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The SASE Reality Check Strong SASE Intent, weak execution
Secure Access Service Edge (SASE) has 
moved from emerging concept to mainstream 
priority. As cloud applications and hybrid work 
reshape how organizations operate, traditional 
security models are being stretched beyond 
what they were designed to handle.

In a 2025 survey of more than 700 IT and 
security leaders, 62% said SASE is very 
important to their security strategy, and 
nearly 80% plan to implement Security 
Service Edge (SSE) capabilities within the 
next 24 months.

But growing interest doesn’t always translate 
into smooth execution.

Despite increasing adoption, many 
organizations struggle to move from strategy 
to implementation. In practice, SASE initiatives 
often stall or become more complex because 
the operational model behind it isn’t fully 
thought through.

SASE adoption is accelerating, but maturity remains low across most 
organizations. Driven by operational complexity and skills shortages.

Sources: Cybersecurity Insiders – 2025 SSE Adoption Report
SecuritySenses – SASE Deployment MaturitySource: ISC2 2024 Cybersecurity Workforce Study
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https://www.cybersecurity-insiders.com/wp-content/uploads/2025-HPE-SSE-Report-by-CSI.pdf
https://securitysenses.com/posts/53-organizational-silos-derail-sase-adoption-only-7-enterprises-unlock-full-value-amid
https://www.isc2.org/research


What You’re Really 
Choosing When You 
Choose SASE
SASE is defined as the convergence of 
networking and security services—typically 
SD-WAN combined with cloud-delivered 
security capabilities such as Secure Web 
Gateway (SWG), Zero Trust Network Access 
(ZTNA), Cloud Access Security Broker (CASB), 
and Firewall-as-a-Service (FWaaS).

While architecture matters, the most important 
decision organizations make with SASE is 
not which vendor to choose—but how much 
operational ownership they are prepared to 
take on.

SASE consolidates tools, but it does not 
eliminate:

• Continuous policy tuning
• Alert monitoring and response
• Network and security troubleshooting
• Change management and governance

Without clear ownership, SASE risks becoming 
another fragmented environment rather than 
the simplification teams expect.

Operational Ownership Checklist 
Before evaluating vendors, organizations should align 
stakeholders around who will own these four items:

Internal
Owner

Need
Help

Skills gaps remain a primary barrier to secure access modernization.

Source: Cybersecurity Insiders

24×7 monitoring and incident response

Policy lifecycle management

Network & security escalation paths

Governance and change control

https://www.cybersecurity-insiders.com/wp-content/uploads/2025-HPE-SSE-Report-by-CSI.pdf


Single Vendor, Best-of-Breed, or Managed SASE

Operating Model Description Best Fit Key Tradeoffs

Single-Vendor SASE One provider delivers SD-WAN 
and security services

Simplicity and 
standardization

Vendor lock-in; uneven 
feature depth

Best-of-Breed Multiple vendors  
integrated together

Flexibility; existing 
investments

Integration and 
operational complexity

Managed SASE
Provider designs,  

deploys, and operates 
the solution

Speed; reduced 
internal burden

Provider expertise 
is critical

of organizations 
prefer unified SASE 
solutions to reduce 
complexity

61% 

Source: CyberNoz

Operating Model Decision Lens

Best-of-Breed/Hybrid

Single-Vendor

Managed SASE

Recent SD-WAN or
Firewall Investment

Upcoming 
Infrastructure Refresh

Limited Staff or
Security Maturity

One of the most critical decisions in SASE adoption is choosing the right operating model.

https://cybernoz.com/the-rise-of-sse-and-sase-whats-changed-from-2024-to-2025/


How SASE Vendors Actually Differ

Network Fabric and Reach
Performance depends on where a 
provider’s points of presence align 
with users, branches, and cloud 
regions. Backbone design and 
peering strategies can materially 
affect latency and reliability.

Depth of Security Capabilities
ZTNA, CASB, SWG, and DLP vary 
widely in policy granularity, identity 
integration, and real-time visibility.

Security Architecture
Some platforms inspect traffic once 
using a unified engine, while others 
chain multiple services together. 
Simplified architectures can reduce 
latency and operational overhead, 
particularly for encrypted traffic.
Source: Enterprise Strategy Group (ESG)

Operational Maturity
Key differentiators include:
•	 Change management SLAs
•	 Incident notification and reporting 

quality
•	 Ownership of underlay connectivity 

issues

Despite similar messaging, SASE platforms vary significantly in execution. Buyers should evaluate differences across four 
dimensions:

In practice, operational execution often matters more than feature parity.

https://zerotrust.cio.com/wp-content/uploads/sites/64/2024/08/esg-sse-leads-the-way-to-sase.pdf


Defining Success: What 
Good SASE Outcomes 
Look Like

A Practical 6-Step SASE Selection 

Security Outcomes
• Reduced lateral movement and implicit trust
• Consistent Zero Trust enforcement
• Faster detection and response

Network & User Experience Outcomes
• Improved SaaS and cloud application

performance
• Faster onboarding of sites and users
• Reduced helpdesk escalations

1 Define Clear Use Cases
Focus on business outcomes such as replacing legacy VPNs, 
securing remote access, or standardizing branch security.

2 Choose the Operating Model First
Decide whether single-vendor, best-of-breed, or managed SASE 
best aligns with internal capacity.

3 Build a Weighted Scorecard
Balance security depth, performance, operations, integration, 
and cost.

4 Ask Operationally Revealing Questions
• Who monitors and responds to incidents?
• How quickly can urgent policy changes be made?
• Who owns last-mile connectivity issues?

5 Pilot for Real-World Outcomes
Test across sites and user types, measuring performance, 
responsiveness, and ease of change.

6 Plan the Migration Program
Phase deployments, decommission legacy infrastructure, and 
prepare teams for ongoing operations.

Source: IDC Market Analysis

Organizations adopting SASE 
or SSE report measurable 
improvements in both security 
posture and network performance.

Final Takeaway
The best SASE solution is not defined by branding or marketing claims. It 
is defined by how well technology, operations, and business outcomes 
align. Organizations that prioritize operating models, realistic capacity 
assessments, and outcome-based evaluation are far more likely to achieve 
the full promise of SASE without unnecessary disruption or complexity. 

https://www.idc.com/wp-content/uploads/2025/09/US52357724-Spotlight-Sept-2025.pdf
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