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Executive Summary 

Most CIOs are planning or executing a journey to the cloud. Strategies range 
from “not yet” to “cloud when it makes sense” to “cloud first.” Routes vary from 
infrastructure first to going “all in” with infrastructure, platform, and applications. 
Given the strategy and route your cloud journey is taking, is Oracle’s roadmap going 
to take you where you want to go? 

Each stop along Oracle’s roadmap often locks licensees deeper into its cloud, so you 
must be certain that Oracle is the right long-term partner before starting down the 
Oracle Cloud route. Oracle is offering cloud incentive programs to tempt licensees to 
start the journey, but these programs might have risks and hidden costs. We believe 
that there is a better route to the cloud. 

Analysis 

Is Your Oracle Roadmap Taking You Where You Want to Go?

It’s no secret that Oracle is rigorously attempting to shift its existing customers to 
its stack of cloud products, including Infrastructure, platform, and software as a 
service. Given your business priorities and plans for growth or innovation, have you 
determined that following Oracle’s roadmap will support your journey and make you 
better able to achieve company objectives? 

Or, is the reverse true — is following Oracle’s roadmap going to inhibit your journey 
by creating vendor lock-in to its technology stack? Will Oracle’s roadmap reduce your 
agility and flexibility to adopt change? Will it consume funds, resources, and time 
that could be better spent on investments that matter more to the business? 

Along with shifting R&D into its cloud products, Oracle has no new major release 
of its ERP applications on its lifetime support policy guide for Oracle applications.2 
As a result, many customers have applied (or have on the shelf) the last major 
release of their Oracle applications. Small, more frequent, incremental application 
updates are being delivered now (for example, PUMS updates for PeopleSoft and 
innovation packs for Siebel). The majority of customers in a recent survey3 about 
Oracle customers’ cloud strategy feel they don’t need the enhancements or are not 
getting enough value out of these new enhancements and wish they got more. A 
potentially negative impact of Oracle’s new application update model is that even 
small changes to large, complex applications must go through proper, and often 
lengthy, quality assurance activities. 

1Diginomica: Oracle numbers spook Wall Street as BYOL slows cloud revenue growth.  
2Oracle: Oracle Lifetime Support Policy.  
32025 and Beyond: Why Enterprises are Rethinking Their Oracle Relationship and Cloud Strategy. A Rimini Street Survey. 

Larry Ellison
Chairman and Chief Technology Officer,
Oracle Corporation

“When we convert a traditional  
on-premise application to  
SaaS, we typically get 3 times  
the revenue.”1
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Oracle continues its practice of requiring customers to be on a current release, 
including the smaller, more frequent updates, in order to receive full support. To use 
its cloud migration approach, Oracle expects its customers to update to the latest 
release, then apply multiple enhancements per year until they are ready to move to 
the cloud. Yet, for the most part, Oracle’s incremental updates (which are often not 
necessary to keep the lights on) don’t always contain innovative features. 

For many customers, Oracle’s updates won’t result in marked improvement in 
the business. Spending time on them can reduce the ability to focus precious IT 
resources on technology investments that support business priorities. Additionally, 
moving to Oracle Cloud typically won’t provide enough value to justify the ongoing 
disruption, effort, and cost of getting there. Many Oracle customers tell us that they 
just can’t build a business case for making the move. Others are making, or plan to 
make, a move to Oracle Cloud, but that has its own risks.

At a high level, Oracle’s customer base seems to be segmenting itself into four main 
categories, those who: 

 ― are moving to Oracle Cloud (including those who have already moved and those 
planning to move)

 ― will move to Oracle Cloud when it makes sense for the business

 ― have no plans to move to Oracle Cloud right now, but have not ruled it out for the 
future 

 ― will never move to Oracle Cloud

Regardess of which of the above categories you are in, you may want to ask yourself, 
why continue to pay annual maintenance fees to Oracle for a product that most find 
isn’t positioned to provide a return on that investment?

Oracle’s Roadmap Often Locks You In to Its Cloud 

With cloud technologies and new methods and tools revolutionizing software 
development, the next several years will be a buyer’s market for software. Watch 
for an increase in the number of cloud vendors and in the volume of enterprise 
software being purchased. As customers see more options to extend or replace 
ERP functionality, we may be nearing the last point at which mega ERP vendors 
such as Oracle can lock their customer base in to their application and technology 
roadmaps. With more choices available, why should customers lock themselves in to 
a single vendor now? 

We believe that Oracle has a very specific and proprietary journey to the cloud, and 
it’s looking like a one-way street that benefits Oracle.

Oracle’s apparent goal is to get customers locked-in to more and more of its 
products and services, including:

 ― IaaS (Infrastructure as a Service)

 ― PaaS (Platform as a Service)

 ― SaaS (Software as a Service)
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Figure 1 below shows four potential stops along an Oracle Cloud journey. The greater 
the number of Oracle services you choose, the deeper you can get locked-in to 
Oracle. The first lock-in point occurs when, as an Oracle Cloud customer, you add 
Oracle IaaS. Deeper lock-in can occur as you add PaaS, including Oracle’s proprietary 
database. The journey is complete — meaning a potential full Oracle lock-in — when 
you’ve added Oracle SaaS.

Figure 1. Oracle SaaS adoption Often Creates Lock-In 

Below are Oracle Cloud options in more detail:

 ― Oracle Cloud at Customer: This is a variation of IaaS. It provides a cloud-like 
experience but you don’t have to leave your data center. Oracle accesses your 
data center and manages it for you. However, you replace all of your software 
infrastructure with Oracle’s hardware stack. In addition to the cost of changing 
your hardware, you will typically pay a subscription fee for Oracle to manage your 
data center. This service is like having a virtual private cloud, but the hardware 
remains with you.

 ― Oracle IaaS: Customers going this route eliminate their existing application 
infrastructure and replace it with Oracle’s. This version of “lift and shift” puts your 
applications in Oracle’s data center. You still keep the application licenses you 
purchased, but Oracle manages the data center and you pay a subscription fee for 
infrastructure services. 

 ― Oracle PaaS: You can rent a preinstalled Oracle database, middleware, and 
infrastructure for the purpose of writing your own cloud applications. Oracle’s 
PaaS resides in Oracle’s data center if you have Oracle IaaS, or in your data center 
if you have Oracle Cloud at Customer. You will pay a subscription fee for PaaS, 
and Oracle manages it. Your internal break/fix, incident support, development 
processes, and governance must be modified to reflect the complexity of having 
infrastructure and platform delivered as services, including coordinating with 
Oracle’s service management resources to resolve outages and install changes.

Oracle SaaS
• Rent Oracle Cloud ERP
  applications and
  hardware
• Extra Oracle consulting
  required for integrationOracle PaaS

• Rent Oracle databases, 
  middleware and hardware
• Oracle manages it in Oracle’s 
  data center

Oracle IaaS
• Rent Oracle hardware
• Oracle manages it in Oracle’s 
  data center

Oracle Cloud 
at Customer
• Rent Oracle hardware
• Oracle manages it in
 customer’s data center

Applications

Middleware

Database

Virtualization

Server

Storage

Networking

Increased Spend and Lock-In to Oracle Cloud
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 ― Oracle SaaS: This is the last stop on Oracle’s current cloud journey. Going this 
route will essentially result in your being totally committed to the Oracle stack. 
In addition to relinquishing your existing application licenses for application 
subscriptions, you will also be required to switch to Oracle’s IaaS and PaaS. 
You will also need to either remove customizations from your current Oracle 
solutions to fit into the SaaS functional footprint, or redevelop the customizations 
for the cloud. Likewise, you may need to recreate or retrofit current interfaces. 
Customization and integration costs must be included in total cloud costs. 

Before committing to any of these options, develop your own Business-Driven 
Roadmap where technology decisions are dictated by the needs of the business. 
Then determine whether any of Oracle’s cloud layers will support and enable the 
goals and objectives on your roadmap. Conversely, don’t let Oracle’s cloud roadmap 
drive your decisions by default. 

Oracle’s Cloud Incentive Programs May Have Risks and Hidden Costs

Moving to the cloud can be very expensive, especially when going “all in” with IaaS, 
PaaS, and SaaS. Migration costs will increase proportionately with the number of 
customizations and interfaces that must be addressed. To entice customers to adopt 
its cloud solutions, Oracle is currently offering the following incentives. Each has 
advantages and drawbacks.

 ― Oracle Customer 2 Cloud: With this incentive, Oracle reviews your current licenses 
and offers trade-in value that lowers the cost of obtaining cloud products. The 
new cloud service must be in the same product family as your current licenses. 
The temptation that customers face is retaining value already invested in their 
current products by trading them in for something that is perceived to be — or 
anticipated to be — higher in value. A red flag with this incentive is that customers 
are being pressured to make a trade-in decision often before they have done 
proper due diligence to determine that the cloud products are fit-for-purpose. 
Another red flag is that payment is required up front to receive deeper pricing 
discounts. Additionally, customers become locked in to a cloud contract that has 
higher costs over time. Finally, the cloud licensing is complex and not written to 
the licensee’s advantage.

 ― Oracle Universal Credits: These “cloud credits” work similarly to coupons. You 
can purchase a number of credits and then use them as needed to pay for cloud 
services. Oracle may offer a discount for buying credits up front. A challenge with 
credits is how to buy just the right number of them, and making sure to use them 
within a specified time period. If customers use more cloud services than they 
have credits for, they pay extra for “over use,” but conversely, if they don’t use all 
of the prepaid credits, Oracle doesn’t offer refunds for that time period.4 Similarly 
to Customer 2 Cloud, Universal Credits have complex contract terms and lock-in 
language. 

 4Oracle: Frequently Asked Questions: Universal Credit Pricing 
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 ― Oracle Soar: Oracle recognizes that upgrades are expensive, time-consuming, 
and risky. Oracle states that its Soar consulting initiative can reduce the time 
and cost of your cloud migration by up to 30%.5 However, there is no SLA 
offered for the savings and no guarantee that you will achieve 30%. The Soar 
implementation includes only its base cloud products. It doesn’t include your 
current customizations, and you will still need to replace or retrofit your current 
interfaces. Both efforts add to the total Soar price tag, which, starting at $900,000 
USD, is very expensive for what is received. Clearly, the Soar implementation isn’t 
a good fit for highly complex customization customers. Oracle stated in a recent 
interview that only seven percent of its client base are good candidates for Soar.6

Each of these incentives is actually a marketing program. Before choosing one, do 
your homework to understand the real costs involved. Make sure that you don’t get 
locked into a contract that you can’t get out of when you need to. Recognize that at 
the heart of each option is Oracle’s attempt to retain you as a customer and lock 
you in to using its technology stack. If you choose one of these incentives, be sure 
that it supports your Business-Driven Roadmap because the cost and disruption of 
reversing course is likely high.

There is a Better Route to the Cloud

If you are like most companies, you have already purchased the licenses to your 
Oracle applications and have customized or tailored them to fit your business. Your 
Oracle solutions are probably integrated with other solutions. For the most part, 
Oracle’s applications are sturdy and working steadily for you. They run well enough 
to serve their purpose. So, before giving up your current Oracle portfolio, assess 
whether investing in initiatives other than Oracle Cloud will make a bigger difference 
and yield more business value.

You can still start your journey to the cloud at the infrastructure level (IaaS). Take 
this route to move your applications, customizations, and interfaces to a hosted 
service that fits your Business-Driven Roadmap. It can even include moving to 
database as a service. It can preserve your existing application licenses and custom 
code investments, providing the same functional fit but at a lower price point. This 
keeps the application portfolio intact, but hosted on a third-party server rather 
than on your server. Using IaaS to eliminate your data center is often the most 
cost-effective, least-disruptive cloud move. It also increases the flexibility of your 
infrastructure to dynamically scale up/down, and creates the agility to more quickly 
adopt technology changes. Finally, it can keep you from starting down the road to 
vendor lock-in, particularly with Oracle, before you’ve determined whether Oracle 
Cloud is the right answer for your digital future. 

To ensure you’re taking a better route to the cloud, weigh Oracle Cloud service 
options versus the potential for lock-in and other risks. 

5Oracle: Larry Ellison Debuts Automated Oracle Offering that Dramatically Cuts Cloud Upgrade Costs  
6TechTarget: Oracle Soar cloud migration not for slackers
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