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Executive Summary 

The virtualization landscape has fundamentally shifted. Broadcom's acquisition of VMware and the 
subsequent restructuring of its licensing model — culminating in the mandatory adoption of VMware 
Cloud Foundation (VCF) 9 — has forced thousands of enterprise IT organizations to reassess the 
economics and strategic direction of their infrastructure stacks. For many, the financial and 
operational burden of compliance with VCF 9 requirements represents a turning point: an opportunity 
to evaluate modern alternatives that deliver greater agility, lower total cost of ownership (TCO), and 
long-term vendor independence. 

Critically, VCF 9 is not merely an expensive software upgrade — it also requires most organizations to 
refresh their underlying hardware. In an environment where compute hardware remains constrained 
and lead times are extended, this hardware requirement creates a rare strategic opening: the chance 
to select server platforms that are compatible with both VMware and Nutanix, preserving flexibility and 
enabling a controlled, low-risk migration at the organization's own pace. 

Nutanix Cloud Infrastructure (NCI) has emerged as the leading destination for VMware migrations. 
Built on a hyperconverged architecture with an enterprise-grade hypervisor (AHV), a mature 
management plane (Prism), and a rich ecosystem of cloud and data services, Nutanix provides a 
viable — and in many cases superior — alternative to the VMware stack. This white paper examines 
the drivers behind the migration trend, the specific pressures created by VCF 9, and the practical 
considerations for organizations planning their transition. 

The VCF 9 Forcing Function 

Broadcom's post-acquisition strategy has been unambiguous: consolidate VMware's product portfolio 
into a single, subscription-based bundle under the VCF umbrella and sunset standalone perpetual 
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licensing. For existing VMware customers, this translates directly into a set of disruptive changes that 
many organizations were not prepared for. 

Key Changes Imposed by VCF 9 
• Mandatory bundle adoption: Customers must migrate to the full VCF stack — including 

vSphere, vSAN, NSX, and vCenter — regardless of which individual components they 
previously licensed or required. Most organizations do not use the full breadth of the VCF suite, 
meaning they are effectively paying for products they will never deploy. This forced bundling 
represents a direct waste of IT budget with no corresponding operational benefit. 

• Elimination of perpetual licensing: All new agreements are subscription-only, fundamentally 
altering CapEx/OpEx models and introducing year-over-year license cost variability tied to core 
counts rather than socket counts. 

• Significant price increases: Industry analysts and customer disclosures have indicated effective 
per-core cost increases ranging from 300% to over 500% for organizations moving from 
legacy perpetual arrangements to VCF 9 subscriptions. VCF is more expensive than any 
previous VMware offering, a direct consequence of the bundling strategy. 

• Hardware upgrade requirements: VCF 9 introduces new minimum hardware specifications that 
most existing VMware deployments do not meet. Most organizations evaluating VCF 9 will be 
required to procure new server hardware — a significant additional cost on top of the licensing 
increases. 

• Hardware supply chain constraints: Enterprise compute hardware remains difficult to procure. 
Lead times from major vendors are extended, and availability is not expected to normalize for 
at least the next 12 months. Organizations that delay their hardware decisions risk being 
unable to meet VCF 9 compliance timelines, even if they intend to remain on the VMware 
platform. 

• Architectural dependencies: VCF 9 introduces tighter coupling between NSX and vSAN, 
effectively mandating a full-stack Broadcom networking and storage play for organizations that 
want supported configurations. 

• Support lifecycle compression: Broadcom has accelerated end-of-general-support timelines 
for legacy vSphere and vSAN versions, creating urgency around migration decisions that many 
IT teams had expected to defer. 

Taken together, these changes amount to a renegotiation of the implicit contract between VMware 
and its installed base. Organizations that have invested years in building VMware-centric operations 
are being asked to pay significantly more — for capabilities they may not need, on hardware they may 
not yet have — on a timeline that suits Broadcom's financial objectives rather than their own IT 
roadmaps. 

The Hardware Refresh as a Strategic Lever 

For most VMware customers, VCF 9 compliance will require new hardware regardless of which 
software path they ultimately choose. This is not merely a cost — it is an opportunity. Organizations 
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that recognize this inflection point can make procurement decisions now that preserve maximum 
optionality for the future. 

Modern enterprise servers from leading vendors — including Dell, HPE, Lenovo, and Supermicro — 
are fully certified for both VMware and Nutanix AHV. An organization that purchases hardware today 
to meet VCF 9 minimums can, if they choose, run Nutanix on that same hardware tomorrow. This 
means the hardware refresh does not have to be a commitment to Broadcom's long-term roadmap; it 
can be the first step toward a platform-agnostic infrastructure foundation. 

The strategic implication is significant: organizations that purchase VCF 9-compatible hardware that is 
also Nutanix-certified gain the ability to migrate workloads incrementally, run parallel environments 
during transition, and ultimately decommission the VMware licensing relationship without a second 
hardware refresh cycle. In a constrained supply environment, buying the right hardware once is a 
materially better outcome than buying the wrong hardware and then having to change it out again 
later. 

Key procurement principle: When refreshing hardware for VCF 9 compliance, validate Nutanix 
compatibility before purchase. The incremental effort is minimal; the strategic value is substantial. 

Why Nutanix? A Substantive Alternative 

Nutanix has been preparing for this moment. The company has invested heavily in migration tooling, 
AHV feature parity, and go-to-market resources designed specifically to support organizations 
evaluating a departure from VMware. The result is a platform that is not merely a stopgap but a 
strategically sound long-term foundation. 

AHV: A Production-Ready Hypervisor — Included at No Cost 
Nutanix AHV (Acropolis Hypervisor) is a KVM-based, enterprise-hardened hypervisor included at no 
additional cost with the Nutanix Cloud Infrastructure subscription. This is not a minor detail: in the 
current environment, there is no longer a compelling justification for paying separately for a hypervisor. 
Virtualization at this layer has become a commodity feature, not a differentiated product. AHV delivers 
the core capabilities organizations require — live migration, high availability, DRS-equivalent workload 
balancing via Acropolis Dynamic Scheduler, and micro-segmentation through Flow Network Security 
— without the licensing overhead that VMware now mandates. 

For workloads currently running on ESXi, the functional gap has narrowed to near parity for most 
enterprise use cases. AHV supports Windows and Linux guests, GPU passthrough, and a broad 
ecosystem of third-party integrations through the Nutanix partner program. 

Nutanix Move: Free Migration Tooling 
Nutanix provides Move as a no-charge migration tool available to all customers and prospects. Move 
automates the process of migrating virtual machines from VMware environments to AHV, handling 
disk replication, network remapping, test cutovers, and final switchover orchestration with minimal 
downtime. The availability of a production-grade, vendor-supplied migration tool at no cost removes 
one of the traditional barriers to platform transitions and reflects Nutanix's commitment to making the 
migration path as frictionless as possible. 
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TCO Advantage 
Independent TCO analyses consistently show that organizations migrating from VMware to Nutanix 
realize material cost reductions over a three-to-five year horizon. These savings derive from the 
elimination of redundant licensing layers (AHV is included), reduced hardware requirements through 
software-defined efficiency, and simplified operations that reduce administrative overhead. For 
organizations absorbing a VCF 9 price increase, the comparative savings are often substantial enough 
to fund the migration itself. 

Migration Considerations and Planning Framework 

A successful migration from VMware to Nutanix is an enterprise program, not a lift-and-shift exercise. 
Organizations that approach the transition with proper planning and phased execution consistently 
achieve better outcomes than those that attempt large-scale cutovers. The following framework 
reflects best practices observed across hundreds of enterprise migrations. 

Phase 1: Discovery and Assessment 
The starting point for any VMware-to-Nutanix migration is a comprehensive inventory of the existing 
environment. This includes workload profiling (CPU, memory, storage I/O, and network throughput 
baselines), dependency mapping between virtual machines and services, identification of VMware-
specific features in use (e.g., vSAN stretched clusters, NSX micro-segmentation rules, vCenter 
plugins), and a full audit of current licensing agreements and their renewal timelines. This phase 
should also include a hardware compatibility review to confirm that any planned server refreshes meet 
Nutanix certification requirements. 

Phase 2: Pilot and Validation 
Before committing to a full migration, organizations should stand up a Nutanix cluster in parallel with 
the existing VMware environment and migrate a representative cross-section of workloads — 
including development, test, and a subset of production systems. This pilot phase validates 
performance assumptions, exercises runbook procedures, and builds operator familiarity with Prism 
(Nutanix's management interface) before the scale-out phase begins. 

Phase 3: Migration Execution 
Nutanix Move automates workload migrations from VMware environments with minimal downtime. 
Move handles replication scheduling, test cutovers, and final switchover orchestration, and supports 
both AHV and VMware as source and target platforms. Organizations should plan migration waves 
based on workload criticality, dependency groupings, and change control windows. 

Phase 4: Optimization and Decommission 
Post-migration, organizations should invest in tuning Nutanix storage policies, implementing 
Automated Data Tiering, and right-sizing VM configurations based on observed performance 
baselines. Once workloads have been validated in production on Nutanix, legacy VMware 
infrastructure can be decommissioned and licensing reclaimed or allowed to lapse. 
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Risk Considerations 

No infrastructure migration is without risk, and organizations should approach the VMware-to-Nutanix 
transition with clear-eyed assessment of the following factors: 

• Operator retraining: Teams with deep VMware expertise will find the transition to AHV and 
Prism considerably less disruptive than often anticipated. The operational concepts are familiar 
— VM lifecycle management, storage policies, network configuration — and the learning curve 
is typically measured in days rather than weeks. Nutanix offers structured certification 
programs and partner-delivered training, but most VMware-experienced administrators are 
productive on AHV in a short period of time. This risk is frequently overstated and should not 
be a primary deterrent. 

• ISV and tooling compatibility: Third-party backup, monitoring, and ITSM integrations may 
require updated connectors or agent configurations for Nutanix. A compatibility audit should 
precede the migration pilot. 

• Workload-specific constraints: A small number of workloads — particularly those relying on 
highly specific vSphere APIs — may require additional engineering effort. These should be 
identified in the discovery phase and flagged for dedicated workstreams. 

• Parallel infrastructure costs: During the migration window, organizations will be running both 
VMware and Nutanix environments simultaneously. Budget planning should account for this 
temporary infrastructure overlap, though the savings realized post-migration typically offset 
this transitional cost well within the first year. 

Conclusion 

The VCF 9 transition is not simply a licensing change — it is a strategic inflection point for enterprise 
infrastructure. Broadcom's consolidation strategy has effectively reset the cost and commitment 
calculus for thousands of VMware customers, and the organizations that respond proactively will be 
better positioned than those who defer the decision only to face it under greater time pressure at the 
next renewal cycle. 

The hardware refresh that VCF 9 demands is the critical decision point. Organizations that purchase 
servers validated for both VMware and Nutanix preserve their options. Those that purchase hardware 
optimized only for VCF 9 lock themselves into Broadcom's ecosystem for another hardware 
generation. In a supply-constrained environment where hardware decisions have long lead times and 
multi-year implications, this choice deserves careful deliberation. 

Nutanix Cloud Infrastructure offers a mature, well-supported, and economically compelling alternative. 
With a no-cost hypervisor, robust free migration tooling via Nutanix Move, a growing ecosystem of 
validated integrations, and a subscription model that delivers predictable per-node pricing without 
forced bundling, Nutanix merits serious evaluation by any organization currently reviewing its VMware 
renewal terms. 

For IT leaders navigating this transition, the message is clear: the time to assess your options is 
now, before Broadcom's timeline becomes your timeline. 
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About This Paper:  This white paper is intended for IT infrastructure leaders, architects, and procurement 
stakeholders evaluating alternatives to VMware following Broadcom's licensing restructuring. All product references 
and feature descriptions reflect publicly available information as of the publication date. Organizations should conduct 
independent evaluation and proof-of-concept testing prior to making infrastructure decisions. 

 


