
Understanding Oracle’s Approach
Oracle will negotiate on virtually any contract term. Revenue pressure creates flexibility even in their 
newer licensing models, and their initial position rarely reflects the actual boundaries of what’s possible to 
negotiate. 

To get the most from renegotiation, it’s essential for organizations to understand how Oracle gathers 
information. Oracle tracks downloads, monitors interactions with their technical staff, and maintains 
records of previous audits in all customer relationships.

For that reason, organizations should document their complete software inventory, determine 
their compliance status, and outline their technology plans for the next 2-3 years before beginning 
renegotiation. Researching credible alternatives for all Oracle software ahead of time demonstrates that 
viable options exist in the market.

Oracle’s licensing policies are notoriously complex and seem to shift frequently, which can frustrate 
organizations who wish to stay compliant and budget effectively. A company running Oracle software has 
two options: They can pay what Oracle is asking, or renegotiate their contract to match what they actually 
use and need.

For many organizations, renegotiation—modifying an existing Oracle agreement for better terms—is an 
option worth pursuing. Despite Oracle’s seemingly rigid positioning, the company doesn’t want to lose 
customers, which means they are willing to negotiate. 

Organizations that thoroughly prepare for a renegotiation typically secure better pricing, more flexible 
terms, or both.

Improving Terms and Reducing Costs
Oracle Renegotiation Strategies
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Key Strategies for Best Terms

Multi-year commitments usually deliver the best pricing. Like most businesses, Oracle appreciates 
predictable revenue streams, which provides leverage to negotiate volume discounts in exchange for 
agreements that span 3-7 years. Longer terms also lock in licensing policies, so if Oracle shifts their 
position again, companies that renegotiate are at least protected until the end of their new agreement.

Despite Oracle’s public push toward employee-count licensing—their new pricing model where the 
cost is based on a company’s total number of employees, regardless of their individual usage—some 
organizations are able to negotiate usage-based models or combine metrics based on their deployment 
patterns. For example, during a cloud migration, a company might successfully negotiate credits to offset 
what they’ve already spent on on-premises licenses.

Beyond pricing, a newly negotiated contract should also frame how the relationship will function going 
forward. Clauses limiting audits restrict how often Oracle can review your environment and what they can 
examine, and articulating specific language about grace periods can create time for a company to fix any 
compliance issues before Oracle discovers them, while termination provisions give you flexibility if your 
business changes direction.

A final note on timing: The sales cycle at Oracle creates end-of-quarter windows when terms that might 
have seemed non-negotiable suddenly become flexible. Timing a negotiation to coincide with these 
periods consistently leads to better terms than waiting until an agreement expires.
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Employee-Count Licensing for Java
Oracle’s shift to employee-count licensing has created massive cost hikes for organizations with large 
workforces but limited Java deployments. A company with more than 10,000 employees but only a few 
dozen specialists actually using Java might suddenly owe Oracle licensing fees for all 10,000 employees, 
which would mean a 20-fold increase on their Oracle invoice.

Taking a strategic approach to negotiation can deftly address such challenges. If a company’s historical 
usage data shows minimal Java deployment, they have a foundation for arguing against Oracle’s pricing. 
Business cases that demonstrate cost-value mismatches can also help, especially when paired with 
alternative metrics that better reflect how the software is actually used.

Making a broader commitment can lead to better pricing, as well. Cloud migration commitments for 
specific workloads can improve terms on any remaining on-premises deployments, while standardizing 
on multiple Oracle products increases the overall contract value, which gives Oracle some wiggle room to 
offer better per-product pricing.

https://www.oracle.com/contracts/docs/license-definition-rules-v091120.pdf
https://www.softwareone.com/en-us/blog/articles/2023/02/07/new-oracle-licensing-changes-could-increase-your-bill-30-fold
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Mistakes to Avoid

Next Steps

Companies must understand their environment completely before attempting to negotiate, and Oracle’s 
first offer is rarely their best. While a contract defines what must be shared with Oracle, many of their 
demands aren’t actually binding. 

Any audit response requires careful management. Organizations should avoid making decisions under 
audit pressure without thinking through the strategic implications. Also, it’s crucial to carefully control any 
information shared with Oracle before and during the negotiation. Even briefly mentioning an upcoming 
expansion plan, for example, might signal to Oracle that an organization’s budget should be larger. 
Excellent documentation of previous commitments is essential, but uncontrolled data sharing—downloads 
especially—cedes leverage to Oracle in negotiations.

Oracle negotiation specialists bring advantages that in-house teams typically lack: deep contract 
expertise, insights from hundreds of similar deals, knowledge of current market rates, and the ability to 
audit an environment before Oracle does. 

This early assessment provides time to address compliance issues on an organization’s own timeline, 
rather than when they’re under audit pressure. It also reveals alternative solutions, which creates 
negotiating leverage even for organizations that plan to remain with Oracle.

An independent assessment clarifies your compliance status, contract rights, and negotiating leverage. 
SoftwareOne helps organizations understand their position before Oracle reaches out, turning initial 
uncertainty into a competitive advantage.

Learn more about our Oracle advisory services

https://www.softwareone.com/en-us/publisher-advisory-services/oracle-advisory

