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SIX STEPS TO CREATING YOUR 
HYBRID INTEGRATION STRATEGY

Organizations are adopting cloud-based SaaS applications 
at increasing rates. And many are simultaneously moving 
existing applications and systems to public and/or private cloud 
infrastructures. These trends are making hybrid IT environments 
the “new normal.”

Gartner refers to the integration tools and technologies required for hybrid environments 
as Hybrid Integration Platforms (HIPs) and predicts: 

  “By 2018, more than 40% of organizations will use 
integration infrastructure that they assemble from  
HIP-enabling technologies.”

— Gartner, Market Guide for Hybrid Integration Platform-Enabling Technologies Published: 17 July 2015 
Analyst(s): Jess Thompson, Eric Thoo, Benoit J. Lheureux )

Are you considering a hybrid integration platform? Then you need a hybrid integration 
strategy. There are many things to consider as you design your strategy—such as the 
different tools and technologies your company has acquired over the years, leading to 
redundant investments, duplication of services and the increase in skill sets to manage 
your tactical integration tools.

This white paper helps you better understand the important integration challenges of 
evolving to a hybrid IT environment, especially with the increased need to integrate with 
cloud-based applications and systems. In fact, as you design your hybrid integration 
strategy, we invite you to consider these six essential steps:
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Six Steps to Creating Your Hybrid Integration Strategy

Step 1:  
Understand your integration “center of gravity”

One of the first things to consider as your organization plans for hybrid integration is 
where to host your integration tools and technology. And the answer to this question will 
primarily be driven by your “center of gravity.”

That is, you must first consider the locations of the systems you have in place today, 
including strategic systems of record such as ERP and CRM systems. Next, consider how 
you plan to expand your IT applications and projects over the next three to five years to 
determine the rate and complexity of moving to the cloud. 

Hosting your integrations near your applications and other data sources is important 
in order to avoid slowing down of integration transactions between applications. The 
closer your integration is to your applications, the better performance you can expect. 
The choices are either to host your integration on-premises, in the cloud or both.

Cloud only: If your organization doesn’t have many legacy investments and has taken 
an aggressive stance on the cloud, you might find that a purely cloud-hosted integration 
solution is best. This scenario is probably not typical of most organizations that have 
established a large IT footprint over the course of many years, however.

On-premises: For many the most practical location for integration will continue to be  
on-premises, co-located with systems of record. This is especially true if your 
organization only has a few cloud-based applications in place today and doesn’t plan to 
increase the number soon. This choice might also make the most sense if you can’t easily 
move applications to the cloud for purposes of regulation or data security.

Hybrid of cloud and on-premises: For companies that have many on-premises 
applications and legacy investments, but are adopting new applications and 
infrastructure primarily via the cloud, the choice defaults to a hybrid integration 
environment with some form of an on-premises integration solution, along with a  
cloud-hosted integration service such as an integration Platform-as-a-Service, or iPaaS. 
For most companies, then, planning for a cloud-based integration solution must be 
viewed as a priority.

Once your company decides where to host your integration, the next question to 
consideration is how much control you want of the hosting and management of the 
system.
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Six Steps to Creating Your Hybrid Integration Strategy

Step 2:  
Determine how much control and  
responsibility you want
In today’s IT environments, companies have much more flexibility than in previous 
years. One area where this is especially true is in how much hands-on control and 
responsibility they choose to have over their systems. We are seeing an increase in  
the mix of self-managed, outsourced and hosted systems. 

The answer to the question of control and responsibility often is driven by your 
company’s motivation for adopting new cloud services in the first place and ranges 
from full control of all installation, development, and operations to full outsourcing of 
this responsibility to third-party services. Here are the three most common approaches 
for hybrid integration:

Once you establish how much control you want to retain over your integration 
environment, you need to consider who your users of the integration services will be.

Hybrid integration approach Description Considerations

Private/public cloud integration Many organizations are expanding their usage 
of internal private cloud technologies, as 
well as publicly available cloud infrastructure 
platforms such as Amazon EC2®, Google 
Compute EngineTM Service and Microsoft 
AZURETM, to host their company’s applications 
and IT projects.

As they make this shift, these companies are 
also redeploying their strategic integration 
technology to these same private cloud 
environments.

The benefit of this option is that companies can deploy 
their projects more quickly, while gaining more control of 
the scaling of capacity on demand. This option provides the 
most control of integration technologies.

However, the main challenge with this approach is that 
companies must maintain these projects as if they were  
on-premises, meaning they will need to perform 
maintenance, manage upgrades, etc. 

If your organization has an aggressive mandate to move a 
percentage of your IT infrastructure to the cloud, this option 
may make a lot of sense.

Hybrid cloud integration The approach involves the use of a cloud-
based integration service such as an iPaaS to 
integrate cloud-based applications with  
on-premises integration technologies, such as 
an Enterprise Service Bus (ESB).

This choice offers continued control over your 
integrations and reduces your responsibilities 
in terms of maintenance and upgrades.

This approach provides additional benefits on top of the 
private cloud approach because an iPaaS is accessible by 
a broader set of users, can be used anywhere (because it is 
cloud-based), and often provides simplified tooling.

This approach also reduces the cost of re-engineering 
existing integration investments, such as services, mappings 
and transformations. 

Additional benefits of hybrid cloud integration are faster 
time to integration as well as automatic scalability based on 
the number of transactions running through the system.

Managed cloud integration A managed cloud environment for integration 
technology enables you to offload installation, 
hosting and maintenance of integration 
technology, allowing a third-party service 
provider to manage the technology.

The benefit of this approach is that it reduces the amount 
of hands-on management and operations required of your 
organization. 

It also enables you to continue using the integration 
technology you currently use and have invested in, but 
eliminates the need to manage maintenance, upgrades  
and many day-to-day operations.
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Six Steps to Creating Your Hybrid Integration Strategy

Step 3:  
Know your users
One of the trends we have seen in integration over the past one to two years is 
organizations are changing their approach to developing integrations. The challenges 
driving these changes originate from the increase of cloud applications, often sourced 
from the business rather than IT, as well the need to decentralize the responsibility 
of integration so that business departments can gain more control of their own 
integration projects. So you need to consider who is doing the integration work of 
tomorrow.

In most organizations the answer is a combination of traditional integration 
developers, non-integration developers and a new class of users often labeled “citizen 
integrators.”

Traditional integration developers: Whether they are part of a company’s Integration 
Competency Center (ICC), or simply dedicated to integration projects, traditional 
integration developers will continue to play a key role in an organization’s integration 
projects. This is because some integration projects are mission critical and require 
specialized knowledge and skills that cannot be delegated to non-experts. 

For example, most companies would not want to risk jeopardizing the quality of the 
data in their systems of record by handing off integration projects to non-experienced 
developers. Companies will continue to need experts to design integration 
architectures and plans and to ensure that their data integration plans will not damage 
their current data structures.

Non-integration developers: Not all systems are mission critical. For example, we 
have seen an increase in the adoption of cloud-based systems by departmental buyers 
who are looking for solutions that are quick to adopt and get up and running. In these 
cases, there is often the need to synchronize data between systems of record to ensure 
that data is accurate across different systems. These types of integration projects, 
while not complex, are often time sensitive.

While the queue for integration projects is increasing, staffing for integration is 
decreasing. Therefore, departments are taking integration matters into their own 
hands. For example, it is becoming more common for departments to have their own 
specialized IT teams, often called “shadow IT.”  Many companies want to have non-
integration experts do this work because true integration experts can be expensive. 
The cost of non-specialized developer resources can be obtained at lower rates than 
for traditional integration developers.  Traditional developers are proficient with 
development approaches and technology, but are typically not specialists concerning 
the skills required of traditional integration developers. The skills required for 
integration technology for these users needs to be easily learned.

Citizen integrators: Finally a third class of users is becoming increasingly common. 
Just as we see non-IT developers working within departments, we see the increase 
of business users who are tasked with managing and maintaining their cloud-based 
applications, including the integration of data with these applications.

These “citizen integrators” are typically not IT or developer staff at all. Instead, they 
could be business analysts or individuals within a department who are responsible 
for the implementation of departmental SaaS applications. For these users, the 
integration tools need to be easy to use, provide a more consumer-friendly interface, 
and not require understanding of advanced integration architecture and concepts. 

Transitioning integration projects to users outside of the core IT integration team 
is one way to get more work done with fewer investments. But what are your other 
options for keeping up with project demands?

  ACCORDING TO GARTNER 

“ By 2018, in most 
organizations, at least  
50% of new integration 
flows will be implemented 
by citizen integrators.” 

— Gartner, Market Guide for Hybrid Integration Platform-
Enabling Technologies Published: 17 July 2015 
Analyst(s): Jess Thompson, Eric Thoo, Benoit J. Lheureux 
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Six Steps to Creating Your Hybrid Integration Strategy

Step 4:  
Plan how to keep up with project demands
With an increase in the number of SaaS applications, there is a corresponding 
increase in the demand for integration projects. Traditional integration teams are 
struggling to keep up with project demand and might be seen as bottlenecks for 
the implementation of applications that seem remote to the business teams who are 
implementing them. High-priority backlog makes departmental-based integration 
time-to-delivery unacceptable to the business.

With this trend, you must consider what approaches you will take to meeting the needs 
of the increase in integration projects while not increasing investments in integration 
development resources. Consider these approaches:

Offer self-service integration
Given the constraints of traditional IT, another option is to think of IT’s role in 
integration as a service provider, giving departments the ability to do the integration 
work themselves. This approach requires that IT establish common architectures, 
services, access, and tools for integration projects and then makes these available 
for use by departmental users. With this approach, IT ensures that the company is 
protected from potentially disruptive problems that arise from non-experienced users. 

Increase asset re-use
One of the best ways to keep up with integration project demand is to limit the 
amount of new work that needs to be done. And the simplest way to do this is to 
leverage your existing integration assets, such as services, mappings, transformations, 
and orchestrations. One danger in adopting multiple integration solutions for 
traditional IT integration projects and departmental integration projects is the creation 
of silos of integration assets. Customers who have historically adopted best practices 
around service re-use, such as companies that have Service-Oriented Architecture 
(SOA) initiatives, are often well positioned to avoid redundant integration work. But 
even if you do not have an SOA practice, look to leverage any of the assets you can, 
assuming they are usable by your cloud-based integration tools.

As you consider how to keep up with project demand, you should also look at how you 
can provide more flexibility for different types of integration projects.
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Six Steps to Creating Your Hybrid Integration Strategy

Step 5:  
Use a flexible approach for  
different types of projects
Does non-critical and simple integration cost as much as complex critical integration? 
And are you dependent on your integration experts for all integration projects? Let’s 
look at two trends that are impacting how organizations are approaching integration 
projects.

Offer multiple modes of integration
Not all integration projects are created equal. Some projects are mission critical and 
some are rapid development projects that might have a short lifespan. 

Because of this, you should consider providing an integration tool for simpler, faster 
delivery schedules. Analysts and industry thought leaders commonly refer to this trend 
in application development as bi-modal IT. 

Mode 1 development Mode 2 development

Traditional complex integration projects 
fall into the category of Mode 1 
development. These traditional projects 
demand stability and require the proper 
level of planning, testing, governance 
and architectural review. Historically, all 
integration projects have been treated 
this way.

Alternatively, Mode 2 integration projects require 
fast, agile development and likely do not involve 
mission-critical systems. Mode 2 integration 
development is for rapid and innovative projects, 
typically driven by the business. These types of 
projects are where “citizen integrators” or non-
integration specialist developers are typically 
involved in integration projects.

Adopt internal APIs for integration
In some cases, it might make sense to adopt APIs as a means for application integration, 
giving non-integration specialists the tools to integrate applications but eliminating 
the need for specialized skill sets. Most IT developers are comfortable with using APIs 
to construct new services and tie systems together. However, this approach provides 
a level of risk if it lacks the appropriate level of governance, giving rise to the types of 
“spaghetti” integration diagrams that have haunted IT departments for decades.

Step 6:  
Consider how will you ensure data quality  
for your systems of record
When introducing new integration options within your company, consider how these 
changes could impact your data quality and/or project stability.

Changes in who develops integrations, as well as which approaches you take to build 
integrations, have the potential to introduce risk, particularly regarding how your data 
is protected from corruption caused by developers who do not have the right level of 
knowledge about your systems of record. Only authorized users should have access 
to your application data, and there needs to be a proper level of governance in place. 
Proper governance and controls are essential to mitigating risk and maintaining any 
compliance policies your organization might have.

For example, it might make sense to document your integration processes and best 
practices with the goal of mitigating any risk that could be introduced into your 
environment. Your company will want to mitigate risk introduced by the number of new 
integration projects and the potential that non-integration specialists will be managing 
these projects. 
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Take the next step
Software AG provides the industry’s leading secure and reliable integration platform, 
webMethods. With webMethods, you can meet the needs of your IT integration 
developers as well as empower non-integration specialists with self-service integration 
tools to solve their integration projects quickly. Software AG’s webMethods Integration 
Platform runs in the cloud and on-premises, as well as in hybrid scenarios, just like our 
complete Digital Business Platform. 

Are you ready to develop a hybrid integration strategy? At Software AG, we can help 
you understand the challenges facing businesses like yours who are building their 
integration strategy for the future. 

Contact your Software AG representative for more details.  
Or for more information, visit: www.SoftwareAG.com/integration. 
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