep platform knowledge, financial operations expertise, and 
the ability to translate technical findings into business decisions. These are the areas where Cybage 
consistently delivers value.

What Cybage Brings to Every Engagement
O U R  E X P E R T I S E

Our cloud architects understand how Azure services interact, how 
configurations affect cost, and where decisions made during migration or 
build create ongoing expense. We find root causes, not just surface 
symptoms.

Azure 
Architecture 
Depth

Governance 
Framework 
Design

Continuous 
Optimization 
Capability

Sustainable optimization requires governance: policies, budgets, alerting, 
tagging, and accountability structures that ensure cost discipline persists 
after the engagement ends. We design and implement this as a core 
deliverable.

We apply Financial Operations principles from day one, treating cloud 
spend as a shared business responsibility rather than a pure IT concern. 
Cost is factored into every stage of the engagement, not reviewed 
retrospectively.

Cloud environments are not static. New services, changing workloads, and 
evolving usage patterns mean optimization is never truly finished. We 
equip organizations with the tools, processes, and knowledge to keep 
improving.

FinOps 
Practice

In a recent engagement, Cybage delivered a significant reduction in monthly Azure spend for an enterprise 
software organization. The business had migrated to Azure as part of a cloud-first transformation but had 
accumulated significant cost inefficiencies across its estate in the year that followed.

A Real Enterprise Outcome
P R O V E N  R E S U L T S

Our team conducted a structured discovery across the full Azure environment, produced a prioritized 
roadmap, and delivered changes progressively. Production systems were fully maintained throughout the 
process. The outcome was a sustained reduction, with the client's internal team equipped to maintain cost 
discipline independently at the close of the engagement.

50% Reduction in monthly Azure spend, sustained and validated 
across consecutive months following engagement close.
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Four Reasons Clients Choose Us
W H Y  C Y B A G E

We never arrive with a predetermined solution. Every recommendation is 
grounded in data from your specific Azure environment: your workloads, 
your usage patterns, and your commercial context.

Our approach is sequenced to deliver visible cost reductions early. Clients 
see results within the first phase of the engagement, not at the end of a 
lengthy program.

We Diagnose Before We Prescribe

Savings Appear Early

We build capability inside your organization from the first day. Every 
engagement closes with full knowledge transfer, documented governance, 
and a team that can manage cloud cost independently.

You Own the Outcome

Our explicit goal is to make ourselves unnecessary. The governance model, 
the tools, the processes; they belong to you. That trust is what brings 
clients back.

No Lock-In, No Dependency

Effective cloud adoption requires more than simply deploying workloads on scalable platforms. It requires a 
structured and sustained approach as environments grow in scale and complexity. By applying this 
approach, businesses can better control Azure costs while maintaining performance and scalability. This 
enables organizations to derive greater value from their cloud investments over time.

Conclusion

If your Azure bill is growing faster than your business, we can help.

We work with your team to understand your environment and identify 
where sustainable cost reduction is possible.

Let's Talk About Your Azure Spend



About Cybage 
Cybage Software is a technology advisory and product engineering company 
headquartered in Pune, India, with offices across North America, Europe, and 
Asia-Pacific. Founded in 1995, Cybage serves enterprise clients across financial 
services, healthcare, retail, media, and technology. The Cloud Practice delivers 
end-to-end Azure services — from strategy and migration through optimization 
and managed operations.

https://www.instagram.com/cybage?igsh=MXVpYmRhMzl5ajhwNQ==
https://www.youtube.com/user/cybagesoftware
https://m.facebook.com/cybage/
https://www.linkedin.com/company/cybage/?originalSubdomain=in
https://x.com/cybagesoftware?s=11&t=RjRuMPNr0A-IvlNvAmQwfg
http://www.cybage.com/

	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7

