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From Sprawl to Strategy: Mastering
Enterprise File Transfer with a Centralized
Orchestration Layer for AWS

Backflipt White Paper - September 2025

Executive Summary

In today's fast-paced digital economy, enterprises rely heavily on secure, efficient, and
compliant file transfers to facilitate business-to-business (B2B) interactions, supply chain
operations, and regulatory reporting. Amazon Web Services (AWS) Managed File Transfer
(MFT) services, part of the AWS Transfer Family, have become a preferred choice for many
organizations due to their robust security, seamless integration with existing AWS
infrastructure, and ability to keep data within the enterprise's network. However, as
business units independently adopt these services to meet partner-specific needs,
enterprises often end up with multiple, decentralized MFT instances. While this
decentralization is not inherently "shadow IT"—as it typically occurs with authorized
access—it creates significant challenges in visibility, governance, compliance, and cost
management.

TransferlQ Orchestrate, powered by Backflipt, addresses this paradox by introducing a
strategic orchestration layer above the native AWS MFT infrastructure. This solution
resolves the tension between central control and business agility by providing a single pane
of glass for IT to enforce policies and maintain visibility, while empowering business units
with agile, self-service MFT capabilities. This white paper details how this new operational
model delivers a threefold value proposition: fortified governance and security through
unified visibility and policy enforcement; accelerated business agility via no-code
workflows and rapid onboarding; and dramatic financial optimization with a 50-75%
reduction in Total Cost of Ownership (TCO) compared to legacy commercial-off-the-shelf
(COTS) solutions. Ultimately, TransferlQ Orchestrate transforms MFT from a complex
operational burden into a streamlined, secure, and strategic asset in the cloud era.

The Growing Challenge of Decentralized Managed File
Transfer in Enterprises

The Rise of AWS MFT Adoption

Enterprises naturally gravitate toward AWS Managed File Transfer services for compelling
reasons: the solution is inherently secure, allows sensitive data to remain within the
enterprise's network boundary, and integrates seamlessly with the broader AWS ecosystem
that organizations have already invested in. For business units that require agility to
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respond to market demands and partner requests, spinning up a dedicated AWS MFT
instance is an efficient way to establish secure data exchanges quickly. This behavior, often
encouraged to foster innovation, leads to a rapid and organic proliferation of MFT services
across the organization, supporting protocols like SFTP, FTPS, HTTPS, AS2, and EDI.

This decentralized adoption is driven by agility: Business units can quickly set up transfers
without waiting for central IT approval, fostering innovation and faster partner onboarding.
However, the very attributes that make AWS MFT successful—ease of use, security, and
scalability—can inadvertently create significant governance challenges when deployed at
scale without a central management framework.

Key Challenges from Central IT and MFT Admins' Perspective

Managing multiple MFT instances introduces several operational, security, and compliance
hurdles highlighted by industry research and real-world deployments. It is crucial to
distinguish this proliferation from the classic problem of "Shadow IT," formally defined as
the unsanctioned use of software, hardware, or services without the knowledge or approval
of the central IT department. The scenario with AWS MFT is fundamentally different:
business units are using an approved service (AWS Transfer Family) on a sanctioned
platform (AWS). The problem is not unauthorized technology but an ungoverned
architecture, creating a collection of sanctioned but unmanaged MFT deployments that
require a new layer of control.

-

setups, fueling 'Shadow IT' and creating governance blind spots across configurations,
partner connections, and data flows.

l l l
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e Lack of Unified Visibility and Control: Without a centralized management plane, IT
and MFT administrators have no single pane of glass to view all active MFT
configurations, partner connections, and data flows. This creates critical "blind
spots" across the enterprise, making it nearly impossible to answer fundamental
governance questions like "What sensitive data is flowing to which partners?" or
"Which business units are exchanging files with a specific entity?" This lack of
visibility paralyzes proactive management and risk assessment.
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Inconsistent Security and Compliance Policy Enforcement: Central IT may
establish enterprise-wide policies, such as requiring allincoming files from partners
to be scanned with a certified anti-virus service or mandating that all compliance-
regulated data be encrypted with specific protocols. In a decentralized model, these
policies can be easily overlooked or inconsistently applied, leading to common
compliance traps including failure to encrypt data, lack of granular access controls,
and inadequate monitoring and logging for audit purposes. Each independent MFT
instance becomes a potential point of failure, multiplying compliance risk across
the organization.

Scalability and Resource Inefficiency: AWS MFT natively supports secure
transfers but lacks a built-in user interface for managing partners, accounts, and
workflows. This forces enterprises to spin up separate instances for multiple
workflows or file types, leading to resource duplication. Industry reports note that
this can escalate costs through over-provisioning and underutilized resources, with
integration complexities adding to deployment delays.

Security Vulnerabilities: Without central management, security practices vary
across instances, exposing organizations to risks like unencrypted data in transit,
weak access controls, or unpatched vulnerabilities. Dynamic Application Security
Testing (DAST) and penetration testing become fragmented, increasing the attack
surface in multi-instance environments.

Operational Overhead and Developer Dependency: Custom scripting for
workflows (e.g., via Lambda) often requires specialized skills, creating bottlenecks.
Large file transfers may fail without resilient connectors, and managing partner SFTP
integrations demands expertise in AWS, MFT, and development—further straining IT
resources. This creates a significant development bottleneck, delaying partner
onboarding and slowing business initiatives. Furthermore, these homegrown scripts
are often poorly documented, challenging to maintain, prone to failure with large
files, and represent a loss of critical "tribal knowledge" when the original developer
leaves.

These challenges, drawn from analyses by Progress, Axway, and OpenText, underscore the
need for a solution that balances decentralization's agility with centralization's control. This
decentralized sprawl is a direct consequence of AWS Transfer Family's nature: it provides a
powerful infrastructure but lacks the intuitive "cockpit" needed to operate it effectively at
enterprise scale.

Introducing TransferlQ Orchestrate: A Unified Layer for
AWS MFT

TransferlQ Orchestrate transforms AWS Transfer Family into an enterprise-grade,
centralized MFT platform by creating a virtual abstraction layer. Delivered via AWS
Marketplace as a container-based product (deployable on Amazon ECS or EKS), it
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automates complex workflows, partner integrations, and scaling while providing a user-
friendly portal for admins and business users. It functions as a virtual control plane that
enhances and centralizes native AWS services, allowing organizations to maximize existing
cloud investments while imposing governance.

\b )
TransferlQ
Orchestrate

h -

Core Architecture and Features

/

with complete visibility and control over business units' MFT configurations, partner
connections, and data flows, ensuring strong governance and efficient operations.

TransferlQ Orchestrate delivers a centralized management plane, eliminating 'Shadow IT' |
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TransferlQ Orchestrate
centralizes MFT
management, delivering full
visibility over configurations,
connections, and data
flows. It eliminates 'Shadow
IT, ensuring secure,
compliant file transfers with
robust governance.
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TransferlQ Orchestrate
enforces virus scans,
encryption, and valid
certificates across all
MFT workflows,
ensuring compliance,
strong security, and
protection for sensitive
data.
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TransferlQ Orchestrate
simplifies MFT with an intuitive
Ul, streamlining partner
management, cutting scripts,
and boosting scalability for
efficient, cost-effective file
transfers.

At its core, TransferlQ Orchestrate operates in a Bring-Your-Own-Cloud (BYOC) model,
deploying within the customer's AWS account for data sovereignty. The solution's coreis a
hierarchical abstraction model that logically organizes MFT operations to mirror enterprise

structure, enabling a federated governance model where central IT defines standards and
business units manage operations within guardrails.

The multi-tenant architecture is structured across four distinct levels:

e Level 1: Business Units: Each distinct business unit (e.g., "Footwear Division,"
"Apparel Division") is provided with its own virtual, sandboxed MFT environment. All
configurations within this environment are isolated and visible only to that unit.

e Level 2: Partners: Within its sandboxed environment, a business unit can

independently define and manage its trading partners (e.g., suppliers, distributors,
financial institutions).

e Level 3: Accounts: For each partner, multiple accounts (e.g., invoices, RMAs,
purchase orders) can be created, each with unique visibility and configurations.

e Level 4: Routes/Workflows: For each account, assign sequential workflows per file
type (e.g., encryption, compression, virus scanning) without developer intervention.
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Example: A Vendor’s Multi-Business Unit Deployment

Consider a global retailer with divisions like Shoes and Apparel. Using TransferlQ
Orchestrate, the Shoes unit sets up partner exchanges with Amazon, creating accounts for
invoices, RMAs, and purchase orders—each with file-type-specific workflows (e.g., EDI
transformations for orders). The Apparel unit maintains separate, isolated configurations
with the same partner. Central IT oversees all via the portal, enforcing virus scanning and
encryption policies without disrupting business agility.

TransferlQ manages the
abstraction—business Units, ) 3
Partners. AcGounts, and Business Unit Accounts Workflow/Account
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Key components include:

e Automated Infrastructure Provisioning: Integrates with CloudFormation or
Terraform scripts to launch VPCs, IAM roles, S3 buckets, EKS/ECS clusters, and
AWS Transfer Family endpoints. Kubernetes-backed scaling ensures high availability
(99.95%+ uptime) with multi-AZ replicas.

e Pre-Built Workflows and Connectors: Offers 12+ out-of-the-box transformations
for large files, resilient SFTP connectors for partner servers (handling failures
automatically), and no Lambda constraints.

¢ Unified Management Portal: A single interface for onboarding partners, managing
routes, monitoring transfers via AWS CloudWatch, and enforcing policies, with Role-
based access controls for AWS IT Admins, MFT Administrators, and Business Users.
Business users gain self-service visibility, reducing admin dependency.
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Security and Compliance Built-In: This zero-trust model with AWS KMS
encryption, least-privilege IAM roles, Kubernetes RBAC, and integration with third-
party IAM (e.g., Okta, Ping) supports HIPAA, PCI DSS, and GDPR through
customizable scripts.

This abstraction decouples the logical business view of file transfers from the physical AWS
infrastructure, resolving the conflict between central control and business agility.

Deployment Process

Deployment is rapid and seamless, aligning with AWS Marketplace guidelines for SaaS
products:

1.
2.

5.

Subscribe via AWS Marketplace (BYOL model).

Deploy container to ECS/EKS (chosen for portability, native Kubernetes integration,
and simplified updates).

Activate license and configure via Admin pages, validating credentials for IAM
permissions.

Launch infrastructure scripts for automated setup: VPC configuration (private
subnets, NAT Gateways), IAM roles, S3 buckets, EKS/ECS clusters, load balancers,
and AWS Transfer Family endpoints.

Set up workflows with access controls enforced through S3 policies and IAM.

Proofs of concept (POCs) can go live in 2-5 days, with full production in 2-4 weeks.

Transformative Benefits of TransferlQ Orchestrate

By centralizing management while preserving business unit autonomy, TransferlQ
Orchestrate delivers multifaceted benefits, as validated by industry benchmarks.

Business Benefits

Accelerated Partner Onboarding and Deployments: Self-service tools enable
business units to onboard partners and configure routes in real-time, not weeks,
streamlining B2B exchanges. The platform radically reduces partner onboarding
times and eliminates developer bottlenecks through a no-code, self-service
workflow engine.

Operational Efficiency: Eliminates developer dependency for workflows, supports
multiple sequential processes per account, and integrates with existing AWS
skills—freeing IT teams for strategic tasks. Centralization and automation lower
costs associated with managing complex infrastructure and responding to failures.
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e High Availability and Scalability: Kubernetes orchestration with ALB/NLB ensures

robust failover and elastic scaling, handling high-volume transfers without
downtime. Vertical (m5.large to m5.xlarge) and horizontal scaling via Kubernetes.

Compliance Benefits

e Centralized Policy Enforcement: MFT admins create templates for virus scanning,
encryption, and auditing, automatically applying them across instances to ensure
consistent compliance. A zero-trust architecture with AWS |AM integration
underpins this federated model.

e Enhanced Auditing and Visibility: Unified logs via AWS CloudWatch provide real-
time monitoring, simplifying audits and reducing compliance risks by 50-75%
compared to decentralized setups. Detailed logs and metrics for transfer tracking
and troubleshooting.

e Regulatory Alignment: Built-in support for standards like HIPAA, GDPR, PCI DSS,
and SOC 2, with quarterly penetration testing and vulnerability scanning. The
centralized portal provides a comprehensive, audit-ready environment.

Security Benefits

e Zero-Trust Architecture: Continuous identity verification, automated key rotation,
and private subnets minimize risks. Deep integration with AWS IAM and third-party
tools (Okta, Pingldentity).

e Reduced Attack Surface: Centralized access controls and encryption eliminate
inconsistencies, with SCA and DAST ensuring secure deployments.

e Datalsolation: S3 bucket policies enforce isolation between business units and
partners.

Cost Benefits

e Drastic TCO Reduction: 50-75% savings vs. traditional COTS MFT by leveraging
AWS pay-as-you-go, avoiding redundant instances, and minimizing custom
development. Eliminates high upfront Capex and recurring maintenance fees of
legacy vendors like IBM, Axway, and Cleo.

e Pay-as-You-Use Scalability: Auto-scale infrastructure based on demand,
eliminating over-provisioning and aligning costs with usage. Flexible billing native to
AWS MFT services.

These benefits align with research from GoAnywhere and Kiteworks, emphasizing how
centralized MFT enhances security, reduces costs, and improves efficiency. The TCO
reduction includes eliminating licensing costs, hidden development expenses, and
operational overhead, while mitigating risks of breaches and fines.
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TransferlQ Orchestrate

Feature/Criteria Solution (Build) Legacy COTS MFT (Buy) (BYOC)
Total Cost of High (hidden developer & Very High (licensing, Low (50-75% reduction, pay-
Ownership (TCO) maintenance costs) maintenance, hardware) as-you-go)

Deployment Speed

Scalability &

Resiliency expertise; often brittle
Security & Fragmented; dependent
Governance on developer discipline

Business User Agility

Maintenance
Overhead

Very Slow (months to
years)

Dependent on in-house

Low (high developer
dependency)

Very High (ongoing bug
fixes, updates)

Core Features

=

Kl

Automated Deployment
= Pre-built CloudFormation and Terraform scripts for rapid setup
« Optimized AWS MFT configurations with AWS KMS, IAM roles, and VPC integrations
» Admin pages for launching infrastructure scripts with credential validation

Advanced File Processing

« 12+ out-of-the-box transformations (e.g., encryption, compression)

= Support for large files across all protocols

« No custom scripting is required for workflows

= Resilient data exchange using AWS connectors for Partner SFTP services

Zero-Trust Security

@ 7« Zero-trust model with continuous verification of identities and devices

= Deep integration with AWS IAM and third-party tools (Okta, Pingldentity)
= Enterprise-grade IAM roles for least-privilege access
« Kubernetes RBAC for container deployments

Flexible Billing
= On-demand usage-based billing is native to AWS MFT services
= Aligns costs with actual usage, eliminating rigid licensing fees

Slow (weeks to months)

Limited; often monolithic
architecture

Centralized but often rigid;
separate from cloud IAM

Moderate (limited by
Ul/features)
High (patching, upgrades,
vendor support)

Very Fast (POC in days,
Production in weeks)

High (Cloud-native,
Kubernetes-based, multi-AZ)

Centrally Governed &
Federated; Zero-Trust, AWS-
native

High (Self-service, no-code
workflows)

Low (Managed container,
laC automation)

Enterprise Scalability
+ Kubernetes-based, multi-AZ architecture on Amazon EKS or ECS
+ Elastic scaling with Application/Network Load Balancers (ALB/NLB)
+ High-availability design for mission-critical workloads with 98.95%+ uptime

Unified Management Portal
+ Single interface for admins and business users
+ Self-service partner onboarding, route setup, and key rotation
+ Real-time monitoring with AWS CloudWatch
+ Event alerting and audit trails via AWS CloudTrail

Enhanced Visibility
+ Rich visibility into file transfer status via AWS CloudWatch & native AWS tools
« Business users monitor activity independently, reducing reliance on AWS/MFT
admins
+ Detailed logs and metrics for transfer tracking and troubleshooting
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Conclusion: Empowering the Modern Enterprise with
TransferlQ Orchestrate

As enterprises navigate the complexities of digital transformation, TransferlQ Orchestrate
emerges as the essential layer for AWS MFT, bridging decentralization's flexibility with
centralization's control. By simplifying management, ensuring compliance, and driving cost
efficiencies, it unlocks the full potential of AWS-native file transfers. Transform fragmented
systems into interconnected networks, fostering innovation. Similarly, TransferlQ
Orchestrate turns MFT sprawl into a strategy, enabling organizations to reclaim control and
unleash innovation.

Get Started Today:

- Evaluate: Access via AWS Marketplace.

- Demo: https://calendly.com/backflipt/schedule-a-
demo?embed_domain=www.backflipt.com&embed_type=PopupText

- Deploy: Launch a POC in 2-5 days.
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