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31 Jan T-6 mo 50 to 70%

DOCUSIGN CLOSES IN THE CROWDED THE RUNWAY: THE ENVELOPE CENSUS TYPICAL ALLOWANCE UTILIZATION: THE
JANUARY WINDOW BEFORE ANY ALLOWANCE IS SIZED PANDEMIC-PEAK HANGOVER

Use it or lose it The effective rate The Adobe shadow
ALLOWANCES EXPIRE AT TERM; COST PER ENVELOPE ACTUALLY SENT: ACROBAT SIGN RIDES THE ENTERPRISE
ROLLOVER IS NEGOTIABLE AND RARELY THE ONLY HONEST METRIC AGREEMENT YOU ALREADY PAY

ASKED

READ THIS FIRST

DocusSign sells envelopes the way CrowdStrike sells Flex dollars and Zoom sold pandemic seats, which is to say this playbook fuses
two doctrines the library has already proven. The enterprise structure is a prepaid annual allowance of envelopes, sized at
signature, consumed through the year, and, in the standard paper, expired at term end: a wallet with a clock. The sizing
happened, for most estates, in the volume peak of the remote-work era or in a growth projection sold alongside it, and the
census that starts this negotiation, envelopes actually sent against envelopes bought, routinely lands between fifty and seventy
percent utilization, meaning the estate has quietly paid a third to a half of its eSignature bill for envelopes that evaporated each
January. Divide the annual cost by the envelopes actually sent and you get the effective rate, the only honest metric in this
category, and the number the renewal is conducted on: not the allowance's list discount, not the tier's headline price, but what
each signature actually cost, benchmarked against what comparable estates actually pay.

Around the wallet sit the estate's other truths. eSignature is a mature, commoditized capability, and the shadow file writes itself:
Adobe Acrobat Sign rides the Adobe enterprise agreements most large organizations already hold, integrates natively across the
Microsoft stack, and prices the ad-hoc and departmental sending tier at marginal cost, while the genuinely locked tier, the API-
embedded envelopes inside Salesforce flows, HR systems, and custom applications, is acknowledged honestly and negotiated on
structure. The vendor's answer to commoditization is repositioning: the Intelligent Agreement Management platform, Navigator's
Al repository, Maestro workflows, and agreement analysis, an attempt to re-anchor the conversation from envelope prices to
platform value, and it gets this library's young-meter treatment, scoped pilots at contracted rates on short clocks, never a bundle
that welds commodity envelope pricing into platform opacity. Add the sprawl correction, the departmental accounts that
procurement, HR, and legal bought separately, consolidated into one volume tier, and the calendar, DocuSign closes 31 January in
the crowded window, and the shape is set. Count the envelopes, compute the rate, consolidate the accounts, file the shadow, and
sign in January. No theory. Envelopes, rates, wallets, scripts, and checklists.

1. WHAT CHANGED SINCE YOU SIGNED

¢ The peak passed; the allowance didn't. Volumes sized in the remote-work surge or its projections still govern the renewal
baseline, and every cycle since has renewed the peak by inertia. The consumption curve flattened years ago in most estates;
the census is where the correction starts, and the vendor's own admin reporting provides it in an afternoon.

¢ The expiry stayed in the paper. Unused envelopes die at term end in the standard structure, and rollover, obtainable for
buyers who ask, converts the wallet's clock into carried value. An estate at 60% utilization with no rollover has been donating
the difference annually, which is precisely the donation the renewal recovers.

¢ The category commoditized underneath the brand. Acrobat Sign, Dropbox Sign, PandaDoc, and the rest price standard signing
workflows at fractions of legacy enterprise rates, and Adobe's version arrives bundled into agreements you already pay.
DocusSign's genuine advantages, the network effect of recipient familiarity, the integration catalogue, the compliance depth,
define which envelopes carry the premium; the shadow prices the rest.

¢ The platform repositioning arrived. IAM, Navigator, Maestro, and Al agreement analysis re-frame the vendor from signature
utility to agreement platform, with pricing motions to match. The capabilities are real and young; the meters are younger; and
the re-anchor works only on buyers who let the envelope conversation dissolve into the platform one.
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¢ The sprawl accumulated. Departmental accounts bought separately across years each carry their own allowance, tier, and
rate, none of them earning the consolidated volume the enterprise actually generates. The consolidation is free money and a

better negotiating base at once.

¢ The embedded tier hardened. Envelopes sent through APIs inside CRM, HR, and custom flows carry real switching costs, and
the vendor knows which of your envelopes those are. So should you: the embedded-versus-ad-hoc split is the honest map of
where leverage lives, and negotiating without it means paying the locked tier's rate on the movable tier's volume.

2. THE RENEWAL RUNWAY
o o o

T-6 (AUG) T-5 (SEP) T-4 (OCT)
Contract archaeology: The envelope census: The embedded map:
every account, sent volumes by API envelopes versus
allowance, tier, seat, account, department, ad-hoc sending; the
CLM line, overage rate, and channel, three sprawl consolidation
and date years back designed

o

T-3 (NOV)

The Adobe file priced;

benchmark done; the
effective-rate anchor
written

T-2 (DEC)
Rounds into the
January quarter:

allowance, rollover,
rates, and the IAM pilot
scoped

(o} o
T-0 (JAN)
Signature by 31
January: the right-sized
wallet with rollover, at
the benchmarked rate

The census precedes the sizing, per the library's first rule: an allowance renewed before the consumption truth is known renews
the peak, and a rollover negotiated after the allowance is signed recovers nothing. The sequence is the strategy.

2A. THE FIRST 60 DAYS: THE TASK LIST

# TASK

1 Contract archaeology: every DocuSign account across the
enterprise, with allowances, seat plans, CLM subscriptions,
overage rates, expiry terms, and renewal dates

2 The envelope census: sent volumes by month, account,
department, and template, three years back, from the
platform's own admin reporting

3 The effective-rate computation: annual cost divided by
envelopes actually sent, per account and consolidated, the
number the negotiation runs on

4 The embedded map: API-driven envelopes (CRM, HR, custom
apps) separated from ad-hoc web sending, with integration
owners and switching effort noted per flow

5 The sprawl consolidation: departmental accounts inventoried
and the single-agreement structure designed, with the
combined volume tier computed

6 The Adobe file: Acrobat Sign's economics inside your existing
Adobe agreement priced for the ad-hoc tier, with integration
parity checked for standard workflows; the wider alternative
field noted

7 The CLM audit: contract lifecycle seats and modules against
actual adoption, with shelfware flagged

8 The IAM position: Navigator, Maestro, and Al analysis mapped
against genuine need, scoped as pilots with young-meter
terms drafted

9 The structure decision: envelope allowance versus seat plans
versus hybrid, per the consumption pattern, modeled honestly

10 Commission the benchmark: effective per-envelope rates,
allowance discounts, rollover terms, overage rates, and caps
comparable estates signed

11 Governance: one negotiating voice named; departments told
that new DocuSign purchases route through the consolidated
agreement

12 Open the renewal file: every quote, usage report, and uplift
letter logged from day one, 31 January on the cover
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IT + Business ops

Finance
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Legal ops

Legal ops + IT
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Procurement
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Lead negotiator

OUTPUT

The account map

The consumption truth

The honest metric

The leverage map

The consolidation plan

The shadow, costed

CLM verdicts

The pilot scope

The model verdict

Market targets

The sprawl ends

The record
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3. BUILD THE POSITION: THE FIVE WORKSTREAMS

3.1 The estate math: the effective rate against the allowance

The envelope math, worked. Illustrative estate: $650K a year for a 500,000-envelope allowance plus $200K of CLM, with three
departmental accounts adding $150K: a $1M trajectory carrying a proposed 8% uplift. The census re-cuts it. Twelve months of
admin reporting shows 290,000 envelopes actually sent across all accounts, 58% utilization against a peak-era sizing, which makes
the current effective rate about $2.24 per envelope used against a benchmark for this volume class closer to $1.30. The embedded
map shows 190,000 of those envelopes flowing through Salesforce and HR integrations, the locked tier, acknowledged, and
100,000 sent ad-hoc, the tier the Adobe file prices at marginal cost inside the enterprise agreement already paid. The
consolidation folds the departmental accounts into one structure at the combined volume tier, and the anchor prices the honest
estate: a 320,000-envelope allowance sized to the census plus modest growth, 20% rollover of unused envelopes into the
following term, overage at the committed rate rather than the punitive one, the CLM shelfware modules retired, and Navigator
running as a scoped twelve-month pilot at contracted rates instead of a platform re-anchor. Signed into the January window:
roughly $560K all-in with caps at 4%, an effective rate near the benchmark, and the wallet finally shaped like the estate. Against
the $1M trajectory, the counted estate runs 45% lighter, and not one signature workflow changed.

3.2 The wallet doctrine: allowances, expiry, and rollover

The envelope allowance is this library's prepaid-wallet mechanic in its purest form, and the CrowdStrike rules transfer whole. Size
the wallet to demonstrated consumption plus planned growth, never to the peak or the projection; convert the expiry into
rollover, partial rollover is routinely obtainable and full rollover is worth trading term for; set overage at the committed rate so
bursting is safe and the allowance can be sized honestly rather than defensively; and put true-down language at anniversaries so
a shrinking consumption curve reaches the bill. The vendor prices the allowance's headline discount; you price the effective rate;
and the gap between those two framings is, in most estates, the entire negotiation.

3.3 The two tiers: embedded envelopes and movable ones

The estate splits honestly into a locked tier and a movable one, and the split is the leverage map. APl-embedded envelopes, the
Salesforce quote flows, the HR onboarding packets, the custom-app integrations, carry real switching costs and stay, negotiated
on structure: rate locks, caps, and APl terms. Ad-hoc and departmental sending is movable, and the Adobe file prices it: Acrobat
Sign inside the enterprise agreement most large organizations already hold covers standard workflows at marginal cost, with
recipient experience long past the point of differentiation. The discipline is refusing the blended rate: the locked tier's
dependence must not price the movable tier's volume, and a buyer who arrives with the split documented negotiates two honest
numbers instead of one inflated average.

3.4 The re-anchor defense: platform stories and young meters

The IAM repositioning is rational strategy for a vendor whose core commoditized, and the buyer's response is the library's
standard pair: unbundle and pilot. Envelope pricing stays a visible line at benchmarked rates, never dissolved into a platform
subscription whose components can't be priced or removed; Navigator, Maestro, and the Al analysis run as scoped pilots at
contracted per-unit rates on twelve-month clocks, expanded on adoption evidence; and the CLM estate, where it exists, gets its
own census, because contract-lifecycle shelfware accumulates as reliably as every other module ladder in this library. The
platform may well earn its place; it earns it as itemized lines, at rates the market can see.

3.5 The consolidation and the calendar: one agreement, one window

The close carries two structural moves. Consolidation first: the departmental accounts fold into one enterprise agreement at the
combined volume tier, with internal governance routing future purchases through it, because sprawl is both overpayment and
negotiating weakness, and ending it is the rare concession you grant yourself. The calendar second: DocuSign closes 31 January in
the most crowded window in software, its post-peak growth story makes retention dear, and a December anchor built on the
effective rate collects January terms alongside whatever else in your portfolio shares the quarter, sequenced so each signature
disciplines the next.

3C. THE ENVELOPE LEDGER: WHERE THE MONEY SITS

THE LINE THE MECHANIC THE PREPARED POSITION

The allowance A prepaid envelope wallet sized at the peak,  Sized to the census plus plan, with true-downs at
renewed by inertia anniversaries

The expiry Unused envelopes dying at term end, Rollover written into the order; the wallet carries value
silently, annually forward

The overage rate Punitive per-envelope pricing beyond the Overage at the committed rate; the allowance sized honestly
allowance, forcing defensive oversizing because bursting is safe

The embedded tier API envelopes inside CRM, HR, and custom Acknowledged and structured: rate locks, caps, API terms,
flows, carrying real lock never blended
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THE LINE THE MECHANIC THE PREPARED POSITION

The movable tier Ad-hoc and departmental sending, priced as  The Adobe file prices it at the enterprise agreement's
if locked marginal cost

The platform re-anchor IAM, Navigator, and Al repositioning Unbundled lines; young meters on scoped pilots at
envelope pricing into platform opacity contracted rates

The strategic reading: this estate's cost hides in a wallet nobody audits, an expiry nobody contests, and a blend nobody splits.
Three afternoons of arithmetic, the census, the effective rate, the tier map, convert all of it into a negotiation the buyer conducts
on honest numbers.

3B. BENCHMARK TARGET RANGES: WHAT PREPARED BUYERS ACHIEVE

PRIMARY
UNPREPARED OUTCOME PREPARED TARGET
LEVER
The allowance size Peak-era volumes renewing Census plus plan: 25 to 40% smaller The
envelope
census
The effective rate Uncomputed, therefore Benchmarked per-envelope-used economics The honest
unchallenged metric
The wallet terms Expiry, punitive overage Rollover written, burst at committed rates, true-downs = The wallet
doctrine
The structure Departmental sprawl at retail ~ One consolidated agreement at combined volume The
tiers consolidation
The platform lines IAM bundled into opacity Itemized envelopes; pilots on short clocks The
unbundle
rule
The out-years Annual uplifts on the blur 0 to 4% caps across every line The January
close

4. STRATEGY: THE GIVE-GET TABLE

WHAT IT IS WORTH TO

WHAT DOCUSIGN WANTS THEM WHAT YOU TAKE IN EXCHANGE

The allowance renewal, whole Committed envelope The censused allowance at the benchmarked effective rate, with rollover
revenue in a post-peak and true-downs written.
market

The IAM platform adoption The repositioning is the Scoped pilots at contracted rates on twelve-month clocks, expansion on
growth story their evidence.

market watches

The consolidated enterprise One large logo beats five =~ The combined volume tier's rate, plus the governance you were building

agreement departmental lines anyway.

The multi-year term Locked ARR against the Caps, rollover, overage-at-committed-rate, and structure flexibility. Term
commoditized shadow buys the kit.

The January signature The crowded window's The final tier of rate and wallet concessions, collected in the quarter.
quota pressure is real
here too

The retention and the reference  Every kept enterprise Priced concessions at close; the case study bought, not assumed.

counters the
commoditization
narrative

5. TACTICS: THE MOVES AND THE COUNTERS

DOCUSIGN'S PLAY WHAT IT SOUNDS LIKE YOUR COUNTER
The allowance inertia "The renewal maintains your current envelope  The census shows 290,000 sent against 500,000
volume with your established discount." bought. The renewal prices the estate that signs

things, not the one that projected them.
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DOCUSIGN'S PLAY WHAT IT SOUNDS LIKE

The discount frame "Your per-envelope price at this tier is among
the best we offer."

The blend defense "Enterprise pricing reflects the full integrated
estate, not individual channels."

The platform re-anchor "IAM transforms agreement management;
envelope counting understates the value."

The expiry silence Unused envelopes lapsing at term,
unmentioned in every renewal deck.

The January fuse "This pricing is approved through our fiscal
year end."

Three lines worth using verbatim at the table:

YOUR COUNTER

The list rate on envelopes we don't send is not a
price. The effective rate, cost over envelopes used, is
$2.24, the benchmark is $1.30, and the anchor
reflects the benchmark.

The estate is two tiers and we mapped them. The
embedded flows renew on structure; the ad-hoc tier
is priced by the agreement we already hold with
your competitor.

Then Navigator will prove it in a scoped pilot at the
rates on this page. The envelopes stay itemized at
benchmark; value gets paid when it's demonstrated.

Rollover is in the order form this cycle: 20% carries
forward, overage bills at the committed rate, and the
allowance is sized honestly because both directions
are now safe.

Correct, and the anchor has been stable since
December. The estate signs in your window, at the
effective rate the market supports.

"We sent 290,000 envelopes last year and paid for 500,000. The only number this renewal negotiates is the cost per envelope

actually sent."

"The embedded flows stay and renew on structure. The ad-hoc tier is priced by Acrobat Sign inside the Adobe agreement we

already pay; match it or lose exactly that tier."

"Rollover, burst at the committed rate, true-downs at anniversary. With those three terms we can size the wallet honestly, which is

better for both of us than another year of defensive oversizing."

6. THE CONCESSIONS CHECKLIST: WHAT A GOOD DOCUSIGN CLOSE CONTAINS

CONCESSION THE ASK

WHY IT MATTERS NEXT CYCLE

The censused allowance Envelope volume per the consumption truth plus stated = The peak never prices a term again.

growth, in the order form

Rollover rights Unused envelopes carrying into the next term, The wallet's clock stops eating value.

percentage stated

Overage at committed rates Burst pricing equal to the allowance rate, never Honest sizing becomes safe.
punitive

True-down rights Allowance reducible at anniversaries on census A flattening curve reaches the bill.
evidence

The consolidated agreement All accounts under one structure at the combined The sprawl discount is permanent.
volume tier

Itemized envelope pricing eSignature rates stated separately from any platform The commaodity stays visible and

subscription

benchmarkable.

Uplift caps 0 to 4% across envelopes, seats, CLM, and platform The renewal starts from a ceiling.
lines
Young-meter pilot terms Navigator, Maestro, and Al analysis as scoped pilots, The re-anchor prices when it's proven.

contracted rates, twelve months

CLM right-sizing Contract-lifecycle seats and modules per the adoption The second product obeys the first's
census, shelfware retired rules.
API and rate protections Embedded-flow rates locked for the term, API terms The locked tier's structure is written,

and volume definitions stated

not assumed.

Data and template portability Completed-agreement export, template and workflow The shadow file stays credible, which

portability, transition cooperation
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CONCESSION THE ASK WHY IT MATTERS NEXT CYCLE

MG&A and divestiture language Affiliates at contracted rates; carve-outs reduce Corporate change moves volume, not
allowances without penalty prices.

6A. WHAT THE ENDGAME LOOKS LIKE: A WORKED DEAL SHAPE

The illustrative $1M trajectory from Section 3.1, closing into the January year end. Numbers rounded for structure rather than
quotation:

WALK-IN (THE PEAK'S FRAME) SIGNED (PREPARED BUYER)

The allowance 500,000 envelopes, 58% used 320,000 sized to census plus plan The
envelope
census

The wallet terms Expiry, punitive overage 20% rollover, burst at committed rate, true-downs = The wallet
doctrine

The rate $2.24 effective, uncomputed ~$1.30 effective, benchmarked The honest
metric

The structure Four accounts, retail tiers One agreement, combined volume The

consolidation

The platform IAM proposed as the new frame = Navigator pilot, twelve months, contracted rates The
unbundle
rule

Net effect $1M and uplifting ~$560K capped at 4% Six months,
one census

7. THE MISTAKES THAT COST MILLIONS

¢ Renewing the peak. The allowance was sized in another era. The census is an afternoon in the admin console; run it before
every renewal, not just this one.

¢ Never computing the effective rate. Cost over envelopes sent is the only price you actually pay. Uncomputed, it is
unchallenged; unchallenged, it compounds.

¢ Accepting the expiry. Rollover is obtainable and rarely requested. The wallet should carry value, not evaporate it.

e Oversizing out of overage fear. Punitive burst rates force defensive allowances. Fix the overage rate first and the sizing fixes
itself.

¢ Paying the blended rate. The embedded tier's lock must not price the ad-hoc tier's volume. Split the map before the table.

e Letting the platform swallow the envelopes. IAM bundles that absorb eSignature pricing make the commodity
unbenchmarkable forever. Itemize, always.

¢ Leaving the sprawl standing. Departmental accounts pay retail for volume the enterprise already earns. Consolidate as part of
the close.

¢ Ignoring the January window. DocuSign's quota quarter is as real as anyone's, and retention is dear post-peak. Anchor in
December, sign in January.
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THE FINAL WORD

DocusSign's enterprise economics rest on three quiet habits: allowances sized for a world that ended, envelopes that expire before
anyone counts them, and a blended rate that lets the locked tenth of the estate price the movable rest. None of these survives
arithmetic. The census takes an afternoon, the effective rate takes a division, the tier map takes a week of integration inventory,
and together they convert a renewal the vendor frames as a discount conversation into what it actually is: a repricing of a
commoditized utility whose genuine premium tier, the embedded flows, the compliance depth, the recipient network, deserves
its price and whose remainder is quoted daily by a competitor already inside your Adobe agreement. Pay the premium where it's
real, roll the envelopes forward, and let the platform story prove itself on a pilot clock like every other young meter in this library.
The signature ceremony at the end will look identical to last year's. The invoice underneath it is the thing you came to change,
and in this category, it changes by nearly half for anyone who counts.

Where benchmarking fits. Every tactic in this playbook sharpens against one input: the effective per-envelope rates,
allowance discounts, rollover terms, overage structures, and caps comparable DocuSign estates actually signed. The realistic
censused-wallet cost, the credible consolidated tier, the market's cap norms: all of it is benchmark data applied at the right
moment, in a category whose list prices describe envelopes nobody sends. Bring the market's numbers to the table, and
DocuSign negotiates against the market instead of against your peak year.

Prepared by Vendor Benchmark LLC. Figures marked illustrative are for calculation structure; plan structures, allowance mechanics, and platform
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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