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SURVIVING THE 

IT Infrastructure Component Shortage 
What Every IT Leader Needs to Know — and Do — Right Now 
 
April 2026 

 

The Situation: Why This Is Different 
If you manage IT infrastructure today, you are facing a hardware procurement environment unlike 
anything in recent memory. RAM, CPUs, GPUs, and enterprise SSDs are either unavailable or 
carrying price premiums of 50–250% above their 2024 baselines. Delivery lead times from all major 
hardware vendors are running roughly six months — and could get longer. 
 
The root cause is structural, not cyclical: the global build-out of AI infrastructure is consuming the 
majority of available component production. The same memory fabs that supply enterprise servers 
now prioritize high-bandwidth memory (HBM) for AI accelerators. Three manufacturers — SK Hynix, 
Samsung, and Micron — control approximately 95% of global DRAM production, and their capacity 
is effectively spoken for by hyperscalers through 2026 and into 2027. 
 
⚠  Reality Check:  The assumption that "the public cloud is the answer" needs revisiting. Cloud 
providers use the same hardware with the same components. They are not immune — and they will 
prioritize customers who pay the most, which means AI companies get access first. 

 

The Specific Risks You Are Facing 

Hardware Lifespan and Failure Rates 
Hardware has a physical lifespan. After a certain point, failure rates begin rising at an accelerating 
pace — and if replacement components for your current generation are already constrained, a single 
failed DIMM or CPU can turn into an extended outage. Vendors may extend end-of-support timelines 
for older hardware to help customers, but that support extension means very little if replacement 
parts are simply not available in the market. 
 
🔴  Key Risk:  Running aging infrastructure past its normal refresh window during a component 
shortage is a compounding risk: higher failure probability meets lower parts availability. 

 

Stalled VMware Migrations 
Organizations looking to exit VMware — whether due to licensing changes, cost pressures, or 
platform strategy — are now facing a hard reality: migrating off VMware typically requires net-new 
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hardware to run the destination platform in parallel during transition. With six-month-plus delivery 
timelines and no guarantee of improvement, VMware exit timelines should be re-evaluated. 
Committing to an exit before hardware is physically in hand is a planning risk that could leave 
workloads stranded. 
 
⚠  Planning Note:  If your VMware migration roadmap assumes hardware availability on demand, it 
needs to be revised. Either secure hardware via purchase orders now — before deployment 
windows open — or plan a phased migration that works within existing capacity. 

 

What Probably Won't Solve the Problem 
Before covering what works, it's worth being direct about what will not: 
 

• "We'll just move to the public cloud."  Cloud availability is constrained for the same 
reasons on-premises hardware is. AWS, Azure, and GCP are competing for the same 
components. Worse, they will prioritize AI customers — the ones who pay the most — over 
general enterprise workloads. On-demand GPU capacity is routinely unavailable; reserved 
capacity is often booked 6+ months ahead. 

• "We'll wait for prices to drop."  New fab capacity for HBM and DRAM is not coming online 
until 2028 at the earliest. Analysts are not forecasting meaningful price relief before late 2027. 
Every week of waiting has been costing approximately 5–10% in additional procurement cost 
— what the market calls the "Wait Tax." 

• "Our vendor will extend hardware support."  Extended support buys time on software but 
does not solve the physical component problem. A failed memory module or CPU on out-of-
production hardware will not be covered by a support extension if the part no longer exists in 
the supply chain. 
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Strategies That Can Actually Help 

1. Act on Procurement Now — Stop Waiting for Deployment Windows 
The single highest-leverage action available is issuing purchase orders for hardware you know you 
will need in the next 12 months, immediately — regardless of whether the deployment date is months 
away. You are not buying early; you are buying at a discount compared to what the same hardware 
will cost in 30–60 days. Audit all planned refresh cycles, VMware migration hardware needs, and 
capacity expansion projects. Issue POs today. 
 

2. Integrate Refurbished Hardware as a Formal Strategy 
Refurbished and secondary-market enterprise hardware is currently diverging from new-hardware 
pricing. Previous-generation server DRAM and NVMe SSDs acquired before the Q4 2025 price 
explosion remain available at meaningful discounts. This is not a stopgap — it is a procurement 
channel that deserves a formal policy: approved vendors, minimum warranty thresholds (90 days 
minimum), and lifecycle tracking. For organizations running non-critical workloads, refurbished 
hardware can substitute for new hardware for 18–24 months while the market normalizes. 
 

3. Use AI-Driven Operations to Extend What You Have 
AIOps platforms now support predictive maintenance, anomaly detection, and workload 
rebalancing. Deploying these tools on existing infrastructure can meaningfully extend hardware life 
by identifying degrading components before they fail, shifting workloads away from at-risk nodes, 
and improving utilization across the estate. The goal is to buy 12–18 months of runway — enough 
time to procure replacement hardware under less pressure. Alongside this, virtualization density 
improvements on existing servers can defer the need for additional physical nodes. 
 

4. Audit and Defer Strategically — Not Everything Needs to Be Refreshed 
Not all hardware ages at the same rate or carries the same risk if it fails. Segment your infrastructure 
by criticality and failure consequence. Production systems supporting revenue or safety-critical 
operations deserve priority access to available hardware. Development, test, and low-criticality 
workloads can run longer on aging hardware with compensating controls (additional monitoring, 
redundancy, failover). This triage approach concentrates scarce hardware budget where failure risk 
is highest. 
 

5. Be Selective About Public Cloud — Route the Right Workloads 
While cloud is not a silver bullet, it is the right answer for specific workload types during this shortage. 
Workloads with variable or unpredictable demand, workloads that can tolerate spot/preemptible 
instances, and net-new projects that would otherwise require hardware procurement are all good 
candidates. The key is to avoid cloud as a wholesale substitute for on-premises infrastructure — 
and to recognize that for constrained resource types (particularly GPU compute), specialist neocloud 
providers with no internal AI workloads competing for inventory often have better availability than 
the major hyperscalers. 
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6. Revisit VMware Migration Timelines Honestly 
If your organization is mid-planning on a VMware exit, build the hardware delivery timeline into the 
project plan explicitly — not as an assumption. A realistic migration plan for 2026–2027 should 
either: (a) secure destination hardware via PO immediately and phase migration to match delivery, 
or (b) extend the VMware contract for a defined period while hardware is sourced, treating the 
extension cost as a known and bounded risk rather than an open-ended one. A stranded migration 
with workloads on a platform you are trying to leave and no hardware to move to is the worst 
outcome. 
 

Action Priority Summary 
 

Timeframe Action Why It Matters Now 

Immediate Issue POs for all 2026 hardware needs; 
compare new vs. refurbished on every 
order 

5–10% cost increase per week of 
delay 

30–60 days Deploy AIOps monitoring; triage 
infrastructure by criticality; revise VMware 
migration hardware plan 

Failure risk rises on aging hardware 

3–6 months Establish refurbished hardware vendor 
program; route eligible workloads to cloud; 
formalize 12-month rolling procurement 
forecast 

Secondary market pricing 
advantage window is finite 

Ongoing Track component markets monthly at 
leadership level; plan hardware needs 18 
months out 

Supply relief not expected before 
late 2027 

 

Conclusion 
The IT infrastructure component shortage is not a logistics problem waiting to resolve itself. It is a 
structural reorientation of the global semiconductor supply chain toward AI workloads — and the 
organizations best positioned to weather it are those that stop treating procurement as an 
operational afterthought and start treating it as a strategic discipline. 
 
Secure hardware now. Extend what you have intelligently. Revise migration plans to reflect reality. 
And resist the temptation to assume that the public cloud provides a free exit from hardware 
constraints — it does not. The same scarcity that is hitting your data center is hitting theirs. 
 
The window to act at current prices is closing. The window to plan without crisis pressure is 
already narrow. Both argue for urgency. 


