
Decision Friction Brief - Specimen Memo Preview

Fix deployment framing before
procurement defines the deal
Public-safe specimen · Not a client testimonial · Not an outcome claim

LIGHTLY ANONYMIZED REAL COMPANY

Live decision

Decide whether the team should clarify deployment-path proof before widening narrative work around the live

enterprise evaluation.

Primary blocker

Deployment framing: switching friction plus proof friction

What looked primary

Narrative and positioning reset

First safe move

Re-anchor the diagnosis around operating fit

Bottom line

The highest-leverage commercial fix is to make the managed-vs-self-hosted split the first proof artifact in serious

evaluations. If buyers see deployment choice as a procurement unlock early, the company can avoid false cloud-

vendor objections, keep security moving, and only then use pricing predictability as a secondary separator.

Why now

The company already has the ingredients for two separate diligence paths, but if that split is introduced late, buyers

default to evaluating it like a standard cloud vendor. That creates avoidable security and procurement friction before

the best-fit deployment model is even on the table.



Executive summary

• The strongest commercial pattern is that the managed-vs-self-hosted split is a procurement wedge, not a

deployment footnote. It can turn a likely security rejection into an approvable path if introduced early enough.

• The most likely stall is not feature skepticism. It is buyers evaluating the company under the wrong model first, then

layering on maturity, support, and governance questions that may be narrower than assumed.

• The second stall is no-decision drift: easy technical adoption via free or self-hosted paths lets teams delay the

enterprise decision until controls or formal support become mandatory.

• Once deployment is framed correctly, seat-based pricing becomes a cleaner scale-economics contrast against

generic usage-sensitive alternatives.

Likely stall points

Security reviews anchor on the managed-cloud model first

Once the company is treated like a standard cloud vendor, subprocessor and data-handling objections can

dominate the review even when a self-hosted route would fit the buyer better.

Operating maturity gets probed harder than the base security page suggests

The checklist can pass, but later-stage diligence can still slow on support depth, onboarding confidence, and

perceived maturity versus larger incumbents.

Technical adoption succeeds without creating a buying event

Free-tier and self-hosted adoption let teams get value without committing, so deals can look healthy while

enterprise conversion slips until governance controls or formal support are unavoidable.

The pricing advantage stays abstract until scale economics are made explicit

If the company does not show why a seat-based model matters at higher usage, buyers revert to feature-for-

feature incumbent comparisons and miss one of the clearest economic wedges.

Why the first move has to stay narrow

The specimen is only useful if it keeps the next move bounded. Once teams widen into a broader pricing or messaging

reaction too early, the real blocker stays unresolved.



Recommended moves

Lead with one short diligence artifact

Create one compact managed-vs-self-hosted artifact and make it the first send in serious deals. Show data-flow

boundaries, infrastructure ownership, when subprocessors apply, and what changes under self-hosting.

Force one named buying event

Add one qualification step to active evaluations: document the exact event that will force an enterprise decision,

who owns it, and by when.

Only then show the scale-economics contrast

After the deployment path is clear, use a simple pricing example to show the seat-based model against a generic

usage-sensitive alternative, anchored on buyer seat count and rollout size.

Wrong reaction

Widening cloud-vendor objections and pricing debate before clarifying which deployment path the buyer actually

needed.

Evidence standard

This diagnosis was built from public product, pricing, trust, deployment, and purchasing surfaces. The public page

shows the reasoning sequence; the exact company-specific evidence remains private.

What stays private

Built from one real company in the current public corpus using the same diagnosis workflow as paid delivery. The

company name and a small number of uniquely identifying details were removed. This is not a client testimonial or an

outcome claim.

What the paid brief adds

The private paid brief includes the company-specific correction, stakeholder context, and exact first safe move that

do not belong on the public site. This specimen is here to prove the quality floor and deliverable shape before

purchase.
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PRIVATE PAID BRIEF ADDS COMPANY-SPECIFIC CORRECTION AND FIRST SAFE MOVE


