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Hyperconverged Infrastructure 
Won the Battle.

Then it created the next problem.

NODE

capacity · performance · failure
lifecycle · licensing · operations

STORAGEOWNER: ?



W H A T  H C I  W O N

HCI removed the storage handshake. The 
handshake. The win was real.

01 — THE ROUND TRIP

Storage I/O stopped crossing a separate fabric to a separate array by default. 
Storage processing moved into software across the nodes.

02 — THE TICKET LOOP

Request, carve, mask, zone, rescan, format. Every step a handoff between 
between teams. HCI replaced the handoff with a policy.
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T H E  N O D E  B E C A M E  T H E  U N I T

The node became the unit of architecture.
architecture.

NODE

CAPACITY

PERFORMANCE

FAILURE

LIFECYCLE

LICENSING

OPERATIONS

Six concerns. One object. That is why HCI was simple, and why it won.
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T H E  U N I F O R M - N O D E  A S S U M P T I O N

The uniform node breaks on four axes, not 
axes, not one.

GPU

REFRESH LIFECYCLE

Accelerators turn over on a different 
clock than storage.

STATEFUL K8S

STORAGE AUTHORITY

Persistent volumes can bring a second 
second storage control plane.

EDGE

FAILURE TOLERANCE

Availability survives. N+1 capacity often 
often does not.

CAPACITY-DENSE

ECONOMICS

Storage grows. Compute gets bought 
bought anyway.

Economics shows up on a quote. The other three show up later.
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T H E  B O U N D A R Y  I S  R E T U R N I N G

The market is not abandoning convergence.
convergence.

It is selectively restoring separation where uniform nodes no longer 
fit the workload.

CONTROL PLANE — STILL CONVERGED

COMPUTE NODES STORAGE TIER

DATA PLANE — SEPARATING AGAIN

NUTANIX FY2026 10-K: qualified external storage integrations

VMWARE vSAN storage clusters: disaggregated deployment option

VCF 9.0 Separate VMkernel traffic for storage-cluster clients
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T H E  O W N E R S H I P  G A P

The handshake comes back. The other side 
side of it doesn't.

PLATFORM STORAGE

FABRIC

COMPATIBILITY

DATA-SERVICE AUTHORITY

SUPPORT BOUNDARY

OWNER: UNASSIGNED

The boundary is returning faster than the expertise that used to govern it.
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D E C I D I N G  W H E R E  T H E  S E A M  G O E S

Name the seam owner before you separate.
separate.

W O RKLO A D  S IGN A L PO STURE SEA M O W N ER

Uniform  VM estate Stay converg ed
N o seam  — node owner stays 
accountable

Storag e outg rows 
com pute

Storag e cluster or external 
array

N am ed owner: fabric, firm ware, 
capacity, escalation

GPU refresh d iverg es
Separate accelerator 
nodes

N am ed owner for the data path

Stateful K8s at scale D edicated PV storag e
O wner per operation: snapshots, 
rep lication, restores

Edg e footprint Stay converg ed
C entral p latform  team ; site failure 
m odel docum ented

When storage and virtualization releases fall out of compatibility, who owns the decision to 
decision to proceed?
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A R C H I T E C T ' S  V E R D I C T

Hyperconverged infrastructure 
collapsed the storage boundary.

It never eliminated responsibility for what lived on 
either side of it.

Full post: rack2cloud.com/hyperconverged-infrastructure-next-problem

Follow The Architect for more.
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