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Operator: 
This podcast is produced by Deloitte. The views and opinions expressed by podcast speakers and guests are solely their own and do not reflect the opinions 
of Deloitte. This podcast provides general information only and is not intended to constitute advice or services of any kind. For additional information about 
Deloitte, go to Deloitte.com/about. Welcome to On Cloud, the podcast for cloud professionals, where we break down the state of cloud computing today 
and how you can unleash the power of cloud for your enterprise. Now here is your host David Linthicum. 
 
David Linthicum: 
Welcome back to the On Cloud podcast, your one place to find out how to make cloud computing work for your enterprise. This is an objective discussion 
with industry thought leaders who provide their own unique perspective around the pragmatic use of cloud-based technology. Today on the show, we are 
joined by Guru Vasudeva and Prashanth Ajjampur. 
 



Guru is a senior vice president and CTO, Infrastructure and Operations at Nationwide Mutual Insurance. In his role, he manages cloud computing on-
premise hosting, digital workplace solutions, networking, and cybersecurity solutions for the enterprise. And also, we have Prashanth, and he's a principal at 
Deloitte. He's a cloud-needs oriented leader who has an effective facility to relate and translate to varied groups, a fair manager who contributes by 
thinking out of the box, and a leader who envisions a solution, implements it, and recognize it before others have decided upon it. Boy, that was a bit of a 
tongue-twister there. So, Guru, to you, what's a day in the life of Guru like? What are you typically doing at Nationwide? 
 
Guru Vasudeva: 
These days, just like everybody, I do a lot of team meetings, but it's really, in all seriousness, it's a constantly moving between strategic, long-term needs 
and projects. Between that, really balancing the day-to-day operations to financials to HR, so it's a lot of fun. It's engineering, it's math, it's people—
balancing across all of that. 
 
David Linthicum: 
I've been CTO a bunch of times, I think five different times, for five different companies, and it is kind of a very eclectic role. I found myself externally 
focused for weeks on end and then internally focused for weeks on end, and sometimes externally and internally focused at the same time and trying to be 
visionary, cheerleader, budgetary-minded person, trying to take the company to the next level. It's a tougher job than people think. So, Prashanth, tell us 
what you do during the day. 
 
Prashanth Ajjampur: 
As you said, David, I am busy thinking about the next ideas. The whole insurance industry is all about going digital. In fact, Guru, I think your CEO, Kirt 
Walker, talks about the future as digital. I'm spending time working with clients like Nationwide to help think through what the next generation of 
customers need and how do we enable a digital workforce for our insurance clients. 
 
David Linthicum: 
Interesting about your bio. It said, "Leader who envisions a solution, implements it, and is recognized for it before others have decided upon it." Tell me a 
bit about that. 
 
Prashanth Ajjampur 
It's been interesting that I come from both a finance and a technology background, and that's really helped me kind of think through not just technology for 
technology's sake, but for really enabling and changing how the industry operates, and it's been something that I've always strived for, thinking about it 
from the business-outcome perspective versus a technology perspective, and that's enabled us, in my career, to kind of help clients really rethink how to do 
things that are enabling business outcomes, and that's the focus, and that's the reason I put what I put in my bio. 
 
David Linthicum: 
Yeah, well let's explore business outcomes. So, Guru, going to you first. We're talking to you because you moved Nationwide, or aspects of Nationwide, to 
the cloud, and so that's been a journey for you. Give us an overview of how that went, and what were some of the highlights, and what were some of the 
things you'd probably want to redo if you had a chance? 
 
Guru Vasudeva: 
Sure. We started our journey a couple of years ago, and did a big portion in 2020. Last year, we migrated more than 250 applications to the cloud, 
everywhere from our claims systems to policy admin systems to Nationwide.com, so, really, key, mission critical systems are now running in the cloud. Now, 
it is still a pretty small segment of the entire portfolio of applications that we have, so we are a classic example of a hybrid cloud. We plan on doubling that 
number this year, but we still have a ways to go. We anticipate in the next—by 2022, so by the end of next year, we would have achieved roughly 80 
percent of in-scope applications in the cloud. Now, from a business point of view, it does a few different things for us. One is we are able to actually migrate 
these applications and realize the usual things people talk about, about cloud, which is speed and innovation and so on, but at scale. 
 
But more importantly, we have figured out a way to make it also cheaper. So, we are finding around 15 to 20 percent efficiency when we move these 
applications to the cloud compared to on-prem, and we are very happy with that kind of savings. What it is allowing us to do is to be invested into more 
innovative things in the company. So, we are looking for cloud to be not only better and faster, but also cheaper so that we can actually reinvent. The other 
thing that cloud is allowing us to do is allow us to access some of the leading-edge, advanced analytics and machine learning capabilities, so it allows us to 
really reinvent our business and create new solutions faster. 
 
David Linthicum: 
So, there's always when I talk to people who are moving in the cloud, and typically there's kind of a honeymoon period a year or two in, and then after a 
five-year trudge, getting the applications, localizing the cloud, having to refactor many of them, having to deal with security issues, governance issues, 
things like that. There's always a list of things that they say work well, and things that did not. So, how would you address a question like that? 
 
Guru Vasudeva: 
We had that kind of awakening, if you will, 18 months ago. We were really moving several applications, or I should say trying to move them to the cloud, 
and we were hitting on multiple challenges, and one of them is how do you teach hundreds of different teams, app teams, various security techniques that 
they need to really implement? Or how do you teach all of them to really make sure that they are engineering destination, if you will, in the cloud to be 
more economical? Everybody was kind of reinventing the wheel, so we decided in the middle of 2019 to really kind of slow down so that we can speed up. 
What we did is we introduced a diagnostics process, and the diagnostics process really has got four domains. One is we look at the architecture; second, 
security; third is operations; fourth is economics. And we make sure that we study them on-prem, we study and design the optimal solution in the cloud, 
and insist on finding a way to, really, not just migrate from the cloud, but also make it more efficient in terms of development practices, make it more 
secure, make it more economical. 
 
So, we put this small group of people who would go consult with app teams to help them kind of design it the right way, and that has actually enabled us. 
Initially when we introduced this concept, people were like, “Hmm, that's going to slow us down.” But in fact, it slowed us down so that we can actually go 



faster, and that has been the hallmark of what actually allowed us to migrate these mission-critical applications to the cloud last year, yet realize savings 
because there are so many nuances in terms of, to your point, around security, around operations. They're different, right. 
 
App teams have to do certain things that the infrastructure team had to do before. The other is licensing models are very different, particularly for 
middleware. Let's face it, we're not going to rewrite all of the hundreds and hundreds of applications, actually thousands of them, just to take them to 
cloud. Many of them are going to go with some middleware, and you have to be able to figure out what is the most economical kind of configuration that 
allows you to be efficient, otherwise it actually can cost you more. It may be less secure. So, that's why we built this diagnostics model to really address 
architecture, security, operations, and economics.  
 
David Linthicum: 
That's very interesting. One of the roles, or obstacles, that I had when I was playing the CTO role was exactly that. in other words, you take over an 
organization, you take over a company, and, ultimately, you figure out there's some systemic quality issue. There's some flaws in the process, there's not 
the proper tooling in place, things like that. And so, there is a time when leadership has to kind of recommend that we kind of stall things and basically get 
better at things before we start moving things forward, and your idea was basically increasing the process or fixing things before moving forward, so you 
can move faster. I think it’s something that lots of people need to understand, and that's really leadership. 
 
And it does come with some costs. I remember when I did it, the executive team wasn't very happy with me because they had to get the sales guys out and 
making money and things like that, and the production, in essence, stopped for a while until we fixed the core things, but we were able to get to a point, we 
were able to take the technology and take the systems to the next level where it was something that we wouldn't be able to do. It was very much like 
changing tires on a truck as it's rolling down the street. So, Prashanth, what advice would you give to clients who are running into an issue such as this, and 
would they be willing to slow down so they could go faster? 
 
Prashanth Ajjampur: 
I think again it goes back to the point that I made earlier about business outcomes. I think at the end of the day, the internal customers want to know how 
this is going to help them. And if the story is put in terms of, “Here's why we're slowing it down because here's the acceleration it brings in the next six 
months.” I think—and articulating that in business language—I think the answer's absolutely yes, and we see that all the time, because sometimes going too 
fast creates other problems that we have not really envisioned. So, I think that what Guru is saying about kind of slowing down to speed up makes sense, 
but again, expressed in the terms of business outcomes. 
 
David Linthicum: 
Yeah, and it takes a lot of courage and leadership to make some of those things happen, as I recall. But some of the better leaders out there that I worked 
with, and also got experience from, and mentored me moving forward kind of understand that the best path is not always the easiest path, and it's not 
always the popular path. It's the path I think you have to take for the heart of the business, which is there to employ people and return shareholder equity 
and all those sorts of things. So, you make decisions, certainly based technological decisions, moving to cloud a very complex thing, because in many 
instances, we haven't done it before, and we're trying to blaze trails as we're moving in certain architectural patterns that haven't been set up before. And 
you have to kind of stall at one point in time and kind of make sure you're taking into account as to how to maximize these processes and get to something 
that's near fully-optimize d. So, Guru, what words of advice would you provide enterprises who are on a similar journey? In other words, if you're going to 
be philosophical about it, what would you tell them to consider in priority order? 
 
Guru Vasudeva: 
So, let's see. The first thing that I would share is there is power in having a central COE that can help guide the rest of your organization to the cloud. So, 
what I mean by that is, for example, at Nationwide, we have more than 2,500 applications. They're managed by 200 different development teams, and if we 
didn't really introduce this concept of diagnostics, and a COE to kind of guide through all of this, we’d have pretty much had all these 200 teams kind of 
reinventing and inventing the wheel again. Or me, having driven many different transformations at Nationwide, this kind of an approach of having a very 
methodical process and having a small central team of experts from architecture, from security, from economics, from engineering, software engineering all 
come together, and then that way you can embed that group with one application first, help them get migrated, take the lessons, and then take it to the 
next team, the next and the next. That model works really well. 
 
When I talk to some of my peers, what I often hear is the different business units are deciding the timing and the speed at which they're going to go to the 
cloud. While I think there is a lot of value in having that local decision making, there is also a lot of power in doing it together. Right, it is a top-down 
decision. So, we studied this collectively and said we are going to go down this direction. Obviously, businesses have got lots of business-unit priorities, and 
cloud migration has to fit in that, so we allowed for some flexibility in terms of timeline, but we are really making some of these decisions that are top-down 
that allows us to leverage the power, if you will, of the whole of the company. 
 
So, I would say I kind of rambled on there, but there are multiple ideas in those concepts, in those remarks. One is having a top-down program that allows 
you to maximize the economies of scale across the company is important. Second, leverage that model to really invest in a COE so you can actually get 
started and really share the best practices across the board. And third is really think through. Everybody has got different starting points. For us, having a 
very methodical approach to analyze architecture, security, operations, and economics was very, very important so that we can actually balance across all 
of those dimensions, and that has actually worked out really, really well.   least is invest in internal talent. This is not the kind of stuff that you can actually 
outsource. You can definitely partner with companies like Deloitte to really gain the momentum, if you will, but at the end of the day, what cloud's doing is 
it's actually bringing infrastructure related paths into the app-dev life cycle. That means that we need to really invest in our talent who are managing our 
applications to not only be experts in the business application, but also learn how they operate in the cloud. 
 
David Linthicum: 
You said something I think is very relevant. I think you really need to strike a balance between commonalities of technological infrastructure and the needs 
of the particular business groups, and, one of the things, you can do it in both extremes. Number one, you can over-govern, and we're never leveraging best 
of breed technologies and we're not able to bring the right technologies to the right problems, because we're limiting the amount of technologies we're 
able to deploy across the enterprise through governance, and doing so with the guise of standardization, or with the excuse of standardization. And the 
other extreme, I'm seeing this more so than I did in the past, is lots of very independent organizations are making their own decisions about infrastructure, 



tooling, technology, architectures, things like that, and we just end up with an operational complexity issue once it goes into deployment and starts to 
operate. 
 
So, there has to be a certain amount of standardization such as security, governance, application development, deployment, infrastructure, things like that, 
or else we're going to drive ourselves crazy because we can't reinvent the wheel each and every time we go off and build these applications. And the dev 
teams are looking for best-of-breed technology, which you would love to give them, but there still has to be a certain amount of standardization, so we may 
have to make tradeoffs in understanding we're leveraging a common security layer, a common way for identity-access management, common directory 
system. So, no matter what, if they have a need or they view it as a unique need, we still have to normalize those needs with the need to standardize or find 
commonality across the enterprise. What do you say about that? 
 
Guru Vasudeva: 
I think that's a very, very important point. You know, I have found that there is a mindset that, somehow, innovation requires lots of local economy and 
variability. While there's a lot of truth in that, there is also a lot of power in standard things that are not business differentiating, that are given to all teams 
to start with, because it allows you to focus on the way you need to innovate. You need to innovate in the business concepts, functions, features that you're 
developing for your business partners and your user groups. That's where we need the innovation of the app teams, and you really want the background 
stuff, like how the CI/CD pipeline works, how does it integrate with the security tooling, how do we really do the appropriate scanning for the right kind of 
vulnerabilities? Those are all not business differentiating capability. 
 
They just are like something that needs to just work, and the best way to do that is through standardization. So, I think you bring up a very good point that 
how do you strike that right balance between a local kind of autonomy as well as where do you really need some standardization. And we, I think at 
Nationwide, do a very nice job of balancing it, and this cloud program's a great example of that. The way we look at our CI/CD pipeline, we have standards. 
What are the tools that we use for CI? What is a tool that we use for CD? How does it integrate with our security tooling? Those are all decided. What 
container platform you're going to use, that's decided. Where we do allow for variability is which services you want to use for machine learning, which one 
you may want to use for some of the analytics. There are tons of optionality that you can actually have there that may be very important for the actuarial 
group, what might be important might be not the same thing for customer-insights group. 
 
David Linthicum: 
I want to put you on the spot a bit, and I'm going to have Prashanth comment on your comment. So, Guru, moving forward, how are you going to leverage 
cloud computing? Don't get into company secrets here, but, ultimately, you have a vision for how you're going to move forward and leverage this 
technology effectively, and all technology effectively, not just cloud. So, how are you going to do it and what do you think are the key concerns you have 
right now, and what do you think the key opportunities are? 
 
Guru Vasudeva: 
I think the power is actually in—cloud enables you to really assemble new solutions quickly, because once you really have the base set of applications 
running there, you can actually augment it with some of the newer capabilities, whether it be AI or advanced analytics that are coming up. You can actually 
assemble new things very quickly. So, I think that's the power. So, you really are enabling the organization to move faster. And then the cloud itself is not 
that exciting. It just enables lots of new business functionality, and that's what we are really going to be focusing our energy on once we've migrated many 
of our applications. We are focused on building APIs to lots of these applications, so that the assembly becomes even easier. And we are already doing that 
with lots of new partnerships that we are really forming across our personal lines, commercial lines, financial services. In today's world, we, as big financial 
service companies, we can't do everything on our own. We do partner with lots of other parties to really deliver those solutions, and cloud enables us to go 
to market quicker. 
 
David Linthicum: 
I think that's great. I think that's the way to look at it. So, Prashanth, I go to you. What are you advising your clients as we're moving forward with cloud? 
What are the top three priorities that need to be focused on right now? We're going to leave that as the last word. 
 
Prashanth Ajjampur: 
Yeah, David, I thank you. I'd say first of all, I think Guru said a couple things that are really, really critical that I would highlight in terms of what we're seeing. 
One is speed to market. I think that what we're seeing in the industry is that almost everybody is thinking through the same things around what kind of 
business innovations can we get to market, and how can we get it faster and faster to market, and I think cloud enables that. I think that that's the number 
one priority is speed to market. 
 
Two is talking about talent. I think Guru talked about talent. It's not just the ability to leverage consulting firms such as ourselves, but also making sure that 
you've got the internal talent required to do that and how do we make sure that you're not losing that core competency that's required, both in terms of 
technology, but also the business outcomes that are very, very crucial. 
 
And then the third one is that speed enables the economies of scale, and how do I reinvest that money back into making sure that we're delivering the 
outcomes that our customers are demanding, whether it be faster claims service or faster ability to quote something. And those are critical today, because 
speed is becoming the name of the game, and how do you emerge from this pandemic stronger than your competition? I think that's the battle that I think 
we're seeing most of our clients face, and what we're trying to do is to enable that journey as quickly as possible. 
 
David Linthicum: 
That's great words of advice, so we'll leave it there. If you've enjoyed this podcast, make sure to like and subscribe on iTunes or wherever you get your 
podcasts. Also don't forget to rate us. Also check out our past episodes, including the On Cloud podcast hosted by my good friend, Mike Kavis, on his show 
Architecting the Cloud. If you'd like to learn more about Deloitte's cloud computing capabilities, check out deloittecloudpodcast.com. If you'd like to contact 
me directly, you can reach me at dlinthicum@deloitte.com. So, until next time, best of luck with your cloud computing projects. We'll speak again real soon. 
You guys stay real safe.  
 
Operator: 
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Thank you for listening to On Cloud for Cloud Professionals with David Linthicum. Connect with David on Twitter and LinkedIn and visit the Deloitte On 
Cloud blog at www.deloitte.com/us/deloitte-on-cloud-blog. Be sure to rate and review the show on your favorite podcast app. 
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