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CRITICAL DATA ARTERY SEVERED

THE PREMISE: This is not a prediction of war. It is a stress test for
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business continuity in a world where 'Cloud’ has shifted from an IT . -
decision to a geopolitical one.
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THE SCOPE: Covering the 12-month horizon following a hypothetical / -
rupture in US-EU relations.
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THE AUDIENCE: For ClOs, CROs, and Board Directors managing the
‘Microsoft Stack’ dependency.
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Geopolitical Briefing, 16:9

The dependency wasn’t an accident;

it was a Rational Trade.

The Sacrifice
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Sovereignty & Legal
Center of Gravity
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The Gain

STRATEGIC ANALYSIS

THE EXCHANGE: Europe
consciously traded the "legal

- center of gravity"” (accepting US

jurisdiction) in exchange for
Azure's scale, M365's collabora-
tion efficiency, and the speed of
the Dynamics ecosystem.

THE UNDERLYING
ASSUMPTION: This trade
relies entirely on a stable,

- cooperative US-EU political

relationship where the US
remains a predictable rule-of-law
environment for partners.

THE PIVOT: That assumption is
the single point of failure. When
the political layer cracks, the
technology layer becomes a
liability.
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The “Trust Fracture’ is driven by the
weaponization of infrastructure.

Legal Distrust The Proof Point The Rhetoric
P2
The CLOUD Act (2018) Sanctions as a weapon. Greenland & Coercion.
clarified that US authorities When sanctions hit, the blast Recent escalation scenarios
can compel data production radius takes out payment rails, normalize the idea that “the
regardless of physical hosting, and identity floor could fall out” of the
location. services immediately. alliance.

Confidential

&1 NotebookLM
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The risk model has shifted from Privacy
Compliance to Operational Continuity.

THE OLD MODEL: PRIVACY

j
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Focus: Data Residency
(Where does it sit?)

Threat: Espionage &
GDPR Fines

Outcome: Legal Risk

THE NEW MODEL: CONTINUITY

Focus: Jurisdictional Authority
(Who can turn it off?)

Threat: Service Denial &
Sanctions Blast Radius

Outcome: Existential
Business Risk

THE THREAT: If a geopolitical dispute escalates, critical enterprise operations (Entra ID, software
supply chains) can be interrupted by a foreign compliance decision. It is no longer just about

protecting data secrecy; it is about protecting the ability to log in.
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Scenario: The day after a geopolitical rupture.

Entanglement Map

THE TRIGGER:

A severe trust rupture (e.g., a
perceived forced-takeover attempt
or NATO cohesion collapse).

THE REALITY:

> Va SN\~ [ You cannot exit at the speed of
Reporiny pu | NN ey | £ politics. Entra ID controls access
N =, /) W g to everything. M365 is the
(Identity Control |~ /74 INE < nervous system. Power Platform
Plane) e | N has turned software into
= N configuration.

THE STRATEGY:
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ey O N, F100es)) immediately.” It is “Contain,

mes sy —

Freeze, and Build Parallel Rails.”
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Geopolitical Briefing, 16:9

Phase 1(0-3 Months): The Procurement Shock.

Strategic Projects Procurement / RFP Public Sector

New strategic projects face New mandates for “jurisdictional Existing sovereignty mandates
Immediate freeze orders. exposure” clauses and continuity are rapidly fast-tracked.
guarantees under sanctions.

“The spending shift starts when decision-makers believe ‘the floor
could fall out’ and they can't insure against it.”
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Geopolitical Briefing, 16:9

Phase 2 (3-9 Months): Bifurcation into ‘Continuity Modes'.

|

e Sovereign within Hyperscalers I Dual-Run & Decouple e Easy Exits
Reliance on structurally separated Keep Microsoft running but build Non-core workloads and public
offerings (AWS Sovereign Cloud, MS Data  “break-glass’ backups for sector data move to EU private
Boundary) if requlators accept them. identity and critical commes. clouds immediately.
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Phase 3 (9-12 Months): The visible shift in Net-New Spending

Net-New Spending Trends (0-12 Months)

~ Exit Readiness /
Sovereignty Engineering

~ Cloud Enablement /
Implementation
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THE MACRO CHANGE: REGULATORY TAILWIND:

Expansion tilts away from US
control. Budgets move from
implementation to containment.

The EU Data Act (Sept 2025)
strengthens portability expectations,
lowering barriers to decouple.

RESULT:

Sovereignty becomes a
non-negotiable feature for
new architectures.
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Exchange is the “Supported Escape Hatch,”
not a comeback.

Microsoft 365 Cloud
(Full Feature Set)

Exchange SE
~ (Subscription Edition)

—$ THE LIFELINE: Exchange Server SE provides a controlled, subscription-serviced on-prem lane for regulated entities.
~$f THE NUANCE: This is not a return to 2012 dominance. It is a containment strategy for those who *must™ exit.

THE GAP: Modern features (Office Online, Copilot Al) remain cloud-tethered. The sovereign experience is
functional, but stripped-down.
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The Business Apps Trap: Untangling process

is harder than moving data.

-©- THE 'STICKY' PROBLEM: Unlike email, these
apps encode process. ‘Cloud exit’ here means
disentangling the operating model.

-$— THE ON-PREM REALITY: Dynamics 365 on-
prem is supported to 2029, but faces feature
stagnation.

-‘:19— THE BOTTLENECK: Modern automation and
security are cloud-native.

- STRATEGIC SHIFT: Move from ‘Dynamics-
centric’ to a ‘Platform-agnostic Business Data
Layer’ with replaceable front-ends.
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The Al Wildcard: ‘Good Enough Code’
accelerates the rebuild.

A @ THE CHALLENGE: Europe cannot manually

rebuild the Microsoft stack in time.
Manual Migration &
Refactoring (Years)

@ THE ACCELERATOR: Agentic coding tools
(e.g., Claude Code) reduce the cost of code
migration, test generation, and data

Al-Agent Assisted mapping.

Migration (Months)

@ THE FUTURE STATE: Al facilitates “80%
solutions.” When code generation is cheap,
vendor lock-in weakens and the shift
toward open ecosystems accelerates.

Months (6-18)
-

Migration Time
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The New Architecture: Portability
by Design. by Design.

T,

@ RULE 1: No new core process should

o : be “single-vendor trapped.”
Application Plane - _

(Interchangeable) i

@ IMMEDIATE ACTION: Inventory
Decoupled Dataverse tables and Entra ID
| Dependencies dependencies.

Sovereign Control i

Plane (EU Hosted) @ DESIGN PRINCIPLE: Favor

event-driven integration over
proprietary platform logic.
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The ecosystem will pivot to profit
from ‘Pain Relief’.

Microsoft
Aggressive push for
“Sovereignty Bundles,”
o limited by trust barriers.

Partners
Shift from Implementation

to Sovereignty Engineering
& Risk Containment.

Competitors
Rise of “Good Enough”
EU-hosted clouds and
private cloud variants.
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Executive Action Plan: Treat ‘Cloud Exit’ like Disaster Recovery

You hope you never use it, but you must have it.

Add “Jurisdictional Risk”
clauses to all new contracts.

] ]
[n ]

Audit Entra ID dependencies.

-

MID-TERM (6-12 Months)

Establish secondary identity
path (Federation Strategy).

Create ‘Break-Glass’
communication channels.

LONG-TERM (12-24 Months)

] Fund “Exit Readiness” as a
parallel program to digital
transformation.

1 ] Design new architectures for

Portability.
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Signals to watch in the next 90 days.

Symbolic ‘digital
s independence’ migrations
- by public bodies.

Expansion of EU
sovereign tenders.

= Escalation in US-EU
/ coercion rhetoric
(Greenland).

“In a sovereignty-driven world, the winning platforms may be
less ‘shiny,’ but they will be yours to control. The era of ‘cloud by
default’ is over; the era of ‘cloud by consent’ has begun.”
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