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Executive Summary 

In May 2014, Microsoft commissioned Forrester Consulting to 

conduct a Total Economic Impact™ (TEI) study and examine 

the potential return on investment (ROI) enterprises may 

realize by implementing Azure Storage. The purpose of this 

study is to provide readers with a framework to evaluate the 

potential financial impact of Azure Storage on their 

organizations. 

To better understand the benefits, costs, and risks associated 

with an Azure Storage implementation, Forrester interviewed 

several customers who implemented Azure Storage. A 

number of these customers had implemented a hybrid cloud 

storage solution using the StorSimple device and Azure Storage. Azure Storage is a cloud storage service that provides 

anywhere and anytime access. It provides storage required by cloud applications, including unstructured text or binary data 

such as video, audio, and images. It also works with a customer’s current infrastructure for business continuity purposes. 

The customers interviewed were anticipating rising capital costs as they faced increased data growth and storage 

requirements in their organizations. These customers moved selected applications and data into the cloud through Microsoft 

Azure and used Azure Storage in place of conventional storage systems. 

AZURE STORAGE REDUCES IT ADMINISTRATIVE COSTS AND HARDWARE COSTS 

Our interviews with eight existing customers and subsequent financial analysis found that a composite organization based on 

these companies experienced the risk-adjusted ROI, benefits, and costs shown in Figure 1.
1
 See Appendix A for a 

description of the composite organization. 

The composite organization analysis points to benefits of $3,442,181 over three years versus implementation costs of 

$869,571, adding up to a net present value (NPV) of $2,572,609. 

With Azure Storage, the organizations interviewed were able to cut their traditional storage costs by at least 50% and gain 

additional benefits in terms of improved productivity and labor savings for their IT teams, cost avoidance savings for backup 

and archiving infrastructure, and reduction in risk exposure with geo-redundancy and integrated backup and recovery. 

FIGURE 1 

Financial Summary Showing Three-Year Risk-Adjusted Results 

ROI: 
296% 

NPV: 
$2,572,609 

Payback: 
almost 
immediate 

Storage costs: 
 at least 
50% 

Source: Forrester Research, Inc. 

  

Azure Storage can reduce storage infrastructure 

costs, save IT resources, improve ability to scale, 

provide an easy way to bridge network to the 

cloud, and deliver improved security and disaster 

recovery. The costs and benefits for a composite 

organization with 200 TB of data in Azure Storage, 

based on customer interviews, are: 

 

 Investment costs: $869,571. 

 Total cost savings and benefits: $3,442,181. 
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› Benefits. The composite organization recognized the following benefits from their Azure Storage implementation that 

represent those experienced by the interviewed companies. These benefits are all expressed in risk-adjusted, net present 

value terms: 

• Reduction in IT labor costs. By moving to Azure Storage, organizations spend less time on storage management 

as well as data backup and archiving. The composite organization’s IT team saved the equivalent of 1.5 full-time 

equivalents (FTE) in storage support, representing $336,658 in savings. 

• Cost avoidance of additional primary storage. By deploying Azure Storage, the composite organization did not 

have to invest in additional SAN storage for data growth. This saved the composite organization $466,364 over three 

years. 

• Cost avoidance of backup media server and software costs. As the composite organization took advantage of 

Azure Storage backup capabilities, it avoided the cost of backup software and maintenance fees, resulting in three-

year savings of $2,559,005. 

• Off-site media storage cost savings. With integrated backup and recovery provided by Azure Storage, the 

composite organization discontinued its contract with an off-premises records management and storage vendor, 

saving the organization $59,088 per year. 

• Time saved for disaster recovery. The composite organization had a minor disaster recovery incident that would 

have taken months to restore in its pre-Azure Storage environment. Azure Storage saved the composite 

organization $21,067 in IT man-hours. The value of the shorter time-to-recovery in terms of operations and data loss 

was not quantified by the organizations interviewed. 

• Other benefits experienced by the organizations interviewed include faster provisioning with instant resource 

access, ease of management of the solution leading to a simpler path to hybrid cloud, better resiliency with 

geo-redundant storage, integrated backup and recovery, disaster risk reduction, and increased data 

security. 

› Costs. Only costs specific to Azure Storage are included in the financial model. The costs to implement other components 

of Microsoft Azure were not included in the analysis. The composite organization experienced the following costs, 

expressed in risk-adjusted present value terms: 

• Azure Storage costs. At an annual data growth rate of 20% per year, the total Azure Storage cost to the 

organization is $638,564 over three years. 

• Cost of additional software. The composite organization spent an additional $45,450 for wide area network (WAN) 

optimization with its implementation. 

• Additional network costs. As part of its Azure Storage implementation, the organization also contracted with an 

internet service provider (ISP) for a redundant path in case of main line failure, with costs of $142,347 over three 

years. 

• Implementation costs. Apart from the deployment of StorSimple devices and implementation of Azure Storage, the 

financial analysis also considers the labor involved in moving data from a live working application stored on-

premises and into the cloud as well as time spent in retirement of existing arrays. Total implementation costs of 

Azure Storage for the composite organization are $43,210. 
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Disclosures 

The reader should be aware of the following: 

› The study is commissioned by Microsoft and delivered by Forrester Consulting. It is not meant to be used as a competitive 

analysis. 

› Forrester makes no assumptions as to the potential return on investment that other organizations will receive. Forrester 

strongly advises that readers use their own estimates within the framework provided in the report to determine the 

appropriateness of an investment in Azure Storage. 

› Microsoft reviewed and provided feedback to Forrester, but Forrester maintains editorial control over the study and its 

findings and does not accept changes to the study that contradict Forrester's findings or obscure the meaning of the study. 

› The customer names for the interviews were provided by Microsoft. Microsoft did not participate in customer interviews. 
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TEI Framework And Methodology 

INTRODUCTION 

From the information provided in the interviews, Forrester has constructed a Total Economic Impact (TEI) framework for 

those organizations considering implementing Azure Storage. The objective of the framework is to identify the cost, benefit, 

flexibility, and risk factors that affect the investment decision. 

APPROACH AND METHODOLOGY 

Forrester took a multistep approach to evaluate the impact that Azure Storage can have on an organization (see Figure 2). 

Specifically, we: 

› Interviewed Microsoft marketing and sales personnel, along with Forrester analysts, to gather data relative to Azure 

Storage and the marketplace for cloud storage. 

› Interviewed eight organizations currently using Azure Storage to obtain data with respect to costs, benefits, and risks. 

› Designed a composite organization based on characteristics of the interviewed organizations (see Appendix A). 

› Constructed a financial model representative of the interviews using the TEI methodology. The financial model is 

populated with the cost and benefit data obtained from the interviews as applied to the composite organization. 

› Risk-adjusted the financial model based on issues and concerns the interviewed organizations highlighted in interviews. 

Risk adjustment is a key part of the TEI methodology. While interviewed organizations provided cost and benefit estimates, 

some categories included a broad range of responses or had a number of outside forces that might have raised or lowered 

them. For that reason, some cost and benefit totals have been risk-adjusted and are detailed in each relevant section. 

Forrester employed four fundamental elements of TEI in modeling Azure Storage’s service: benefits, costs, flexibility, and 

risks. 

Given the increasing sophistication that enterprises have regarding ROI analyses related to IT investments, Forrester’s TEI 

methodology serves to provide a complete picture of the total economic impact of purchase decisions. Please see Appendix 

B for additional information on the TEI methodology. 

FIGURE 2 

TEI Approach 

 

Source: Forrester Research, Inc. 

Perform due
diligence

Conduct
customer
interviews

Design
composite

organization

Construct
financial

model using
TEI framework

Write case
study
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Analysis 

COMPOSITE ORGANIZATION 

For this study, we conducted a total of eight interviews with representatives from the following companies that implemented 

Azure Storage: 

› A Fortune 1000 company that is one of the leading suppliers of workplace products, furnishings, and services, with over 

$2.8 billion in annual revenues and 10,000 employees all over the world. 

› An online development, mobile solutions, and experience design consultancy with over $20 million in annual revenue. 

› A Canadian district school board with over 53 locations, 2,500 staff, and 12,000 students and an annual budget of about 

$130 million. 

› An organization with over $3.3 billion in annual revenue that is one of the largest international precious metals dealers in 

the world. It has seven business units, one of which is a metals online trading platform. 

› A movie and TV streaming and video aggregation service based 

in the UK. 

› One of the largest American construction companies with over 

$1.2 billion in annual revenue and 1,000 employees. 

› The North American arm of an automobile sales and distribution 

company with over 700 employees. 

› A Fortune 500 industrial conglomerate based in North America 

with interests in aviation, defense, and other industries. 

Based on these interviews, Forrester constructed a TEI 

framework, a composite company, and an associated ROI 

analysis that illustrates the areas financially affected. The 

composite organization that Forrester synthesized from these 

results represents a large organization of about 3,000 employees 

with the following additional characteristics: 

› Is an international construction services company with 

headquarters in the United States. 

› Has $3 billion in annual revenue. 

› Moved approximately 200 TB of data to Azure. 

› Has a number of business-critical applications now running directly in the Azure infrastructure-as-a-service (IaaS) 

environment. This includes enterprise resource planning, Office 365, and an analytics platform that runs on SQL Server 

Enterprise. Apart from SQL Server Enterprise clusters, Azure Storage is also used for test and development in standalone 

SQL environments. 

› Uses Azure Storage as backup for on-premises applications and data archiving. 

› Migrated legacy applications such as SharePoint into the cloud using a hybrid cloud storage approach with StorSimple and 

Microsoft Azure. 

“The most valuable feature of 

Azure Storage has been the 

ability to scale. My constant 

challenge is managing my 

capacity. Now I don’t have to 

worry if we have enough 

storage tomorrow.” 

~IT manager, software design and consultancy 

firm 
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The composite company, also known as Organization A, had seen dramatic growth in unstructured data in the past couple of 

years. Its old storage infrastructure was now too complex to manage, and acquiring additional storage for its current on-

premises storage infrastructure was cost-prohibitive. 

INTERVIEW HIGHLIGHTS 

Situation 

A common theme among the eight organizations interviewed was a 

desire to avoid the cost associated with ramping up their traditional 

storage environment to meet business demands. Other drivers for 

these organizations included: 

› Data management complexity and equipment sprawl. 

› The need to manageably scale to accommodate bursting data 

requirements for high-availability applications of which storage 

was a key part. 

› Move to the cloud as part of an organization’s long-term IT strategy. 

› End-of-life legacy storage infrastructure for some of these organizations. 

› Provide business continuity and security for critical data and applications as well as compliance around data protection for 

organizations in certain industries. 

› Better degree ofrecoverability for data that, while not quite past its useful life, still needed to be retained by some 

organizations for regulatory reasons. 

Solution 

These organizations selected Azure Storage as part of their overall cloud strategy and as a lower-cost alternative to 

expanding their legacy storage infrastructure. For a number of 

organizations interviewed, the ease of migrating data to Azure 

Storage through the StorSimple device was a major factor in their 

decision. There was a wide range of Azure Storage 

implementations for these organizations, which included running 

one company’s entire virtual machine (VM) environment, using 

cloud applications with their own storage, fileshare storage and off-

site backup and archiving, legacy applications migrated to the 

cloud, backup for on-premises applications, and running OneDrive 

for local files. 

Results 

The interviews revealed that organizations experienced the 

following benefits: 

› Lower storage TCO compared with their legacy storage 

solutions. The most significant benefits quantified were lower 

overall costs when compared with the traditional SAN storage 

and storage infrastructure they would have had to acquire to 

“The compelling reason for 

using Azure Storage was geo-

redundancy. Three copies in 

both data centers — having 

that redundancy and 

durability of data across 

region is important for us.” 

~Group head of IT, UK movie streaming service 

 

“We wanted to capitalize on 

the simplicity of the 

StorSimple solution and Azure 

disaster recovery capabilities.” 

~Assistant vice president of information 

technology, large construction management firm 
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provide the same level of capacity requirements for data growth, backup, and archiving.   

› Big gains in storage management and resource savings. Customers were able to simplify storage management and 

improve efficiency of data backup, archiving, and recovery processes by moving to Azure Storage, leading to increased IT 

productivity and cost avoidance of hiring additional resources. 

› Faster provisioning with instant resource access. This was consistently cited by all organizations, as Azure Storage 

gave them the ability to burst with data tiers and bottomless storage to meet business needs. These customers could now 

easily provision storage as needed, with one CIO remarking, “The fact that I could add a terabyte [of data] in a matter of 

minutes was ridiculous.” 

› Simplified path to hybrid cloud with the ease of implementation of the StorSimple for Azure. For several customers, 

StorSimple enabled them to easily integrate with the enterprise ecosystem, with one organization saying, “We can quickly 

get into the cloud and bring networks up and running.” A corollary benefit for a number of these customers was the ability 

to implement public cloud with low-risk and minimal investment with their StorSimple device. A number of the customers 

interviewed also noted that the ease of use of the solution meant that they could easily move virtual machines between 

hybrid and private cloud environments. 

› Resiliency with geo-redundant storage. This was an important benefit to organizations that prioritized risk mitigation for 

critical data and applications. One customer valued this benefit due to the power issues at its data center location, while 

another company valued this redundancy to guarantee services to its customer to match the meteoric rise in demand for 

its online streaming products. 

› Disaster risk reduction with access to remote storage and improved disaster recovery (DR) capabilities through 

integrated backup and disaster recovery when compared with these organizations’ traditional storage environment. 

› Increased data security with encryption. This was especially important to those organizations interviewed in highly 

regulated environments. For some, Azure Storage gave them a level of data compliance that was needed for future 

business. 

› Other benefits cited by some of the customers interviewed include improved performance with latency reduction at the 

enterprise level, and for one organization that implemented Azure Storage for its VMs, improved access to real-time 

metrics with the solution’s integrated approach to reporting. 

BENEFITS 

The quantified benefits for the composite organization, which reflect those of the organizations interviewed, include: 

 Reduction In IT Labor Costs For Storage Management And Data Backup 

All the interviewed organizations benefited from labor savings and increased IT productivity as a result of their Azure Storage 

implementation. Some of these organizations reported between 10% and 30% in annual time saved for their entire IT 

infrastructure team. One construction management firm noted that it saved “tremendous manpower” in the area of storage 

management and data recovery with its Azure Storage deployment, adding that the ease of configuration and simplicity of 

the StorSimple solution was a huge benefit. This organization noted that without Azure Storage, “We would hire at least two 

more people to keep up with items we’d have to manage.” One organization noted that it saved $60,000 per year in support 

costs for its end-of-life storage arrays by moving to Azure Storage. 

With its Azure Storage implementation, Organization A was able to reduce time spent by its IT infrastructure team on data 

backup and archiving as well as storage management. This includes time spent managing data for one high-availability 

platform. Over the three years of data growth, these savings represent 1.5 FTEs with an average annual fully loaded 

compensation of $95,000 per storage FTE. Total labor savings to the organization is quantified at $142,500 per year. 
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Interviewed organizations provided a broad range of IT infrastructure and operations labor savings, a reflection of the 

variability of their storage environments. To compensate, this benefit was risk-adjusted and reduced by 5%. The risk-

adjusted benefit was $135,375 per year. See the section on Risk for more detail. 

TABLE 1 

Reduction In IT Labor Costs 

Ref. Metric Calculation Year 1 Year 2 Year 3 

A1 Number of IT infrastructure FTE saved  1.5 1.5 1.5 

A2 
Average annual fully loaded 

compensation 
 $95,000 $95,000 $95,000 

At Labor cost savings A1*A2 $142,500 $142,500 $142,500 

 Risk adjustment   5%   

Atr Labor cost savings (risk-adjusted)  $135,375 $135,375 $135,375 

Source: Forrester Research, Inc. 

 Cost Avoidance Of Additional Primary Storage 

The organizations interviewed all reported cost savings as a result of their move to cloud storage with Azure when they 

compared this with the cost of traditional storage they would have had to purchase to meet their data growth requirements. 

One Fortune 1000 company noted that it implemented Azure Storage for about half the price of a comparable SAN storage 

deployment. Another large precious metals distribution organization noted that it saw a 40% overall reduction in IT spend 

with its Azure implementation. As the equipment in its data center was end-of-life, the CIO noted that the organization saved 

roughly $1.2 million in storage alone. These savings would have doubled with its planned setup of a failover data center, 

which was no longer needed with the geo-redundancy and availability provided by Azure Storage. 

By moving to Azure Storage, Organization A was able to avoid the cost of investing in the next level of SAN storage and 

server infrastructure required to meet the demands of the data growth in its business over the next three years. This planned 

investment would have cost $540,000 over the three-year analysis. 

This benefit was risk-adjusted and reduced by 5%. The risk-adjusted total benefit resulting from cost avoidance of additional 

primary storage was $513,000 in Year 1. 

TABLE 2 

Cost Avoidance Of Additional Primary Storage 

Ref. Metric Calculation Year 1 

B1 
Planned investment in SAN storage and server 

infrastructure 
 $540,000 

Bt 
Cost avoidance of additional primary storage 

(non-risk-adjusted) 
B1 $540,000 

 Risk adjustment   5% 

Btr 
Cost avoidance of additional primary 

storage (risk-adjusted) 
 $513,000 

Source: Forrester Research, Inc. 
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 Cost Avoidance Of Backup Media Server And Software Costs 

Apart from primary storage, the organizations interviewed also saved on costs for backup media server and software 

licensing and maintenance. These were typically expressed as annual, ongoing cost savings. One infrastructure manager at 

an organization with over 200 TB of compressed data in Azure Storage stated, “To house all of that data that I put in Azure in 

a colocation facility would be three times as much the cost of Azure Storage.” Another organization that moved 125 TB of 

unstructured data into Azure noted it saw a 65% to 70% decrease in costs when compared with its outsourced contracts for 

storage and backup. Another organization noted that each terabyte of data would cost it $7,500 in backup software licenses 

and an additional $7,200 in maintenance fees over three years. Moving 5 TB of its data to Azure Storage had already saved 

its organization $73,500 in backup software licenses and maintenance. 

“We had an outsourced arrangement where we paid per gigabyte for storage and backup for all different tiers of 

storage. Now all the data moved to Azure is no longer managed by our on-site provider. The tradeoff has been a 

70% decrease in costs. Going into 2015 [with 300 TB of data] we project we will be saving $2.5 million a year.” 

~Chief enterprise architect, Fortune 500 industrial conglomerate 

With 200 TB of data in Azure Storage, Organization A saved $1.5 million in software licenses and $480,000 per year in 

maintenance on backup software that it would have had to pay in its traditional storage environment. This benefit was risk-

adjusted and reduced by 5%, resulting in A $2,559,005 net present value benefit over the three-year analysis. 

TABLE 3 

Backup Media Server And Software Cost Savings 

Ref. Metric Calculation Initial Year 1 Year 2 Year 3 

C1 Backup software licenses  1,500,000 0 0 0 

C2 Backup software maintenance   480,000 480,000 480,000 

Ct 
Cost avoidance of backup media 

server and software costs 
C1 + C2 $1,500,000 $480,000 $480,000 $480,000 

 Risk adjustment   5%     

Ctr 

Cost avoidance of backup 

media server and software 

costs (risk-adjusted) 

 $1,425,000 $456,000 $456,000 $456,000 

Source: Forrester Research, Inc. 

 Cost Savings On Off-Site Media Storage And Disaster Recovery 

Organizations also noted that one advantage of moving their data to the cloud was that Azure Storage provided integrated 

backup and disaster recovery. For some of these organizations, this meant that they avoided the cost of setting up access to 

off-site backup and disaster recovery. As one IT manager remarked, “We were 100% on-site backup only, and Azure 

Storage with StorSimple gave us an immediate advantage of off-site backup overnight.” More mature companies were able 

to either discontinue third-party contracts for off-site backup or reduce off-site backup and disaster recovery costs with their 

Azure Storage implementations. 

The composite organization had been paying a third-party vendor $24,000 annually for off-site tape backup for a section of 

its data. With its implementation of Azure Storage, it discontinued its contract with this vendor and saved $72,000 over three 

years. The net present value of this contract over three years has been risk-adjusted and reduced by 1% to $59,088. See the 

section on Risk for more detail. 
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TABLE 4 

Off-Site Media Storage Cost Savings 

Ref. Metric Calculation Year 1 Year 2 Year 3 

D1 
Annual contract with off-site backup 

infrastructure vendor 
 $24,000 $24,000 $24,000 

Dt 
Cost savings on off-site backup media 

storage 
D1 $24,000 $24,000 $24,000 

 Risk adjustment   1%   

Dtr 
Cost savings on off-site backup (risk-

adjusted) 
 $23,760 $23,760 $23,760 

Source: Forrester Research, Inc. 

 Time Saved With Faster Disaster Recovery 

A common benefit for a number of the organizations interviewed was the significant difference of time to recover backup and 

archived data in their pre- and post-Azure Storage environments. As one AVP of information technology noted, “We used to 

take up to a week to recover a file, and now it takes 2 to 3 minutes.” One storage architect we interviewed on their move to 

Azure Storage said: “In terms of disaster recovery, this is a huge step up for us. Now we can just pay for another StorSimple 

device and hook it up versus trying to restore terabytes and terabytes of information.” Another organization noted that after a 

recent “mini-disaster” migrating its storage area network to a different topology, it was able to rebuild and restore data from 

cloud snapshots with Azure Storage and StorSimple in 12 hours instead of the months it would have taken in its old 

environment. 

While time saved during routine recovery tasks has already been quantified in the study under reduction in IT labor costs, 

this benefit section quantifies time saved during unplanned major restores for backup and archived data. For the composite 

organization, a major incident requiring a restore happened in Year 2. With Azure storage, the FTE resources required to 

complete a restore were reduced by 98%. The composite organization saved six weeks of time for approximately 2.5 FTEs. 

At an annual compensation of $95,000 per storage engineer, the total disaster recovery IT time savings is valued at $27,708 

in Year 2. This benefit was risk-adjusted and reduced by 8% for variability. The risk-adjusted total benefit resulting from IT 

time saved for disaster recovery was $25,492. 

TABLE 5 

Disaster Recovery IT Time Savings 

Ref. Metric Calculation Year 1 Year 2 Year 3 

E1 Number of people   2.5  

E2 Number of hours   242.67  

E3 Hourly compensation per person 
$95,000 

/2,080 hours 
 $45.67  

Et Disaster recovery IT time savings E1*E2*E3 $0 $27,708 $0 

 Risk adjustment   8%   

Etr 
Disaster recovery IT time savings (risk-

adjusted) 
 $0 $25,492 $0 

Source: Forrester Research, Inc. 
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Forrester recognizes that one of the main benefits of faster time-to-recovery through Azure Storage is that critical business 

applications and processes will experience shorter disruption time in the event of a disaster or backup issue. The value of 

these benefits is variable and dependent on the nature of the organization’s business and which particular application data 

uses Azure Storage. This is also tied to the overall benefits of a Microsoft Azure implementation and is not included in the 

financial model for this case study. 

Total Benefits 

Table 6 shows the total of all benefits across the five areas listed above, as well as present values (PVs) discounted at 10%. 

Over three years, the composite organization expects risk-adjusted total benefits to be a PV of more than $3.44 million. 

TABLE 6 

Total Benefits (Risk-Adjusted) 

Benefit Initial Year 1 Year 2 Year 3 Total Present Value 

Labor cost savings 0 513,000 0 0 513,000 466,364 

Cost avoidance 

additional primary 

storage 

0 135,375 135,375 135,375 406,125 336,658 

Cost avoidance of 

backup software 

costs 

1,425,000 456,000 456,000 456,000 2,793,000 2,559,005 

Cost savings on off-

site media storage 
0 23,760 23,760 23,760 71,280 59,088 

Disaster recovery IT 

time savings  
0 0 25,492 0 25,492 21,067 

Total benefits $1,425,000 $1,128,135 $640,627 $615,135 $3,808,897 $3,442,181 

Source: Forrester Research, Inc. 

COSTS 

The composite organization experienced a number of costs associated with the Azure Storage solution:  

› Azure Storage costs. 

› Additional software costs. 

› Additional network costs. 

› Internal labor implementation costs. 

 Azure Storage Costs 

The composite organization started with 200 TB of data in Azure Storage, with a portion of that data using StorSimple cloud-

integrated storage and the Windows Azure cloud services platform. Organization A purchased three StorSimple devices.  

The financial model assumes a 15% growth in monthly storage costs per year to reflect data growth in Organization A. Total 

cost to the organization for Azure Storage is $230,400 in year 1.  To account for variability in Azure Storage fees depending 

on each organization’s storage requirements and growth, this cost was risk-adjusted up by 6%. The risk-adjusted net present 

value cost of Azure Storage over the three years was $638,564. See the section on Risk for more detail. 
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TABLE 7 

Azure Storage Costs 

Ref. Metric Calculation Initial Year 1 Year 2 Year 3 

H1 
StorSimple devices + 

storage fees per year 
  $230,000 $242,460 $256,329 

Ht Azure storage costs   $230,400 $242,460 $256,329 

 Risk adjustment   6%    

Hrt 
Azure storage costs 

(risk adjusted) 
  $244,224 $257,008 $271,709 

Source: Forrester Research, Inc. 

 Additional Software Costs 

Organization A also purchased additional software for WAN optimization at a cost of $45,000. This cost was risk-adjusted up 

by 1% to $45,450. 

 Additional Network Costs 

With its Azure Storage implementation, Organization A also incurred additional network infrastructure and bandwidth costs. 

The organization put in a 50 MB dedicated Internet circuit and paid additional network bandwidth costs of $3,000 per month 

for its three locations. Additionally, it spent an additional $500 per month on network infrastructure for these sites. In total, 

this cost the organization $54,000 per year. This cost may vary depending on an organization’s network strategy, and it was 

similarly risk-adjusted up by 6%. The risk-adjusted additional network costs were $57,240 annually. 

 Implementation Costs — Internal Labor 

The financial model takes into consideration implementation costs specific to storage and not to the entire Microsoft Azure 

implementation. The organizations interviewed reported very simple deployments of the StorSimple device, requiring minimal 

IT deployment hours and training. For projects that involve moving storage into the cloud, the main body of implementation 

effort is typically concentrated on data migration. Organization A spent 84 man-hours total in deployment of the StorSimple 

device and 12 man-hours of training. Organization A also spent a total of 4.5 man-months for 1 FTE in migrating SharePoint 

data to Azure. At an average annual fully loaded compensation of $95,000, or about $45.67 per hour, the total 

implementation cost to the organization was $40,010. As implementation costs may vary by organization, this cost was risk-

adjusted up by 8%. The total risk-adjusted internal labor cost for implementation was $43,210.  

Total Costs 

Table 8 shows the total of all costs as well as associated present values, discounted at 10%. Over three years, the 

composite organization expects costs to total a net present value of $869,571. 
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TABLE 8 

Total Costs (Risk-Adjusted) 

Cost Initial Year 1 Year 2 Year 3 Total Present Value 

Cost of Azure Storage 0 244,224 257,008 271,709 772,940 638,564 

Additional software 

required 
45,450 0 0 0 45,450 45,450 

Additional network 

costs 
0 57,240 57,240 57,240 171,720 142,347 

Implementation costs 

— internal 
43,210 0 0 0 43,210 43,210 

Total costs $88,660 $301,464 $314,248 $328,949 $1,033,321 $869,571 

 

Source: Forrester Research, Inc. 

FLEXIBILITY 

Flexibility, as defined by TEI, represents an investment in additional capacity or capability that could be turned into business 

benefit for some future additional investment. This provides an organization with the “right” or the ability to engage in future 

initiatives but not the obligation to do so. There are multiple scenarios in which a customer might choose to use Azure 

Storage and later realize additional uses and business opportunities. Flexibility would also be quantified when evaluated as 

part of a specific project (described in more detail in Appendix B). 

By moving applications and storage to the cloud with Azure, customers gain flexibility benefits in terms of the ability to scale 

quickly to meet business demand. One organization that had moved to Azure Storage with StorSimple for one data center 

noted that it would gain additional benefits if it moved more unstructured data from its other data center to Azure. Another 

customer talked about flexibility in terms of bringing more and more of its workload onto the Azure platform. “It will allow us to 

be a lot quicker in deploying systems. We can be agile in that area,” one IT manager noted. Another organization was 

planning to continue to migrate legacy infrastructure to Azure with a back-end database that was a “good candidate because 

it’s a really burstable infrastructure.” The customers interviewed considered the ability to easily ramp up or set up new 

environments as they explored these additional options for Azure to be a good future benefit, though they could not quantify 

it at the time. 

RISKS 

Forrester defines two types of risk associated with this analysis: “implementation risk” and “impact risk.” Implementation risk 

is the risk that a proposed investment in Azure Storage may deviate from the original or expected requirements, resulting in 

higher costs than anticipated. Impact risk refers to the risk that the business or technology needs of the organization may not 

be met by the investment in Azure Storage, resulting in lower overall total benefits. The greater the uncertainty, the wider the 

potential range of outcomes for cost and benefit estimates. 
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TABLE 9 

Benefit And Cost Risk Adjustments 

Benefits Adjustment 

Off-site media storage cost savings  1% 

Disaster recovery time savings  8% 

All other benefit categories  5% 

Costs Adjustment 

Azure Storage and network costs  6% 

Implementation labor costs  8% 

Additional software costs  1% 

 

Source: Forrester Research, Inc. 

Quantitatively capturing investment risk and impact risk by directly adjusting the financial estimates results provides more 

meaningful and accurate estimates and a more accurate projection of the ROI. In general, risks affect costs by raising the 

original estimates, and they affect benefits by reducing the original estimates. The risk-adjusted numbers should be taken as 

“realistic” expectations since they represent the expected values considering risk. 

The following impact risks that affect benefits are identified as part of the analysis: 

› Customer benefits could vary depending on their Azure implementation and the amount of storage required 

› There is variability of an organization’s traditional storage infrastructure as well as systems for data backup and archiving. 

› IT labor savings are dependent on the size and structure of organizations’ IT teams 

The following implementation risks that affect costs are identified as part of this analysis: 

› There is variability in the rate of each organization’s data growth and strategy for implementation, such as requiring 

additional network and software costs for risk mitigation. 

› Implementation costs could also vary depending on the complexity of the data migration required. 

Table 11 shows the values used to adjust for risk and uncertainty in the cost and benefit estimates. Readers are urged to 

apply their own risk ranges based on their own degree of confidence in the cost and benefit estimates. 
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Financial Summary 

The financial results calculated in the Benefits and Costs sections can be used to determine the ROI, NPV, and payback 

period for the composite organization’s investment in Azure Storage. 

Table 10 below shows the risk-adjusted ROI, NPV, and payback period values. These values are determined by applying the 

risk-adjustment values from Table 9 in the Risk section to the unadjusted results in each relevant cost and benefit section. 

FIGURE 3 

Cash Flow Chart (Risk-Adjusted) 

 

Source: Forrester Research, Inc. 

 

TABLE 10 

Cash Flow (Risk-Adjusted) 

  Initial Year 1 Year 2 Year 3 Total Present Value 

Costs ($88,660) ($301,464) ($314,248) ($328,949) ($1,033,321) ($869,571) 

Benefits $1,425,000 $1,128,135 $640,627 $615,135 $3,808,897 $3,442,181 

Net benefits $1,336,340 $826,671 $326,379 $286,186 $2,775,576 $2,572,609 

ROI 296% 
     

Payback period almost immediate 
    

Source: Forrester Research, Inc. 
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Azure Storage: Overview 

The following information is provided by Microsoft. Forrester has not validated any claims and does not endorse Microsoft or 

its offerings.  

What is Azure Storage? 

Cloud computing enables new scenarios for applications requiring scalable, durable, and highly available storage for their 

data – which is exactly why Microsoft developed Azure Storage. In addition to making it possible for developers to build 

large-scale applications to support new scenarios, Azure Storage also provides the storage foundation for Azure Virtual 

Machines, a further testament to its robustness. 

Azure Storage is massively scalable, so you can store and process hundreds of terabytes of data to support the big data 

scenarios required by scientific, financial analysis, and media applications. Or you can store the small amounts of data 

required for a small business website. Wherever your needs fall, you pay only for the data you’re storing. Azure Storage 

currently stores tens of trillions of unique customer objects, and handles millions of requests per second on average. 

Azure Storage is elastic, so you can design applications for a large global audience, and scale those applications as needed 

- both in terms of the amount of data stored and the number of requests made against it. You pay only for what you use, and 

only when you use it. 

Azure Storage uses an auto-partitioning system that automatically load-balances your data based on traffic. This means that 

as the demands on your application grow, Azure Storage automatically allocates the appropriate resources to meet them. 

Azure Storage is accessible from anywhere in the world, from any type of application, whether it’s running in the cloud, on 

the desktop, on an on-premises server, or on a mobile or tablet device. You can use Azure Storage in mobile scenarios 

where the application stores a subset of data on the device and synchronizes it with a full set of data stored in the cloud. 

Azure Storage supports clients using a diverse set of operating systems (including Windows and Linux) and a variety of 

programming languages (including .NET, Java, and C++) for convenient development. Azure Storage also exposes data 

resources via simple REST APIs, which are available to any client capable of sending and receiving data via HTTP/HTTPS. 

The Azure Storage services are Blob storage, Table storage, Queue storage, and File storage. 

StorSimple 8000 Series 

StorSimple is Microsoft’s latest hybrid cloud storage offering based on the StorSimple 8000 series hybrid storage arrays. The 

StorSimple 8000 series hybrid storage arrays are designed to provide higher performance and have even tighter integration 

with Azure, including two powerful Azure-based capabilities: StorSimple Virtual Appliance and StorSimple Manager. The new 

StorSimple 8000 series arrays come in two flavors to meet a variety of capacity and performance needs: StorSimple 8100 

and StorSimple 8600. The StorSimple Virtual Appliance provides on-demand access to enterprise data in Azure allowing 

customers to search, mine and analyze historical data sets, conduct development and test, and perform disaster recovery in 

Azure. The StorSimple Manager allows customers to centrally control all aspects of StorSimple storage and data 

management from the cloud, so they can ensure consistent operations and data protection/retention policies across the 

enterprise. 

StorSimple 5000 and 7000 Series 

StorSimple continues to offer its popular industry-leading hybrid cloud storage appliances, the StorSimple 5000 and 7000 

series. Customers get the benefits of storage consolidation, data growth management, simplified data protection and cloud 

economics as the 8000 series but in a smaller capacity configuration, and with the exception that the 5000 and 7000 series 

does not support the StorSimple Manager and the StorSimple Virtual Appliance.  
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Appendix A: Composite Organization Description 

For this TEI study, Forrester has created a composite organization, Organization A, to illustrate the quantifiable benefits and 

costs of implementing Azure Storage. The composite company is intended to represent an international construction 

services company with headquarters in the US. It has 3,000 employees and is based on characteristics of the interviewed 

customers. 

The composite organization that Forrester synthesized from these results represents an organization with $3 billion in annual 

revenue that manages over 200 TB of data in Azure in its first year of Azure Storage deployment. The composite 

organization was also facing end-of-life for elements of its traditional storage infrastructure. In purchasing Azure Storage, 

Organization A has the following objectives: 

› Meet the storage requirements of the organization’s dramatic growth in unstructured data in a cost-effective manner. 

› Reduce costs of storage management and data recovery. Its old storage infrastructure was now too complex to manage, 

and acquiring additional storage for its current on-premises storage infrastructure was cost-prohibitive. 

› Deploy Azure and Azure Storage as part of its overall cloud strategy. 

The composite organization migrated legacy applications such as SharePoint into the cloud using a hybrid cloud storage 

approach with StorSimple and Microsoft Azure. A number of business-critical applications, such as enterprise resource 

planning software, are now running directly in the Azure infrastructure-as-a-service (IaaS) environment. It also uses Azure 

Storage as backup for on-premises applications and data archiving. 

For the purpose of the analysis, Forrester only includes quantified benefits and costs specific to Azure Storage and does not 

include overall benefits of moving to the cloud with Azure as part of the financial model. 

FRAMEWORK ASSUMPTIONS 

Table 11 provides the model assumptions that Forrester used in this analysis. 

The discount rate used in the PV and NPV calculations is 10%, and the time horizon used for the financial modeling is three 

years. Organizations typically use discount rates between 8% and 16% based on their current environment. Readers are 

urged to consult with their respective company’s finance department to determine the most appropriate discount rate to use 

within their own organizations. 

TABLE 11 

Model Assumptions 

Ref. Metric Calculation Value 

C1 Hours per year (M-F, 9-5)  2,080 

C2 Hours per year (24x7)  8,736 

C3 IT storage engineer  $95,000 

C4 Hourly (C3/C1) $45.67 

    

Source: Forrester Research, Inc. 
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Appendix B: Total Economic Impact™ Overview 

Total Economic Impact is a methodology developed by Forrester Research that enhances a company’s technology decision-

making processes and assists vendors in communicating the value proposition of their products and services to clients. The 

TEI methodology helps companies demonstrate, justify, and realize the tangible value of IT initiatives to both senior 

management and other key business stakeholders. 

The TEI methodology consists of four components to evaluate investment value: benefits, costs, flexibility, and risks. 

BENEFITS 

Benefits represent the value delivered to the user organization — IT and/or business units — by the proposed product or 

project. Often, product or project justification exercises focus just on IT cost and cost reduction, leaving little room to analyze 

the effect of the technology on the entire organization. The TEI methodology and the resulting financial model place equal 

weight on the measure of benefits and the measure of costs, allowing for a full examination of the effect of the technology on 

the entire organization. Calculation of benefit estimates involves a clear dialogue with the user organization to understand 

the specific value that is created. In addition, Forrester also requires that there be a clear line of accountability established 

between the measurement and justification of benefit estimates after the project has been completed. This ensures that 

benefit estimates tie back directly to the bottom line. 

COSTS 

Costs represent the investment necessary to capture the value, or benefits, of the proposed project. IT or the business units 

may incur costs in the form of fully burdened labor, subcontractors, or materials. Costs consider all the investments and 

expenses necessary to deliver the proposed value. In addition, the cost category within TEI captures any incremental costs 

over the existing environment for ongoing costs associated with the solution. All costs must be tied to the benefits that are 

created. 

FLEXIBILITY 

Within the TEI methodology, direct benefits represent one part of the investment value. While direct benefits can typically be 

the primary way to justify a project, Forrester believes that organizations should be able to measure the strategic value of an 

investment. Flexibility represents the value that can be obtained for some future additional investment building on top of the 

initial investment already made. For instance, an investment in an enterprisewide upgrade of an office productivity suite can 

potentially increase standardization (to increase efficiency) and reduce licensing costs. However, an embedded collaboration 

feature may translate to greater worker productivity if activated. The collaboration can only be used with additional 

investment in training at some future point. However, having the ability to capture that benefit has a PV that can be 

estimated. The flexibility component of TEI captures that value. 

RISKS 

Risks measure the uncertainty of benefit and cost estimates contained within the investment. Uncertainty is measured in two 

ways: 1) the likelihood that the cost and benefit estimates will meet the original projections and 2) the likelihood that the 

estimates will be measured and tracked over time. TEI applies a probability density function known as “triangular distribution” 

to the values entered. At a minimum, three values are calculated to estimate the underlying range around each cost and 

benefit. 

  



 

 

21 

Appendix C: Glossary 

Discount rate: The interest rate used in cash flow analysis to take into account the time value of money. Companies set 

their own discount rate based on their business and investment environment. Forrester assumes a yearly discount rate of 

10% for this analysis. Organizations typically use discount rates between 8% and 16% based on their current environment. 

Readers are urged to consult their respective organizations to determine the most appropriate discount rate to use in their 

own environment. 

Net present value (NPV): The present or current value of (discounted) future net cash flows given an interest rate (the 

discount rate). A positive project NPV normally indicates that the investment should be made, unless other projects have 

higher NPVs. 

Present value (PV): The present or current value of (discounted) cost and benefit estimates given at an interest rate (the 

discount rate). The PV of costs and benefits feed into the total NPV of cash flows. 

Payback period: The breakeven point for an investment. This is the point in time at which net benefits (benefits minus costs) 

equal initial investment or cost. 

Return on investment (ROI): A measure of a project’s expected return in percentage terms. ROI is calculated by dividing 

net benefits (benefits minus costs) by costs. 

A NOTE ON CASH FLOW TABLES 

The following is a note on the cash flow tables used in this study (see the example table below). The initial investment 

column contains costs incurred at “time 0” or at the beginning of Year 1. Those costs are not discounted. All other cash flows 

in years 1 through 3 are discounted using the discount rate (shown in the Framework Assumptions section) at the end of the 

year. PV calculations are calculated for each total cost and benefit estimate. NPV calculations are not calculated until the 

summary tables are the sum of the initial investment and the discounted cash flows in each year. 

TABLE [EXAMPLE] 

Example Table 

Ref. Metric Calculation Year 1 Year 2 Year 3 

      

 

Source: Forrester Research, Inc. 

 

Appendix D: Endnotes 

 

 

1
 Forrester risk-adjusts the summary financial metrics to take into account the potential uncertainty of the cost and benefit 

estimates. For more information on risk, please see page 16. 


