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T HE C HALLEN GE

Most Are Doing It Wrong.

The Broadcom acquisition triggered a predictable

response: panic, then planning. But most organizations are

making a critical mistake.

They're treating this as a cost problem — searching for a cheaper

hypervisor — when the real challenge is something far more complex.

"Your VMware environment isn't just a hypervisor. It's the operational

backbone of your entire IT organization. Moving VMs without addressing

this operational entanglement is why a 6-month project becomes a 24-

month ordeal."
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86%
of enterprises are actively
reducing their VMware

footprint.
S O U RC E :  C LO U DBO LT  RE PO RT, 20 26

3-5x
Average licensing

cost increase

2-3x
Longer migration timeline

than planned



T HE U N C O N S IDERED PRO B LEM

Your VMware Dependencies Run Deeper Than You

Think


Disaster Recovery
DR orchestration ties into vSphere APIs and storage replication.

Migrating VMs without rebuilding this layer breaks RPO/RTO

and compliance.


Compliance & Audit
Audit artifacts often come from NSX and vCenter. Migrate

without an evidence plan and you create compliance gaps.


Monitoring & Troubleshooting
Teams use vCenter as a single source of truth during outages.

Its loss makes troubleshooting chaotic and slower.


Automation & Tooling
Scripts, runbooks, and integrations built on VMware APIs won't

port; they must be re-engineered team by team.

"The real challenge isn't finding a cheaper hypervisor. It's unwinding a decade of operational

dependencies."
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APPROACH TIMELINE RISK OUTCOME

DIY "Lift & Shift" 18–24 mo
VERY

HIGH

Budget overruns,

compliance gaps, team

burnout

Hypervisor Swap 12–18 mo HIGH
Operational dependencies

break post-migration

Operationally-Aware

Migration

8–12 weeks

(Pilot)
LOW

Predictable, de-risked,

compliance-intact

Shadow-Soft VMware OpenShift Accelerator delivers the third outcome — with �xed-bid certainty.
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T HE RIS K O F DIY

What Happens

When Teams

Underestimate the

Complexity?

68%
of IT projects exceed their original

budget (PMI)

24 Months
Actual duration of a "6-month" DIY

migration

$1.3M
Average cost of a failed enterprise

migration



T HE S O LU T IO N

OpenShift Virtualization: A Platform,

Not Just a Hypervisor
Red Hat OpenShift Virtualization runs both virtual machines and

containers on a single, Kubernetes-native platform. This isn't a

hypervisor swap — it's a strategic modernization bridge.

 Uni�ed Operations

Manage VMs and containers with one toolchain, one governance model, one

team.

 Proven ROI

A Forrester TEI study found organizations realized a 468% ROI over 3 years,

with payback in under 12 months.

 Open, Not Locked

Built on open-source KVM and Kubernetes. No proprietary lock-in. No surprise

pricing.

Feature VMware OpenShift Virt

Technology Proprietary ESXi Open KVM / KubeVirt

Workloads VMs only VMs + Containers

Vendor Lock-in High Low

Cost Trajectory Increasing Decreasing

Modernization Limited Native
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T HE S HADO W-S O FT  MET HO DO LO GY

A Battle-Tested Four-Phase Approach

That Eliminates Guesswork

Fixed-bid pricing. Predictable timelines. No surprises. 06



Strategy & Gap Analysis

We map your full operational

dependency landscape — DR,

compliance, monitoring — before a

single VM moves.

1



Platform Deployment

We deploy OpenShift Virtualization and

integrate it *into* your existing

toolchains and operations.
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

Workload Migration

Using Red Hat MTV, we migrate VMs in

validated waves — each tested for

operational continuity.
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

Enablement & Hando�

Hands-on training, documentation, and

30 days of hypercare. Your team leaves

empowered.

4



PRO VEN  RES U LT S

Organizations That Migrate Right — Win

C AS E S T U DY: HR T EC HN O LO GY FIRM

Escaped VMware Price Hike

255 Hours
Completed full migration to OpenShift Virtualization with

zero compliance gaps and full operational continuity

maintained throughout.

Source: Shadow-Soft Case Study

FO RRES T ER RES EARC H FIN DIN G

Business Value of OpenShift

468% ROI
Organizations deploying Red Hat OpenShift realized

signi�cant return on investment over three years, with full

payback achieved in less than 12 months.

Source: Forrester Total Economic Impact™ Study


Red Hat Premier Partner

Top-tier expertise


Regulated Industry Expertise

SOC 2 | HIPAA | PCI-DSS


Fixed-Bid Delivery

Predictable costs & timelines
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WHY S HADO W-S O FT

One Partner. Complete Certainty.

Zero Surprises.


Fixed-Bid Certainty

Full engagement scoped up front and delivered at a �xed

price for predictable outcomes.


Regulated Industry Expertise

Proven experience in �nance, healthcare, and other

regulated environments.


Integrated Solution

Software, services, and training from one partner—no

vendor �nger-pointing.


Proven Methodology

A re�ned four-phase approach that minimizes risk across

enterprise migrations.
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Ready to Migrate Without the

24-Month Nightmare?

Start with a free VMware Migration Assessment. In one session, we'll map

your operational dependencies, model your cost savings, and give you a

clear migration roadmap.

BOOK YOUR FREE ASSESSMENT  Download Methodology

© Shadow-Soft | Red Hat Premier Partner shadow-soft.com/vmware-openshift-accelerator
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About Shadow-Soft

Shadow-Soft is a Red Hat Premier Partner specializing in

infrastructure modernization, OpenShift consulting, and VMware

migration.

We help enterprise IT teams break free from vendor lock-in and build

modern, resilient platforms — with the certainty of �xed-bid delivery

and the expertise of a team that has done it before.

Our VMware OpenShift Accelerator is the fastest, lowest-risk

path from VMware to Red Hat OpenShift Virtualization — purpose-

built for organizations that can't a�ord a failed migration.

LEARN  MO RE

shadow-soft.com/vmware-openshift-accelerator

Infrastructure Modernization.

Delivered.


shadow-

soft.com


/company/shadow-

soft


