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T-18 to 24 2x to 10x

THE RUNWAY: LEVERAGE IS ARCHITECTURAL, LIKE REPORTED RENEWAL INCREASES ACROSS THE
BROADCOM CUSTOMER BASE

PE owned

THE COUNTERPARTY'S MATH IS ARR AND
MARGIN, NOT MARKET SHARE

CCU vs named Real horses
THE USER DEFINITION WORTH SIX FIGURES AT VDI ALTERNATIVES ARE MATURE: THE EXIT HERE
EVERY RENEWAL IS CREDIBLE

Platform license

THE ALL-YOU-CAN-EAT BUNDLE, MINIMUMS
ATTACHED

READ THIS FIRST

Before Broadcom made the model famous, Citrix ran it. Taken private in 2022 and merged into Cloud Software Group, Citrix executed the original post-
acquisition squeeze: perpetual licensing ended, flexible terms eliminated, the partner ecosystem cut down, the customer base segmented into a direct-
served top tier and a partner-served remainder, and renewal pricing reset upward, in the well-documented cases by multiples rather than percentages.
The instrument that followed is the platform license: an all-you-can-eat, per-user bundle of the entire portfolio, minimum commitments attached,
presented at renewal as the simplification that conveniently costs more than what it replaces. If you have read this library's Broadcom playbook, you know
this counterparty's genus. This is the species that evolved first.

Two things distinguish the Citrix version, and both favor the prepared buyer. First, the ownership: a private equity holder's math is locked annual recurring
revenue and margin on the way to an exit, which makes this counterparty unusually willing to trade real discounts for multi-year locked commitments,
and unusually indifferent to the churn of customers who leave. Read that honestly: your relationship history is worth nothing, and your signature on
locked ARR is worth a great deal. Second, the alternatives: unlike server virtualization, the VDI and application delivery market has mature second horses,
and thousands of enterprises have already ridden them out. The exit here is not a bluff to construct; it is a project to cost. Which makes the Citrix
negotiation the Broadcom structure with better exits: an architectural runway, a three-path decision, a definitional fight worth six figures, and a calendar
that matters less than the credibility of your alternatives. No theory. Counts, definitions, dates, scripts, and checklists.

1. WHAT CHANGED SINCE YOU SIGNED

¢ The commercial model was rebuilt for the owner. Perpetual sales ended, maintenance-only positions are pushed to subscription, monthly and flexible
terms disappeared, and multi-year subscriptions became the default ask. Every change points the same direction: predictable, locked, growing ARR,
because that is what the ownership is building toward its exit. Negotiate with the owner's math in view, not the vendor's brochure.

¢ The base was segmented, and your segment sets your treatment. A top tier of accounts is served direct with negotiation attention; the remainder was
pushed to partners and distributors, where list-price renewals and take-it-or-leave-it quotes are common. Know which side of the line you sit on before
planning, because the tactics differ: direct accounts negotiate terms; partner-served accounts negotiate mostly through credible exit motion and
whatever competition between resellers can be created.

¢ The platform license became the renewal destination. The portfolio-wide, per-user bundle, virtualization, DaaS, NetScaler, and the rest, is pushed
hard at renewal as the successor to component subscriptions, with minimum user commitments and multi-year terms. It is this counterparty's version
of the all-you-can-eat instrument, and the library's standing rule applies: the bundle is priced against the components you actually use, never against
the anxiety of the renewal deadline.

¢ NetScaler was repriced as its own event. Application delivery moved to pooled, capacity-based subscription models with substantial increases of their
own, and it frequently hides inside the Citrix conversation as a line nobody owns. Separate it: its usage, its alternatives, and its pricing deserve their
own workstream, because its competitive market is real and its switching profile differs completely from VDI.

¢ Compliance moved into the renewal. Usage verification, true-ups against named-versus-concurrent definitions, and maintenance-expiry repurchase
positions increasingly arrive attached to renewal quotes. The standing rule of this library applies: whoever measures first frames the renewal, so your
census precedes their verification, and any findings settle inside the deal, never standalone.

¢ The calendar matters less here. A private company's quarter ends still move its sales team, and year-end pressure exists, but the Broadcom lesson
transfers: this counterparty does not soften much for a date. Leverage is architectural: the credibility of your migration, the honesty of your usage
numbers, and the visibility of your alternatives.

2. THE RUNWAY: EIGHTEEN TO TWENTY-FOUR MONTHS

(o] o o o (o] (o]
T-24 T-20 T-16 T-12 T-6 T-0
Contract archaeology: The censuses: users named vs ~ The three paths costed: stay,  The chosen path funded and Benchmark done; written Endgame: the term signed on
entitlements, definitions, concurrent peak, workloads, shrink and stay, or exit, per started: migrations are anchor with counts, your census and your paths,
maintenance positions, dates, NetScaler capacity workload tier leverage only once they move  definitions, and caps; rounds  whatever the quote assumed
segment begin
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The Broadcom rule transfers verbatim: this runway is long because the leverage is architectural, and a migration that exists only as a slide is priced by this
counterparty at zero. The workloads that can move must be visibly moving by T-12, because the quote you receive will be calibrated to what they believe
you can actually do without them.

2A. THE FIRST 90 DAYS: THE TASK LIST

# TASK OWNER OUTPUT

1 Contract archaeology: every Citrix, NetScaler, and CSG entitlement, its Procurement + Legal Entitlement map
metric and definitions, maintenance status, term dates, and auto-renewal
mechanics

2 Segment identification: direct account or partner-served, who holds the Procurement Channel position

paper, and which resellers can be put in competition

3 User census: named users provisioned vs actually active, and true Citrix admins The definitional truth
concurrent peaks measured over a representative period

4 Workload census: every application and desktop delivered, tiered by EUC team The migration tiers
complexity: simple published apps, standard desktops, and the genuinely
hard cases

5 NetScaler census: instances, actual throughput and feature usage vs Network team ADC truth

licensed capacity, and the cases that are really just load balancing

6 The three paths costed per tier: stay on components, the platform license, IT + Finance The path model
and the exit alternatives, over three years, honestly

7 Alternative validation: the mature VDI and Daa$ options piloted against EUC + Network Proven horses
your simple and standard tiers; ADC alternatives against the plain load-
balancing cases

8 Compliance self-audit: your position against the actual definitions, before License analyst Clean baseline
any verification letter frames it for you

9 Commission the benchmark: effective per-user and capacity rates, platform  Procurement Market targets
license terms, and increase multiples comparable enterprises absorbed or
escaped

10 Executive alignment: the paths, the funding ask, and the instruction that ClO/CFO Mandate and silence

nobody signals desperation or timeline to the vendor

11 Auto-renewal and notice control: calendar every notice window; nothing Procurement Date control
renews by default during the program

12 Open the file: every quote, increase, verification request, and verbal Lead negotiator The record
position logged from day one

3. BUILD THE POSITION: THE FIVE WORKSTREAMS

3.1 The definitional census: concurrent truth against named sprawl

The definition math, worked. lllustrative estate: 8,000 named users provisioned in a Citrix environment renewing at a quoted platform license rate that triples
the current spend. The census tells a different story: 5,200 users active in the last quarter, and a measured concurrent peak of 3,100. Three numbers, three
completely different bills. Cleaning provisioning sprawl brings the named count to 5,200 before any negotiation; where concurrent licensing exists in the
entitlements or can be negotiated, the licensable number approaches the 3,100 peak; and the delta between 8,000 named at the quoted rate and the defensible
census figure is routinely the largest single line in the whole renewal, worth more than any discount on the table. The sequencing rule from every census in this
library applies with extra force here, because verification-at-renewal is now part of the vendor's motion: measure first, clean first, and arrive with the definitional
truth documented, or their true-up arithmetic becomes the baseline you negotiate down from.

3.2 The platform license: price the bundle against your components

The all-you-can-eat instrument is evaluated the way this library always evaluates one: against the components you actually use, at your actual counts,
over the full term including the minimums. For estates genuinely consuming the breadth, the bundle can price acceptably, and its simplification is worth
something real. For the typical estate, the platform license quote bundles NetScaler capacity you do not use, products you never deployed, and a
minimum commitment above your cleaned census, priced above your component renewal. Build both columns, put them side by side, and make the
bundle earn its premium or lose to the components. And if the answer is the bundle, the concessions checklist applies in full: minimums at the census,
definitions fixed, caps written, and the components' pricing preserved as the documented fallback.

3.3 The three paths: and the split is usually the answer

Cost the stay, the shrink-and-stay, and the exit, per workload tier, because the tiers are where this negotiation is won. The simple tier, published
applications and standard desktops, moves to the mature alternatives with the least effort and the most credibility; the hard tier, the complex peripherals,
the latency-sensitive cases, the deeply integrated workflows, is where Citrix genuinely earns its keep. The strongest position at this table is almost always
the split: the simple tier visibly migrating, the hard tier staying on a shrunken, well-priced Citrix footprint, and the vendor negotiating to keep the
remainder rather than to expand the whole. A shrinking footprint negotiated from motion beats a full renewal negotiated from dependence, every time,
with every post-PE counterparty.
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3.4 NetScaler: the separate negotiation hiding inside this one

Pull application delivery out into its own workstream: census the actual throughput and features against licensed capacity, identify the instances doing
plain load balancing that commodity and cloud-native alternatives handle, and reprice or migrate those while keeping the genuinely advanced use where
it belongs. NetScaler's competitive market is real and its switching costs are measured in weeks per instance, not years per estate, which makes it the
fastest credibility you can build: a completed ADC migration of the simple tier, documented, changes the tone of the entire Citrix conversation.

3.5 The owner's trade: sell ARR lock, buy protection

The one genuine generosity in this counterparty's model: locked, multi-year, predictable revenue is what the ownership is building, and it will pay for it. If
the path model lands you staying on a meaningful footprint, trade the thing they want most, term and commitment, for everything this library prices term
against: the deepest rates, hard caps on every renewal within and after the term, definitions and counts fixed in the paper, reduction rights at
anniversaries for the migrating tiers, and protections that survive any further restructuring, rebranding, or resale of the portfolio, which under this
ownership is not a hypothetical. Never give the lock for a discount alone; the discount is the entry price, and the protections are the deal.

3C. READING THE OWNER: THE PRIVATE EQUITY MATH, DECODED

Every counterparty in this library negotiates from its business model; this one negotiates from its ownership's. A private equity holder is building a
company for an exit, and the exit is priced on locked recurring revenue, margin, and growth durability. Read the negotiation through that lens and its
strange behaviors become a map:

WHAT THE OWNER'S MATH VALUES HOW IT SHOWS UP AT YOUR TABLE WHAT IT MAKES TRADABLE FOR YOU

Locked, multi-year ARR Multi-year subscriptions pushed as the default; The genuine discount lever in the model. Term and

monthly and flexible terms extinct; early-renewal
offers appearing unprompted

Revenue per retained account The reset itself: fewer customers paying more is an

acceptable, even intended, outcome

Margin and cost of sale The segmentation: expensive-to-serve accounts

pushed to partners; negotiation attention rationed

Churn tolerance The indifference posture: credible departures
accepted without counteroffers that older vendors

would have made

Exit-horizon optics Aversion to anything that dents the growth story in a
sale process: public disputes, reference losses, visible

logo flight

Portfolio optionality Restructurings, rebrands, divestitures, and further

deals arriving without notice

commitment buy real rate movement, and everything in the
checklist, if you demand it as the price.

Volume sentiment is worthless; per-account economics are
everything. Your negotiation must make your retained revenue
attractive at your price, not theirs.

Low-friction certainty has value: a clean, early, well-
documented close costs them nothing to win, and that
efficiency is quietly priceable.

Bluffs are worthless here, which is why this playbook builds real
ones. Only funded, moving alternatives register as risk to the
ARR line.

Quiet leverage: large-account departures and reference value
carry weight beyond their revenue, particularly as any
transaction window approaches.

The portability clause stops being boilerplate: your rates and
protections must survive whatever the portfolio becomes next.

The practical summary: this counterparty will not be charmed, rushed by its own quarter, or moved by history, but it can be traded with, precisely and
unsentimentally, in the two currencies its owner counts: locked revenue and effortless certainty. Sell those, at your price, with the protections attached,
and the model that reset your renewal becomes the model that caps the next one.

3B. BENCHMARK TARGET RANGES: WHAT PREPARED BUYERS ACHIEVE

PRIMARY
LEVER

UNPREPARED OUTCOME

PREPARED TARGET

Architectural
leverage,
built early

The renewal increase The reset absorbed, sometimes at Contained to the census, the paths, and the benchmark

multiples

Licensable count Cleaned census; concurrent truth where the paper allows The
definitional
census at T-
20

Named sprawl, quoted as
provisioned

The two-
column
model

The platform license Accepted as the renewal's default Beaten by components, or earned at census minimums with caps

NetScaler Renewed inside the bundle, Right-sized; simple tier migrated or repriced against real competition The

capacity unexamined separate
workstream
Term structure Multi-year lock for a discount alone Lock traded for caps, fixed definitions, and reduction rights The owner's
trade
Compliance posture Their verification frames the Self-audited baseline; findings settle inside the deal Measured
renewal first
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4. STRATEGY: THE GIVE-GET TABLE

WHAT CSG WANTS

Locked multi-year ARR

The platform license adoption

The full-estate renewal

A quiet, early close

Verification cooperation

The reference logo

WHAT IT IS WORTH TO

WHAT YOU TAKE IN EXCHANGE

THEM

The exit-math currency of the
ownership

Portfolio-wide revenue per
user, minimums attached

Every user, every product, no
shrinkage

Renewal certainty without

competitive exposure are proven.

True-up revenue attached to
the renewal

Scarce, in this era of the
customer base

5. TACTICS: THE MOVES AND THE COUNTERS

CSG'S PLAY

WHAT IT SOUNDS LIKE

YOUR COUNTER

The deepest rates, hard caps, fixed definitions, and reduction rights. The lock is the
most valuable thing you can sign; price it like it.

Signed only if it beats the components at census counts, with minimums at the census
and the component fallback documented.

The split: the hard tier renewed well, the simple tier's migration acknowledged in the
price rather than punished by it.

Certainty is sold, never given: early signature trades for terms, and only once the paths

Your census, your definitions defended, and any genuine findings settled inside the
close with a release.

Never free, and in this market, unusually expensive. A named reference under this
ownership is a premium concession.

The reset as policy

The platform simplification

The named sprawl quote

The take-it-or-leave-it (partner tier)

The maintenance trap

The indifference posture

"This reflects our current commercial model; prior
pricing is no longer available."

"The platform license replaces your components and
simplifies everything."

A renewal priced on provisioned users, verification
language attached.

A list-price quote through a reseller, no negotiation
offered.

"Expired maintenance requires repurchase at current
subscription pricing."

A negotiation style that signals your departure is
acceptable.

Three lines worth using verbatim at the table:

this draft."

Policy meets architecture: the census, the path model, and the
moving migrations are also policy. The quote negotiates against

them or against your exit.

The two-column model answers it: the bundle earns its

premium at census counts or loses to the components it claims

to simplify.

The cleaned census and the measured concurrency,

documented before their letter existed. The definitional truth is

the baseline, and findings settle inside the deal.

Resellers compete even when the vendor will not: multiple
partners quoted, and the exit motion visible, because in this
segment the credible alternative is most of the leverage that

exists.

The entitlement map and the path model answer it: what is

genuinely owed, what the alternatives cost, and which
workloads simply leave instead of repurchasing.

Often true, which is why the counters here are never

emotional: the split estate, the moving migrations, and the
locked-ARR trade are the only languages this counterparty is

paid to hear.

"The platform license is on the table next to our component pricing at the same counts. It wins on this page or it does not win."

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

CONCESSION

The census as the count

Definitions fixed

Renewal caps

Reduction rights

Platform license minimums (if taken)

THE ASK

Licensed quantities set to the cleaned census, definitions stated, in

the order form

Named, concurrent, and device terms defined precisely, with the

measurement method agreed

Hard caps on every line for the term and the first renewal after it

Counts reduce at anniversaries as migrating tiers leave, without

repricing the remainder

Minimum commitments at the census, not above it, with the

component fallback priced in the file
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WHY IT MATTERS NEXT CYCLE

from.

tolerated.

above your appetite.

"We are licensing the census, under the definitions in our agreement: here are the counts, measured and documented. The quote re-bases from these numbers."

"We are prepared to lock a multi-year commitment on the retained estate. What that buys is the rates, the caps, the fixed definitions, and the reduction rights in

The baseline every future quote compounds

The six-figure ambiguity, closed in writing.

The reset you just survived meets a ceiling.

The split strategy must be contractual, not

An all-you-can-eat instrument never starts
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CONCESSION THE ASK WHY IT MATTERS NEXT CYCLE

NetScaler right-sizing Capacity licensed to measured need, with re-tier rights at Ends the bundled-capacity subsidy.
anniversaries

Compliance closure Any verification findings settled inside the close, with a written The renewal and the audit are one negotiation,
release for the period settled once.

Restructuring portability Rates, definitions, and protections survive rebranding, portfolio Under this ownership, the portfolio's future is
moves, and any resale of the business genuinely uncertain; your terms must not be.

Price hold on growth Added users and capacity at contracted rates for the full term Growth at the reset's list is the increase

nobody approved.

Notice and auto-renewal control Auto-renewal removed or gated on written consent; notice Nothing in this relationship should ever
windows in your calendar happen by default again.

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

Exit and transition terms Data, image, and configuration portability, plus cooperation duties The credible exit is the entire leverage model;
at end of term keep it contractually alive.

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

The illustrative 8,000-named-user estate from Section 3.1, facing a platform license quote at triple the current spend. Numbers rounded for structure
rather than quotation:

WALK-IN (CSG'S FRAME) SIGNED (PREPARED BUYER)

The count 8,000 named users as provisioned 5,200 cleaned census; concurrency documented at 3,100 The
definitional
census at T-
20

The Platform license, minimums above the census = Components for the retained estate; the bundle declined on the two-column math The model,
instrument in the room

The estate  Full renewal, everything stays The split: hard tier renewed for 3 years; simple tier migrating on schedule, with reduction rights = The three
paths,
funded at T-
12

NetScaler Bundled capacity, renewed as licensed Right-sized to measured throughput; plain load balancing migrated The
separate
workstream

Protection  The reset, repeatable at will Caps, fixed definitions, portability, and no auto-renewal The ARR
lock, traded
properly

Net effect Triple the spend for the same estate Modest increase on a smaller, better-defined footprint, futures protected Twenty-four
months of
architecture

7. THE MISTAKES THAT COST MILLIONS
¢ Negotiating the reset conversationally. This counterparty's model does not respond to relationship, history, or outrage. It responds to censuses,
moving migrations, and locked ARR. Bring those.

e Renewing the provisioned number. Named sprawl is the quietest overpayment in the estate, and under verification-at-renewal it becomes the
vendor's baseline. Clean first, measure concurrency, document both.

¢ Accepting the platform license by default. The bundle is a proposal, not a successor. It beats the components on paper at your counts, or it is declined
on the same paper.

¢ Leaving NetScaler inside the pile. The fastest real leverage in the account, unbuilt because nobody owned the line.
¢ Presenting a slideware exit. A migration that is not funded and moving is priced at zero, here as at Broadcom. Motion, not intention, moves quotes.

¢ Selling the ARR lock for a discount alone. The lock is the single thing the ownership values; trading it without caps, definitions, reduction rights, and
portability wastes the only great card in your hand.

e Letting anything auto-renew. Default renewals under a reset-pricing regime are how estates triple in cost without a meeting. Calendar the notices;
gate the defaults.

¢ Ignoring your segment. Direct accounts and partner-served accounts play different games. Planning the wrong one wastes the runway.
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| THE FINAL WORD

Citrix wrote the modern squeeze before it had a famous name: buy the installed base, reset the prices, bundle the portfolio, and let dependence do the
negotiating. The answer is the same one this library gives Broadcom, with better exits attached: build the leverage in architecture, because that is the only
language the model hears. Count what is real, in the definitions that matter. Tier the workloads and put the movable ones visibly in motion. Pull NetScaler
out and win it separately. Price the platform license against the components without sentiment, and if you stay, sell the multi-year lock the ownership
craves for every protection this playbook lists. The squeeze works on estates that wake up at the renewal. It has never worked well on a buyer with
twenty-four months, a census, and two funded paths out the door.

Where benchmarking fits. Every tactic in this playbook sharpens against one input: the effective rates, increase multiples, platform license terms, and
caps that comparable enterprises actually signed or escaped under this ownership. The realistic containment number, the credible bundle price, the
market's terms for locked ARR: all of it is benchmark data applied at the right moment. Bring the market's numbers to the table, and CSG negotiates
against the market instead of against your dependence.

Prepared by Vendor Benchmark LLC. Figures marked illustrative are for calculation structure; verify current packaging, program mechanics, and your segment's channel
position against your own agreements and quotes. This document is general negotiation guidance, not legal advice.
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