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A service-centric
approach to Azure

Aligning cloud platforms with real business outcomes



Executive Overview

As more organisations move critical
services into the public cloud, Microsoft
Azure has become central to how they
operate, scale, and innovate. That shift
brings huge opportunity, but it also
introduces a new kind of complexity.

Over time, I've seen many Azure environments grow
SCAI—E WITHOUT quickly and organically, shaped by delivery pressures
rather than long-term intent. Initially, that flexibility
CHAOS: THE CASE feels like progress. But as estates scale, the lack of
- structure can make governance harder, costs less
FOR SERVICE transparent, and operational decision-making more

CENTRICAZURE difficult than it needs to be.

A service-centric model offers a way to bring clarity
back into Azure. It aligns cloud architecture with how
the organisation actually delivers value, making it
easier to govern, secure, and evolve.

This guide explores what that model looks like in
practice, why it matters, and how organisations can
adopt it without over-engineering or disruption. | hope
this provides some helpful perspective.

Warm Regards,
James

James Meredith,
Competency Lead, Azure
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The challenge of scaling
Azure environments

As organisations accelerate their digital In practice, cloud estates often evolve in an ad hoc

transformation programmes, the public cloud has way. Resources are deployed to meet immediate

become a critical foundation for growth, resilience, project needs, shaped by delivery deadlines or

and innovation. Azure, in particular, continues to be team preferences rather than broader business

a powerful enabler for modernising operations and intent. Over time, this approach becomes a barrier

delivering better experiences for customers and — limiting visibility, complicating management,

internal teams. andintroducing inefficiencies that are difficult to
unwind.

Still, despite widespread adoption, many

organisations struggle to organise their Azure What starts as flexibility can quickly become

environments in a way that supports long-term fragmentation.

governance, cost control, operational clarity, and
strategic alignment.
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Why traditional Azure
approaches fall short

Many early Azure deployments are structured
around projects, teams, or technologies. While this
approach makes sense at the beginning of a cloud
journey, it becomes increasingly difficult to manage
as environments scale.

Common challenges include fragmented resource
ownership, where itis unclear whois accountable
for services once initial delivery is complete. This
ambiguity slows decision-making and creates
friction when changes, approvals, or incident
responses are needed.

Inconsistent naming conventions and governance
practices also emerge over time. Without shared
standards, environments become cluttered,
making it harder for teams to understand what
exists, why it exists, and whether it still serves a
purpose.

Cost visibility is another frequent issue. When
resources are spread across multiple subscriptions
or mixed within loosely defined groups,
understanding the true cost of running a particular
business capability becomes difficult. Financial
conversations become reactive rather than
informed.

Security and compliance can suffer too. Variations
in configuration, access control, and policy
enforcement increase the risk of misconfiguration
or policy drift. As estates grow, maintaining
consistent guardrails becomes harder without a
clear structural model.

Aservice-centric approach addresses these
challenges by shifting the focus away from
technology and towards business outcomes.
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Without shared standardes,
environments become cluttered,
making it harder for teams to
understand what exists, why it exists,
and whether it still serves a purpose.
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Whatis a service-centric
model?

A service-centric model organises Azure resources around the
business services they support, rather than around projects,
teams, or technical components.

Examples of services might include:
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Customer Online sales Internal Data analytics
relationship platforms communications andreporting
management

Under this model, Azure constructs such as
management groups, subscriptions, resource
groups, and tagging are used to group everything
related to a specific service. Each service becomes
a clearly defined unit from both a technical and
business perspective.

Rather than scattering resources across
unrelated structures, everything that supports a
serviceis logically grouped together. This creates
clarity, accountability, and a much stronger
foundation for governance.
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The principlesbehind a
service-centricapproach

At the heart of a service-centric model are a few key principles:

@ First, business alignment. Resources are organised
@ ® toreflect how the organisation delivers value, not

how internal teams are structured. This makes cloud

[@ architecture easier to understand for both technical

and non-technical stakeholders.

Third, improved visibility. Because each service has its

own logical footprint, reporting on cost, consumption,
performance, and risk becomes far simpler. Leaders
gain meaningful insight without needing deep
technical detail.

Second, clear ownership. Each service has an
g accountable owner responsible for cost management,
security posture, compliance, and performance.
LLI Ownership is explicit, not implied.
_H Finally, scalable governance. Services can be grouped
v by security or behavioural archetypes, allowing policy-
@ driven governance to be applied consistently and

proportionately across the estate.
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Together, these principles turn Azure into something
that supports strategic decision-making, not just
infrastructure delivery.




DIGITAL SOLUTIONS

Strategic benefits for
the organisation

Adopting a service-centric model delivers value across

several dimensions.

Greater financial
transparency

By grouping resources around
services, organisations gain a
clearview of the cost of running
each business capability. This
supports better forecasting, cost
optimisation, and more informed
investment decisions. It also
enables more mature financial
models such as show-back or

chargeback as organisations evolve.

Stronger security and
compliance

Security policies can be applied
consistently at a service level,
rather than relying on manual
enforcement by individual
teams. Customer-facing
platforms, for example, can

be governed more tightly than
internal tools. This structure
also supports compliance with
frameworks such as 1SO 27001,
Cyber Essentials Plus, and
GDPR by making governance
boundaries explicit.

Increased business
agility

New services can be introduced,
scaled, or retired with minimal
disruption. Because governance
is tied to services rather

than teams, standardised
patterns can be reused safely,
accelerating delivery while
maintaining control.

Better alignment with
strategic priorities

Cloud architecture becomes
areflection of business

goals. Leadership teams can
assess performance, risk, and
investment across services and
prioritise resources where they
deliver the greatest value.

More efficient
operations

Operational teams benefit

from clearer service separation.
Monitoring, alerting, and
automation can be tuned to the
needs of each service, reducing
noise and improving response
times. When incidents occur, it is
immediately clear which service
is affected, who owns it, and
where to focus attention.




A practical exampleinaction

Consider an organisation with three core services: online
sales, customer support, and data insights.

In a service-centric Azure environment:
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Each service has its Databases, virtual Aconsistent tagging
own subscription. machines, storage, and strategyis applied, such
applications are grouped as service name, owner,
by the service they support. and environment.

Governance policies control access, enforce security configurations, and
ensure compliance at a service level.

From this structure:
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The CFO can view The ClO can validate The COO can assess
monthly cloud spend compliance against performance without
per service. security policies. needing technical insight.

Theresultis an Azure environment that is predictable, transparent, and far
easier to manage.
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Getting started without
over-engineering

Transitioning to a service-centric model does
not require a large-scale transformation. Many
organisations evolve into the model gradually,
starting with a small number of core services.

Key steps typically include identifying the business
services that underpin operations and customer
experience, mapping existing Azure resources to
those services, and establishing consistent naming
and tagging standards.

Assigning service ownership is critical. Each service
should have both a business owner and a technical

owner who share accountability for cost, security,
and performance.

Azure’s native governance tools play an important
role here. Azure Policy, Management Groups,
role-based access control, and privileged identity
management all support structured, scalable
governance when used together.

This phased approach delivers immediate

benefits while laying the groundwork for
long-term optimisation.

Transitioning to a service-centric

model does not require a large-scale
transformation.

Laying strong foundations
with Azure Landing Zones

Azure Landing Zones provide Microsoft’s
recommended architecture for deploying and
scaling resources in a structured, secure, and
consistent way. They bring together core elements
such as identity, networking, security baselines,
governance controls, and automation templates.

When used as the foundation for a service-centric
model, Landing Zones ensure that each service
benefits from consistent guardrails and clearly

defined boundaries. This allows the Azure
environment to evolve safely as organisational
needs change.

Strong foundations make it easier to maintain
control without slowing innovation.
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Bringing it all together

Aservice-centric model brings much-needed clarity
to Azure environments that have grown complex
over time. By organising cloud resources around

the services that matter most, organisations gain
stronger governance, clearer cost insight,and a far
better connection between cloud investment and real
business value.

Crucially, thisisn’t about adding more structure

for the sake of it. It’s about removing friction,

making accountability clear, and creating an Azure
environment that supports confident decision-making
as organisations grow and evolve.

With the right foundations in place, Azure becomes
easier to govern, easier to understand, and far better
equipped to support both today’s operations and
tomorrow’s ambitions.

If you'd like to learn more about what a
service-centric model could look like in your

own environment, we'd welcome a conversation.
Exploring it together can help clarify next steps and
build confidence in the direction you're heading.
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