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Introduction: Why This
Conversation Matters Now

Infrastructure teams are being asked to deliver stability and
flexibility while moving faster. They must keep core virtualized
environments reliable and compliant while supporting modern
workloads, including containers, data services, and emerging
Al-adjacent applications. Meanwhile, the pace of software
change is faster than most organizations can absorb through
manual processes alone. At the same time, most teams are
being asked to support this broader mix of workloads with
essentially flat headcount, increasing pressure to modernize
private cloud foundations.

For many years, HCI provided a clear modernization path.

It simplified deployment, reduced integration friction, and
improved predictability around upgrades. Dell’s VxRail aligned
with this need well, especially for customers who wanted
consistent results with minimal architectural debate.

Now the private cloud conversation is shifting. Workloads
are more diverse. Automation is expected across the full
environment, and platform strategies are being reassessed.
Many organizations want infrastructure that can evolve
without disruptive rewrites or premature bets on a single
ecosystem outcome.

This Research Brief frames Dell’s private cloud evolution
through that reality. The story is about building on HCI's
strengths while expanding architectural choice, automation,
and long-term optionality. Dell Private Cloud is well-positioned
as the result of customer-driven evolution, designed to support
mixed workloads in multi-hypervisor environments, changing
economics, and higher expectations for consistency over time.
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The HCI Era;: What

VxRail Optimized For
(and Why It Worked)

HCI gained traction because running private cloud infrastructure
at scale was complex and fragile. Traditional three-tier
architectures required IT teams to integrate compute, storage,
networking, and virtualization across multiple vendors and
toolchains. Even routine events like patching and upgrades
could be high-risk and time-consuming. Over time, many teams
deferred maintenance and accumulated technical debt.

HCI helped reduce that burden by converging infrastructure
into integrated nodes with coordinated management and more
predictable update paths. For many organizations, the benefits
were practical:

+  Standardized deployment patterns
+  Less configuration variance across clusters
+  More predictable upgrades and patching

«  Clearer support boundaries during incidents

VxRail became a leader in this category, with more than 300,000
nodes deployed worldwide for VMware-centric customers who
valued an integrated approach. This leadership set the stage for
Dell Private Cloud to extend those benefits into a more flexible,
automation-driven platform for today’s workloads. In our view,
HCI earned its place by making private cloud more repeatable
and sustainable. As private cloud requirements have increased,
many organizations are looking for a platform approach that
preserves HCI's operational discipline while improving flexibility
and efficient expansion.

What Changed: The Market
Forces Reshaping Private Cloud

Enterprises are no longer dominated by one workload type.
VMs remain foundational, but containers, data services, and
Al-adjacent workloads are increasingly common. Infrastructure
must support mixed resource profiles while allowing compute
and storage to scale independently. As workloads diversify,
many organizations are also reassessing long-term hypervisor
strategy, recognizing that not all use cases align cleanly

to a single stack over time. Without strong automation

and orchestration, management complexity rises quickly.
Automation is how teams preserve simplicity while scaling and
adapting over time.

Expectations have also risen. Simplification still matters,

but it is no longer enough. IT teams are expected to deploy
faster, update more frequently, and maintain consistent
configurations across clusters, while reducing risk and drift.
This is driving many organizations toward repeatable workflows
that codify best practices from Day 0 planning through Day 2
activities, including lifecycle management, upgrades, patching,
compliance validation, and controlled growth. Automation is
increasingly a baseline requirement for private cloud platforms.

In addition, organizations are prioritizing flexibility and
optionality. This is a practical response to rising total cost

of ownership pressures and licensing uncertainty across the
market, which make long-term platform commitments harder
to forecast. The need has been driven by pressure to align
investment with demand, changing ecosystem roadmaps
and licensing models, and the reality that workloads do not
always fit cleanly into rigid scaling patterns. The hypervisor
conversation also requires pragmatism. Many teams are
reassessing long-term strategy, but most remain VMware-
centric in the near term while planning longer-term options. The
priority is stability today, with room to adapt over time.

/
¥) HyperFRAM
RESEARCH
HyperFRAME Research. All rights reserved. 2026



Dell's Strategic Evolution:
From Appliance Simplicity to
Disaggregated Private Cloud

Dell Private Cloud delivers the simplicity customers valued in
HCI alongside independently scalable compute and storage.
It also supports multiple hypervisors and platform options,
reducing the risk of lock-in as requirements evolve. Rather than
introducing a new architecture from scratch, Dell positions
its Private Cloud solution as an evolution of its established
portfolio, built on years of customer learnings, platform
maturation, and proven practices. Dell Private

Cloud builds on that foundation with integrated automation
and broader architectural choice to support diverse
workload requirements.

In our view, Dell Private Cloud is well-positioned to meet this
reality by combining disaggregated infrastructure principles with
automation-driven management, running on Dell's PowerEdge
servers and Dell Storage solutions that many organizations
already trust. The objective is independent expansion,
consistent workflows, and long-term options across

hypervisors and ecosystems. That approach preserves the
outcomes customers value most, while reducing constraints
that become more visible as workloads diversify and platform
strategies evolve.

From an architecture standpoint, the design builds directly
on Dell's HCI lineage, extending the engineering discipline
and lifecycle consistency established through VxRail into an
independently scalable model. Over the past decade, Dell
established a strong HCI foundation through VxRail, helping
customers standardize deployment and upgrades in
VMware-centric environments. As enterprise requirements
increased, Dell took steps within that model to reduce rigid
coupling between compute and storage and enable broader
configuration options.

Dell also points to lessons learned from automation at the
edge, where secure onboarding and touchless deployment
had to work reliably outside the data center. In our view,

that experience helps explain Dell's emphasis on a common
automation layer, with repeatable workflows that can extend
across sites as architectures converge.

In parallel, Dell broadened its private cloud portfolio through
ecosystem-aligned offerings and strengthened its capabilities
through internal development and targeted acquisitions. Dell
Private Cloud represents the convergence point of those
threads, preserving the discipline customers valued in HCI
while extending automation and supporting a wider range of
ecosystem paths.
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What a Modern Private Cloud
Must Deliver

From HyperFRAME Research’s perspective, private cloud
offerings should be evaluated based on outcomes and
requirements that improve day-to-day operations.

A modern private cloud platform should:

+  Support consistency across changing workloads without
creating separate management silos

«  Provide automation that extends beyond deployment,
because Day 2 activities determine whether private cloud
remains manageable over time

+  Preserve continuity today while avoiding lock-in or
fragmented management

«  Deliver strong visibility and monitoring, including health
checks, configuration validation, and alerting

«  Treat infrastructure as a pool of assets that can
be assigned a role today and repurposed later as
requirements change

For many architects, the priority is whether the infrastructure
reduces daily effort and risk. Private cloud systems move teams
away from bespoke integration work and toward validated,
repeatable workflows. Blueprint-driven provisioning reduces
variance and speeds readiness. Repeatable update paths
make patching and upgrades more controlled. Fewer manual
steps lower the chance of error and rework. Better visibility
into compliance helps teams catch issues early and maintain
predictability as deployments grow with demand. This is where
private cloud delivers lasting value. Discipline and automation
keep operations consistent and supportable over time.

Proof Points and Validation:
Translating Metrics into

Buyer Outcomes

Quantified validation helps separate claims from outcomes. Dell
has published technical validation and comparative content that

provides useful reference points for Dell Private Cloud, including
time-to-readiness and reductions in manual deployment steps.

For example, according to Dell published metrics, Dell Private
Cloud can reduce three-year acquisition costs by up to 44%,
depending on licensing approach, compared to HCI. Dell
Private Cloud can also reduce manual deployment processes
up to 90%.

From a buyer’s perspective, the key is what those metrics imply
in real environments. Fewer manual steps generally correlate
with fewer misconfigurations and less deployment rework.
Faster workload readiness can shorten the gap between
procurement and productive use. Over time, scaling efficiency
and architectural flexibility can improve alignment between
investment and workload demand as resource ratios change.

HyperFRAME Research recommends treating published metrics
as scenario-dependent and validating assumptions against

real workload profiles. The directional signal remains clear:
private cloud platforms that combine disaggregation with
strong automation are designed to reduce friction and improve
confidence during change events.

The takeaway is that modernization does not need to be
disruptive to be effective. The strongest programs preserve
what is working today, then expand platform choice and
repeatable workflows in phases aligned to workload needs, risk
tolerance, and organizational readiness. By taking a phased
approach, teams can introduce new capabilities alongside
stable environments, then expand adoption based on proven
results and clear readiness.

A related consideration is hypervisor strategy. While VMware
remains the primary platform for many organizations, teams
are planning for broader adaptability over time. Infrastructure
decision makers should prioritize solutions that maintain
consistent operations without fragmenting management or
support.

Looking Ahead: Private Cloud
Outcomes Will Be Defined by
Consistency Over Time

As private cloud platforms evolve, automation and disciplined
change management will become baseline expectations. Buyers
should focus on ongoing lifecycle management, predictable
updates, and the ability to scale or repurpose resources without
introducing fragility, as well as how the platform supports

new infrastructure investments and technology refresh cycles
without disruption.
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Disaggregated infrastructure can improve alignment between
resources and workload needs, but it requires clear reference
patterns and boundaries to avoid reintroducing integration
complexity. The strongest approaches will preserve the
simplicity customers valued in HCI, while embracing workload
diversity over time.

Hypervisor and ecosystem choice will remain a priority. Many
enterprises are preserving near-term continuity while building
longer-term options, and platform decisions will increasingly
be judged by how well they preserve future adaptability. At
the same time, optionality cannot come at the expense of
fragmentation. Buyers should validate that a private cloud
platform helps maintain consistency across provisioning,
updates, compliance alignment, and support escalation.

Finally, published, quantified proof points are useful directional
inputs, but results will vary based on workload profiles, scale,
and maturity. HyperFRAME Research recommends testing
assumptions through targeted trials that reflect change-
control requirements, staffing constraints, and service-level
expectations. The platforms that win long-term will be those
that deliver repeatable outcomes and remain sustainable

over time.

Conclusion

Private cloud requirements have shifted. Teams now support
a broader mix of workloads, faster change cycles, tighter
economic constraints, and lifecycle expectations. All of this
must happen while keeping systems stable and predictable.
Infrastructure must deliver consistency while enabling
independent expansion and architectural independence.

Based on HyperFRAME Research’s analysis, Dell Private Cloud
reflects years of engineering maturity, customer learnings,

and portfolio evolution, combining disaggregated design with
integrated automation to operate at scale. For organizations
modernizing their infrastructure, it establishes a consistent,
scalable foundation aligned with how private cloud is built

and managed today. In our view, private cloud success now
comes down to supporting evolving workloads and Al initiatives
without added complexity, and Dell’'s approach is designed to
deliver that outcome.
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