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31 Jan
SALESFORCE FISCAL YEAR END: YOUR
LEVERAGE PEAK

T-18 mo
THE RUNWAY A SELA RENEWAL
ACTUALLY NEEDS

The cliff
WHERE ALL-YOU-CAN-EAT DEPLOYMENT
MEETS THE RENEWAL QUOTE

20 to 40%
TYPICAL SHELFWARE FOUND IN
UNMEASURED SELA ESTATES

~7%
THE DEFAULT RENEWAL UPLIFT TO CAP,
ON EVERYTHING

Credits
THE NEW CURRENCY: AGENTFORCE AND
DATA CLOUD RUN ON THEM

READ THIS FIRST
A SELA is the most comfortable contract in enterprise software right now, and the most dangerous one at renewal. For the term,
it is all-you-can-eat: broad product access, committed spend, no meter running. Then the term ends, Salesforce measures what
you deployed while the meter was off, and the renewal quote prices that deployment as if every org, every sandbox experiment,
and every enthusiastic rollout was a deliberate purchase. That is the cliff, and in 25 years across the table I have watched it add
30 to 60% to renewals whose owners thought they were negotiating a formality.

The 2027 cycle adds a second storyline: the paper itself is changing shape. Salesforce is rebuilding its commercial model around
agents and consumption: Agentforce priced in actions and flexible credits rather than seats, Data Cloud metered in credits that
drain faster than anyone models, headless and API-driven architectures that break the historical link between users and licenses,
and the platform itself repackaged around the agent story. Every one of those changes cuts both ways. Handled passively, they
are how your renewal grows a consumption tail nobody approved. Handled deliberately, they are the strongest set of levers a
Salesforce customer has held in a decade, because Salesforce needs agent adoption logos in 2027 more than it needs your uplift.
This playbook is how you handle them deliberately. No theory. Numbers, dates, scripts, and checklists.

1. WHAT CHANGED SINCE YOU SIGNED
Agentforce arrived, and its pricing is a moving target. Launched per-conversation, then repriced into flexible credits
measured in actions, with editions and bundles evolving quarter by quarter, including headless agents invoked purely through
APIs with no human in the loop. The instability is your friend at negotiation time: nobody can tell you with a straight face
what the market rate will be in 18 months, which is exactly why every Agentforce commitment needs pilot structures, rate
locks, and exit points rather than faith.

Data Cloud became the gravity well. The agent story runs on unified data, so Data Cloud is attached to everything, priced in
consumption credits across ingestion, unification, queries, and activations. Credit burn is notoriously hard to forecast and easy
to accelerate. A Data Cloud line entering your SELA renewal without usage evidence and cost controls is a blank check with a
logo on it.

The platform got repackaged around the agent narrative. The Customer 360 framing has been rebuilt around Agentforce-era
branding and editions, with AI content distributed across tiers. Expect your renewal to arrive in new packaging with new
names for things you already own. Renaming is a commercial event: your discounts, definitions, and protections attach to the
new paper explicitly, or the renewal happens on constructs you can map to your current entitlements.

Seats stopped being the whole story. Headless commerce and service architectures, integration users, external users on
portal-style licenses, and now API-invoked agents all mean work gets done in Salesforce without a full seat attached.
Salesforce's answer is consumption pricing; your opportunity is a license architecture where every human and machine
touches the platform on the cheapest compliant license type, not the historical default.

The uplift regime hardened. List increases have landed across the portfolio, and the standard renewal posture starts near a
seven percent uplift unless your paper says otherwise. On a SELA-sized number, the difference between the default uplift and
a negotiated cap compounds into millions across one term.
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Their calendar still ends 31 January. Salesforce closes its fiscal year at the end of January, with quarter ends in April, July, and
October. The renewal machine is most generous in December and January. Build the process to conclude there, on your page.

2. THE RENEWAL RUNWAY

A SELA renewal needs more runway than any other SaaS negotiation, because the first three months are spent discovering what
you actually deployed. The dates below assume a renewal expiring 31 January 2027; shift to yours and keep the spacing.

The rule underneath the dates: the usage census cannot be delegated to Salesforce. Their account team will offer to run it, arrive
with adoption dashboards, and the output will be a business case for more. The census that protects you runs on your own
admin data, your own definitions of active, and your own view of need.

2A. THE FIRST 90 DAYS: THE TASK LIST

# TASK OWNER OUTPUT

1 Contract archaeology: the SELA order form, product terms,
every side letter, renewal and uplift language, and any cap or
swap right you already hold

Procurement + Legal Clause map

2 Full license census across every production org: licenses
assigned vs active in the last 90 days, per product and edition

Salesforce admin team Usage truth

3 Map permission sets and profiles against license types: who
could run on a cheaper license than the one assigned

License analyst Downgrade map

4 Inventory the integration landscape: every API consumer,
integration user, and headless touchpoint, and the license
each runs on today

Architecture team Machine-access map

5 Pull Agentforce usage if piloted: conversations, actions, credit
burn per use case, and the seat work it demonstrably replaced

AI program owner Agent evidence

6 Pull Data Cloud consumption: credits burned by category,
trend line, and the use cases driving it

Data team Credit evidence

7 Reconcile add-ons riding the SELA: sandboxes, Shield, Tableau,
Slack, MuleSoft, marketing volumes, against actual use

IT + Procurement Removal list

8 Price the support plan: success plan tier, its percentage basis,
and what was actually consumed from it

Procurement Support position

9 Commission the benchmark: effective rates per SKU and per
credit on comparable enterprise deals and renewals

Procurement Market targets

10 Model the a la carte alternative: the shrunk, per-SKU version
of your estate with protections, as the priced exit ramp from
the SELA

Procurement + IT The alternative

11 Name the team, the sponsor, and the one-voice rule; brief
executives on the Salesforce executive engagement play

CIO / CFO Governance set

12 Open the renewal file: every quote version, dashboard, and
verbal commitment logged from day one

Lead negotiator The record

T-18 (JUL 25)
Usage census starts:
every org, license,

permission set, and
integration mapped

T-14 (NOV 25)
Cliff math done:

deployed vs active vs
needed, priced at your

rates

T-11 (FEB 26)
Target BOM built: seats,

platform, credits;
Agentforce and Data
Cloud positions set

T-8 (MAY 26)
Benchmark completed;

SELA vs a la carte
decision made; anchor

sent in writing

T-4 (SEP 26)
Negotiation rounds;
every consumption
commitment priced

against evidence

T-0 (DEC 26 TO JAN
27)

Endgame into Salesforce
year end; caps and

credits close; signature
by 31 January
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3. BUILD THE POSITION: THE FIVE WORKSTREAMS

3.1 The cliff math: deployed is not needed

The cliff, worked. Illustrative SELA at $10M a year. During the term, teams deployed freely: at list, the deployed estate now prices
near $27M. Salesforce's renewal frame starts from deployed, applies a partnership discount, and lands at $16M: presented as
generosity, it is a 60% uplift. The census tells a different story: of the deployed estate, active-in-90-days usage supports about $11M
at your current effective rates, and the genuinely needed footprint, after downgrades and removals, prices at $9.2M. That is your
walk-in number, evidenced line by line. The distance between $9.2M and $16M is not a negotiation gap; it is two different definitions
of what you bought, and the side with the data wins the definition.

3.2 Agentforce: buy the evidence, not the narrative

Whatever your AI ambitions, the 2027 negotiation posture is identical: commitments follow evidence. If you piloted, the pilot's
own numbers (actions consumed, cost per resolved case, seat work actually displaced) size the commitment, at a locked credit
rate, with rollover for what goes unused and exit points at anniversary. If you have not piloted, the willingness to pilot is
currency: a defined use case, a capped credit pool, success criteria in writing, and pricing that survives into scale if it works. And
if Salesforce argues agents will reduce your seat needs, put that in the deal: seat reduction rights tied to agent adoption, so the
economics they pitch are the economics you sign. Headless agents deserve one extra clause: API-invoked agent consumption is
metered where humans never see it, so telemetry access and spend alerts are contract terms, not dashboard promises.

3.3 Data Cloud: credits with a governor
Commit to the demonstrated burn rate plus funded, scheduled use cases, nothing else. Lock the credit rate and its renewal
treatment, secure rollover or conversion for unused credits, and demand consumption transparency: real-time usage reporting,
configurable alerts, and a defined process before any overage bills. The pattern to refuse is the starter pool that quietly becomes
a dependency and returns at renewal as an uncapped line. Data Cloud may well be strategic for you; strategic is precisely the
reason to control its meter.

3.4 The headless lever: license the architecture you actually run

Modern estates touch Salesforce through custom front ends, commerce heads, portals, and APIs as much as through the classic
seat. Map every human and machine touchpoint to the cheapest compliant license type: full seats where full capability is used,
platform licenses for narrow internal apps, external-user licensing for customers and partners, integration-user licensing for
system connections, and consumption constructs for agent and API workloads. In most mature estates this re-architecture
defensibly removes 15 to 30% of full-seat cost, and its mere existence, documented and priced, disciplines every seat
conversation in the renewal. Do the mapping with licensing rules in hand: the goal is the cheapest compliant architecture, stated
confidently, not a gray zone Salesforce can audit later.

3.5 SELA again, or a la carte: decide with a pencil
Renewing the SELA construct is a choice, not a default. Price both paths: a renewed SELA at the corrected footprint with caps and
flexibility, versus a shrunk a la carte estate (core clouds per SKU, consumption lines separately, add-ons only where used) with
the same protections. The a la carte model is often cheaper for stabilized estates and always valuable as the credible alternative:
a SELA renewal negotiated with a fully priced exit ramp on the table is a different conversation from one negotiated inside the
SELA's comfort. Let Salesforce win the comparison, if it can, with numbers.

3B. BENCHMARK TARGET RANGES: WHAT PREPARED RENEWALS ACHIEVE

AREA UNPREPARED OUTCOME PREPARED TARGET
PRIMARY
LEVER

Renewal base Priced from deployed estate Priced from active, needed footprint The census,
done first

Effective rates Current rates plus ~7%
uplift

At or below current market benchmark Benchmark
plus the a la
carte ramp

Renewal uplift Default policy applies Capped 0 to 5%, across seats and credits Asked at
close, in
January

Agentforce commitment Narrative-sized credit pool,
rate floating

Evidence-sized, rate locked, rollover and exits Pilot data,
2027 logo
hunger
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AREA UNPREPARED OUTCOME PREPARED TARGET PRIMARY
LEVER

Data Cloud Uncapped consumption tail Burn-rate commitment with governor terms Consumption
evidence

License architecture Full seats by historical
default

15 to 30% of seat cost moved to cheaper compliant types The headless
mapping

Support plan Percentage rides the bigger
number

Tier right-sized, percentage capped or fixed Consumption
record

4. STRATEGY: THE GIVE-GET TABLE

WHAT SALESFORCE WANTS WHAT IT IS WORTH TO
THEM WHAT YOU TAKE IN EXCHANGE

The renewal and its uplift Net revenue retention is
the reported metric

The corrected base, market rates, and the cap. Retention is priced, not
gifted.

Agentforce adoption The company's defining
2027 narrative; field
comp weighted to it

Locked credit economics, rollover, exit points, seat-reduction rights, and
durable concessions on the rest of the paper. The logo is expensive.

Data Cloud growth The consumption engine
behind the agent story

Governor terms, rate locks, and credit flexibility. Consumption
commitments earn discounts elsewhere or they wait.

A multi-year SELA Locked spend, forecast
comfort

Term is currency: deeper rates, harder caps, swap rights, and true-down
points, or the term stays short.

A 31 January signature Fiscal year recognition The final 5 to 10% of everything. December asks close in January.

The AI reference story 2027's most valuable
marketing asset

Never free. A named agent-era reference is a closing concession with a
stated price.

5. TACTICS: THE MOVES AND THE COUNTERS

SALESFORCE'S PLAY WHAT IT SOUNDS LIKE YOUR COUNTER

The cliff quote "The renewal reflects the value you deployed
under the agreement."

Deployment under all-you-can-eat is not a purchase
decision. Table the census: active, needed, and
priced. The renewal base is the footprint, not the
buffet history.

The adoption dashboard An account review showing enthusiastic usage
everywhere, as renewal evidence.

Their dashboards measure logins and clicks; your
census measures need at line level. Thank them, and
negotiate from yours.

The dependency bundle "Agentforce needs Data Cloud; the platform
edition includes both; it prices better
together."

Unbundle. Each element is priced alone against
evidence, then any package must beat the sum of its
parts on your usage, not on the brochure's.

The uplift as policy "Seven percent is standard on renewal." Policies are opening positions with better fonts. Your
paper, your benchmark, and their January decide the
number, and prepared buyers sign caps well below
policy.

The seeded freebie Free credits, included agents, promotional
pools that expire into paid lines.

Free is fine with terms: what it converts to, at what
rate, with what notice, in writing. An unpriced
freebie is a renewal hostage on a delay timer.

The repackaged edition "Your current editions are legacy; the renewal
moves you to the new packaging."

Map every new construct to current entitlements
and rates before discussing it. Protections and
discounts carry into the new paper in writing, or the
legacy paper renews.

Three lines worth using verbatim at the table:
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"We are not renewing what was deployed. We are renewing what is used and needed, and here it is, line by line, at the rates the
market pays."

"We will commit to Agentforce exactly as far as its own numbers carry it. Lock the rate, let unused credits roll, give us the exit at
anniversary, and the pilot becomes a program."

"We can sign in January. The page in front of you has the footprint, the rates, and the caps. It has not changed since September, and it
is signable today."

6. THE CONCESSIONS CHECKLIST: WHAT A GOOD 2027 RENEWAL CONTAINS

CONCESSION THE ASK WHY IT MATTERS NEXT TERM

Corrected renewal base The footprint reset to active, needed usage, stated in
the order form

Every future renewal compounds from
this baseline.

Renewal cap, everywhere 0 to 5% cap covering seats, platform, credits, and
support, for this term and the next renewal

A cap that excludes consumption is a
cap in name only by 2029.

Credit rate locks and rollover Agentforce and Data Cloud credit rates fixed for the
term; unused credits roll or convert

Consumption pricing is being rewritten
yearly; your rate should not be.

Agent exit and seat-reduction
rights

Anniversary exit points on agent commitments;
contractual right to reduce seats as agent adoption
displaces work

Signs the economics of the pitch, not
just its optimism.

Consumption governor Real-time usage telemetry, configurable alerts, and a
written process before overage billing

Headless and agent consumption
spends money no human watches.

Swap rights Exchange a defined value between products and license
types at anniversary

The estate will not match today's
guess; the contract should follow it.

The a la carte ramp Per-SKU pricing with current discounts documented
now, as the priced exit from the SELA construct

The exit ramp is renewal leverage
forever; unpriced, it is a threat
Salesforce ignores.

Support plan terms Success plan tier right-sized; percentage basis capped
or converted to fixed fee

Percentages ride every dollar you add;
caps do not.

Protection portability Every negotiated term survives edition changes,
repackaging, and successor constructs

Your protections must outlive the
branding cycle.

Integration and headless
entitlements

Integration users, API capacity, and external-user
licensing confirmed at contracted rates

The machine-access layer is where
quiet repricing happens.

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

Corporate change should move
licenses, not reprice the agreement.

Price hold on growth Added seats, products, and credits at the renewed
discount for the full term

Growth at list is the uplift nobody
approved.

6A. WHAT THE ENDGAME LOOKS LIKE: A WORKED DEAL SHAPE
An illustrative $10M-a-year SELA renewing at Salesforce's year end. Numbers rounded for structure rather than quotation:

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

Renewal
base

$16M from deployed estate, "discounted" $9.2M active, needed footprint The census
and the cliff
math

License
architecture

Full seats carried by default ~20% of seat cost moved to platform, external, and integration types The headless
mapping

Agentforce Large credit pool "aligned to the vision" Evidence-sized pool, locked rate, rollover, anniversary exits Pilot data,
logo priced

Confidential | Vendor Benchmark LLC | Salesforce SELA Renewal 2027 Page 5



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

Data Cloud Open consumption line Burn-rate commitment with governor terms Consumption
evidence

Caps and
next term

~7% policy uplift, next renewal open 4% cap on everything, discounts locked, a la carte ramp documented Asked in
November,
closed in
January

Net effect ~60% uplift dressed as partnership Run rate near flat, AI funded from removed waste, future capped Eighteen
months of
preparation

7. THE MISTAKES THAT COST MILLIONS

Letting Salesforce run the usage analysis. The adoption dashboard is a sales document. The census that protects you runs on
your data and your definition of active.

Negotiating from the deployed estate. Under all-you-can-eat, deployment measured enthusiasm, not demand. Concede the
base and every later discount is decoration.

Committing to consumption on narrative. Credit pools sized to vision statements are the shelfware of the agent era, with a
meter attached.

Accepting a floating credit rate. Consumption pricing is being repriced continuously. A commitment without a rate lock is a
number without a meaning.

Ignoring the machine layer. Integration users, APIs, and headless agents spend real money in places nobody's dashboard
shows. Map it, license it deliberately, and put telemetry in the contract.

Renewing the SELA because a SELA is what you have. The construct is a choice. Price the a la carte ramp every cycle, and
make Salesforce beat it.

Taking freebies without conversion terms. Seeded credits and included agents are renewal lines in larval form. Price the
conversion on day one.

Missing 31 January. The identical deal costs more in March. If January is impossible, target a quarter end and hold the same
discipline.

THE FINAL WORD
Salesforce built the friendliest sales machine in software: the dashboards glow, the executives visit, and the all-you-can-eat years
feel like partnership. Then the renewal quote arrives and measures the feast. None of that is malice; it is the model, and the
model is beatable by exactly one thing: a customer who counted. Count the licenses, count the actions, count the credits, count
the machines. Start at T-18, price the exit ramp, buy the agent story only as far as its own evidence carries it, cap everything that
grows, and sign in January on the footprint you proved. The 2027 renewal will reward the best-prepared Salesforce customers in
a decade, and it will finance the celebration entirely from the unprepared ones.

Where benchmarking fits. Every tactic in this playbook sharpens against one input: the effective rates per seat, per SKU, and
per credit that comparable enterprises are signing right now, on renewals and new deals. The target rates, the realistic cap,
the credible ramp: all of it is benchmark data applied at the right moment. Bring the market's numbers to the table, and
Salesforce negotiates against the market instead of against your deployment history.

Prepared by Vendor Benchmark LLC. Figures marked illustrative are for calculation structure; verify current edition contents, credit mechanics, and
uplift terms against the paper in your own agreement and proposal. This document is general negotiation guidance, not legal advice.
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