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31 Dec
IBM'S CALENDAR GOVERNS: THE
DECEMBER QUOTA MACHINE APPLIES

T-6 mo
THE RUNWAY: THE ENTITLEMENT
CENSUS BEFORE ANY RENEWAL QUOTE

The clone shadow
ALMALINUX, ROCKY, AND SUSE LIBERTY
PRICE THE COMMODITY TIER

Satellite testifies
YOUR CENSUS TOOL IS ALREADY
INSTALLED; THE VENDOR SOLD IT TO
YOU

Per-core OpenShift
THE PREMIUM MUST BE EARNED
WORKLOAD BY WORKLOAD

VMware refugees
OPENSHIFT VIRTUALIZATION WINS ARE
ENTRY DEALS RED HAT FUNDS

READ THIS FIRST
Red Hat sells subscriptions, not licenses, which sounds friendlier and negotiates almost identically: an annual bill sized by counts,
socket-pairs and virtual datacenters for RHEL, cores for OpenShift, managed nodes for Ansible, that drift upward through
inattention and rarely drift back down without a census. The census is unusually easy here because the vendor's own tooling
performs it: Satellite and Insights inventory every registered system, entitlement, and usage state in the estate, and the gap they
reveal is the negotiation's foundation, subscriptions renewed for hosts that were decommissioned, virtual datacenter coverage
on clusters that shrank in the VMware exodus, per-VM subscriptions where density long ago justified the datacenter model or the
reverse, and OpenShift core counts that include infrastructure the subscription terms never required you to count. Under IBM's
ownership since 2019, the pricing discipline has hardened and the uplifts have arrived on schedule, but so has something else:
Red Hat renewals now close inside IBM's 31 December quota machine, the most reliable year-end pressure in enterprise
software.

Around the counts sit three structural levers. The clone shadow first: the death of CentOS Linux returned free enterprise Linux to
the market in the form of AlmaLinux and Rocky Linux, SUSE sells Liberty Linux support for RHEL estates you do not migrate at all,
and the honest stratification, Premium support where production criticality earns it, Standard below that, clones or self-support
for the dev, test, and edge tiers, is the largest single saving in most Red Hat estates, exactly as the fork shadow works throughout
this library. The OpenShift question second: per-core Kubernetes at Red Hat's premium competes against the hyperscalers'
managed upstream and against plain Kubernetes run by your own platform team, so the premium is defended workload by
workload, where operator ecosystems, support, and compliance genuinely pay, and declined where a namespace would do. And
the virtualization moment third: Broadcom's VMware repricing sent a generation of estates looking for exits, OpenShift
Virtualization is Red Hat's bid for them, and every such migration is an entry deal in this library's strict sense, funded, ramped,
capped, and priced while Red Hat wants the win for its own story. Count the estate, stratify the support, defend the premium
selectively, and sign in December. No theory. Sockets, cores, nodes, clones, scripts, and checklists.

1. WHAT CHANGED SINCE YOU SIGNED
IBM's calendar and pricing arrived in full. Post-acquisition uplifts landed across the portfolio, Red Hat paper increasingly
travels inside IBM enterprise agreements, and renewals respond to the same 31 December quota mechanics as the rest of
IBM's book. Keep the Red Hat estate cleanly separable in the contract even when the negotiation is joint: co-mingled
entitlements are how leverage disappears into a bundle.
The clone market matured. AlmaLinux and Rocky Linux are stable, binary-compatible, commercially supported by third
parties, and free; SUSE Liberty Linux supports existing RHEL systems without migration; and extended-lifecycle brokers cover
the stragglers. The commodity tier of enterprise Linux has a market price again, and it is close to zero plus operations.
The estate's shape moved under the subscriptions. Containers absorbed virtual machines, the VMware exodus reshuffled
cluster densities, and cloud images shifted spend toward hyperscaler marketplace paths. Subscription counts set years ago
describe an estate that no longer exists, in both directions, which is precisely what the census is for.
OpenShift became the flagship, and the meter shows it. Per-core subscription pricing, an expanding suite (Platform Plus,
Advanced Cluster Management, Advanced Cluster Security), and the AI attach (OpenShift AI, RHEL AI) all ride the core count.
Worker cores are the meter; counting discipline, and the upstream shadow, are the counterweights.
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Ansible's node meter inflated quietly. Managed-node licensing counts everything automation touches, and inventories
double-count network devices, ephemeral instances, and rediscovered hosts with enthusiasm. Node hygiene is real money at
renewal.

The virtualization window opened. OpenShift Virtualization is Red Hat's answer to the Broadcom moment, and Red Hat funds
these wins: migration tooling, incentive pricing, and services credits are all obtainable, at entry, for buyers who negotiate the
decade while the vendor needs the case study.

2. THE RENEWAL RUNWAY

The stratification at T-4 is the step that pays: the census tells you what exists, but the tier assignment, which fleets genuinely earn
Premium, which run on Standard, and which dev, test, and edge populations move to clones or self-support, is where a third of
the bill typically lives, and it must be decided, and where migrations are involved, begun, before the anchor is written.

2A. THE FIRST 60 DAYS: THE TASK LIST

# TASK OWNER OUTPUT

1 Contract archaeology: every RHEL, OpenShift, Ansible, and
middleware subscription with counts, SLA tiers, unit rates,
terms, and which paper it rides (Red Hat, IBM ELA, cloud
marketplace)

Procurement + SAM The terms file

2 The census: Satellite and Insights inventory reconciled against
entitlements: registered systems, unregistered sprawl,
decommissioned hosts still subscribed, and duplicate
registrations

Platform team + SAM The entitlement truth

3 The RHEL model audit: virtual datacenter versus per-VM
economics recomputed at current cluster densities, post-
VMware-reshuffle, with the crossover math explicit

Platform team The model verdicts

4 The stratification: every fleet assigned a support verdict:
Premium for production criticality, Standard below, AlmaLinux,
Rocky, or self-support for dev, test, and edge, with migration
effort priced honestly

Platform + App owners The tier map

5 The OpenShift core audit: worker cores counted per
subscription terms, infrastructure and control-plane exclusions
applied correctly, requests right-sized, and bin-packing
reviewed before the count is quoted

Platform team The core truth

6 The workload defense file: which OpenShift workloads earn
the premium (operators, compliance, support) and which
belong on managed upstream or plain Kubernetes, priced per
workload

Architecture The premium map

7 Ansible node hygiene: managed-node inventory deduplicated:
network devices, ephemeral instances, and rediscovered hosts
cleaned before the meter is read

Automation team The node truth

8 The clone and third-party file: AlmaLinux and Rocky for
migrating tiers, SUSE Liberty for supporting RHEL in place,
extended-lifecycle options for stragglers, costed with
operations included

Procurement + Platform The commodity price

9 The virtualization position: if a VMware exit is live, OpenShift
Virtualization scoped as an entry deal: migration funding,
ramped subscriptions, caps, and portability demanded before
commitment

Infrastructure +
Procurement

The entry terms

10 Commission the benchmark: effective per-subscription, per-
core, and per-node rates, discount structures, and caps
comparable Red Hat estates signed, direct and via IBM paper

Procurement Market targets

T-6 (JUL)
Contract archaeology:

every subscription SKU,
count, tier, term, and
paper (Red Hat direct,

IBM, marketplace)

T-5 (AUG)
The census: Satellite

and Insights inventory
against entitlements,
gap both directions

T-4 (SEP)
The stratification:

Premium, Standard,
clone, and self-support
tiers assigned per fleet

T-3 (OCT)
OpenShift core audit

and Ansible node
hygiene; the upstream
and clone files written;

benchmark done

T-2 (NOV)
Written anchor:

censused counts,
stratified tiers, capped

rates; rounds into IBM's
Q4

T-0 (DEC)
Signature by 31

December: the counted
estate at market rates,
separable paper, caps

written
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# TASK OWNER OUTPUT

11 The paper decision: Red Hat direct, IBM ELA, or marketplace,
chosen deliberately for leverage and separability, never
defaulted

Lead negotiator The vehicle

12 Open the renewal file: every quote, uplift letter, and proposal
logged from day one, with 31 December on the cover

Lead negotiator The record

3. BUILD THE POSITION: THE FIVE WORKSTREAMS

3.1 The estate math: the census against the drift

The subscription math, worked. Illustrative estate: roughly $1.9M a year across the portfolio: $900K of RHEL in a mix of virtual
datacenter and per-VM subscriptions, $700K of OpenShift on a 1,200-core count, $300K of Ansible on 8,000 managed nodes, with
an uplifted renewal proposed on last cycle's counts. The census re-derives everything. Satellite shows 2,050 active RHEL instances
against 2,600 entitlements, the gap being decommissioned hosts and 300 VMs absorbed into containers, and the model audit finds
two clusters whose density collapsed in the VMware reshuffle now cheaper per-VM while one dense cluster finally justifies the
datacenter subscription. The stratification assigns the fleet honestly: about 40% is dev, test, and edge, and a planned migration of
most of that tier to AlmaLinux, with a small population kept on Standard, cuts the paid base to roughly 1,250 subscriptions at the
right tiers. The OpenShift audit applies the counting rules and right-sizes requests, 1,200 cores becomes 880, with two commodity
web workloads scheduled for managed upstream per the defense file, and Ansible's inventory deduplication lands 8,000 nodes at
5,200 real ones. The anchor prices the counted estate at benchmark rates, and the close, inside IBM's December quarter with the
clone file visible: roughly $1.25M all-in with caps at 4%, separable Red Hat paper, true-down rights at anniversaries, and the
OpenShift Virtualization migration, the VMware exit's second half, priced separately as an entry deal with funded migration and
ramped subscriptions gated to cutover. Against the $1.9M-plus-uplift path, the counted and stratified estate runs a third lighter,
and every production workload kept exactly the support it had.

3.2 The census and the models: let Satellite testify
This is the library's product-testifies doctrine at its cleanest: the subscription manager, Satellite, and Insights exist to reconcile
systems against entitlements, and the account team reads them at true-up time, so read them first. The census outputs three
corrections: the retirement gap (subscriptions renewed for systems that no longer exist), the registration gap (sprawl consuming
entitlements nobody assigned), and the model gap, the virtual-datacenter-versus-per-VM crossover that cluster density changes
silently invert. Rerun the crossover math at current densities every cycle: the VMware exodus, container absorption, and cloud
drift have moved more estates across that line in three years than in the prior ten.

3.3 The stratification: the clone shadow does the discounting
Enterprise Linux is two products wearing one subscription: the production tier where Red Hat's support, certifications, and
security response are genuinely bought, and the commodity tier, dev, test, edge, and the long tail of quiet workloads, where the
kernel is the kernel and the clones are binary-compatible and free. Stratify explicitly: Premium where incident response earns it,
Standard where it doesn't, AlmaLinux or Rocky where support calls never happen, and SUSE Liberty as the in-place option that
supports RHEL systems without migrating a single one, the annuity defense of this category. The file negotiates even when the
migration is partial or deferred: a buyer with a costed, credible clone plan for 40% of the fleet is quoted differently on the 60%
that remains, which is the fork-shadow rule this library applies from Kafka to OpenSearch, here at the operating system itself.

3.4 The OpenShift premium: earned per workload, counted per rule
OpenShift is a genuinely superior platform experience and a per-core bill that compounds with every node pool, and both facts
belong in the same file. Counting first: worker cores are the meter, control-plane and properly designated infrastructure nodes
are not, and right-sizing requests and bin-packing before the count is quoted is worth real percentages. Defense second: the
premium pays where the operator ecosystem, integrated security, and enterprise support genuinely reduce platform engineering,
and it does not pay for commodity stateless workloads a managed upstream cluster runs identically, so the workload map assigns
each namespace an honest verdict and the estate's OpenShift footprint follows the verdicts, not the default. The suite ladder,
Platform Plus, ACM, ACS, and the AI attach get the standard treatments: tier to the features actually operated, and young meters
on short clocks at contracted rates.

3.5 The paper, the entry deals, and the calendar: IBM mechanics, used deliberately
Three structural choices finish the position. The paper: Red Hat direct, IBM ELA, or marketplace each carry different leverage, and
whichever is chosen, the Red Hat estate stays separable, its counts, rates, and caps stated on their own schedule, because
entitlements dissolved into a bundle cannot be benchmarked or trued down. The entry deals: OpenShift Virtualization migrations
and any net-new platform adoption are priced under the entry doctrine, funded migration, ramps gated to cutover, five-year caps,
portability, while Red Hat is spending to win the VMware moment. And the calendar: IBM closes 31 December, the pressure is
real and annual, and a stable November anchor collects the December terms, every cycle, alongside whatever else in your
portfolio shares the great December window.
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3C. THE SUBSCRIPTION LEDGER: WHAT COUNTS, WHERE

THE METER THE MECHANIC THE PREPARED POSITION

RHEL socket-pairs and
VDC

Physical socket-pair subscriptions; virtual
datacenter coverage per hypervisor host for
unlimited guests

The crossover math rerun at current densities; models
remapped as clusters shrink and densify

Per-VM subscriptions Guest-based counting where virtualization is
sparse

Census-based counts, retirements harvested, duplicates
deregistered

OpenShift cores Worker-node cores as the meter; suites and
AI attach riding the same count

Counting rules applied, requests right-sized, premium
defended per workload against the upstream shadow

Ansible managed nodes Everything automation touches, counted,
with inventories double-counting
enthusiastically

Deduplication before the meter is read; node classes defined
in the order form

The support tiers Premium and Standard SLAs priced across
fleets regardless of incident reality

Stratification by criticality, with the clone tier taking the
commodity fleet

The clone shadow AlmaLinux, Rocky, SUSE Liberty, and lifecycle
brokers pricing enterprise Linux's
commodity tier near zero

The costed file, maintained and visible: it negotiates the tiers
that stay

The strategic reading: every meter in this estate is a count the buyer can verify with tooling the vendor supplied, and every tier is
a choice the buyer can stratify. The estate that counts and stratifies pays for exactly the Red Hat it uses, which is a substantial and
worthwhile bill, and not a dollar of drift.

3B. BENCHMARK TARGET RANGES: WHAT PREPARED BUYERS ACHIEVE

AREA UNPREPARED OUTCOME PREPARED TARGET PRIMARY
LEVER

The RHEL base Last cycle's counts plus
uplift

Censused counts, remapped models: 15 to 25% off the base Satellite's
testimony

The support mix Premium-heavy across the
fleet

Stratified tiers, clone tier for dev/test/edge: 20 to 35% further The
stratification

The OpenShift count Every core, everywhere,
suite-bundled

Rule-counted worker cores, premium earned per workload The core
audit

The Ansible meter The inventory as
discovered

Deduplicated nodes, classes defined Node
hygiene

The rates and out-years IBM-era uplifts, uncapped Benchmark rates, 0 to 4% caps, true-downs at anniversaries The
December
close

The migrations Virtualization moves at
list, unfunded

Entry-deal terms: funded, ramped, capped The
VMware
moment

4. STRATEGY: THE GIVE-GET TABLE

WHAT RED HAT WANTS
WHAT IT IS WORTH TO
THEM WHAT YOU TAKE IN EXCHANGE

The full-fleet renewal Subscription counts are
the annuity IBM bought

The censused, stratified estate at benchmark rates, with true-down
rights written.

The OpenShift expansion The flagship's core
growth is the story IBM
tells

Rule-counted cores, workload-earned scope, suite tiers to features
operated, AI attach on pilot clocks.

The virtualization win Every VMware exit onto
OpenShift is marketing
gold

Entry-deal terms: funded migration, ramps gated to cutover, five-year
caps, portability.

The multi-year term Locked subscription
revenue inside IBM's
book

Caps, model-remap rights, tier flexibility, and separable paper. Term buys
the kit.
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WHAT RED HAT WANTS WHAT IT IS WORTH TO
THEM

WHAT YOU TAKE IN EXCHANGE

The December signature IBM's quota machine
runs on the calendar
year

The final tier of rate and structural concessions, collected in the great
December window.

The reference and the case
study

Clone-threat retentions
and virtualization wins
both sell

Priced concessions, granted at close, never assumed.

5. TACTICS: THE MOVES AND THE COUNTERS

RED HAT'S PLAY WHAT IT SOUNDS LIKE YOUR COUNTER

The count inertia "The renewal reflects your current entitlement
footprint."

The footprint reflects 2023. Satellite shows 2,050
active instances and the remapped models; the
renewal prices the estate that exists.

The risk framing on clones "Community rebuilds carry supply-chain and
security risk your production estate can't
accept."

Which is why production stays on Premium. The dev,
test, and edge tiers generate no support calls, the
clone plan is costed and scheduled, and the
remaining estate should be priced by someone who
has read it.

The platform default "Standardizing everything on OpenShift
simplifies operations and unlocks platform
value."

The workload map standardizes where the premium
earns it. The commodity namespaces run identically
on managed upstream, and the file prices both, per
workload.

The bundle absorption "Folding Red Hat into the IBM enterprise
agreement improves your overall economics."

The economics improve when they are visible. Red
Hat rides its own schedule with its own counts,
rates, and caps, whatever paper carries it.

The uplift as policy "The adjustment reflects current subscription
pricing across the portfolio."

The benchmark shows what comparable estates pay
and how their caps are written. The anchor reflects
both, and the clone file is open on the table.

The December fuse "This structure is approved through year end." Correct, and year end is why we are signing now. The
anchor has been stable since November; the terms
should read like December.

Three lines worth using verbatim at the table:

"Satellite is your product and it says 1,250 subscriptions at these tiers. We are happy to pay Red Hat prices for the Red Hat the
estate actually uses."

"Production keeps Premium. The 40% of the fleet that never files a ticket moves to the clone tier on the schedule in this file, unless
the pricing makes staying rational."

"The virtualization migration is your win to fund: ramps gated to cutover, migration services credited, caps at signature. That is
what winning the VMware moment costs."

6. THE CONCESSIONS CHECKLIST: WHAT A GOOD RED HAT CLOSE CONTAINS

CONCESSION THE ASK WHY IT MATTERS NEXT CYCLE

The censused counts, stated Subscription quantities per the Satellite reconciliation,
in the order form

The drift never renews again.

Model remap rights VDC and per-VM subscriptions convertible at
anniversaries as densities change

The crossover math stays actionable.

Tier flexibility Premium and Standard movable per fleet; counts
reducible as clone migrations land

The stratification keeps reaching the
bill.

True-down rights Annual reductions on census evidence, all meters,
without penalty

Counts follow the estate down, not
just up.

Rate caps 0 to 4% across RHEL, OpenShift, and Ansible, this term
and next

The IBM-era uplifts meet a ceiling.
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CONCESSION THE ASK WHY IT MATTERS NEXT CYCLE

OpenShift counting rules, written Worker-core definitions, infrastructure and control-
plane exclusions, stated in the order

The meter has rules you can audit.

Ansible node definitions Managed-node classes, deduplication method, and
exclusions stated

The inventory stops testifying against
you.

Separable paper Red Hat counts, rates, and caps on their own schedule,
whatever agreement carries them

The estate stays benchmarkable
forever.

Entry terms on migrations Virtualization and net-new platform deals with funded
migration and cutover-gated ramps

The VMware moment gets spent, not
donated.

Young meters on short clocks OpenShift AI and RHEL AI as scoped pilots at contracted
rates, twelve months

The AI attach prices when it's real.

Marketplace and hybrid flexibility Cloud-marketplace transaction rights and hybrid
entitlement portability preserved

The buying route and the estate both
stay movable.

M&A and divestiture language Affiliates at contracted rates; carve-outs reduce counts
without penalty

Corporate change moves systems, not
prices.

6A. WHAT THE ENDGAME LOOKS LIKE: A WORKED DEAL SHAPE
The illustrative $1.9M estate from Section 3.1, closing into IBM's December year end. Numbers rounded for structure rather than
quotation:

LINE WALK-IN (THE DRIFT'S FRAME) SIGNED (PREPARED BUYER) HOW IT
MOVED

The RHEL base 2,600 entitlements, models as inherited 1,250 at stratified tiers, models remapped The census
and
stratification

The clone tier Unpriced, therefore absent 40% of fleet scheduled to AlmaLinux, file on the table The fork
shadow

The OpenShift
count

1,200 cores, defaults counted 880 rule-counted cores, premium per workload The core
audit

The Ansible meter 8,000 nodes as discovered 5,200 deduplicated, classes defined Node
hygiene

The virtualization
move

List-priced expansion atop the renewal Entry deal: funded, ramped, capped The
VMware
moment

Net effect $1.9M plus uplifts, compounding ~$1.25M capped, true-down-able, separable Six months,
aimed at
December

7. THE MISTAKES THAT COST MILLIONS
Renewing last cycle's counts. The estate moved: containers, cloud, the VMware reshuffle. Satellite is installed; read it before
the quote arrives.

Buying one support tier for two products. Enterprise Linux is a production product and a commodity, in one fleet. Stratify or
overpay on the larger half.

Leaving the clone file unwritten. Alma, Rocky, and SUSE Liberty price the commodity tier whether or not you migrate. The
unwritten file discounts nothing.

Counting OpenShift by default. Worker cores have rules and workloads have verdicts. Both are audited before the meter is
quoted.
Trusting the Ansible inventory. Discovery double-counts with enthusiasm. Deduplicate first; define the node classes in writing.

Dissolving Red Hat into the IBM bundle. Co-mingled entitlements cannot be benchmarked, trued down, or defended.
Separable paper, always.
Paying list for the virtualization migration. Red Hat is buying VMware exits this decade. Yours is an entry deal; price it like one.

Signing outside December. IBM's quota machine is the most reliable in software. The anchor stabilizes in November and the
estate signs in the window.
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THE FINAL WORD
Red Hat built its franchise on a beautiful bargain, the world's software for free, the enterprise's assurance for a fee, and the
negotiation is simply the discipline of keeping that bargain honest on your side of the table: pay the fee where the assurance is
real, and decline it where the free was always the product. The census is trivially available because the vendor's own tooling
keeps it; the stratification is yours to draw because the clones and SUSE Liberty hold the commodity price near zero; the
OpenShift premium is worth paying exactly where the workload map says so; and IBM's December machine will fund the close
the way it funds every close. Under its new owner the pricing got firmer and the calendar got better, and the buyer who counts,
stratifies, and files the shadow gets the version of Red Hat that was always the point: excellent software, seriously supported, at a
price set by a market that includes its own free descendants. That market is open every December. Arrive counted.

Where benchmarking fits. Every tactic in this playbook sharpens against one input: the effective per-subscription, per-core,
and per-node rates, discount structures, and caps comparable Red Hat estates actually signed, on direct paper and inside
IBM agreements. The realistic stratified-estate cost, the credible OpenShift rates, the market's true-down and cap norms: all
of it is benchmark data applied at the right moment. Bring the market's numbers to the table, and Red Hat negotiates
against the market instead of against your subscription history.

Prepared by Vendor Benchmark LLC. Figures marked illustrative are for calculation structure; subscription models, counting rules, and product
packaging change frequently, so verify everything against current documentation and your own agreements. This document is general
negotiation guidance, not legal advice.
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