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Virtualization has become a central foundation of modern 
IT landscapes, particularly as organizations increasingly rely 
on cloud services to deliver scalable, resilient, and flexible 
infrastructure. As virtualization environments extend across 
on‑premises, hybrid, and cloud platforms, the need to 
reassess how these environments are designed, operated, 
and migrated becomes more critical. Many organizations 
are operating complex and organically grown virtualization 
estates that are deeply embedded in their IT operations, 
making change both necessary and challenging.

This situation presents a strategic opportunity to rethink 
established virtualization approaches and align them 
with cloud‑oriented operating models. Beyond relocating 
workloads, organizations are increasingly challenged to 
modernize how workloads are built and operated—moving 
toward cloud‑native architectures, container platforms, and 
more decoupled application designs where appropriate. A 
deliberate and well‑structured approach to virtualization 
migration is therefore essential, not only to ensure 
continuity and manage risk, but also to enable selective 
modernization of workloads toward more portable, 
scalable, and future‑ready architectures.

By adopting a holistic, open, and future‑oriented 
perspective, organizations can modernize legacy workloads, 
reduce structural dependencies, and define migration 
paths that combine infrastructure transformation with 
application‑level evolution. This enables a sustainable 
transition toward cloud‑ready platforms and operating 
models, while preserving stability for business‑critical 
systems and creating flexibility for future innovation.

This Point of View document is designed to serve as a 
practical guide for organizations navigating these strategic 
decisions. It summarizes our recent experiences and 

provides insights into workload migration, dependency 
analysis, and the evaluation of enterprise-ready 
alternatives. By leveraging best practices and proven 
methodologies, organizations can make informed decisions 
that balance immediate needs with long-term objectives.

In summarizing my personal guiding principles for 
the transformation of enterprise-grade virtualization 
environments, I would focus on these three aspects:

Think holistic: Move beyond the immediate 
concerns of licensing costs and contract renewals. 

Use this momentum to modernize IT infrastructures, 
evaluate transformation costs, and integrate these 
considerations into broader business cases.

Understand dependencies: Analyze workloads, 
applications, databases, and virtual machines to 

identify interdependencies. This foundational step is 
critical for planning effective migration and modernization 
strategies, as outlined in this guide. In this Point of View, we 
show tools and approaches that are suitable for this task.

Think big: Prioritize enterprise-ready solutions that 
ensure scalability, reliability, and resilience. While 

technical alternatives may appear attractive, their ability 
to support large-scale, mission-critical workloads must be 
carefully assessed.

This document reflects Deloitte's extensive experience 
in IT transformations and modernization projects. We 
are committed to supporting organizations in navigating 
these complex challenges and are available for further 
discussions and tailored consultations. 

I am confident that this document provides valuable 
insights and can serve as a useful resource for planning 
and executing IT transformations. Special thanks to Hans 
Müller for his ownership in developing this Point of View. 
I wish readers an engaging and productive experience 
exploring these strategic options for starting their own 
successful transformation journeys.

Dr. Benedikt Ernst
Director – Cloud Strategy and Transformation
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VMware Estate Transformation

A Holistic, Open, and Disruptive Perspective
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2. Strategic options for VMware estate 
transformation
VMware in the context of modern data centers
VMware continues to play a significant role in many 
enterprise and public-sector data centers. Its historical 
strength has often been the integration of virtualization, 
networking, storage, management, and ecosystem tooling 
into a coherent operational model. In mature estates, that 
integration can support high levels of standardization, 
automation, operational reliability, and control. At the same 
time, it can also increase architectural coupling and make 
future change more difficult if platform decisions have not 
been revisited for many years.

For that reason, organizations should avoid treating 
VMware transformation as a simple technology swap. A 
well-founded decision process needs to assess how deeply 
VMware is embedded in the current operating model, 
where dependencies are strongest, which workloads are 
most sensitive to change, and which migration paths are 
realistic under the organization’s financial, regulatory, and 
delivery constraints.

In practice, reassessment is often triggered by a 
combination of factors: changing commercial conditions, 
pressure to improve cost transparency, modernization 
agendas around cloud and application architecture, 
resilience requirements, or the strategic desire to reduce 
concentration risk. These drivers vary by organization, 
which is why the resulting target state also needs to vary. 
Some organizations may conclude that selected VMware 
capabilities remain strategically justified. Others may favor 
gradual diversification, hybrid operating models, workload 
relocation, or deeper application-led modernization.

Delayed strategic action can increase operational 
dependency and reduce flexibility in future platform 
decisions. At the same time, rushed decisions can create 
avoidable execution risk and lead to suboptimal technology 
choices. The appropriate response is therefore neither 
passive continuation nor blanket exit rhetoric, but a 
structured reassessment of the current estate and the 
available strategic options.
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Topic What it means What to do

Market context VMware remains a core platform in many enterprise 
environments, but current conditions require closer 
portfolio and contract review.

Review platform scope, entitlements, support 
boundaries, workload criticality, and scenario-based 
cost implications.

Costs and 
contracts

Cost structures and commercial exposure may 
change materially depending on estate size, product 
scope, and renewal timing.

Build cost scenarios, review commercial terms, and 
assess decision windows.

Vendor lock-in The infrastructure stack may be tightly coupled 
across compute, network, storage, and management 
layers.

Inventory dependencies, identify coupling points, and 
prioritize decoupling where justified.

Migration hurdles Platform transformation can be resource-intensive 
and operationally sensitive.

Create a phased roadmap, assess risks and downtime, 
build staging and tests.

Partner criteria Transformation requires VMware expertise, 
assessment capabilities, and modernization 
experience across infrastructure and applications.

Select partners based on delivery experience, scenario 
modeling capability, and implementation strength.

SMB perspective Smaller organizations often seek simplification, cost 
transparency, and manageable operating models.

Identify quick wins, define pragmatic target states, and 
avoid overengineering.

Large enterprise 
focus

Large estates typically involve greater complexity, 
governance requirements, and inter-regional 
dependencies.

Define a reference architecture, integrate security and 
compliance requirements, and align roles, controls, 
and operating model decisions.

Timing and risk Deferring decisions may preserve short-term 
continuity but can increase long-term dependency 
and reduce strategic flexibility.

Establish decision points, develop options early, and 
prepare a structured roadmap.

Target state Target architectures should be defined by business 
need, workload fit, resilience, and long-term 
operability.

Set architecture principles, evaluate placement 
options, and track benefits and risks over time.

Strategic implications and decision areas for VMware environments
Current changes in VMware licensing, packaging, and commercial conditions increase the need for a structured review of 
technical, operational, and contractual exposure. The table below summarizes key decision areas and recommended actions.

The practical implication is clear: organizations should start by building a fact base. This includes a transparent view of 
technical dependencies, workload criticality, operating model characteristics, commercial exposure, and feasible target 
scenarios. Only then can migration priorities, decision windows, and investment logic be established in a credible way.
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Move to 
cloud

Switch 
hypervisor

Hybrid 
approach

Stay and 
optimize

Cloud 
native

What its mean: Keep VMware, tighten costs and governance

What to do: Consolidate, optimize licenses, automate, introduce FinOps

What its mean: Use containers and Kubernetes for new or modernized workloads 

What to do: Create a cloud strategy, identify quick wins, migrate with an 
experienced partner

What its mean: Mix on-premises and cloud for each workload 

What to do: Create one operating model, unify network and identity, 
build observability

What its mean: Move to KVM, Proxmox, Hyper V, …

What to do: Check compatibility, use converters and automation, 
migrate workloads gradually

What its mean: Use public cloud for more flexibility 

What to do: Assess for each application, use lift and shift for 
quick wins, replatform when benefits are clear

1

5

2

4

3

What are the possible courses of action, and how 
should they be approached?

The changed conditions necessitate a structured review of technical and contractual 
exposure, as well as the preparation of pragmatic migration paths. The priorities are 
conducting a thorough risk assessment, making realistic migration plans, and engaging 
experienced implementation partners.
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2.1. Ways to modernize virtualization

In practice, virtualization modernization typically spans 
three dimensions: platform optimization, workload 
relocation, and application modernization. Each of these 
dimensions addresses a different part of the challenge 
and they should therefore not be conflated.

Platform optimization focuses on improving the 
existing virtualization environment, clarifying scope, 
simplifying operations, and reducing unnecessary 
complexity. In some cases, this may include retaining 
VMware for selected workloads while standardizing 
configurations, revisiting operating practices, or tightening 
governance.

Workload relocation focuses on changing where 
workloads run. This can include on-premises 
diversification, private cloud alternatives, VMware-based 
hybrid deployment models, and migration to public cloud 

environments. The central issue is workload placement 
rather than software redesign.
Application modernization focuses on changing how 
applications are built and operated. It becomes relevant 
where infrastructure migration alone does not address 
the structural causes of cost, rigidity, or operational 
friction. This path may include refactoring, decomposition, 
containerization, replatforming, or selective replacement.

These dimensions are often combined in practice. For 
example, an organization may decide to optimize part 
of its existing VMware estate, move selected workloads 
into a hybrid model, and modernize a smaller subset of 
business-critical applications. The goal is therefore not 
to select a single universal path, but to combine the right 
transformation levers for the right workload groups.

In essence, the modernization efforts can be broken 
down into three pillars.

Figure 1 Pillar of modernization

On-Prem Virtualization 

Refers to the deployment and management of virtual machines (VMs) and virtualized resources within a local 
data center or a company's own infrastructure. It enables companies to use physical servers more efficiently by 
running multiple VMs on a single piece of hardware.

Container technologies 

Containers package applications and dependencies into portable units. Docker, Kubernetes, and Podman run 
them consistently across on- premises, cloud, and hybrid environments. Containers scale fast, deploy quickly, and 
use resources efficiently. They suit microservices, DevOps, and cloud native workloads. For a CIO, they shorten 
delivery cycles, simplify operations, and improve capacity planning.

Cloud

Cloud-managed virtualization runs VM operations on platforms such as AWS, Azure, Google Cloud, and services 
from NetApp, HPE, and IBM.

A hybrid cloud combines private and public environments. Keep sensitive data in a private cloud with Nutanix or 
VMware Cloud in your data center or with a host, use a public cloud for elasticity and speed.
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Each pillar offers different alternatives with corresponding added value and challenges.

Figure 2 Virtualization Modernization Matrix

On-Prem Virtualization Cloud Modern Application

VMware with 
alternative Storage

Alternative 
Virtualization Providers

Cloud Managed 
Virtulizatin

Container 
Technologie

Reduced TCO Enhanced Unchanged or better Improved in some areas Enhanced

Risk of business 
interuption Low High Moderate Moderate

Cost of Converision 
(e.g. migration, Hardware, 
Software, external Services, 
internal skill development)

Low High Moderate Moderate

Readiness for modern 
applications
(e.g. AI/ML, Edge- Applications etc)

Unchanged Unchanged Enhanced Enhanced

Reducing the risk of 
vendor lock-in Unchanged Unchanged Low Higly reduced

1 2 3 4
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Figure 3 VMware Optimization - Alternatives Example

3rd party support

OpenShift
(container)

HyperV

ProxmoxRisk acceptance 
w/o support

Common
Requirements

Small 
Ecosystem

Small and no 
ISO or 24/7

AVS Azure

Cloud self 
operated

Managed Cloud 
Service

AWSAzure

Replatforming 
possible

Self 
operated

Optimization 
paths 3

Public Cloud
If the workload can be 

cloudified and no negative 
business case from open 

HW investment

2
Alternative Products

If the workload needs to 
stay on-prem

1
Keep Vmware
(temporarily)

if migration is not feasible. 
e.g.,due to retirement

	• Legacy infrastructure compatibility: Many older 
VMware Workloads are tailored to specific hardware 
and software environments– not cloud ready

	• Dependencies on local Systems: Applications in 
VMware are closely linked tp other local systems 
and specific network configurations – dependencies 
unclear

	• Migration approach: lack of suitable methods 
and approaches for migration to cloud # factory 
approach

	• Licensing costs: Handling of VMware licensing 
models in the cloud needs to be reviewed. 

	• Enterprise readiness: Consideration of whether 
the selected alternatives are enterprise ready.

	• Established VMware 
Landscape approx. 25k VMs

	• The Workloads are owned by 
the specialist departments

	• Central IT provides migration 
support and cloud platform

	• Excepted cost increase in the 
future 

	• Problems with the transfer 
of license keys during 
contract negotiations with 
the manufacturer 

	• Goal: VMware offloading and 
migration to cloud native

	• Establishment of a 
migration factory for 
advice and migration 
support

	• Managed by centarel 
IT to support specialist 
departments in cloud 
micgration

The starting Point: The challenge: Our Approach:

Max 5 
years

yes

yes

yesyes

yes

no no

no

no
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2.2. On-premises virtualization

Evaluating platform diversification 
To reduce concentration risk and increase architectural 
flexibility, organizations may evaluate selected alternatives 
to VMware within the on-premises estate. Whether 
diversification is appropriate depends on workload 
characteristics, operational maturity, integration 
requirements, and long-term platform strategy.
The rationale for on-premises diversification can differ 
significantly across organizations. In some cases, the 
priority is cost transparency and a more manageable 
platform footprint. In others, the main objective is to 
preserve control over data location, latency, security 
boundaries, or operational procedures while reducing 
reliance on a single platform. In highly regulated 
environments, the ability to maintain selected workloads 
on premises may remain non-negotiable regardless of the 
broader cloud agenda.

Rather than conducting a purely technology-driven 
comparison, organizations should assess options against 
their own operational and strategic requirements. 

Relevant considerations typically include:

	• 	current infrastructure and integration capabilities

	• storage and network architecture implications

	• security, compliance, and data location requirements

	• scalability and performance expectations

	• internal expertise and training needs

	• backup, observability, and automation requirements

	• compatibility with broader cloud and modernization 
strategy

It is important to avoid overstating the simplicity of this 
path. Even when existing hardware can be reused, the 
overall transformation effort may still be significant. 
Alternative platforms may require redesigned operating 
procedures, new tooling, updated automation, different 
skills, and adjustments to resilience concepts such as 
backup, failover, and recovery testing. Feature parity 
should not be assumed, and operational maturity on 
the target platform often matters as much as technical 
feasibility.

No universal recommendation can therefore be 
made. The appropriate target model depends on 
business priorities, operating constraints, compliance 
requirements, and the ability to execute a controlled 
transition. Proof-of-concept exercises should be 
used selectively to validate operational fit, integration 
assumptions, and supportability before broader rollout 
decisions are made.

Figure 4 Potential VMware alternatives

Alternative products Alternative products Alternative products Alternative products

HPE SimpliVity

Dell VxRail

Nutanix Cloud Platform 

Scale Computing Platform

StarWind Virtual SAN 

Cloudify 

Terraform

OpenText HCMX

IBM Turbonomic

Morpheus Data

IBM SDN service

F5 SDN

Cisco Meraki

Cisco+ NaaS

Dell SDN solution

Nutanix Acropolis 
Hypervisor (AHV)

Microsoft Hyper-V

Proxmox VE

OpenStack

Apache CloudStack 

VMware vSAN VMware NSX VMware vSphereVMware Aria

Automation & orchestration Network virtualization SDN Virtualization providersStorage 
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2.3. Cloud

VMware has been a central component of enterprise 
infrastructure for many years. However, as organizations 
reassess virtualization strategy, cloud-related target states 
increasingly become part of the decision process. These 
can include private cloud approaches, hybrid deployment 
models, and selected public cloud migration paths.

The relevant question is not simply whether workloads can 
be moved, but which workloads should be placed in which 
environment, under which operating assumptions, and for 
what business purpose. A structured assessment should 
therefore compare target-state options in terms of technical 
feasibility, resilience, cost transparency, compliance, and 
operating model impact.

Moreover, cloud decisions in this context should not 
be reduced to ideology. A “cloud first” stance may be 
appropriate for parts of the application portfolio, but not 
for all workloads. Equally, a strong desire to remain on 
premises may be justified for some environments but may 
leave modernization opportunities unrealized in others. A 
business-led, application-driven model is therefore more 
useful than any blanket positioning.

2.3.1. Private cloud with non-VMware virtualization 
platforms
Organizations seeking to reduce dependency on a 
single virtualization platform may evaluate private cloud 
models based on alternative technologies. This path 
may be attractive where on-premises control, regulatory 
requirements, latency sensitivity, or existing operational 
constraints limit the feasibility of broader cloud relocation.

Potential benefits may include greater control over 
hosting location, closer alignment with internal operating 
requirements, selective reduction of concentration risk, 
and the ability to design a target platform around the 
organization’s own resilience, governance, and support 
model.

At the same time, this path should not be positioned as a 
low-effort substitution. Migration effort varies significantly 
by workload, integration depth, automation maturity, and 
the complexity of the current operating model. Existing 
backup concepts, network and storage integration, 
monitoring, security controls, identity structures, and 
day-two operational processes often need a redesign. 
Platform-specific capabilities and operating procedures are 
not always directly transferable.

For many organizations, the decisive question is whether 
private cloud diversification creates a sustainable operating 
model rather than merely a technically workable landing 
zone. That includes clarifying who will operate the target 
platform, how automation and lifecycle management will 
be handled, which service expectations the platform must 
meet, and how changes will be governed over time.

For organizations that need to remain predominantly 
on-premises, private cloud alternatives can therefore be 
a relevant strategic option. However, success depends on 
realistic transition planning, workload segmentation, and 
the ability to establish a sustainable target operating model 
rather than just replacing one virtualization layer with 
another.

2.3.2. Hybrid Cloud – VMware in combination with 
cloud services
Hybrid cloud can be a pragmatic target model for 
organizations that need to balance modernization goals 
with operational continuity. In many enterprises, hybrid 
cloud is already the de facto delivery model, combining 
on-premises environments with private and public cloud 
services. The relevant question is therefore not whether 
hybrid cloud exists, but how workloads should be placed 
across environments to achieve better business outcomes, 
resilience, and cost control.

A VMware-based hybrid path may be attractive where 
continuity of operations is a priority and where certain 
workloads are not yet ready for deeper redesign. It can 
support phased transition, preserve selected skills and 
procedures in the short term, and create time to assess 
longer-term modernization opportunities.
However, hybrid cloud should not be framed as an 
automatically simpler or strategically superior path. Its 
value depends on whether it improves workload placement, 
governance, visibility, and operating flexibility. Hybrid 
models can also introduce additional complexity if identity, 
policy control, cost management, security operations, 
and platform accountability are not clearly defined across 
environments.

Cross-environment orchestration, automation, and policy 
management should therefore be evaluated as separate 
capabilities within the target operating model rather than as 
a substitute for platform strategy. A hybrid model creates 
value when it helps the organization move from a static 
infrastructure landscape to a consciously governed portfolio 
of environments with differentiated workload placement.
Deloitte’s hybrid cloud positioning is particularly relevant 
here: hybrid should be treated as business-led and 
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application-driven. That means target patterns should 
emerge from workload needs, security obligations, 
and operating realities rather than from infrastructure 
preference alone.

2.3.3. Public cloud – migration without VMware
A public cloud target state typically requires more 
than infrastructure relocation. Depending on the 
workload, organizations may choose between rehosting, 
replatforming, refactoring, replacement, or retirement 
approaches. The appropriate path depends on application 
value, complexity, resilience requirements, compliance 
constraints, and expected business benefit.
Typical migration patterns include:

Move workloads with 
limited architectural 

change where speed and continuity are the primary 
objectives. This may be appropriate for selected workloads, 
but rarely captures the full value potential of the cloud in 
isolation.

Adapt workloads 
selectively to improve 

operational fit, scalability, or manageability in the target 
environment. This can include changes to middleware, 
runtime layers, databases, or deployment patterns.

Redesign selected 
applications to make 

better use of cloud-native patterns and services where 
the business case justifies deeper change. This path can 
unlock resilience and agility benefits, but requires stronger 
engineering and delivery capabilities.

Substitute or 
decommission workloads 

where continued operation creates disproportionate cost, 
risk, or complexity. In some portfolios, the most valuable 
modernization step is to reduce the estate rather than to 
migrate it as-is.

A public cloud path can support broader modernization 
goals, but it also introduces new requirements around 
security, financial governance, architecture discipline, 
engineering skills, and service ownership. It should 
therefore be evaluated as part of a broader transformation 
roadmap rather than as a simple hosting decision.

MULTI-CLOUD - USE OF MULTIPLE CLOUD PROVIDERS
Multi-cloud is not a migration pattern, but a sourcing and 
governance model. It may reduce concentration risk in 

selected areas, but it also increases integration, security, 
interoperability, and operating-model complexity.
Organizations should therefore avoid assuming that 
multi-cloud automatically creates independence. In 
practice, it introduces a different dependency model that 
requires stronger governance, clear workload placement 
principles, and disciplined architecture management. The 
real question is not whether dependency disappears, but 
whether dependency becomes more deliberate, more 
governable, and better aligned to business priorities.

2.3.4. Application modernization – a selective lever 
for future-ready IT
Organizations increasingly need applications that are more 
adaptable, scalable, and resilient across on-premises, 
hybrid, and cloud environments. In this context, application 
modernization can become an important part of VMware 
estate transformation where infrastructure change alone 
does not address underlying complexity.
The objective is not simply to move workloads, but 
to improve maintainability, resilience, scalability, and 
alignment with future business requirements. This may 
involve decomposing monolithic applications, reducing 
technical debt, redesigning interfaces, containerizing 
components, or moving toward more modular deployment 
and support patterns.

WHY APPLICATION MODERNIZATION MAY BE 
RELEVANT
Potential to improve long-term cost efficiency
Legacy applications often create cost through rigid 
architectures, outdated technologies, duplicated interfaces, 
and labor-intensive support models. Modernization 
can improve resource usage, deployment flexibility, and 
maintainability, but the economic case must be assessed 
workload by workload.

Potential to improve resilience and delivery 
flexibility
Modern application patterns can enable more modular 
updates, faster recovery, and better scalability. However, 
these benefits depend on architecture quality, engineering 
maturity, testing discipline, and operating model readiness.

Potential to reduce structural dependency
Where applications are tightly bound to historical 
infrastructure assumptions, infrastructure migration 
alone may preserve the very rigidity the organization 
is trying to overcome. Application modernization can 
therefore become a lever for reducing structural lock-in 
at the application layer rather than merely changing the 
hosting platform.

Rehost

Replatform

Refactor/modernize

Replace/retire
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COSTS AND PREREQUISITES
Migrating toward modern application architectures 
requires investment in skills, tooling, architecture redesign, 
governance, and delivery practices. For this reason, 
modernization should be positioned as a selective 
transformation lever, not as a blanket recommendation.
It is most relevant where legacy architectures create 
disproportionate cost, delivery friction, operational risk, or 
dependency on outdated platforms and skills. Deloitte’s 
Application Modernization perspective is useful in this 
context because it explicitly frames modernization as 
a way to reduce costs and operational risks, accelerate 
digital transformation, and make legacy systems cloud-
ready through structured analysis and roadmap design.

REDUCING CONCENTRATION RISK AND 
STRENGTHENING ARCHITECTURAL FLEXIBILITY
Traditional IT environments often rely heavily on a limited 
number of strategic platforms and providers. This can 
constrain flexibility, negotiation leverage, and long-
term architecture choice. At the same time, attempts 
to eliminate all dependency typically create additional 
complexity and cost.

Reducing concentration risk should therefore be framed 
in terms of architectural flexibility, governance, and 
sovereignty rather than as the complete elimination 
of dependency. In practice, organizations trade off 
standardization, integration depth, speed, and portability. 
The relevant question is which dependencies are 
acceptable, which should be reduced, and which should be 
contractually or operationally mitigated.

Open standards, modular architectures, container 
platforms, selective abstraction layers, and portable 
engineering practices can all contribute to greater 
flexibility. However, each of these choices creates 
trade-offs. The right approach depends on compliance 
requirements, the target operating model, internal 
capabilities, and the strategic importance of portability.

This differentiated framing aligns with Deloitte’s cloud 
sovereignty perspective, which emphasizes control, 
governance, operational autonomy, data security, and 
compliance rather than the unrealistic expectation that all 
forms of dependency can be eliminated.
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3. Transformation efforts and cost 
considerations
Transforming a VMware estate requires a realistic 
assessment of both direct migration effort and broader 
operating-model implications. Costs are influenced 
not only by platform change, but also by discovery, 
dependency analysis, testing, security adaptation, tooling 
changes, skills development, process redesign, and 
transition governance.

For that reason, any cost discussion should move beyond 
infrastructure pricing and include scenario-based 
analysis across workloads, business impact, sequencing 
constraints, and target-state assumptions. A workload that 
appears inexpensive to migrate from a purely technical 
perspective may be operationally expensive once resilience 
requirements, change windows, testing obligations, or 
support model impacts are taken into account.

Equally, a workload that appears costly to modernize 
may justify investment when it supports critical business 
capabilities, creates outsized operational friction in its 
current form, or blocks broader architecture simplification. 
Cost transparency in this context therefore requires both 
technical and business views of the estate.

A useful transformation cost model should generally include:

	• discovery and inventory effort

	• dependency and architecture analysis

	• platform design and landing-zone preparation

	• migration engineering and automation

	• application remediation or refactoring where needed

	• testing, cutover, and fallback planning

	• security, compliance, and governance adaptation

	• operational model transition, training, and support ramp-up

The quality of this model depends heavily on the quality of 
the underlying assessment. Organizations that start with 
incomplete estate transparency often underestimate both 
effort and risk.

3.1. Assessment approach and tool 
landscape

Assessment is a prerequisite for any credible VMware 
transformation program. Before target platforms are 
compared, organizations need transparency across 

workloads, applications, dependencies, infrastructure 
characteristics, and business criticality.

Assessment tooling should therefore support portfolio 
visibility, scenario modeling, migration wave planning, and 
cost and risk analysis. The goal is not merely to generate 
inventory data, but to establish a fact base for decision-
making across infrastructure, applications, and operating 
model choices.

In the context of this Point of View, the role of tools 
should be understood functionally rather than as a list 
of products. A robust assessment capability should help 
answer five questions:

	• 	What is in the estate?

	• How is it connected?

	• 	What is critical to the business?

	• What are the realistic target-state options?

	• In what sequence can change be executed with 
acceptable risk?

From a Deloitte perspective, the most relevant distinction is 
between portfolio-level decision support and application-
level analysis. Portfolio-level decision support provides 
the integrated view required for scenario comparison, 
migration wave planning, and business-led transformation 
choices. Application-level analysis provides the depth 
needed for software-focused modernization decisions.

3.2. Deloitte TruNorth

TruNorth is a planning and assessment platform for cloud 
migration, architecture change, and portfolio decisions. 
It ingests and centralizes data from enterprise sources 
and discovery tools, then links applications, databases, 
and infrastructure into dependency views. Using these 
insights, it designs migration waves and scenarios that 
estimate feasibility, cost, and risk across public, private, 
and hybrid targets. Readiness and governance views 
support compliance and security reviews. Dashboards 
provide a control tower view for decisions, with automated 
execution tracking that raises tickets and monitors 
progress. TruNorth works across multiple clouds so teams 
can compare options without lock-in. Typical challenges 
include initial data integration, data quality needs, and the 
expertise required to interpret results in large estates.
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Flexera One supports discovery 
through CMDB imports and discovery 
tools, then links application and 
infrastructure dependencies. It builds 
scenarios that estimate cost and risk 

across providers and target architectures. Readiness 
checks and dashboards help teams plan migration waves 
and compare options. The platform connects applications 
to business services for portfolio views and cost tracking. 
Challenges include data normalization, integration work, 
and the need for experienced users.

Azure Migrate inventories on-
premises estates with an appliance 
and connectors for VMware, Hyper-V, 
and servers, using agentless or 

agent-based collection. It identifies dependencies with a 
dependency agent and maps groups for assessment. The 
service creates Azure sizing, readiness, and cost estimates 
with portal dashboards to stage migration waves. The 
scope is centered on Azure. Challenges include appliance 
setup, agent deployment where needed, and prerequisite 
data quality.

Migration Evaluator collects 
inventory with an agentless collector 
for VMware, Hyper-V, and bare 
metal, then summarizes workload 

patterns. It generates scenarios and TCO models that 
include licenses and usage to size AWS targets. Outputs 
include a business case, cost projections, and planning 
views for migration sequencing. the scope is centered 
on AWS. Challenges include mapping applications to 
infrastructure, filling data gaps, and aligning coverage 
across heterogeneous estates.

Google Cloud StratoZone and 
Migration Center
StratoZone and Migration Center 
ingest inventory via agentless 
discovery and file imports, then derive 

application and network dependencies. The tools propose 
Google Cloud target services with readiness and cost 
estimates, plus dashboards for wave planning. Reports 
support grouping, sizing, and projected run costs. The 
scope is centered on Google Cloud. Challenges include 
normalizing data from multiple sources and maintaining 
coverage for dynamic environments.

3.3. CAST

CAST is a powerful software intelligence analysis tool 
that helps companies assess the complexity, quality, 
and cloud readiness of their application portfolio. The 
tool's approach is based on automated code analysis, 
which identifies structural dependencies, technical debt, 
and modernization needs across various technologies 
and programming languages. First, a comprehensive 
inventory is performed, using CAST Highlight or CAST 
Imaging to scan the source code and architecture of 
existing applications. The collected data is then analyzed 
to identify vulnerabilities, security risks, and migration 
barriers. Using predefined metrics and machine learning-
supported scoring systems, CAST creates a detailed 
cloud readiness assessment that provides companies 
with a data-driven basis for making decisions about 
modernization or migration.

A key advantage of CAST is its ability to perform in-depth 
architecture and code analyses that go beyond traditional 
assessment tools. Companies gain detailed insights 
into dependencies between components, significantly 
simplifying migration strategy planning. CAST also 
enables risk-based decision-making by identifying which 
applications are suitable for cloud migration, which 
adjustments are required, and where potential risks 
lie. Another advantage is the visual representation of 
the application architecture provided by CAST Imaging, 
which makes it easier for IT teams to understand complex 
system landscapes and identify optimization potential.

However, there are also some challenges in using CAST. 
Implementing the tool can be complex, especially in 
large IT environments with heterogeneous technologies. 
Furthermore, interpreting the analyses requires a certain 
level of technical expertise to make meaningful migration 
and modernization decisions. Another disadvantage is 
that CAST primarily focuses on the software code, while 
infrastructural aspects such as hardware or network 
dependencies receive less attention. This means that 
complementary tools are often required for a holistic 
cloud migration strategy.

Overall, CAST is a valuable solution for organizations 
that require in-depth software analysis to assess cloud 
readiness, technical debt, and migration risks. The 
combination of automated code analysis, architecture 
visualization, and cloud strategy consulting makes it an 
essential tool for IT transformation and modernization.

Azure 
Migrate

AWS 
Migration 
Evaluator

Google Cloud 
StratoZone 

and Migration 
Center

Flexera 
One Cloud 

Migration and 
Modernization
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4. Conclusion VMware portfolio 
transformation as a strategic decision
Organizations operating VMware environments should 
reassess their platform strategy in light of current 
commercial conditions, technical dependencies, and 
modernization priorities. The appropriate response will 
differ by workload, operating model, regulatory context, 
and transformation ambition.

For some organizations, the right path may be to optimize 
and retain selected VMware capabilities. For others, it may 
involve gradual diversification, hybrid target states, workload 
relocation, or application-led modernization. The central 
challenge is therefore not to define a universal exit path, but 
to establish a robust fact base for decision-making.

This includes transparency on contracts, infrastructure 
exposure, workload criticality, architectural dependencies, 
and the feasibility of transition scenarios. Organizations 
that start with structured assessment, pilot selected 
pathways, and build a realistic transformation roadmap 
are better positioned to make deliberate platform 
decisions and reduce avoidable execution risk.

The key question is which target-state options are justified 
for which workloads, and in what sequence they can be 
executed with acceptable risk and business impact. That 
is the difference between a reactive platform debate and 
a strategic transformation program.

Act now instead of waiting!
The reassessment of VMware environments should begin with transparency, not with pre-defined answers.

Let us assess the options together.

Arrange a no-obligation consultation with our experts from Deloitte Consulting.

Would you like to evaluate the strategic options for your VMware estate?

Do you need scenario-based cost transparency, dependency analysis, and an objective view of possible target states?

Or would you like to structure the first steps of a pragmatic transformation roadmap?
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