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Broadcom Acquires 
VMware for $61B

Comprehensive overhaul of 
licensing structures, pricing 

models, and the features and 
support that has defined VMware

Broadcom Introduces VMware Prices Change
● Moving away from perpetual licenses towards a subscription model
● More concentrated product portfolio, primarily revolving around 

two key products: the Cloud Foundation and vSphere Foundation
● Steep increases in licensing costs
● Transition to core-based pricing, lower discounts

            Oct’23            Nov            Dec           Jan ‘24         Feb             Mar             April       …       Present

Customers Start Feeling the Pain
● Price hikes of up to 2000%
● Forced bundling of products and high premiums
● Aggressive negotiating tactics

● VMware ends partner 
programs and incentives

Customers migrate to OpenShift Virt

VMware initiates VCF9 adoption campaigns 

Industry insights

74% of VMware customers are actively planning their migration to an alternative solution1
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● Exit the datacenter business 

entirely or partially

● Shift operational financial 

models from CapEx to OpEx

● Meet Broadcom deadline

● Benefit from cloud provider 

migration incentives

● Or..

● You just need (HW) capacity 

on the go…

Lift & Shift VMs To The Public Cloud

● Lift & shift of VMs "as-is"

● Automated migration 

factory to increase speed.

● No application refactoring

● Velocity > architectural 

design

● Workload portability on 

cloud-provider 

infrastructure

● Immediate global scale and 

availability

● Cloud native tool 

ecosystem

● Technical foundation for 

future modernization

WHY HOW WIN
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Sovereignty - On Prem and Cloud

Industry Regulation - DORA, Cloud Act etc

Trends!

AI - Local -> Cloud -> Local
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The promise

We chase agility, scalability and modern platform 

capabilities by moving to native cloud constructs, 

assuming that being in the cloud automatically makes a 

workload portable.

The goal is rapid entrance and modernization.

The reality

By binding workloads to native hyperscaler constructs, we 

destroy our actual operational freedom.

Moving cloud-native workloads out or sideways to another 

provider requires complex migration projects and 

refactoring.

The Portability Paradox
True portability is defined by your freedom to leave.
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The On Prem Car

Operating System

Kubernetes

Kubernetes Cluster Services
Basic Networking :: Ingress

Building an Application Platform in Different Environments

Registry Logging CI/CDMetrics

Monitoring Service 
Mesh Dev Tools

Amazon Linux 2

EKS

VPC, ELB, ALB

ECR CloudWatch CodePipelineCloudWatch

CloudWatch AppMesh CodeBuild

Ubuntu

AKS

VNET, ALB, Frontdoor, App 
gateway

ACR Azure Log 
Analytics

Azure 
Devops

Azure 
Monitor

Monitoring Open Service 
Mesh

Azure 
Devops

The AWS Car

Ubuntu / Container OS

GKE

VPC, CLB

GCR Cloud Logging CodePipelineCloudWatch

Cloud Monitoring Anthos Service 
Mesh CodeBuild

The GCP CarThe Azure Car

3 Different Cars

● Different component versions
● Different life cycles
● Different support models
● Different developer and ops tooling

3 different drivers and pit crews needed

7
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Different:

● APIs, control planes.
● Separate security & compliance 

tracks
● Tools, scripting, IaC
● Storage
● Networking
● Skills

Different teams!

Same: 

● High-performance
● Highly flexible
● Access to native cloud 

services
● AI capabilities
● Robust
● Dynamic scaling

Operational Fragmentation
Managing Complex Infrastructure Landscapes
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Reality check

Model generated base-curves 
based on combined data of various 
customers. 

Data-Points of customer no 1, a 
global insurance company.

Data-Points of customer no 2 - a 
domestic railway company.

Data-Points of customer no 3 - a 
large financial institute.
(Disclaimer: the raw FTE data of this client has been 
divided by 3, as they run the platform as 
follow-the-sun out of 3 time-zones)

confidential

Required size of 
Platform 

Engineering and 
SRE teams

Not reduce, but re-focus of the team members to 
drive adoption, help applications to modernize and 
drive innovation - instead of day 2 infrastructure Ops!
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Guys…. wait a minute….



Flipping The Blueprint
A Common Fabric
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Red Hat OpenShift
Service on AWS

Azure Red Hat 
OpenShift

Red Hat 
OpenShift on 
IBM Cloud

On-premises

Red Hat OpenShift

Developer Efficiency Business Productivity Enterprise Ready

Red Hat 
OpenShift 
Dedicated

OpenShift 
Container 
Platform

● Standardize on a single set of operational tools and skills
● Decouple virtual machines from underlying infrastructure APIs
● Run VMs anywhere
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Red Hat is a Leader in the 2026 
Gartner® Magic Quadrant™: 

Cloud-Native Application Platforms 
for the third year in a row

Red Hat is a Leader in the 2026 
Gartner® Magic Quadrant™: 

Container Management 
for the fourth year in a row

Red Hat is a Leader in the 2026 
Gartner® Magic Quadrant™: 

Server Virtualization Platforms 

Source: Gartner, “Source: Gartner, Magic Quadrant for Cloud-Native Application Platforms,  Saha Mukul,  Coqueiro Alex, Prasanna Lakshmi Narasimha, Watson Richard, 3 Aug. 2026.
Source: Gartner, Magic Quadrant for Container Management, By Dennis Smith, Tony Iams, Wataru Katsurashima, Lucas Albuquerque, Carolin Zhou, Bhuvie Chhabra, 2 September 2026. 
Source: Gartner, Magic Quadrant for Server Virtualization Platforms, Tony Harvey, Daniel Bowers, Paul Delory, Tony Iams, Owen Marino, 14 September 2026

Red Hat is a Leader in the 2026 Gartner® Magic Quadrant™: Container 
Management, Cloud-native App Platform And Server Virtualization Platforms 

and 2025 Gartner® Magic Quadrant™: Cloud-Native Application Platforms

Gartner and Magic Quadrant are trademarks of Gartner, Inc. and/or its affiliates. This graphic was published by Gartner, Inc. as part of a larger research document and should be evaluated in the context of the entire document. Gartner does not endorse any company, vendor, product or service depicted in its 
publications, and does not advise technology users to select only those vendors with the highest ratings or other designation. Gartner publications consist of the opinions of Gartner’s business and technology insights organization and should not be construed as statements of fact. Gartner disclaims all warranties, 
expressed or implied, with respect to this publication, including any warranties of merchantability or fitness for a particular purpose. The Gartner document is available upon request from Red Hat.
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ARO ROSA OSD RHOIC  is Fully Managed…

● Build containerized 
applications that 
integrate natively with 
the more than 170+ 
AWS/Azure cloud 
services 

● AWS/Azure integrated 
experience for cluster creation 
and management

● GUI in AWS/Azure Console for 
Cluster Creation

● 99.95% financially backed SLA

1st Party Cloud Service Integration with Native Services 

● Proactive vs. 
Reactive

● Integrated support 
systems

● AWS and RH experts

Joint Support 

● Leverage your existing 
Azure/AWS commitment 
/ EDP to use OpenShift 
(unified bill)

Unified Cloud Bill
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Amazon Elastic 
Kubernetes Service 
(Amazon EKS)

Application Platform
Accelerate and standardize 
application Management 

AWS has the richest container services portfolio

Amazon Elastic 
Container Service 
(Amazon ECS)

Fargate

Containers Orchestration
Deployment, scheduling, and 
scaling, containerized applications

Compute

ROSA

Elastic Compute 
Cloud (Amazon 
EC2)

AWS Proton EKS Blueprints

Amazon Elastic Container Registry 
(Amazon ECR)Containers Infrastructure

Registry, Networking, CI/CD

Turnkey 
Application 
Platform

Mix and Match to Build your Own Platform

AWS 
CodePipelineAWS Cloud Map

AWS App Mesh

AWS App Runner Cloud Watch

Red Hat 
OpenShift 
Service on 
AWS

Amazon Managed 
Prometheus

AWS  X-Ray

Elastic Compute 
Cloud (Amazon 
EC2)
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● Start with OpenShift Migration 

Advisor

● Automated discovery of VMware 

estate

● Warm migration with storage 

offloading

● Virtualization Migration Factory for 

migration at scale

The Open Hybrid Control Plane

● Submariner: Direct L3 cross-cluster 

networking (IPsec)

● Red Hat Service Interconnect: 

(Skupper), L7 cross-cluster 

communication (mTLS) 

● Single OpenShift Service Mesh across 

multiple clusters

The brain
Advanced Cluster Management

● Centralized fleet observability and 

multi-cluster control

● Policy-driven governance and risk 

management at scale

● Automated cluster lifecycle and 

application placement

Management, governance and observability across clusters, clouds and VMs

The muscle
Migration Toolkit for Virtualization

The nervous system
Connectivity across providers
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Backup & Disaster Recovery Compute 
Hardware

Cloud 
Providers

Complete the platform

 …with your existing technology partnersThis is not an exhaustive list of ISV partners.

Networking 
& Security

Virtual 
Desktops

Storage

*In progress
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A Modern application platform with comprehensive lifecycle and 
infrastructure management

Multi-cluster 
management

Consistent
environment

Automated 
build and 

deployment

Virtualized 
and 

containerized 
workloads

CI/CD
pipelines Observability Load 

balancing

Software-
defined 

networking

Self-service 
provisioning

Micro-
segmentation Service mesh Cost 

management

Software-
defined 
storage

Virtual 
machine 

management

Configuration 
management GitOps
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Portability, flexibility, agility

● Move VMs sideways.
● Enter or exit the public cloud.
● Standardize on a single set of 

operational tools and skills



19

From Migration to Modernization
Scaling the Platform to Your Team’s Workflow

Establish the unified platform 
and migrate workloads with 
minimal changes using 
Migration Toolkit for 
Virtualization

Consolidate infrastructure, 
retire legacy 
hardware/licensing, introduce 
automation

Transform from manual 
"ClickOps" to declarative 
"GitOps" using Red Hat 
OpenShift GitOps

Improved operational maturity, 
consistency, security, and 
auditability

Selectively refactor high-value 
applications from VMs to 
containers

Improved resource efficiency, 
portability, faster startup times, 
independent scaling

Create an Internal Developer 
Platform that provides 
self-service capabilities

Accelerated innovation and 
improved developer 
satisfaction, secure software 
pipelines

Rehosting VMs Modernize IT Ops Modernize Applications Modernize Developer 
Experience

OpenShift Virtualization Engine 
(OVE)

OVE to 
OpenShift Kubernetes Engine 

(OKE)
OpenShift Platform Plus (OPP) Advanced Developer Suite (ADS)
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Organizations have varying levels of investment in VMware

VMware Cloud Foundation (VCF)

Workloads requiring hypervisor certifications that KVM does not have

VMware Virtualization with NSX

VMware vSphere Foundation (VVF) and/or VMware Cloud (VMC)

vSphere Standard

vSphere Essentials

Low

High

Rapid migration,
lower complexity
(Red Hat-led approach)

Increased planning, 
higher complexity
(Partner-led approach)

Migration 
Complexity
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Source: Red Hat press release. May 2025.

Challenge
Johnson Controls needed a scalable infrastructure to manage security and access 
across diverse building environments. They also wanted to modernize their traditional 
virtual machine-based technologies to take advantage of cloud-native tools without a 
disruptive application overhaul.

Solution
Johnson Controls chose Red Hat OpenShift Service on AWS as the foundation for its 
C•CURE Cloud solution. By using Red Hat OpenShift Virtualization, they were able to 
run the C•CURE application inside a container, alongside cloud-native applications, 
without needing to refactor the application.

Results
● Simplified operations for its hybrid cloud architecture.
● Provided a more consistent experience for customers, regardless of their 

environment
● Focused on innovation by offloading infrastructure management to a managed 

service

Working with Red Hat 
Consulting and by using Red 
Hat OpenShift 
Virtualization, Johnson 
Controls was able to more 
quickly and easily migrate to 
a modern, cloud-ready 
platform for virtualization, 
enabling it to be run both 
inside a container and 
side-by-side with 
cloud-native applications.

Red Hat AWS: Virt on ROSA

Johnson Controls Modernizes with Red HatJohnson 
Controls

https://www.redhat.com/en/about/press-releases/johnson-controls-modernizes-security-and-access-hybrid-cloud-foundation-powered-red-hat
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Phase 2: Foundation Phase 1: Strategy

Assessment

Identify the current state of your 
environment, goals for your future 
state, create a high-level solution 
for your target environment and 

create a strategic roadmap for 
migration

Begin with your production build 
to enable virtualization features, 
prove out and migrate initial VMs 

and validate your migration 
strategy

Scale Day 2 ops by implementing 
automation to help reduce 

manual processes and complete 
the retirement of your existing 

solution

Accelerate your migration with AWS and Red Hat (MAP)
Reduce risk and offset the initial cost of migrations

Platform Build Migration

AWS funds up to $75k AWS funds up to $200k AWS funds up to $1M
Assess Mobilize Migrate

Phase 3: Expand

Minimum Customer Size: $1.2MM ARR in AWS Infrastructure

Datasheet: Red Hat Consulting: Virtualization Migration Assessment

https://www.redhat.com/en/blog/starting-virtualization-migration-assessment-readiness-framework-successful-outcome


Update confidential designator here

Version number here V00000

Freedom of Choice is Resilience
In 2026, the best architecture is the one you can 

change tomorrow.
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Final thought

Physical Virtual Private cloud Public cloud Edge

Virtualization Platform Application Platform AI Platform

to reduce risk

Trusted
to improve productivity

Comprehensive
to increase flexibility

Consistent

Container Platform

#
#


linkedin.com/company/red-hat

youtube.com/user/RedHatVideos

facebook.com/redhatinc

x.com/RedHat

Thank you


