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N ABSTRACT

The cost calculus didn't shift. It inverted.

Broadcom's per-core VMware licensing took effect on April 2, 2024. What used to be a predictable
annual line item is now a capacity tax that compounds with every workload added to the estate.
This paper outlines the three friction points that keep VMware customers in place, the four reasons
modernization stops being optional, and the two CHAI capabilities that compress the transition
window.

01 - THE RESET

The cost calculus just changed.

Broadcom's licensing rebundle replaced VMware's familiar socket-and-suite model with a per-
core, subscription-only structure. Cost now scales linearly with consolidation density, lock-in
deepens, and capacity planning has to absorb a recurring multiplier no one budgeted for.

01 - NEW MODEL 02 - TERM 03 - IN-MARKET

Per-core

Replaces sockets & suites

Cost scales linearly with
consolidation density.

3-year

Subscription minimum

No annual exit on most SKUs.

Lock-in deepens.

Apr 2024

Effective date

Renewal pricing already in
market. The window is short.



02

THREE FRICTION POINTS

Why leaving VMware feels harder than it
should.

Most VMware customers know the answer is to modernize. The reason they haven't is rarely the

destination — it is the path. Three friction points repeat across every enterprise.
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I - COMPATIBILITY

Compatibility debt.

Decades of bespoke VM
templates, custom
networking, and snowflake
configurations don't translate
cleanly to cloud-native

IT - MIGRATION

Migration risk.

Data migration windows,
downtime tolerance, and
dependency mapping are the
reasons projects stall — not
licensing math.

IITI - PEOPLE
Skills gap.

Teams that have spent ten
years operating vSphere
don't pick up Kubernetes
networking and IAM patterns

runtimes.

TEMPLATES -
CONFIGS

NETWORKING -

The destination isn't the problem.

— CLOUDHEDGE FIELD ENGINEERING, 2024-2025

THE IMPERATIVE

WINDOWS -
DEPENDENCIES

in a quarter.

DOWNTIME -

VSPHERE - K8S - IAM

The pathis.

Four reasons modernization stops being
optional.

Modernization isn't an aesthetic choice. Under the new licensing reality, it is the only path that
breaks the cost-per-core ceiling without trading one form of lock-in for another.

m VECTOR

COST
Efficiency without the per-core
tax.

Containerized workloads collapse the gap
between provisioned and consumed capacity.
Bin-packing on Kubernetes lets one node carry
the load of three VMs — without paying VMware
for the privilege.

VECTOR
AGILITY
Shorter cycles, broader reach.

Modern apps deploy in minutes, scale on signal,
and ship on the same release cadence as the
teams writing them. Containerization is the
foundation; CI/CD and canary releases
compound on top of it.



VECTOR
OPERATIONS
Proactive, not reactive.

Continuous observability — performance,
dependencies, drift, cost — replaces ticket-

VECTOR
FUTURE-PROOF
Optionality, locked in.

Cloud-native patterns travel. The same
workload runs on EKS, AKS, on-prem, orin a

driven firefighting. Issues are surfaced before
they become outages, not after.

sovereign cloud — without re-platforming.

That's the real hedge against the next licensing
surprise.

MOVE NOW WAIT IT OUT

A forced renewal becomes a
strategic reset.

Pay the per-core tax for three
years — and still have to

Lower run costs. Shorter delivery cycles. modernize.
Optionality on the next runtime. The bill arrives. The lock-in deepens. The skills

gap widens.

04 - THE PATH

Two tools that cut the modernization path.

CloudHedge built CHAI — a patented agentic-Al platform — for exactly this transition. Two
capabilities matter most when the timeline is short and the estate is large.

CHAI UNIVERSE™ - DISCOVERY

Discovery and dependency mapping at estate scale.

Binary-level analysis maps every module, service, and dependency into a semantic knowledge graph —
without requiring source code. Phased migration plans come out of the same data, ranked by cost, risk,
and Al-readiness.

Vv Binary-level analysis — no source required v Semantic knowledge graph of every dependency

v Phased plans ranked by cost, risk, Al-readiness v Sovereign Al - air-gapped - zero exfiltration

UNIVERSE.DISCOVER e LIVE

CHAI DART™ - OBSERVABILITY

Continuous observability through the transition.

Always-on monitoring tracks application, workload, and infrastructure health as you migrate. Cost,
technical debt, risk, agility, and sustainability stay measurable — the migration becomes a managed
program, not a leap of faith.

v Real-time application & workload monitoring v Five-vector measurement: cost, debt, risk, agility,
sustainability

v Tri-Vector context: source - runtime - workload v Conversational queries powered by Agentic Al

DART.OBSERVABILITY ® LIVE



05 < SUMMARY

Modernize now. Mitigate the next surprise.

The Broadcom transition is the prompt, not the problem. The problem is a decade of
accumulated lock-in surfaced by a single licensing change.

Teams that respond by modernizing rather than re-buying come out the other side with lower run costs,
shorter delivery cycles, and the optionality to choose their next runtime instead of inheriting it.
CloudHedge's job is to compress that transition.

MAP MEASURE MOVE

CHAI Universe™ CHAIDART™ CHAI Flow™

Maps the estate. Plans the Keeps the program observable Orchestrates the multi-agent
waves. end-to-end. transformation.

M NEXT STEP - TWO-WEEK ENGAGEMENT

Discover the power of CHAI's
VMware assessment.

A two-week scoped engagement to map your VMware estate, model the
renewal cost, and rank workloads by modernization payback.

-
CHAI CHAI UNIVERSE™ CHAI DART™ CHAI FLOW™ VMWARE EXIT


https://cloudhedge.io/products/universe/
https://cloudhedge.io/products/dart/
https://cloudhedge.io/products/flow/
https://cloudhedge.io/solutions/vmware-exit/

