
Before You Commit to SASE
A Field-Tested Playbook for 
Making the Right Architectural Call

SASE isn’t a trend. It reflects how modern environments operate: distributed users, SaaS-
dominant traffic patterns, and identity-centric enforcement that reduce the architectural 
value of centralized backhauling. 

This guide examines how SASE initiatives unfold in real environments – highlighting where 
momentum builds, where projects stall, and how experienced teams sequence change to 
avoid costly rework.  
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“SASE does not correct architectural misalignment. It makes it visible.”

https://www.tpx.com/blog/talk-sase-to-me/
https://www.tpx.com/


1. Start With the Real Problem 

Every SASE conversation should begin with a simple question: 

What pressure are we trying to relieve? 

In the field, it’s usually one of five:  

•	 VPN now carries daily hybrid load instead of emergency access 
•	 SaaS traffic hairpins through a central firewall 
•	 Edge appliances are nearing end-of-life 
•	 Security tools operate in silos 
•	 WAN costs are climbing while performance complaints increase 

If the driver isn’t clear, SASE becomes a feature comparison exercise – and the 
conversation shifts away from architecture entirely.  
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2. The VPN Trap

For many mid-market teams, the first visible stress point is VPN.  

Licenses tend to expand reactively as hybrid access becomes routine. Performance 
tickets increase. Split tunneling rules grow inconsistent. Security posture varies 
depending on how users connect.  

Over time, what began as remote access infrastructure quietly becomes a core part of 
daily operations, without being designed for that role.  

Replacing VPN with ZTNA (an SSE-first move) often makes immediate sense. It improves 
user experience and reduces perimeter assumptions. Projects typically stall when ZTNA is 
treated as a drop-in replacement instead of a policy and identity shift.  

If your identity model is fragmented, ZTNA will surface it quickly.
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https://www.tpx.com/blog/5-signs-its-time-to-move-on-from-your-vpn/


3. What Experienced Teams 
Verify Before Moving 

SASE projects tend to succeed or stall based on a small set of architectural realities. 
Experienced teams evaluate these areas deliberately before committing to a direction.  

Identity Discipline 
SASE shifts enforcement toward identity and context, which means identity maturity 
becomes foundational. MFA should be consistently enforced, user lifecycle processes 
tightly managed, and directory sprawl minimized. When identity governance is fragmented 
or exceptions are common, policy enforcement becomes inconsistent.  

SASE does not correct identity gaps. It amplifies them.  

Application Reality 
Cloud-native applications generally align well with identity-based access models. 
Legacy, IP-bound, or tightly segmented internal applications often do not. Teams that 
underestimate legacy dependencies frequently encounter unexpected access issues mid-
transition.  

A clear and complete application inventory reduces rollout risk and prevents emergency 
exceptions later.   

Logging & Visibility 
Cloud-delivered enforcement changes where and how telemetry is generated. If your 
monitoring model assumes appliance-based logging from centralized firewalls, you will 
need to redesign log aggregation and correlation pipelines.  

Visibility architecture should evolve alongside enforcement architecture to avoid blind 
spots during transition.  

WAN Architecture 
SASE changes traffic patterns. Distributed internet egress becomes strategic rather than 
optional, and WAN architecture must support that shift. Organizations heavily dependent 
on centralized MPLS topologies may need to align SD-WAN modernization with their 
SASE timeline.  

Convergence works when network routing and security enforcement evolve together, not 
in isolation. 
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4. Three Deployment 
Paths We See Most Often 

There isn’t one way to adopt SASE. In practice, teams follow one of three paths. 

Path 1:
SSE-First  
(Most Common)

Replacing legacy VPN and 
remote access models with 
ZTNA and cloud-delivered 
enforcement.

Most effective when: 

•	 VPN strain is sustained 

•	 SaaS traffic dominates 

•	 The workforce is 
materially hybrid 

•	 Identity maturity 
supports policy-based 
access 

This approach typically 
introduces minimal 
disruption while providing 
a controlled entry into 
architectural change.

.  .  .

Path 3:
Policy- 
Consolidation-First

Reducing tool sprawl and 
enforcement fragmentation 
before altering access or 
WAN architecture.

Most effective when: 

•	 Security tooling has 
expanded without 
centralized policy control 

•	 Enforcement decisions 
vary by gateway or 
appliance 

•	 Operational teams are 
experiencing alert fatigue 

•	 Visibility gaps exist 
across environments 

This path demands 
operational maturity. 
Consolidating policy without 
strong identity and logging 
discipline can create as 
many issues as it resolves.

Path 2:
WAN-First

Modernizing branch 
connectivity and edge 
routing before converging 
security controls.

Most effective when: 

•	 MPLS cost pressure is 
significant  

•	 Branch density is high 

•	 Edge appliances are 
nearing end-of-life 

•	 Traffic engineering 
complexity is increasing 

Risk increases when 
security integration is 
deferred too long, creating 
temporary enforcement 
gaps between routing 
modernization and policy 
convergence.

.  .  .



5. Where SASE 
Projects Commonly Stall 

The stall points are consistent across deployments: 

•	 Identity cleanup takes longer than expected 
•	 Legacy applications break ZTNA assumptions 
•	 Vendor contracts overlap awkwardly 
•	 Security teams and network teams disagree on ownership 
•	 Monitoring blind spots appear mid-transition 

None of these invalidate the decision. Instead, they reinforce the need for deliberate 
sequencing. 
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6. When SASE Might 
Not Be the Right Move (Yet)

This is often overlooked in early planning discussions.  

If your environment is: 

•	 Primarily LAN-based 
•	 Minimally distributed 
•	 Light on SaaS 
•	 Operating with immature MFA 

SASE may introduce more change than benefit in the short term.  

Modernization should match architectural pressure more than industry momentum.
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7. What a Mature SASE 
Decision Really Looks Like

In successful deployments, teams define the architectural driver clearly, sequence identity 
before enforcement expansion, align WAN strategy with security convergence, plan 
coexistence deliberately, redesign logging models early, and clarify operational ownership 
before rollout.  

It’s less about buying the right platform and more about aligning the right changes in the 
right order.  

A Realistic Next Step 
Before committing to a SASE path, experienced teams validate their architecture against 
real-world sequencing risks, including identity maturity, WAN alignment, logging design, 
application dependencies, and operational ownership. The goal is to confirm that the 
foundation can support change without introducing instability elsewhere.  

If you’re actively evaluating SASE, the next move should be architectural validation.  

TPx offers a structured, architecture-first SASE Evaluation designed to help teams assess 
readiness, identify sequencing risks, and clarify the most practical deployment path – 
whether that’s SSE-first, WAN-first, or policy consolidation.

If the conversation is moving toward SASE, clarity should come before acceleration.
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Start Your Free Evaluation

https://www.tpx.com/solutions/networking/managed-sase/
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