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ECOSYSTEM CONTEXT

The Structural Trade-Off Between

Clarity and Flexibility in Work Software

We analyzed the work-management and collaboration software category, where
platforms have split into three competing strategies: winning on predefined clarity,
winning on default bundling, or winning on how much of a business's work they can

absorb into a configurable system. Here is how this structural bottleneck, Flexibility

Debt, creates a cost that surfaces at the exact moment a buyer tries to act.

Mo strategy offers both.
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The Clarity—Flexibility Divide

In the category's earlier phase, most players competed on the same narrow promise: a
team could organise work reliably, and understand what they were buying within
seconds. Specialist tools preserved this clarity deliberately: a recognizable job, a
single clear workflow, minimal translation required between the customer's need and the

product.

That single-promise category has since split in three directions.
e One group of players held onto clarity as their core strategy, staying narrow

enough that a first-time buyer can self-identify the product without guidance.



A second group, the bundled suites, expanded outward by embedding work tools
into platforms buyers already own, accepting that their value is inherited rather
than chosen.

A third group, including flexible all-in-one platforms like Notion, expanded
outward into notes, docs, wikis, databases, templates, Al, and projects. This
expansion built real competitive breadth, but it also multiplied the number of
decisions a buyer must make before finding their entry point, a cost the

clarity-first players never took on.

Reasons:

Some players preserved a narrow, easily-understood product surface to protect
against choice overload, accepting a ceiling on how much of the business's work
stack they could ever capture.

Other players expanded into full-suite collaboration infrastructure to capture more
of the customer lifecycle through bundling, accepting that their value would be
inherited by default rather than actively chosen.

A third group expanded into flexible, all-purpose work systems to capture more of
the customer's workflow through configurability, accepting that breadth adds

interpretation cost for the buyer.

The three strategies now coexist in the same category, serving the same buyers at

different moments:

A business may want clarity for its first project,
A default for its core communication, and

Flexibility once it scales.

No strategy has produced a platform that offers both instant clarity and full flexibility

within the same buying journey.

Obvious Bottlenecks for Flexible Players in This Category

A first-time buyer arrives with an outcome in mind, not a product vocabulary, and
flexible platforms ask that buyer to translate their own need into unfamiliar

terminology before they can act.



e A buyer evaluating a flexible platform is often shown a partial description of what
is available and must independently assemble the full scope of products and
services across separate pages.

e The more flexible a platform becomes relative to its clarity-first competitors, the

more the burden of interpretation shifts from the platform onto the customer.
Net Result:

Flexibility and clarity behave as a trade-off, not a spectrum a platform can occupy fully
at both ends. A platform that wins the flexibility strategy inherits a corresponding
translation burden that its clarity-first competitors never have to solve, and that burden
becomes the customer's problem unless the platform builds a guided route back to

clarity at the point of purchase.



NOTION'S POSITION WITHIN THIS ECOSYSTEM

Notion sits at the center of the dynamic just described. Where the previous section
established a category-wide trade-off between clarity and flexibility, Notion has built its
identity almost entirely on the flexibility end, and now carries the corresponding

translation burden as unresolved Flexibility Debt.

Notion's own navigation confirms this at a structural level. A visitor encounters multiple
systems — Products, Solutions, Templates, Pricing, Enterprise, Al — each asking a
different question rather than one system asking the buyer's actual question first.
Notion's marketing cites 100 million users, more than 30,000 templates, and a product
list spanning Docs, Wikis, Projects, Databases, Forms, Al, Calendar, Chat, and

Teamspaces. That breadth is the asset. It is also the debt.
Reasons

e Notion's homepage and product pages present a catalogue of named capabilities
like Docs, Wikis, Projects, Databases, and Al, with no single recommended
configuration for a first-time buyer's specific job.

e The template marketplace offers 30,000+ templates from 21,000+ creators.
While this gives buyers access to many ready-made options, it also makes
choosing the right starting point more difficult.

e Pricing tiers are framed by audience size (Free, Plus, Business, Enterprise)
rather than by workflow, leaving which plan enables which use case, unclear at

the point of decision.

Obvious Bottlenecks for a Buyer Trying to Evaluate and Purchase the Right
Notion Setup

e Which of the navigation systems (Products, Solutions, Templates, Pricing,
Enterprise, Al is the right starting point for their need.

e Translating a plain objective ("organise my team's projects", "create a company
wiki") into Notion's vocabulary before acting.

e Understanding what a term like Teamspaces, Databases, or Al actually does
without leaving the page.

e Whether to start with a template, a feature page, or a use-case page — and

whether these paths converge or diverge.



Net Result

Notion's flexibility is real and defensible, but converting it into a purchase decision is
currently the customer's job, not the platform's. The same architecture produces two
failure patterns: a scope-assembly failure for the enterprise buyer, and a

vocabulary-translation failure for the first-time buyer. Both are diagnosed next.



DIAGNOSTIC SCOPE

Identifying Critical Customer Touchpoints:

O Mapping the critical decision moments for retail and wholesale buyers.
Competitive Position: Notion vs. ClickUp vs. Google Workspace:

O Comparing the mental model each platform gives a buyer, and how much

decision burden each leaves on them
Mapping Navigation and Template-Driven Routes:

o Tracing the ordered paths a buyer takes through the site and template

marketplace, and where those paths break

Mapping Sales- and Consultant-Driven Routes:

O Evaluating the wholesale path where a human, not the product, carries the

decision burden

Mapping In-Product Routes:

o Assessing whether the product continues the decision path after signup,

or resets it to "figure it out yourself"

Translating Findings into Business Impact:

o Converting the retail and wholesale diagnoses into measurable outcomes



DIAGNOSTIC 1:
IDENTIFYING CRITICAL CUSTOMER TOUCHPOINTS

Mapping the Critical Decision Moments for Retail and Wholesale Buyers

The Moment: A buyer arrives at Notion with a plain objective rather than a fixed
product request. A retail buyer may want to organise projects, keep notes, create a
content calendar, build a personal system, or centralise a small team's work. A
wholesale buyer may want a company knowledge base, a cross-functional operating
system, governed Al search, or a way to reduce work scattered across documents, task

tools, databases, and internal communication.

Notion does not present one purchase route. It presents two distinct decision
environments. The retail buyer can enter through a self-serve system of product pages,
templates, pricing, and sign-up. The wholesale buyer can enter through Enterprise
messaging, security and governance material, self-guided tours, customer stories, and
Contact Sales. The two journeys converge in the same platform, but they begin with

different unresolved questions.

The retail buyer must decide: "What should | build first, and can | do it without becoming
a workspace architect?" The wholesale buyer must decide: "Can this become an
organisation-wide work and knowledge layer, and what would it take to deploy it

safely?"

Notion's public surface makes its capability visible: Docs, Wikis, Projects, Databases,
Forms, Al, Calendar, connections, workflows, templates, teamspaces, and
enterprise controls. Its pricing page positions Free for personal organisation, Plus
for small teams, Business for growing businesses, and Enterprise for scalability,
control, and security. Its Enterprise page positions the product as one connected,
Al-searchable home for company knowledge, projects, workflows, and connected
tools. The diagnostic question is not whether these components exist. It is where,

across the journey, a buyer must convert them into a concrete decision.



Touchpoint 1: Landing Page & First-Contact Messaging

The Moment:

The user lands on stripe.com or runs a parallel evaluation on paypal.com/us/business.

Before scrolling or clicking anything, the user decides within the first few seconds

whether the site is worth exploring further.

What the User Sees:

Notion Click-Up Google
Workspace

Headline Where teams and agents | One Workspace builtto | Grow your business
[Think/Ship/Create/Scale/J | think and work with Workspace
am/Build] together.

Subheadline | Capture context, find ClickUp connects your Get a professional
answers, and automate work, knowledge, and email and premium
tasks with Al built for your [ conversations to Al that | business versions of
team. can find answers, take tools that you already

action, and build know, like Gmail,

alongside you. Calendar, Drive, Docs
and more, with Al in
every plan.

Primary CTA | Get Notion free / Request | Get started. It's FREE! | Start Free Trial
a demo (+ "Free forever. No

credit card." microcopy)




The Notion's headline rotates | ClickUp's headline fixes | Google's headline
Difference | the verb itself two verbs (think and and subheadline both
(Think/Ship/Create/Scale/ | work) and its anchor to tools the
Jam/Build): subheadline explicitly buyer already knows
names three inputs (Gmail, Calendar,
The buyer is shown that (work, knowledge, Drive, Docs) — the
the product's identity is conversations) merging | only one of the three
structurally unfixed, before | into one Al layer — that promises zero
they've chosen what narrower framing than new vocabulary.
they're using it for Notion's open-ended
rotation
Touchpoint 1A: First-Time Buyer Paths
First-time Retail Buyer Enterprise Buyer
What they "l need to organise my work, keep | “We need a connected knowledge, work,
Arrive notes, or stop using five different | and Al layer across the company.”
Needing apps.”
What Notion | Notion presents a catalogue of Notion presents Enterprise messaging,
/ ClickUp / named capabilities—Docs, Wikis, | security/governance material, and Contact
Google Projects, Databases, Al—with no | Sales, without a visible pre-assembled
Workspace visible single recommended configuration.
Presents configuration at this touchpoint.

ClickUp presents one fixed claim
(“built to think and work”) backed
by a specific mental model: tasks,

projects, and sprints.

Google Workspace presents
tools the buyer already recognises
by name: Gmail, Calendar, Drive,

and Docs.

ClickUp presents an Enterprise navigation

item alongside its Sales route.

Google Workspace presents Contact
Sales for organisations above 300 users,
with the value proposition already
anchored to tools the buyer’s IT team

already administers.




specifically should build first.”

ClickUp: “l understand this is for
managing tasks and projects—the
question is whether my work looks
like that.”

Google Workspace: “This is the
paid version of tools | already use

daily.”

Primary Notion’s buyer must decide: Notion’s buyer must decide how to
Decision “Which of these should | even self-assemble Teamspaces, permissions,
Required start with—Docs, a Wiki, a and Al into an organization-wide system.
Database, or a template?”
ClickUp’s buyer must decide: ClickUp’s buyer must decide whether an
“Does my work actually fit a execution-first model fits company-wide,
task/project/sprint model?” non-project work as well.
Google Workspace’s buyer Google Workspace’s buyer mainly
makes a narrower decision: “Do | | decides how many seats and which tier;
want the paid version of what | the underlying applications are already
already use?” familiar and usually already administered.
User Notion: “| can see everything Notion: “| cannot tell if this becomes our
Perception Notion can do, but not what | whole company’s system or just a wiki

with extra steps.”

ClickUp: “This looks like it wants to be our
project system—I do not yet know if it also

handles docs and knowledge.”

Google Workspace: “| already trust
this—the only question is scale and admin

control.”

Core Framing:

Notion, ClickUp, and Google Workspace solve the first-time buyer's problem in three

different ways.

e Google Workspace inherits the buyer through tools they already trust. The

decision is really just "upgrade or don't."

e ClickUp gives the buyer a fixed mental model to check their work against —

"does my work look like tasks and sprints?"




e Notion does neither: it shows the buyer everything the platform could be, then

asks the buyer to decide what it should be for them, before they've built anything.
What Breaks:

e For Notion's retail buyer, what breaks is a starting point:
o The catalogue proves capability but never narrows to one recommended
first move
o So a buyer wanting to "organise my work" has no clear entry among Docs,
Wikis, Projects, and Databases.
e For Notion's enterprise buyer, what breaks is configuration:
o There's no pre-assembled version of "company-wide knowledge system,"
only components the buyer must assemble themselves or resolve through

a sales conversation.

e ClickUp's retail buyer faces a narrower version of the same problem of deciding
whether their work actually fits a task/project model. But the model itself is fixed,
so the decision is smaller.

e For ClickUp's enterprise buyer, what breaks is scope beyond execution. Tthe
platform's fixed task/project/sprint model is legible for project work, but the buyer
must separately determine whether it can also carry company-wide knowledge
and non-project work, a question the site's Enterprise messaging doesn't resolve

on its own.

e Google Workspace's buyer, on both paths, faces close to none of this: the tools

are already known, so there's no model to evaluate and nothing to assemble.
Internal Reaction:

e The Notion retail buyer feels curious but stalled: Capable of seeing value
somewhere in the platform, but not sure where to start acting on it.

e The Notion enterprise buyer feels similarly unresolved, aware the platform could
plausibly become their whole company's system, but with no page showing them
what that would concretely look like.

e The ClickUp buyer, retail or enterprise, feels a faster resolution either way — a

quick "yes, my work fits this" or "no, this feels rigid for what | do."



e The Google Workspace buyer feels almost no friction at all, since the decision

was mostly made before they arrived.
What Remains Unresolved at This Touchpoint:

e First-time retail buyer: "What should | build first?"

e Enterprise wholesale buyer: "What company system should we deploy?"

e Post-signup route: whether Notion continues the decision path from here, or
resets it back to "figure it out yourself" inside a blank workspace — the subject of

the next touchpoint.

Note on Existing-Customer Route: Unlike Stripe, where an existing customer visits a
separate authenticated Dashboard to discover and enable a new product (Radar,

Connect, Billing), Notion has no equivalent second environment.

The workspace a new user lands in after signup is the same continuous surface an
existing user works in daily. New capability (a database, an Al feature, a template) is
discovered inside the workspace itself, not through a separate product-menu layer. This
diagnostic therefore has no standalone "existing buyer dashboard" touchpoint for

Notion; the in-product discovery question is folded into the post-signup route instead.

Touchpoint 2: Product Page

The Product page is organised into four outcome categories: Capture knowledge, Find
answers, Automate busywork, and Built for teams. Its first visible interface reduces that

architecture into three actions

e Capture,
e Find, and

e Automate

Each leading toward a different set of Notion components.



First-Time Retail Buyer Enterprise Buyer

What They | "l need to organise work, keep "We need a connected knowledge,

Need notes, manage projects, or stop work, Al, and governance layer across
moving between tools." the organisation."

What They | Three entry actions — Capture, The same catalogue, now extending

See Find, Automate — then a catalogue | into Enterprise Search, verified pages,
that includes Docs, Databases, Al teamspaces, agent orchestration,
Meeting Notes, Forms, data syncs, SAML SSO, SCIM API, audit logs,
Wikis, Teamspaces, dashboards, granular user and agent permissions,

Kanban/Gantt views, Notion Agent, | agent governance, compliance,

Custom Agents, API, MCP, and certifications, security integrations, and
database automations. data residency.

Decision "Do | begin by capturing notes, "Which combination of knowledge,

Required building a database, finding project, database, Al, integration,
information, managing projects identity, permission, security, and
through views, creating forms, or governance components becomes our
automating something with AI?" deployable company system?"

User "l came to organise my work. Now | | "The platform appears to cover

Perception | need to decide whether the starting | knowledge, work, Al, and security, but |
point is a document, database, still cannot see the recommended
template, project view, wiki, agent, or | architecture for an organisation like

automation." ours."

Core Framing

The Product page organises Notion by what the platform can provide rather than by the

first decision a buyer needs to make.

e For a retail buyer, the immediate requirement may be limited to organising work
or centralising notes, but the page places that need inside a wider system of
documentation, databases, forms, synced data, wikis, enterprise search, views,
Al agents, automations, API access, and security controls.

e For an enterprise buyer, the same page demonstrates Notion's ability to cover a
broad operating environment, but presents that environment as separately

inspectable components rather than a pre-assembled company configuration.



The buyer sees capability breadth before they see an answer to: "Which parts should

we actually deploy first?"
What Breaks:

For the retail buyer, the Product page makes Notion's scope visible but does not
sufficiently separate the simple entry need from the full connected-workspace system. A
buyer who only wants to organise a project, keep team notes, or create a shared
planning system must choose among components that may all seem relevant — Docs,
Databases, Wikis, Teamspaces, Kanban/Gantt views, Al Meeting Notes, Forms,

templates, and agents.

For the enterprise buyer, the problem is not a lack of enterprise capability. The page
visibly includes Search, Wikis, Teamspaces, data syncs, agent orchestration, SSO,
SCIM, audit logs, granular permissions, governance, compliance, and data
residency. But these appear as individual components; the buyer must still work out
whether the company should begin with knowledge management, projects, database

workflows, Al search, an agent layer, or a combined deployment.
Internal Reaction

The retail buyer arrives asking "How do | organise my work?" The Product page

answers: "Here are the many systems Notion can become."

The enterprise buyer arrives asking "What would a connected company workspace
actually look like for us?" The Product page answers: "Here are the individual

components from which one could be assembled."

Touchpoint 3: Pricing Page

The Moment: The buyer has seen Notion's architecture — Capture, Find, Automate,
Built for Teams — and now asks: what will this cost, and what version do I actually

need?

Four plans:
e Free ($0),
e Plus ($10/member/month),

e Business ($20/member/month),



e Enterprise (custom).

Custom Agents run on separate usage credits ($10 per 1,000) after a free trial. The

buyer isn't choosing one price. They're mapping a workspace they haven't designed yet

onto a plan structure that splits pages/databases from collaboration, Al, search,

permissions, and governance.

First-Time Retail Buyer

Enterprise Buyer

“If | need collaboration, Al, private

teamspaces, better permissions,

What They | "How much will it cost to run a small | "Which plan gives us the security,
Need team, and what do | actually get?" governance, and Al needed to run
Notion company-wide?"
What They | e Free (basic forms, sites, Enterprise, Custom-Priced:
See Calendar, databases, and a Everything in Business, plus
limited Notion Al trial), e Zero data retention with LLM
providers,
e Plus (custom forms and sites, e SCIM provisioning,
unlimited uploads, charts, e Advanced security & controls,
collaborative blocks and basic e An audit log,
connections) e A customer success manager,
e Security & compliance
e Business (Notion Agent, Al connections (DLP/SIEM),
Meeting Notes, Enterprise e Domain management, and
Search beta, SAML SSO, e Advanced connections
granular database permissions,
private teamspaces, domain The plan-comparison grid separately
verification, and premium lists organisation-level controls,
connections. granular admin roles, workspace
analytics, managed-user controls,
workspace consolidation, custom data
retention, and premium support.
Decision "Is Free enough?” “Does Business cover our actual
Required deployment, or do we need Enterprise?




forms, or automations, do | need
Plus or Business—and do | know

that before | build anything?”

“Which of the listed controls are
mandatory for our organisation, and
what does custom pricing include

commercially?”

User

Perception

"l see the price difference, but not
which capabilities my workspace
will actually need. | may have to
build first and discover the right plan

later."

"This proves Notion has serious
controls, but | still have to work out
which combination defines what we'd

buy.

Core Framing:

The Pricing page organises Notion by commercial tier; the Product page organises it by

capability. The retail buyer can see that Free includes databases, basic forms, basic

sites, Calendar, and a limited Al trial; Plus expands collaboration and customisation;

Business unlocks the more advanced Al, search, permission, and teamspace layer.

Neither starts from the buyer's actual question :"I want a team wiki," "l need a project

system" and assembles an answer.

What Breaks:

The buyer must know the workspace they intend to build before choosing a plan; but

the buyer may not discover what workspace they need until after they begin using the

product.

e For the retail buyer, plan self-qualification breaks: the page can't tell them

which features they need until they've decided what to build, but they often don't

know what to build until after they've started using the product.

e For the enterprise buyer, configuration-to-commercial translation breaks: the

page proves Notion has the component set, but doesn't convert it into a

recommended deployment before the buyer reaches a sales conversation. The

credit-based Custom Agents and Workers pricing add a second variable — a

usage cost layered on top of the seat decision.




Internal Reaction:

e The retail buyer feels informed about price, unresolved about fit — "I know what
things cost; | don't know which one supports what I'm building."

e The enterprise buyer feels informed about capability, unresolved about scope —
"l can see the controls; | can't see our actual deployment or its total cost, before

talking to sales."
What Remains Unresolved:

e First-time retail buyer: “Which plan supports the first useful version of the
system | want to build?”

e Enterprise wholesale buyer: “Which enterprise configuration do we actually
need, and what will the total commercial commitment be?”

e Post-sign-up route: Whether Notion resolves those plan and configuration
questions inside the workspace only after the buyer creates an account—the

subject of the later in-product route diagnostic.

The pricing page is transparent about entitlement differences. The unresolved question
is whether transparency into a large feature matrix is the same thing as helping a buyer

select the right system and plan.



DIAGNOSTIC 2: COMPETITIVE POSITION:
NOTION VS. CLICKUP VS. GOOGLE WORKSPACE

Comparing the Mental Model Each Platform Gives a Buyer, and

How Much Decision Burden Each Leaves on Them

Notion, ClickUp, and Google Workspace solve the first-time buyer's problem in three

opposite directions.
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Neither end is a flaw — each solves a different buyer moment,

e Google Workspace names the task before the product: Docs, Sheets, Drive,
Gmail, Meet, and the decision is usually made by inertia: "we already have this;
can we stretch it?" Friction is about capability gaps, not choosing a workflow from
scratch.

e ClickUp names the workflow before the product — tasks, projects, sprints,
automations — giving the buyer a fixed mental model to evaluate fit against.

e Notion presents its full architecture up front and expects the buyer to map their

own needs onto it, before experiencing a working system.

The Comparison

Dimension Notion ClickUp Google
Workspace
Core Build your own Run work through an Use familiar apps that

Promise connected workspace | execution-first workspace | already work together




Primary Flexible blocks, Tasks, projects, sprints, Docs, Sheets, Drive,
Mental Model | databases, pages, Al automations Gmail, Meet, Chat
Buyer's "What should | build "How do | manage this "Can we do this with
Starting with this?" work?" what we already
Question have?"
Decision High — workflow, Medium — predefined Low—medium —
Burden structure, and plan work views stretch familiar tools
Strength Breadth, configurability | Execution clarity, PM Distribution,
depth familiarity, bundling
Friction Possibility arrives Can feel rigid for Can feel "good
Point before a decision path | non-project work enough," not
purpose-built
Buyer Possibility vs. clarity Execution vs. flexibility Default vs.
Trade-off best-of-breed

Core Framing:

Google Workspace and ClickUp reduce translation work, one through inherited

infrastructure, the other through an encoded workflow. Notion does the opposite: it

offers possibility before clarity, asking the buyer to design their own answer first. This

isn't a mistake. A first project and a hundredth workflow are different moments. But it

means Notion structurally produces more decision points than either competitor,

independent of execution quality.

What Breaks:

For the retail buyer, self-qualification breaks. The catalogue meant to demonstrate

capability instead produces hesitation before any product is chosen. For the enterprise

buyer, scope assembly breaks. There's no recommended configuration, forcing a

sales conversation or heavy internal research to answer a question the platform could

have answered itself.




Internal Reaction:

The retail buyer feels mildly stalled, capable of proceeding but slowed by an
unexpected translation step. The enterprise buyer feels capable but unresolved, aware

that a fuller answer exists somewhere on the site but not on the page in front of them.
Implications For Decision-Path Design:

e The comparison set isn't one competitor. Notion competes with specialists,

suites, and other flexible platforms at once, each invoking different buyer criteria.

e Decision burden is category-inherent, not accidental. A flexible workspace must
expose options; the question is whether those options are sequenced into a

legible path or dumped as undifferentiated inventory.

e Growth doesn't imply decision-path efficiency. Notion can grow in users and
revenue while maintaining a high-friction path, since breadth attracts curious
users and freemium removes signup friction. The real question isn't "is Notion

growing," but how many users activate, adopt, convert, and retain after signup.

e Decision clarity is the strategic asset. Where specialists offer clarity and suites
offer defaults, a flexible workspace's real edge is guiding buyers from possibility

to a concrete setup with minimal cognitive load.



DIAGNOSTIC 3: MAPPING NAVIGATION AND
TEMPLATE-DRIVEN ROUTES

Tracing the Ordered Paths a Buyer Takes Through the Site and Template
Marketplace, and Where Those Paths Break

Diagnostic 1 established the three main decision surfaces: landing page, Product page,
Pricing page. This diagnostic follows what happens when a buyer tries to move

between them.

Notion offers several legitimate entry points: Features, Templates, Enterprise, Pricing,
Al, resources, direct sign-up. The question isn't whether the platform provides enough
information.It's whether those routes narrow the buyer toward one appropriate first
system, or whether each route just creates another capability, category, template, or

plan choice the buyer must resolve alone.
Route 1: Feature-Led Discovery

Home — Product — Capture / Find / Automate / Built for Teams — Feature — Pricing

— Sign-up



What They Arrive Needing | Decision The Route Requires

First-time "l need to organise work, notes, "Do | begin with Docs, Databases,
Retail Buyer projects, or a small team." Wikis, Teamspaces, a project view,

Forms, a template, or Al?"

Enterprise "We need connected knowledge, "Which combination of knowledge,
Buyer work, Al, and governance." project, Al, identity, permission,
integration, and security components

becomes our company system?"

What Breaks:

The route is ordered, but doesn't consistently narrow. The Product page answers "what
can Notion do?" before "what should | use first?" Pricing then adds a second mapping
— capability to plan tier — before the first is resolved. Free, Plus, Business, and

Enterprise show entitlement differences, not a buyer-specific starting recommendation.
Internal Reaction:

"l can see the architecture, but I still have to design the first version of it before | know

which feature or plan | need."
Route 2: Template-Led Discovery

Home — Templates — Category / Collection / Creator / Template — Duplicate —
Sign-up — Workspace

The Template Marketplace is Notion's alternative to a blank workspace:

e 30,000+ templates across 348 categories,
e 2,082 collections, 21,800+ creators,
e 235 consultants, and Al Skills.

A buyer here is trying to avoid system-design work entirely: "show me a working system

— don't make me learn the architecture first."



Marketplace Entry | What the Buyer Must Decide

Category "Which category describes my need?"
Collection "Do | need one template or a connected set?"
Creator "Is reputation or style a proxy for workflow fit?"

Individual template | "Is this a starting point or a system needing real adaptation?"

Consultant / Al Skill | "Can | configure this myself, or do | need help?"

What Breaks:

Templates remove the blank page, not the decision burden. The buyer moves from
selecting a Notion capability to selecting among many partially comparable prebuilt

systems, with no visible convergence on one recommended answer.
Internal Reaction:

"l came for a shortcut. | now need to choose which version of someone else's system |

should adopt."
Route 3: Enterprise Discovery

Home/Product — Built for Teams / Enterprise — Security, Al, and Governance —

Pricing — Contact Sales

Buyer Need What Notion Makes Visible Decision Still Required
"Can this become our Knowledge, project, Al, "What do we deploy first, what
company's work and integration, security, and stays in other tools, which plan,
knowledge layer?" governance components how is adoption governed?"
What Breaks:

The route makes components visible but doesn't assemble them into an
organisation-specific deployment model before Contact Sales — capability field, then

plan matrix, then human handoff.



Internal Reaction:

"l can see Notion can do this. I still can't see what our actual company system would

look like until we talk to someone."

Pattern Across Routes

Route What the Buyer What Notion What Remains
Wants Provides First Unresolved
Feature-led "What should | use?" | Capability Catalogue | Which components form

the first system

Template-led | "Can | start with a Large Marketplace Which prebuilt system fits,

working system?" how much adaptation it
needs
Enterprise-led | "What should we Capability and Which configuration, plan,
deploy?" Entitlement set governance model, rollout
path

Core Finding:

Notion doesn't lack entry points. In fact,it has several, each showing a valid slice of the
platform. The problem is that Feature, Template, and Enterprise routes all ask a
different version of the same unresolved question: "What version of Notion should |
build for my specific need?" The feature makes the buyer select components. Template
makes them select a prebuilt configuration. Enterprise requires the buyer to select a
company architecture, or defer that decision to sales. The routes are broad enough to
demonstrate possibility, but they do not yet visibly converge on one recommended

starting system.



DIAGNOSTIC 4: MAPPING SALES- AND
CONSULTANT-DRIVEN ROUTES

Evaluating the Wholesale Path Where a Human, Not the Product, Carries the

Decision Burden

PUDBLIC / OBSERVABLE } HUMAN-MEDIATED

Erterprive | h Sacurity & | L+ i L i oo Commercial Propesal
Product | Pricing | © | Gowerrance Review | - Bl ; i R T s implementatian

The deployment answer lives on the other side of this line.

The enterprise buyer does not arrive needing another productivity tool. They arrive with

an organizational problem:

“We need a connected knowledge, work, and Al layer across the company. But
we need to know what it will replace, how it will be governed, which teams

should use it, and what deployment will require.”

Notion’s public Enterprise and Pricing pages establish that the platform has relevant
components: company knowledge, Enterprise Search, connected-app search, projects,
Teamspaces, permissions, SAML SSO, SCIM, audit logs, security and compliance
integrations, data residency, Al controls, professional services, and customer-success

support.

But no public path visibly converts those components into an organisation-specific

answer before the buyer reaches “Request a demo” or “Contact Sales.”
The Wholesale Route

Enterprise / Product / Pricing — Security and Governance Review — Request a Demo

— Discovery — Demo — Pilot — Commercial Proposal — Implementation



The first three stages are public and observable. The remaining stages occur inside

Notion’s sales, solutions, customer-success, or consultant process. That boundary is

the central diagnostic issue.

across teams?”

language

Route Stage What the What the Public Site | What Shifts To a Human
Buyer Needs Provides Conversation
Answered
Enterprise “Can Notion Company knowledge, Whether those capabilities
Entry credibly operate | Enterprise Search, create a viable system for this
at our scale?” projects, connected specific organisation
apps, Al, and enterprise
social proof
“Can we control [ SSO, SCIM, audit logs, Required controls, ownership
Security & users, data, granular permissions, model, implementation
Governance | jqonts and governance, sequence, and risk approval
compliance?” certifications, data
protection, and data
residency
Product “What would we | Docs, Wikis, Databases, | The recommended
Scope actually deploy?” | Teamspaces, Search, combination of components
Agents, automation, and what remains in the
API/MCP, integrations existing stack
Commercial | “What plan, Business and Enterprise | Seat & usage assumptions,
Fit support, and feature matrices; Al/agent-credit exposure,
pricing model do | Enterprise listed as support level, and final
we need?” custom pricing commercial scope
Adoption & | “How do we Professional services Workspace design, migration,
Rollout make this work and customer-success governance rules, team

rollout, training, ownership,

and adoption measurement




The Core Decision Being Deferred:

The public path provides enough material for a buyer to conclude that Notion has
substantial enterprise capability. It does not provide a visible, pre-assembled answer to

the more consequential question:
“For an organisation like ours, what does a Notion deployment actually consist of?”
That question includes several decisions:

e Is Notion primarily the company wiki, project layer, database and workflow layer,
enterprise search layer, Al and agent layer, or all of them?

e Which teams should begin first?

e Which existing systems should Notion connect to, replace, or leave untouched?

e \What teamspaces, permissions, and governance rules are required?

e Which plan and support layer are appropriate?

e \Who owns the information architecture after implementation?

Notion’s public materials answer parts of these questions, but the buyer must still
assemble the total answer or enter a human-led route where sales, professional

services, customer success, or a consultant can help assembile it.

What Breaks:

The issue is not that sales involvement is inappropriate. A company-wide workspace,

enterprise-search layer, or Al-agent deployment often requires human support.
What breaks is the location of the first usable answer.
An enterprise buyer reaches Contact Sales without being able to state:

“This is the exact Notion system we would deploy, these are the capabilities
we would start with, this is what it would replace or connect to, and this is

why Enterprise is required.”
Instead, the buyer can usually state only:

“Notion seems to have a lot of relevant components. We need a conversation to

determine what we would actually use.”



The sales route therefore becomes more than a commercial route. It becomes the first

serious solution-definition route.
The Consultant Signal

The Template Marketplace explicitly offers certified consultants for personalised Notion
setup. This is valuable implementation support for companies that need a custom
workspace. It also reveals the category tension: a flexible product can require external
architecture expertise before a buyer can confidently move from potential to

deployment.

The defensible conclusion is not that Notion is inherently difficult or that customers

cannot self-serve. It is that consultants can become the practical bridge between:

e “Notion could do this.” and

o “This is what we should build.”

Internal Reaction:

The enterprise buyer is not necessarily confused about Notion’s capability. They are

unresolved about its configuration:

“I can see Notion has search, Al, permissions, integrations, teamspaces,
security, and project capability. | cannot yet see the version of Notion we
should deploy, so I need a person to turn the catalogue into an operating

model.

What This Means:

The sales and consultant route is where Flexibility Debt becomes human work.

The site has shown the buyer what Notion can capture, find, automate, and govern. It
has not necessarily translated those capabilities into a deployment sequence for a

particular organisation.

That translation is deferred to sales discovery, solution design, professional services,

customer success, or an external consultant.



DIAGNOSTIC 5: MAPPING IN-PRODUCT ROUTES

Assessing how many steps a buyer on either path must take before reaching genuine

understanding of what they're purchasing
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Notion continues the decision path. It doesn’t complete it.

A first-time retail buyer has already crossed the lowest-friction commitment point:
creating a Notion account. But the decision is not complete. The public site has
presented a broad workspace that can capture knowledge, find answers, automate
work, and support teams. It has not necessarily answered the practical question carried

from the first touchpoint:
“What should I build first?”

The in-product route is where Notion either turns that unresolved possibility into a
working starting system or transfers the remaining architecture work into the new user’s
workspace. Notion’s own guidance says that users see a collection of starter templates
in the sidebar after sign-up, selected according to their onboarding responses. Users
can add or remove those templates and later browse Marketplace templates from the

sidebar.
The First-Time Route

Sign up — Onboarding Inputs — Starter Templates — Workspace — Adapt / Build —

First usable workflow — Upgrade or Abandon

The initial route is not literally a blank screen. Notion does attempt to carry the decision

path forward through onboarding and starter templates.



Stage What the Buyer Sees Decision Still Required
Sign-up and Initial questions intended to select “Will these inputs produce the
Onboarding relevant starter templates right workspace for my work?”

Starter-template

Templates added to the sidebar based

‘Do | use, modify, or delete

Collection on onboarding inputs these, and which one is my
real starting point?”
Authenticated Free and paid templates available “Do | extend the starter

Marketplace

inside the workspace

system, replace it, or combine

several templates?”

Workspace

Construction

Pages, blocks, databases, views,
relations, properties, teamspaces,
permissions, Al, and automation

options

“How much structure do |
need before this becomes

useful?”

Feature or Al

Moment

Notion Al, Agent, Meeting Notes,
Enterprise Search, Custom Agents,

integrations, and automation options

“Is this the capability | need,

and is it included in my plan?”

However, a starter template does not fully resolve the core decision. The buyer must
still decide whether to retain, delete, or modify it, add another template, create

databases, connect pages, invite a team, introduce Al, or build a more tailored system.

Notion’s product and plan model makes the final question consequential. Its full Al suite,
including Notion Agent, Al Meeting Notes, and Enterprise Search, is associated with

Business and Enterprise plans, while Custom Agents use a separate credit model.

Core Framing:

Notion does not entirely reset the buyer to “figure it out yourself.” Its onboarding and
starter-template system is a real attempt at continuation. The buyer’s inputs influence
which templates appear, and the Marketplace remains available inside the

authenticated product.



The issue is the level of resolution. Notion continues the buyer’s discovery process,
but it may not complete it. The onboarding route can provide examples of what the

product could become without giving the buyer one validated answer:

“This is your recommended first workspace. These are the parts to keep.
These are the parts to ignore initially. This is the next action that will make it

useful.”

The platform moves the buyer from a public catalogue of capabilities to an internal
catalogue of templates, blocks, databases, Al features, and workspace options. The

decision burden becomes more contextual, but it remains.

What Breaks:

For the retail buyer, what breaks is activation certainty.

A starter template can make the first screen less intimidating, but it does not guarantee
that the buyer reaches a first repeatable workflow. The buyer may still need to choose a
starting structure, modify it, connect its parts, add missing capabilities, and determine

when an upgrade is necessary.

Each action can be reasonable. The problem is that a buyer who signed up to solve one
plain work problem may still need to become the system designer before the workspace

solves it.

The central distinction is:

Account creation is immediate; a working connected workspace is not.
For Notion, the activation moment is closer to:

“The user has built or adopted a system that they understand, return to, and

can use for the original job.”

A buyer who never reaches that point may remain an account, a template download, or

a trial user without becoming an activated, retained customer.



The Post-Sign-Up Test

The decisive test is not whether Notion provides templates. It does. The test is whether
the onboarding system gets the buyer to a clear first operating state before new

decisions accumulate.
A strong in-product decision path would let the buyer say:

“l signed up to organise a small team’s work. Notion gave me a
project-and-knowledge workspace, explained the core parts, showed me

what to ignore initially, and made the next action obvious.”
A weak path leaves the buyer saying:

“l signed up because Notion could do many things. Now | have to decide

which version of Notion | am building.”

What This Connects To:
This diagnostic completes the self-serve pattern established earlier:

Broad homepage promise — Feature catalogue — Plan uncertainty — Sign-up —

Template-assisted but still user-designed workspace

The public path does not fully answer “what should | build first,” and the in-product path
may continue rather than resolve that question. The buyer receives help, examples, and
templates, but Notion’s flexibility still requires a sequence of design decisions before the

user reaches a stable, useful workspace.



DIAGNOSTIC 6: TRANSLATING FINDINGS
INTO BUSINESS IMPACT

The Compounding Recap

The landing page requires the buyer to translate unfamiliar language. The Product page
leaves the starting point unresolved. Pricing does not clearly connect plans to
workflows. Navigation and templates create more choices instead of narrowing them.
The sales route becomes the first real solution-design conversation, while the in-product

path continues the decision instead of completing it.

These problems do not operate independently. They compound into one measurable
outcome: a buyer can create a Notion account or open a sales conversation without
reaching a validated answer to “What should | build?” That uncertainty can lead to

stalled activation, higher sales costs, and paid tiers the buyer cannot yet justify.

RETAIL / SELF-SERVE PATH WHOLESALE / SALES-LED PATH

SUPPRESSED VANITY TEMPLATE ELEVATED PRE-SALES CONSULTANT
ACTIVATION ENGAGEMEMT DESIGN COST DEFEMDENCY

PLAN MIS-SELECTION DEFERRED DEFLOYMENT FUPPRESSED
RISK ACTIVATION MOMENT AMEBIGILNTY DEAL WELOCITY

PRE-RESOLUTION - PRE-RESOLUTION

Cine recommended workspace I.T Pre-assembled deployment pattems

not a sat of :uptiu:uns ol & blank sales comersation

The Metric Translation — Retail / Self-Serve Path

e Suppressed Activation, Not Suppressed Signup: Diagnostics 1 and 3

established that the catalogue and multiple navigation routes never narrow to



one recommended first move. Under Customer Retention, this shows up as
accounts created that never reach a first usable workflow — Notion's own
freemium model and low signup friction mean user counts can grow while
activation lags well behind, since curiosity and genuine intent are
indistinguishable at signup.

e Vanity Template Engagement: Diagnostic 3 established that the Template
Marketplace trades one decision (which feature) for another (which of 30,000+
templates). Under Marketing Effectiveness, this shows up as high template views
and duplications that don't convert into sustained workspace use, since browsing
a marketplace can look like engagement while masking unresolved fit.

e Plan Mis-Selection Risk: Diagnostic 1's Pricing touchpoint established that a
buyer often doesn't know what they need until after they've started building.
Under Business Goals Analysis, this shows up as buyers landing on Free when
their eventual workflow needs Business, or upgrading reactively after hitting a
wall — a suboptimal path to revenue that a clearer pre-signup fit assessment

could shorten.
The Metric Translation: Wholesale / Sales-Led Path

e Elevated Pre-Sales Solution-Design Cost: Diagnostic 4 established that the
enterprise buyer reaches Contact Sales unable to state what they'd actually
deploy. Under Cost Optimization, this means Notion's sales team is doing
first-pass solution design that a more pre-resolved public path could partially
absorb, lengthening the sales cycle before a genuine commercial conversation
can start.

e Consultant Dependency at the Point of Decision: Diagnostic 4 established
that certified consultants function as the practical bridge between "Notion could
do this" and "this is what we should build." Under Structural Gap Investigation,
this is a buyer's confidence in Notion's enterprise fit being outsourced to a third
party before Notion's own site has made the case — a gap in self-authored proof,
not in capability.

e Deployment Ambiguity Suppressing Deal Velocity: Diagnostic 4 established
that six distinct sub-decisions (which layer, which teams, what it replaces, what
governance, which plan, who owns it) remain unresolved at Contact Sales.

Under Business Goals Analysis, an enterprise buyer entering a sales cycle this



underspecified plausibly takes longer to close, or stalls before a pilot begins, than

one arriving with a pre-scoped deployment in mind.
The Prescriptive Close: Pre-Resolution

Rather than adding more capability, more templates, or more navigation systems,
Notion's architecture needs Pre-Resolution. This means moving the moment of a

validated, working answer earlier than commitment, on both paths.

For the retail buyer, this means the onboarding and starter-template system
converging on one stated recommendation: “This is your workspace, these are the parts
to ignore initially, and this is the next action,” rather than a set of options still requiring

assembly.

For the enterprise buyer, this means the public Enterprise and Pricing pages
converging on named, pre-assembled deployment patterns by team size or use case. A
buyer should reach Contact Sales already able to state which system they would

deploy, not just that Notion could plausibly support one.

This directly interrupts the pattern across all six diagnostics. Buyers are doing the
system-design work that Notion's own flexibility should help resolve. Pre-Resolution

moves that resolution to the point of decision instead of after it.
Conclusion

This is the translation the Radz Diagnostic Framework performs: a structural pattern
(flexibility without pre-resolution) identified across landing, product, pricing, navigation,
sales, and in-product surfaces, redesigned into a single mechanism (moving a validated
answer before commitment), with a direct, traceable line to business outcome —
activation, template engagement quality, plan fit, sales cost, consultant dependency,

and deal velocity at the enterprise stage.



NOTES

This diagnostic reflects notion.com's navigation, pricing structure, and positioning as observed on
September 14, 2026. Both the retail self-serve path and the wholesale sales-led path were evaluated
across the same window, using Notion's own published pages — Product, Templates, Pricing, Enterprise,
and the sidebar-templates onboarding described in Notion's help documentation — rather than internal
data. Findings on plan entitlements, template marketplace figures, and comparative positioning against
ClickUp and Google Workspace should be read as a snapshot in time and re-verified against the live site
before any client-facing presentation of this material.

1. Scope of Engagement

e The Radz Diagnostic operates entirely on what's publicly accessible and
observable in the customer-facing journey — website, navigation, pricing,
templates, and comparative market presence.

e Because it works from the documented journey alone, it requires no internal

access, no engineering time, and no disruption to the client's team to begin.
2. Diagnostic Differentiation

e In-house growth teams and acquisition consultants read trend lines, dashboard
metrics, and assumptions after the damage is already visible.

e The Radz Diagnostic identifies the underlying structural gaps that break
decision-path clarity before they surface as a metric at all, as this Notion case

study demonstrates.
3. Request Your Baseline Diagnostic

We invite founders and CX/product leaders to submit their platform for a baseline
diagnostic. This is not a sales pitch, but an objective analysis designed to pinpoint the
exact structural friction points currently limiting your platform's activation rate and
decision-path clarity. Through this diagnostic, we map where your buyer's
understanding lags behind your architecture, and reveal the hidden gaps stalling your

conversion, activation, and pipeline velocity.
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