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Executive Summary 

Notion is executing three simultaneous transformations: an identity shift (from 

"connected workspace" to "the AI workspace where teams and agents think 

together"), a business model shift (from seat-based SaaS to seat + consumption 

hybrid), and a go-to-market shift (from product-led growth to PLG + enterprise 

sales). Each transformation is independently visible in public data. Together they 

reveal a company that has made its technology bet and is now racing to build 

distribution — before six converging competitors close the gap. 

The single most important number: 47.7% of Notion's 132 open positions are 

revenue-facing.Only 9.1% are AI engineering. Notion is hiring like a company whose next 

bottleneck is distribution, not invention. 

The single most important risk: a user split is emerging.Personal knowledge users 
increasingly cite Obsidian's local ownership and portability as reasons to leave. Team 
collaboration appears considerably stickier, few alternatives combine documents, structured 
workflows, databases, and collaboration in one sufficiently mature system. Notion's deepest 
moat may no longer be the product itself, but the accumulated switching cost of team 
knowledge, workflows, and institutional memory. 

Layer 1: What Notion Is Telling You 

Table stakes. What anyone with a browser can see in 30 minutes. 

1.1  

https://www.upwork.com/freelancers/~01c83f8e48c314a6a3


 

In three years, Notion moved from container (wiki, docs, projects) → activity enabler 

(write, plan, organize) → human-AI collaboration platform (teams and agents think 

together). The word "connected" disappeared. "Agents" are now grammatically equal 

to "teams." 

The late-2024 line,"with a little help from AI",reveals a moment of hesitation. They 

tested how much AI identity to claim, then committed fully by 2026. 

Sources: Notion homepage · Third-party screenshots with verified dates
[1][2][3] 

1.2 Advertising Strategy 

Meta (Aug 2026): ~110 active ads, 51 verified. Three campaigns only: 

 

Google (Aug 2026): ~200 ads, predominantly YouTube video (18–47 sec). Multiple 

ads explicitly say "Notion for Enterprise." Headlines include "Replace 5 Tools with 

One: Notion" and "One AI workspace tailored to every team." 



Channel split: Meta targets self-serve teams. Google/YouTube targets enterprise. 

Two machines running in parallel. 

Sources: Meta Ad Library · Google Ads Transparency Center
[4] 

1.3 Pricing Architecture 

 

Custom Agents and Workers require Notion credits ($10/1,000 monthly) on top of 

seat price. Credits don't roll over. 

Trust signals on pricing page: OpenAI, Figma, Volvo, Ramp, Cursor. One 

testimonial: Nick Erdenberger, GTM at OpenAI,"There's power in a single platform 

where you can do all your work out of. Notion is that single place." 

Source: notion.com/pricing
[5] 

1.4 Competitive Landscape: Who's Attacking Notion and How 



 

The convergence pattern: Everyone is becoming everyone else. Task tools add docs. 

Doc tools add tasks. Everyone adds AI agents. The competitive landscape is 

collapsing into a single category: "AI-powered work platform." 

Sources: Official product pages and comparison pages for each competitor
[6] 

Layer 2: What Notion Is Actually Doing 

This layer requires synthesis: connecting pricing history, hiring patterns, CEO 

statements, user behavior, and competitive dynamics into a coherent picture. 

2.1 The Pricing Ratchet: Four Steps, One Direction 

Most observers see "Notion raised prices." The data shows a unidirectional value 

transfer executed in steps spaced 6–12 months apart. 

Step 1 — Jun 2024: Test price sensitivity.​
Plus:  

8→10 (annual),  

10→12 (monthly). First price increase ever. Users complained but didn't leave. Signal 

confirmed: switching costs absorb a 20–25% increase. 



Step 2 — May 2025: Bundle AI, force upgrades.​
AI removed as standalone add-on for new Free/Plus users. AI bundled into Business. 

Business jumps  

15→20 annual (+33%). The key move: anyone who wants AI must pay 

$20/seat/month minimum. One-way door — the add-on path is permanently closed. 

Step 3 ,Early 2026: Layer consumption pricing on top of seats.​

Custom Agents go from free to $10/1,000 credits. Workers announced as credits 

from Oct 2026. Notion now has two revenue layers: fixed seats + variable usage. This 

is the AWS model applied to productivity software. 

Step 4 ,Aug 2026: Silent usage caps.​

Business tier, marketed with "unlimited" AI, gets rolling 6-hour and monthly caps. 

Never formally announced. Users discovered it when hitting limits. Exact caps 

remain undisclosed. 

User validation: This isn't speculation. Enterprise customers report mandatory AI 

bundling with ~40% price increases and no opt-out. One Enterprise user's exact 

words: "We're being held at ransom." Users calculate that a single Custom Agent 

consumes ~1,800 credits/week (18),projecting 72/month per agent — prompting 

comparison with $30/month alternatives like Claude MCP.
[7][8] 

So what: Each step is independently defensible. Together they form a ratchet: value 

moves up, never down. If you're evaluating Notion as a platform commitment, the 

question isn't "what does it cost today?" It's "what will it cost in 18 months, given this 

pattern?" 

2.2 The Hiring Decode: 132 Positions Tell You the Constraint 



 

Including GTM-adjacent roles: 63 of 132 (47.7%) are revenue-facing. Only 12 are AI 

engineering. 

Three signals that reveal specific moves: 

Signal 1: "Outcomes Architect",a new standalone department, 11 open roles.​

This title barely exists elsewhere in SaaS. It combines consulting, implementation, 

and success. The name is a positioning statement: Notion sells outcomes, not 

features. Eleven openings in a single new department means enterprise retention is 

urgent enough to build dedicated infrastructure. This is how you justify $20+/seat to 

CFOs — not with feature lists, but with measurable results. 

Signal 2: Europe launched from Dublin,7 BDR roles across DACH, Benelux, France, 

MEA, Nordics, UKI.​

One hub, six language markets. Classic cost-efficient expansion. It means European 

enterprise sales is early, not established enough for local offices. 

Signal 3: Japan gets disproportionate investment — 5+ dedicated roles.​

Enterprise Solutions Consultant, Head of Enterprise Sales (Japan), Enterprise 

Outcomes Architect (Japan), Language Training Specialist (Japanese). Plus 

Japanese-language Meta ads. Japan is being treated as a standalone priority market, 

not grouped under APAC. 



So what: The product bet is placed. The distribution bet is being placed now. If you 

compete in European or Japanese enterprise, there's a window where Notion's 

product advantage can't overcome your existing relationships. 

Source: notion.com/careers, 132 positions individually verified
[9] 

2.3 What Ivan Zhao Believes Is Coming 

Across 10 verified public appearances (Feb 2025 – Jun 2026): 

The strategic thesis in one phrase: "Consolidate Before You Automate." Ten years of 

getting docs, projects, and databases into one workspace becomes a moat when 

agents need unified context to work effectively. 

On competition: "We coexist with [Microsoft and Google]." Notion explicitly 

declines to compete on email, calendar, or basic docs. Claimed differentiation: 

structured workflows (PM, tickets, CRM, application tracking). This is scope-limiting 

,drawing a border around what Notion is and isn't. 

The aggressive statement disguised as commentary: "If your product cannot be used 

by agents, I don't think the future is very promising for you." Translation: 

agent-incompatible tools will die. Notion, with APIs, automations, and agent-native 

architecture, positions itself as the surviving platform. 

Internal dogfooding: ~1,000 employees and 700+ internal AI agents handling 

meetings, IT requests, feedback, onboarding, and reports. Nearly 1 agent per 1.4 

humans. 

On profitability: "We're profitable" and "cash-flow positive" — confirmed across 

multiple appearances. ~$500M ARR reported by CNBC (Sep 2025, attributed to 

co-founder). Ivan admitted: "I should have built sales earlier" — validating the 

hiring data. 

On what becomes scarce: "The bottleneck shifts to judgment, taste, and values." 

When AI makes execution abundant, the scarce resource is knowing what to build 



and why. This aligns with hiring "Outcomes Architects" — people whose value is 

judgment, not execution. 

So what: Ivan's public narrative is remarkably consistent. He's telling you exactly 

what he believes. The risk is in the assumption: if enterprises keep data distributed 

across specialized tools rather than consolidating into Notion, the context advantage 

doesn't materialize. 

Sources: Lenny's Podcast, Grit/KP, The Verge/Decoder, Make with Notion 2025, 

Possible Podcast, Sequoia Capital, ACCESS Podcast, Notion blog
[10] 

2.4 The "3 Months Free" Signal 

Notion is running its largest self-serve acquisition offer: 3 months of Business free, 

including full AI, no credit card. 

Why this exists: If upmarket migration (Free/Plus → Business) were happening fast 

enough organically, this promotion wouldn't be necessary. Its existence signals 

conversion is below internal targets. The strategy: create dependency over 3 months, 

then retain on paid renewal. 

The ad copy claims AI Agents are worth "up to  

12,000."Thisisanchoring: 

12,000."Thisisanchoring:20/seat/month × 12 months × ~50 seats ≈ $12,000, 

framed as the value of AI rather than the cost of the tier. 

Source: Meta Ad Library, campaign started Jul 31, 2026
[4] 

2.5 The Convergence Problem 

Every competitor is moving toward the same destination: "AI-powered workspace 

with agents." 

●​ monday.com is furthest ahead on agents (Sidekick, Agent Factory, Vibe) but 

comes from project management, not docs. 



●​ ClickUp attacks from tasks, adding docs/wikis/whiteboards while deploying 

Super Agents. 

●​ Google has the infrastructure advantage (Gemini across all Workspace tools + 

Workspace Studio for no-code agents) and is absorbing Notion-like blocks and 

tabs into Docs. 

●​ Microsoft Loop is structurally the closest copy of Notion, but its AI story is 

confused — Copilot integrations are being pulled from Loop and redirected to 

Copilot Pages/Notebooks. 

●​ Coda/Superhuman Docs is the most explicit attacker ("Notion on steroids") 

with a July 2026 rebrand. 

●​ Obsidian runs the opposite direction: local files, no lock-in, user-controlled AI 

— and just added database features (Bases). 

What this means for Notion: The "consolidate everything" thesis faces a two-front 

challenge. From above, Google and Microsoft can bundle workspace tools with 

identity, email, and calendar that Notion doesn't provide. From below, Obsidian 

proves you can have structured knowledge without cloud dependency. From the 

sides, monday/ClickUp/Coda match agent capabilities while coming from different 

starting points. 

Notion's advantage: if your data is already consolidated there, agents work better. 

Notion's vulnerability: every competitor is now building the same agent capabilities, 

and some (Google, monday) are arguably ahead. 

Sources: Official product pages for each competitor
[6] 

2.6 The Complaint Chain: What Users Are Actually Saying 

User complaints across Reddit and X (2025–2026) don't form random clusters. They 

form a causal loop: 

Performance problems (mobile, databases, search — persistent for years) 
        ↓ 
New features added anyway (AI, Mail, Calendar, Agents) 
        ↓ 
AI bundled into higher-priced tiers (can't opt out) 
        ↓ 
Credits add unpredictable variable costs 
        ↓ 
Data export is incomplete; account lockout risks are real 
        ↓ 



Personal knowledge migrates to Obsidian (local, owned) 
Team collaboration stays — only because alternatives aren't good enough yet 

 

The specific, recurring complaints: 

 

So what: The performance complaint is the most dangerous for Notion because it's 

the one that AI investment cannot fix , it's an architecture problem. Adding agents, 

mail, and calendar to a platform users already call slow risks accelerating the 

complaint loop. The "feature bloat" perception is the user-facing expression of the 

same strategic tension: Notion must add features to justify higher prices, but each 

feature makes the core experience heavier. 

Sources: Reddit r/Notion, X/Twitter — specific threads cited
[7][8][11] 

2.7 Where Users Go When They Leave 

Obsidian is the primary exit destination. Evidence is strongest and most repeated: 



 

The split pattern: Users don't fully leave Notion. They migrate personal knowledge 

to Obsidian (private, long-term, owned) and keep team collaboration in Notion 

(shared projects, client-facing, structured workflows). One user describes this 

explicitly: "When something is ready to be shared with the team, it gets promoted 

from Obsidian to Notion." 

Other destinations appear but with weaker evidence: Anytype (local/P2P, but 

collaboration gaps), Capacities (personal knowledge, but still cloud-dependent), 

Linear (for teams that want project execution, not docs). 

So what: Notion's actual moat isn't product quality — it's the switching cost of 

consolidated team data. Individual users can and do leave. Teams can't, because no 

alternative handles both structured workflows and documents well enough. This 

means Notion's enterprise push isn't just a revenue strategy; it's a retention strategy. 

The more team data is locked in, the harder it is to leave. 

Sources: Reddit r/Notion, X/Twitter — specific migration threads cited
[11] 

 

Layer 3: What This Means 

If You Compete With Notion 



1.​ Attack the split. Users already separate personal knowledge (leaving) from 

team collaboration (staying). If you can serve teams — not just individuals — 

with a better experience in one vertical (PM, engineering docs, sales pipeline), 

you can pull structured data out of Notion before agents create deeper lock-in. 

2.​ The enterprise window is real but closing. Notion's European sales run from 

Dublin. Japan is a beachhead. If you have existing enterprise relationships in 

these regions, you have 12–18 months before Notion's sales machine matures. 

3.​ Performance is the structural vulnerability. Users have complained about 

speed for years. Every new feature (AI, Mail, Calendar, Agents) makes it 

worse. If you can be fast where Notion is slow — mobile, large databases, 

offline — that's a differentiator Notion can't fix with a marketing campaign. 

4.​ "Consolidate before you automate" can be countered. Notion's thesis requires 

data consolidation. If agents can work effectively across distributed tools (via 

APIs, MCP, or interop protocols), consolidation stops being necessary. Build 

the cross-tool agent layer and you undermine Notion's core strategic 

assumption. 

If You're Evaluating Notion For Your Team 

1.​ Budget for Business tier from day one. The pricing ratchet only moves up. 

Starting on Plus means upgrading later at higher cost, or losing AI entirely. 

2.​ Budget for credits on top of seats. If your team adopts agents, consumption 

costs can be significant and unpredictable. One agent ≈ $72/month at 

reported usage rates. Monitor carefully. 

3.​ Understand the usage caps exist. Even "unlimited" AI on Business tier has 

rolling 6-hour and monthly limits. Notion hasn't published exact numbers. 

4.​ Plan your exit before you go all in. Export regularly. Understand that Notion's 

Markdown export is lossy — database relations, views, and agent 

configurations don't transfer. The longer you wait, the more data is locked in 

formats only Notion can read. 

5.​ Evaluate whether you actually need consolidation. "All-in-one" solves 

coordination problems but creates single-point-of-failure risk. Some teams 

work better with best-of-breed tools (Linear for engineering, Google Docs for 

writing, Airtable for data) connected via integrations. 

Strategic Risks Notion Is Running 

These are the assumptions embedded in Notion's actions. Each is a bet. If wrong, the 

strategy fails: 



 

The most underestimated risk: Performance. It's the only problem that gets worse as 

the strategy succeeds. More features, more agents, more data = more load on an 

architecture users already call slow. Ivan's public statements never address 

performance directly. The hiring data shows no dedicated "performance engineering" 

cluster. If Notion's speed doesn't improve as it adds AI, it risks losing the users it 

needs to retain. 

 

Methodology 

Data collection: August 24–25, 2026. Every claim links to a verified, accessible 

source. Unverifiable findings are marked or excluded. 

Research tools: AI (Claude, ChatGPT) used to accelerate search and pattern 

identification. All findings manually verified against primary sources. If a URL 

doesn't open or a claim doesn't check, it's cut. 



 

What's not in this report: SimilarWeb traffic estimates, SEMrush paid keyword data, 

LinkedIn ad analysis, and systematic sentiment scoring. These would add 

quantitative depth but weren't included in this version. 

Sources 
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1.​ Medium, "My Daily Use Apps" (2023-04-10) — Notion homepage text verified at that 

date 
2.​ Marketer Milk, SaaS landing page analysis (2024-08-06) — homepage screenshot 
3.​ "Problems of Modern Transformations" academic citation (2024-06-20) — homepage 

verbatim quote 
4.​ Meta Ad Library (Notion page) · Google Ads Transparency Center (Notion Labs Inc.) 
5.​ notion.com/pricing (accessed 2026-08-25) 
6.​ Competitor sources: Obsidian (obsidian.md/philosophy, obsidian.md/bases) · 

Coda/Superhuman Docs (coda.io vs. Notion page, official rename announcement) · 
monday.com (monday.com positioning, agents, Vibe, Agent Factory) · ClickUp 
(clickup.com/compare/notion, Brain MAX, Super Agents) · Google Workspace 
(workspace.google.com Studio, Gemini updates, Docs building blocks) · Microsoft 
Loop (loop.microsoft.com, Loop components, Copilot changes) 

7.​ Reddit r/Notion pricing threads: Business price increase (May 2025), Plus AI removal 
(May 2025), Enterprise 40% increase (Oct 2025), Credits cost discussion (Feb 2026) 

8.​ Reddit r/Notion credits/usage threads: Credits pricing petition, 30stackvs1,638 credits 
comparison, rolling usage limit complaints, "no more endless AI" discussion 

https://www.upwork.com/freelancers/~01c83f8e48c314a6a3


9.​ notion.com/careers; individual position URLs via jobs.ashbyhq.com/notion (132 
verified) 

10.​Interview sources: Lenny's Podcast (2025-03-06), Grit/KP (2025-08-04), The Verge 
Decoder (2025-08-11), Make with Notion keynote (2025-09-23), Alan Kay 
conversation (2025-09-30), "Steam, Steel, and Infinite Minds" (2025-12-22), 
ACCESS Podcast (2026-02-19), Possible Podcast (2026-03-04), Sequoia "The 
Refounder" (2026-05-21), Board announcement (2026-06-08) 

11.​Reddit r/Notion migration threads: mobile app complaints (2026, 2025), Obsidian 
migration discussions, Anytype recommendations, data ownership/lockout incidents, 
X/Twitter posts on Notion speed and exit paths 
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