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Executive summary

For more than a decade the default answer to almost any infrastructure question was the cloud. 

Move everything, retire the data center, and pay as you go. That era produced real wins, and it 

also produced a wave of surprise bills, performance complaints, and workloads that never fit the 

model. A correction is now underway. Organizations are not abandoning the cloud. They are 

getting deliberate about what belongs there.

This paper is about that decision. Cloud repatriation, the practice of moving workloads from 

public cloud back to on-premises, private cloud, or colocation, has moved from a fringe idea to a 

mainstream strategy. The goal is not to reverse cloud adoption. It is to place each workload 

where it runs best and costs least.

The right frame is the right workload in the right place. Some workloads belong in the cloud and 

always will. Others, especially steady and predictable ones, run cheaper and faster on owned or 

dedicated hardware. Treating placement as a per-workload decision, reviewed regularly, is what 

separates a healthy infrastructure strategy from an expensive default.

What you will leave with

 Why repatriation is rising, and what is actually driving it.
 The economics of when the cloud wins and when on-premises wins.
 An honest view of what the cloud does best, so the decision stays balanced.
 A framework for evaluating any workload for repatriation.



1. Why workloads are coming home

The cloud was sold as cheaper, simpler, and infinitely scalable. For the right workloads it is all 

three. But many organizations discovered that lifting steady, always-on systems into the cloud 

traded a predictable capital expense for an unpredictable and often larger operating one. The 

bill kept arriving, every month, forever.

Cost is the leading reason

Industry surveys suggest the large majority of organizations have experienced cloud cost 

overruns, and cost control is the most common motive for bringing workloads back. The 

headline price of compute is rarely the problem. The problem is the total, once everything is 

added up.

Predictable workloads and data gravity

A system that runs at a steady level around the clock is often cheaper on owned hardware, 

where you pay once rather than by the hour indefinitely. Large datasets compound the case, 

because they are slow and expensive to move and the compute that uses them belongs nearby. 

The fee to move data out of a cloud, known as egress, can reach into six figures for very large 

datasets, which quietly locks data in place.

Performance, sovereignty, and compliance

Some workloads need to sit close to users or equipment to perform. Others are governed by 

data residency or regulatory rules that dictate where information can live, which matters 

especially for public sector, education, and regulated organizations. These requirements often 

point toward infrastructure the organization controls directly.

The scale of the shift is real but measured. Recent surveys report that a large majority of 

technology leaders plan to move at least some workloads back from public cloud, and that 

roughly a fifth of workloads have already been repatriated. Full repatriation remains rare. The 

pattern is selective, workload by workload. These figures are approximate, but the direction is 

consistent.

IN PRACTICE

A common story is the organization that moved a stable, predictable application to the cloud, 
watched the monthly bill climb past what the hardware would have cost outright, and brought it 
back. Nothing was wrong with the cloud. The workload simply did not fit it.



2. The economics, honestly

The cloud versus on-premises question is not ideological. It is arithmetic, and the answer 

depends on the shape of the workload.

When the cloud wins

Variable, bursty, and unpredictable demand is where the cloud shines. If a workload spikes and 

then idles, paying only for what you use is a genuine advantage. The same is true of short-lived 

and experimental systems, where the speed of provisioning matters more than long-term cost, 

and of anything that benefits from global reach or from managed services you would otherwise 

have to build and run yourself.

When on-premises wins

Steady, always-on workloads with predictable demand tend to favor owned or dedicated 

hardware. Over a horizon of one to three years, that hardware often delivers a lower cost per 

unit of work. The advantage grows when heavy data movement would otherwise generate large 

egress charges month after month.

Where the surprises hide

Cloud bill shock rarely comes from the headline compute price. It comes from egress fees, 

cross-region traffic, premium managed services, and the steady accumulation of small add-ons. 

A workload that looked inexpensive in a proof of concept can become costly at full scale, 

because the costs that grow with usage were not the ones being watched.

THE HONEST SUMMARY

The cloud charges a premium for flexibility. That premium is worth paying when you actually use 
the flexibility, and worth questioning when you do not.



3. What the cloud still does best

A balanced decision requires naming what the cloud is genuinely better at, because repatriation 

is about fit rather than retreat. Moving the wrong workload out of the cloud is just as costly as 

leaving the wrong one in.

Elasticity and global reach

Scaling up and down on demand is something owned hardware cannot match, and deploying 

close to users anywhere in the world is straightforward in the cloud and hard to replicate on your 

own. Workloads with these needs usually belong where they are.

Managed services and experimentation

Databases, analytics, and AI services that would take a team to build and maintain are available 

immediately in the cloud. So is the ability to stand up and tear down environments quickly, 

which lowers the cost of trying new things. For workloads that lean on these strengths, the cloud 

premium buys real value.

The organizations that get the most from the cloud use it for exactly these strengths, and move 

the workloads that do not need them somewhere more economical. That balance is the essence 

of a hybrid strategy.



4. Hybrid by design, and the modern on-premises

The destination for most organizations is neither all cloud nor all on-premises. It is hybrid, with 

each workload placed where it fits. Bringing a workload back no longer means returning to racks 

of manually managed servers, because the modern on-premises has changed.

Hyperconverged infrastructure

Hyperconverged infrastructure, often shortened to HCI, combines compute, storage, and 

networking into a single software-defined stack that is managed as one system. It gives owned 

hardware much of the simplicity and self-service that made the cloud attractive in the first place.

Private cloud and colocation

Private cloud brings cloud-like automation and self-service to hardware you control. Colocation 

rents space, power, and cooling in a professional data center while you keep ownership of the 

hardware, which avoids the capital cost of a facility without giving up control. Together these 

options make a return from the cloud a modern choice rather than a step backward.

THE PATTERN

Hybrid is not a compromise. It is the recognition that different workloads have different needs, 
and that the best infrastructure strategy places each one where it performs and costs the way 
the business needs.



5. A framework for the decision

Placement should be a deliberate, repeatable review rather than a one-time bet. For any 

workload, work through six questions.

 Workload profile. Is demand steady or bursty? Steady favors bringing it back, and bursty 
favors the cloud.

 Total cost over one to three years. Include compute, storage, egress, support, and the 
engineering time to run it.

 Data gravity. How large is the data, where does it live, and how often does it move?
 Performance and latency. Does the workload need to sit close to users or equipment?
 Compliance and sovereignty. Are there residency or regulatory rules that dictate where the 

data can live?
 Operational readiness. Does your team, or a managed partner, have the skills to run it well 

wherever it lands?

Run that review periodically, because the answers change as workloads, prices, and the 

business evolve. A placement that was right two years ago may be wrong today.

This is the value-added reseller model. EdgeTeam helps you run the placement analysis 

honestly, designs the on-premises or hybrid platform when a workload should come back, 

recommends the right hardware for your environment without loyalty to any single vendor, and 

coordinates the managed partner who can operate it. You keep the decisions that require 

knowing your business. We bring the design and the specialists for the rest.



Conclusion

The cloud is not the answer to every infrastructure question, and neither is the data center. The 

organizations that spend wisely are the ones that stopped treating placement as a default and 

started treating it as a decision. The right workload in the right place is a discipline, applied 

workload by workload and revisited as things change.

The mistake is to assume the choice you made years ago is still the right one. Prices, 

workloads, and platforms have all moved since then. A periodic, honest review is what keeps 

your infrastructure aligned with what the business actually needs.

Next step

EdgeTeam’s Infrastructure Design Review includes a workload placement assessment: a clear-

eyed look at what you run, what it costs where it runs today, and what belongs somewhere else. 

We will scope it to your environment on the first call.

Request a design review: edgeteam.com/infrastructure

Or call the bridge: 1.866.EDGETEAM, available 24/7.

About EdgeTeam Technology

EdgeTeam is a value-added reseller and architect of record for organizations across K-12, 

Higher Education, SMB, Enterprise, and Local Government. We design, recommend, and 

coordinate infrastructure, cybersecurity, and connectivity engagements with vendor-neutral 

partners. We pair our architecture team with the right hardware and the right managed partner 

for your environment.

edgeteam.com  ·  sales@edgeteam.com  ·  1.866.EDGETEAM


