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Software continues itS quest to consume more compute
at an ever increasing rate
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Through resource sharing, cloud unlocked the missing
compute that hardware couldn’t deliver anymore

T H E  R I S E  O F  C O M P U T E

Virtualization

Company 1

Virtualization

Company 2

Zone 1 Zone 2

Cloud Computing

Company 1 Company 2

2025-11-12



AI is pushing the limit further, leading to bigger
chips, with limited efficiency gains
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AI is pushing the limit further, leading to bigger
chips, with limited efficiency gains
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The evidence is clear: Massive expansion of energy use
and data center footprint

T H E  R I S E  O F  C O M P U T E
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The economics of AI: none.
Value creation < compute costs

E c o n o m i c s

Notes:
OpenAI: $3.7B revenue, $5B loss (2024)
Anthropic: $1B revenue, $5.45B loss
(2024)
Google DeepMind: $1.95B revenue,
$145M profit (2023) - only profitable
company
xAI: $100M revenue, $13B projected loss
(2025)



replacement for efficiency: not neccessary anymore.
Compute Costs is all that matters = Circular IT

C o m p e t i t i v e  c o m p u t e

NVIDIA: Increasing FLOPS still, but each
generation costs more (cost per FLOP is flat)
Traditional hardware: Unit cost per CPU hour is
flat, modest efficiency gains (End of Moore’s Law)
Unit cost per compute (CPU hour, GB of memory)
→ reduceable through refurbishment, lifetime
extension
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3 Opportunities: 

Empowering Neoclouds to compete on Compute Cost
cloud repatriation
regional providers

o p p o r t u n i t i e s
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NEOCLOUDS: Standardized, Hybrid refurbished at scale
o p p o r t u n i t i e s

REFURB ALREADY COMMON

PRACTICE in classic cloud’s

predictable CPUs

NEOCLOUDS NEED SPEED,

STANDARDIZED COMPUTE

HYBRID ASSEMBLY to

ensure standardization;

partnering with Finance

STANDARD MEMORY CONFIG

BLEND new/USed,
prioritize speed

BLEND traditional
hardware with Pcie

expansion (GPUs, FPGA)

They already optimized for
cost-of-compute due to
customer demand

They don’t have the lessons
learned from classic cloud

Financing models

HYBRID ASSEMBLY

On-SITE ASSEMBLY

HW-as-a-SERVICE

2025-11-12



cloud repatriation: Procurement-driven, as-a-Service
offerings

o p p o r t u n i t i e s

Going back to on-Premise

COST COMPETITIVE

DECISIONS ARE

PROCUREMENT DRIVEN

OPPORTUNITY FOR SERVICE

OFFERINGS

LOW ENvironmental
impact

RESILIENT / EUROPEAN

LOCAL IMPACT

Partner with DC - REfurb
on-Site

HW-as-a-Service

Pay-per-use (SUN Model)

COSTS

REGULATORY PRESSURE

RELIABILITY

CONTROL
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REGIONAL PROVIDERS: More will become ‘micro-cloud-
providers’ → enhanced margins from circular it

o p p o r t u n i t i e s

REGIONAL MSPs & System

integrators evolving

high labor costs → need to
reduce ops costs

Margins can be improved

through circularity

OPPORTUNITY FOR SERVICE

OFFERINGS

Lower CAPEX → more
competitive product

re-use existing customer
equipment 

(Cloud <> ON-Premise)

partner to offer pay-
per-use/compute-as-a-

service

REV-Share vs. upfront

regional circularity
contribution & subsidies

K8S/Openstack Cloud

building private cloud

RELIABILITY

CONTROL
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CIRCULARITY remains key-priority for many regions
(resilience) → embed locally, decentralize

o p p o r t u n i t i e s
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THANKS!

Max Schulze
Director 

Colonnaden 5
20354 Hamburg
Mobile: +31 (658) 728291
 
max.schulze@sdialliance.org
www.ided.digital
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