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Executive Summary
The partnership landscape is experiencing its most significant transformation in two decades. By 2026, partnership leaders 

will no longer be programme managers they'll be revenue architects, building systems that orchestrate intelligence, 
enablement, and execution at scale.

Five fundamental shifts are reshaping the channel ecosystem: First, 49% of partnership leaders are prioritising AI-driven 
predictive co-sell as their primary capability investment. Second, traditional partner programmes are giving way to partner 

platforms and operating systems. Third, successful organisations are implementing full-funnel strategies that integrate 

sourced, co-sell, and transactional motions rather than optimising in isolation. Fourth, automation is eliminating manual 

reporting overhead, with teams cutting administrative work by 60% through workflow optimisation. Finally, hyperscaler 
ecosystems are becoming the primary growth engine, with 80% of B2B buyers expected to use cloud marketplaces by 
2026.

The Stakes
This isn't evolution it's revolution. The winners won't be running better partner programmes. They'll be building entirely 

different systems.

The gap between leaders and laggards is widening exponentially. Those who adapt to these new realities will scale 

exponentially. Those who cling to outdated programme management approaches will find themselves managing 

increasingly irrelevant channel initiatives.

This isn't evolution it's revolution. The winners won't be running better partner programmes. They'll be building entirely 
different systems.
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Introduction: Why 2026 Is the Inflection 
Point
Most partner programmes are theatre. Beautiful partner portals with nobody logging in. Elaborate tier structures that 

partners ignore. Enablement sessions that don't translate to pipeline. If you're honest about your current programme, you'll 

recognise the symptoms: lots of activity, limited accountability, and revenue attribution that requires a spreadsheet and three 
assumptions to calculate.

This isn't a failure of effort it's a failure of model. We've been treating partnerships as a department when they're actually a 

distribution strategy. We've been building programmes when we should be building platforms. We've been managing 

relationships when we should be architecting revenue systems.

2026 represents the inflection point where this old model breaks completely.

Four powerful forces are converging to create this transformation:

AI Maturity
Finally delivering execution intelligence rather than just 

analytics.

Marketplace Adoption
Reaching critical mass as buyers demand frictionless 

procurement.

Economic Pressure
Forcing companies to grow revenue without growing 

headcount.

Buyer Behavior Shift
From tolerating cold outreach to demanding warm 

introductions.

These forces are pushing the traditional partnership model to its breaking point.

The gap between leaders and laggards is widening rapidly. While average programmes struggle with basic partner activation, 

cutting-edge operations are deploying predictive algorithms to identify the next best co-sell action, automating entire 

workflow sequences, and turning partnership intelligence into real-time revenue decisions.

This whitepaper isn't about incremental improvements to existing programmes. It's about the complete reimagining of how 

partnerships create, accelerate, and convert revenue. You'll discover why programme managers are becoming partnership 

GTM engineers, how AI-driven predictive co-sell is replacing manual account mapping, and why the companies that master 

these shifts will dominate their markets while others become increasingly irrelevant.

The old way of partnerships is dying. What comes next will separate the revenue architects from the programme 
administrators.
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The Partner Operator Model: Building 
Systems, Not Just Programmes
From Programme Manager to Partnership GTM 
Engineer
The title "Partner Programme Manager" needs to die. It implies you're managing a programme rather than engineering 

revenue systems. The role that's emerging the Partnership GTM Engineer orchestrates three critical functions that traditional 

programme management never addressed.

1

Intelligence
This isn't dashboard gazing or 

monthly business reviews. It's 
surfacing insights from data and 

AI to find where revenue is actually 

hiding. While programme 

managers collect metrics, 

Partnership GTM Engineers ask: 
"Which accounts are showing 

buying signals? Which partners 

have the relationships to 

accelerate those deals? What's the 

next best action to take?"

2

Enablement
Traditional enablement is death by 

PowerPoint product overviews, 
competitive positioning, objection 

handling. Partnership enablement 

is building playbooks and 
workflows that make success 
repeatable. It's creating systems 
where partners can't fail, not just 

giving them information and 

hoping they remember it.

3

Execution
This is connecting GTM motions, 

co-marketing activities, and deal 
collaboration into one unified 

system. It's the difference between 

having a partner strategy and 

actually implementing it 

consistently across your entire 
organisation.
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The Operator's Rule of Two: Lean In or 
Orchestrate
Here's something I've learned from building channel programmes at three different enterprise software companies: there are 

only two leadership gears that actually work, and most partnership leaders get stuck in the deadly middle ground between 

them.

Lean In
Lean In is the first gear. When motion is undefined, 

when you're building something new, when partners 

don't know how to work with you yet you lean in 

completely. You sit in the calls, build the plan together, 
give direct guidance, and make things happen through 

sheer force of will. Speed matters more than scale when 

you're figuring out what actually works.

Orchestrate
Orchestrate is the second gear. When motion is 

repeatable, when you've proven the model works, when 

partners know the playbook you build loops instead of 

heroics. You codify what worked, create systems that 
scale without your direct involvement, and get out of the 

way so the machine can run.

The dangerous middle ground is being half-involved and half-hands-off. This is where clarity dies. Partners don't 
know if they should expect your direct involvement or figure it out themselves. Your internal team doesn't know if 

they should escalate issues or solve them independently. Nothing scales because it all depends on you, but 

nothing moves fast because you're not fully committed.

Why Revenue Architects Replace Relationship 
Managers
Traditional partnership roles focus on relationship management. They measure activities: meetings held, events attended, 

enablement sessions delivered. Revenue architects focus on revenue architecture. They measure outcomes: pipeline 
generated, deals accelerated, revenue influenced.

First
you stop treating partners as external relationships 

and start treating them as extended distribution 

channels. This means applying the same rigour to 

partner performance that you apply to direct sales 

performance.

Second
you stop building programmes and start building 
platforms. Programmes are static collections of 

policies and procedures. Platforms are dynamic 

systems that connect data, people, and processes to 

create compounding value. When a partner 

succeeds on your platform, it makes the platform 
more valuable for every other partner.

Third
you stop measuring partner satisfaction and start 

measuring partner impact. Satisfied partners who 

don't drive revenue are expensive hobbies. Impactful 
partners who drive consistent revenue outcomes are 

strategic assets. The job isn't to make partners 

happy it's to make partners successful at driving 

revenue.

This doesn't mean relationships don't matter. Trust remains the foundation of every successful partnership. But trust without 

execution is just expensive friendship. Revenue architects build trust through consistent delivery of mutual value, not 
through relationship maintenance activities.
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AI-Driven Predictive Co-Sell: The Number 
One Priority
Why 49% of Leaders Are Betting on Predictive Co-
Sell
When we surveyed partnership leaders about their AI investment priorities for 2026, the results were decisive. 49% chose AI-
driven predictive co-sell as their top priority, nearly doubling the second-place choice of partner enablement chatbots at 

24%. This isn't random it reflects a hard truth about where partnerships actually break down.

The biggest bottleneck in co-sell isn't effort, motivation, or even partner relationships. It's signal. Teams spend countless 

hours mapping accounts, syncing spreadsheets, and guessing which partner can actually move which deal. Account 

executives waste time reaching out to partners who don't have real relationships with the target accounts. Partner managers 
burn credibility by constantly asking for help on deals where partners can't add value.

Meanwhile, genuine opportunities slip through the cracks because nobody identified the right partner connection at the right 
time. The account sits in your CRM showing no activity whilst your partner's champion is three levels up from your contact, 

ready to make an introduction that would accelerate the deal by months.

Channelasservice.com

https://channelasservice.com/


From Signal Chaos to Execution 
Intelligence
Most partnership technology today is just better reporting. It tells you what happened but not what to do next. Predictive co-

sell changes this by creating what I call "execution intelligence" systems that move from insight to action automatically.

Signal Detection
Your CRM identifies an account 

showing buying signals

Relationship Mapping
AI cross-references this against 

partner relationship data and 
discovers connections

Automated Action
The system automatically creates a 

co-sell room with suggested 
approach

Here's what execution intelligence looks like in practice: Your CRM identifies an account showing buying signals. AI cross-

references this against partner relationship data and discovers that Partner A has the economic buyer relationship whilst 

Partner B has the technical champion connection. The system automatically creates a co-sell room, invites the relevant 

account executive and partner resources, and provides a suggested approach based on similar deals that closed 

successfully.

This isn't science fiction4it's workflow optimisation powered by AI. Companies implementing these systems report 40% 
faster partner response times and 60% higher co-sell conversion rates. The difference is moving from "Can you help with 

this account?" to "Here's exactly how we can win this deal together."

The key insight: AI doesn't replace human judgement in partnerships it amplifies it. The system identifies the 
opportunities and suggests the approach, but human partners still build the relationships and navigate the deal 

dynamics. What changes is the elimination of guesswork and manual coordination overhead.
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Real-World Implementation: What's 
Working Now
The most successful predictive co-sell implementations I've seen follow a tight loop pattern. First, co-sell rooms are spun up 

automatically when AI identifies high-probability partnership opportunities. These aren't general "let's work together" 

conversations they're specific deal rooms with defined objectives and success criteria.

Second, pipeline hygiene is scored weekly rather than quarterly. The system tracks not just whether partners are engaged 

but how that engagement correlates with deal progression. Partners who consistently help move deals forward get 
prioritised for future opportunities. Partners who create activity without impact get de-prioritised automatically.

Third, partner-AE-account combinations are auto-ranked by intent and overlap signals. The system learns which 

combinations historically produce results and surfaces similar patterns proactively. This transforms partner selection from 

gut feel to data-driven decision making.

Predictive Co-Sell Implementation Framework:
01

Signal Detection
AI monitors account activity for buying 

signals

02

Relationship Mapping
System identifies partner connections 

and influence levels

03

Opportunity Scoring
Algorithm ranks partnership potential 

based on historical data

04

Automated Coordination
Co-sell rooms created with relevant stakeholders

05

Performance Tracking
Weekly scoring of partner impact on deal progression

The companies getting this right aren't trying to build perfect AI systems. They're building systems that are better than 

manual processes and then iterating rapidly. They start with basic account matching, layer in relationship intelligence, and 

gradually add more sophisticated prediction capabilities.

Most importantly, they're building systems of action, not just systems of record. Your CRM tells you who did what. Your PRM 

tracks partner activities. But predictive co-sell tells you what to do next and that's where the real value lies.
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From Programmes to Platforms: 
Escaping the Echo Chamber
Why Traditional Partner Programmes Are Becoming Noise

If everyone's saying the same thing, it's probably time to question it. The partner programme playbook has become so 

standardised that it's created an industry-wide echo chamber. Everyone's running variations of the same approach: partner 

tiers (Bronze, Silver, Gold), point systems, certification requirements, and quarterly business reviews.

Here's my favourite analogy: next time you're standing in line to get into the airline status club at the airport, remember 

this is exactly how your partners feel about your partner programme. Not particularly special anymore.

The programme model made sense when partnerships were primarily about channel conflict management and margin 

protection. But it's completely inadequate for the ecosystem economy, where partners need to collaborate dynamically 

across multiple vendors, integrate complex solutions, and respond rapidly to customer needs.

Traditional programmes optimise for programme compliance rather than business outcomes. Partners jump through 
certification hoops that don't correlate with sales success. They accumulate points that don't translate to revenue 

opportunities. They attend enablement sessions that cover your product roadmap but ignore their business challenges.
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The Platform Mindset: Operating 
Systems Over Loyalty Schemes
Think less "loyalty programme," more "operating system." A platform approach means building infrastructure that becomes 

more valuable as more partners use it successfully. Each partner success story creates assets case studies, technical 

integrations, go-to-market playbooks that benefit every other partner in the ecosystem.

Platform thinking changes how you design partner experiences. Instead of asking "How do we get partners to complete our 
certification?" you ask "How do we make it impossible for partners to fail?" Instead of "How do we measure partner 

engagement?" you ask "How do we measure partner impact on customer outcomes?"

The platform model also changes how you think about partner data. Programme models treat partner data as reporting 

inputs how many certifications completed, how many deals registered, how many marketing qualified leads generated. 

Platform models treat partner data as operational intelligence which combinations of partners win deals faster, which 

enablement approaches correlate with revenue success, which customer segments benefit most from partner involvement.

Real-Time Dashboards
Instead of quarterly business 
reviews where you present partner 

scorecards, you have real-time 

dashboards showing mutual 

opportunities.

Continuous Learning
Instead of annual partner kickoffs 
with product roadmap 

presentations, you have 

continuous learning systems that 

adapt based on what actually 

drives results.

Capability Activation
Instead of partner tiers that 
partners "graduate" through, you 

have partnership capabilities that 

partners activate based on 

customer needs.

Breaking Free from Best Practice Mediocrity
Most echo chambers get you to average at best. They're loud because they're popular, not because they work. The "best 

practices" everyone follows were designed for a different era of partnerships4one where channel conflict was the primary 

concern and partner relationships were primarily transactional.

Breaking free requires questioning fundamental assumptions. Why do partner tiers exist? Because someone decided that 

partners need hierarchy to stay motivated. But what if partners care more about access to opportunities than status 

symbols? Why do certification programmes require month-long training courses? Because someone decided that product 
knowledge equals sales capability. But what if partners need deal-specific enablement rather than comprehensive product 

training?

The companies building truly innovative partnership platforms start by identifying what they want to achieve faster time to 

market, expanded customer reach, improved solution completeness and then design backwards from those outcomes. 

They don't copy industry templates; they solve business problems.

This means your partnership platform might look completely different from your competitors'. It should. If you're solving the 

same problems in the same ways, you're not creating competitive advantage4you're just participating in industry theatre.
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Full-Funnel Partnership Strategy: 
Integration Over Isolation
Partner teams constantly debate where real impact comes from: sourced pipeline, co-sell, or transactional fulfillment. The 

truth is, all are vital, each powering a different stage of the funnel. Companies truly winning with partnerships don't choose 

between these motions they expertly connect them into a seamless strategy.

Partner-
Sourced 
Pipeline

Top-of-funnel deal 
volume

Co-Sell 
Acceleration

Joint engagement & 
momentum

Transactional 
Conversion
Fast fulfillment & 

close

Top of Funnel: Partner-Sourced Pipeline: Your 
Discovery Engine

Partner-sourced pipeline is your discovery engine, bringing in net-new 

accounts, opening markets you couldn't access directly, and expanding 

your total addressable market. This is the essential start of every 

partnership success story.

The common mistake is treating sourced pipeline like traditional lead 

generation. Asking partners to merely identify prospects and pass leads 
through standard processes overlooks their fundamental advantage: 

built-in trust and context. When a trusted partner introduces you to a 

prospect, it's not a cold lead it's a warm opportunity with established 

credibility.

The best programs focus on opportunity development, not just lead 

qualification. Partners don't simply identify prospects; they co-develop 
the business case, facilitate stakeholder access, and provide ongoing 

deal intelligence, transforming sourced pipeline from a quantity game 

into a quality game.

Middle of Funnel: Co-Sell Acceleration:
Your Growth Multiplier

Co-sell is your acceleration zone, where sales teams and partners win 

together through shared strategy, executive access, and customer 

validation. Co-sell doesn't create new opportunities it makes existing 

opportunities move faster and close bigger.

Effective co-sell requires three critical elements: mutual close plans 
outlining roles, shared success criteria defining winning, and joint value 

propositions positioning the partnership as essential. The data is 

compelling: deals with active partner involvement close 25% faster on 
average and have 40% higher average contract values. This impact, 

however, only materializes when co-sell is systematic, not ad hoc.

Bottom of Funnel: Transactional Conversion: The 
Finish Line

Transactional partnerships are where intent becomes revenue, 

encompassing marketplace listings, reseller relationships, and service 
delivery. This isn't just administration; it's the crucial finish line.

Treating transactional partnerships as afterthoughts creates friction 

precisely when customers are ready to purchase. Smart companies 

design frictionless pathways from the beginning. Marketplace 

partnerships, such as those with AWS, Microsoft, or Google Cloud, 

exemplify this by removing procurement friction for customers who 
prefer purchasing through existing cloud relationships.

The best transactional partnerships also create vital data feedback 

loops, informing sourced and co-sell strategies. This intelligence like 

which segments buy through which channels or which partners add the 

most value flows back up the funnel, continuously improving partner 
selection and collaboration.

Connecting the Three Motions for Exponential 
Growth
The pivotal question isn't "which motion matters most?" It's "how effectively are we connecting all three?" Partners who 

source deals should actively participate in co-sell acceleration, and co-sell partnerships must have clear transactional 

pathways. Crucially, transactional data should continuously inform future sourcing strategies.

Visualize your partner dashboard like this funnel: sourced opportunities flowing into co-sell acceleration, then into 

transactional conversion. This clarifies where value is created and lost, enabling the design of partnerships that compound 

rather than compete. Companies that master full-funnel partnerships report 3x higher partner-influenced revenue growth 
compared to those optimizing single motions in isolation. This demonstrates the power of systematic thinking about how 

partnerships create, accelerate, and convert customer value.
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Hyperscaler Ecosystems: The New 
Growth Engine
Why 80% of B2B Buyers Will Use Marketplaces by 2026

Gartner's prediction that 80% of B2B buyers will use cloud marketplaces by 2026 represents one of the most significant 

shifts in enterprise purchasing behaviour in decades. This isn't just about procurement convenience it's about fundamental 

changes in how enterprise IT departments operate and budget.

Cloud marketplaces offer enterprise buyers three advantages they can't get through traditional sales channels. First, 
simplified procurement processes that bypass complex vendor negotiations and legal reviews. Second, consolidated billing 

through existing cloud commitments, which helps with budget allocation and spend optimisation. Third, integrated 

deployment and management tools that reduce implementation risk and ongoing operational overhead.

For software vendors, this shift represents both massive opportunity and existential risk. Companies that establish strong 

marketplace presence early benefit from increased discoverability, reduced sales cycle friction, and access to cloud provider 

co-sell resources. Companies that ignore marketplace dynamics find themselves excluded from an increasingly important 
customer acquisition channel.

The shift is particularly pronounced in the mid-market and enterprise segments, where cloud-first procurement policies are 

becoming standard. IT departments prefer purchasing through established cloud relationships because it simplifies vendor 

management, improves security compliance, and provides better visibility into software usage and costs.

AWS, Azure, and GCP as Revenue Multipliers
The three major hyperscaler ecosystems AWS, Microsoft Azure, and Google Cloud Platform aren't just technology platforms. 

They're comprehensive go-to-market ecosystems with sophisticated partner programmes designed to drive mutual revenue 
growth.

AWS ISV Accelerate
Provides qualified software 

vendors with co-sell support, 

marketplace benefits, and access 

to the AWS field sales 

organisation. Partners in the 
programme report 40% faster deal 

closure and 25% higher average 

contract values compared to direct 

sales motions.

Microsoft Co-Sell 
Ready
Offers similar benefits but with 
particularly strong integration for 

productivity and collaboration 

solutions. Microsoft's global field 

organisation actively promotes 

partner solutions that complement 
Microsoft 365, Azure, and 

Dynamics deployments.

Google Cloud Partner 
Advantage
Focuses heavily on data and 
analytics solutions, reflecting 

Google's strengths in machine 

learning and big data processing. 

Partners building on Google Cloud 

infrastructure gain access to 
Google's customer base and 

technical expertise.

Co-Selling Within Cloud Ecosystems
Co-selling within hyperscaler ecosystems operates differently from traditional partner co-selling. Cloud providers have 
detailed visibility into customer usage patterns, growth trajectories, and technology adoption plans. This intelligence enables 

highly targeted and relevant partner introductions.

The most effective hyperscaler co-sell relationships involve three levels of collaboration. At the strategic level, partners align 

their solution roadmaps with cloud provider technology directions and customer migration patterns. At the tactical level, 

partners participate in joint customer meetings, technical architecture discussions, and proof-of-concept projects. At the 

operational level, partners integrate their solutions deeply with cloud provider services to create compelling technical 
differentiation.

Success in hyperscaler ecosystems requires understanding each provider's strategic priorities and customer focus areas. 

AWS emphasises cost optimisation and operational efficiency. Microsoft focuses on productivity improvement and 

collaboration enhancement. Google Cloud prioritises data intelligence and innovation acceleration. Partners who align with 

these themes get more co-sell support and customer introductions.

The data on hyperscaler co-sell effectiveness is compelling: deals with active cloud provider involvement close 50% faster 
and have 35% higher average contract values. More importantly, these relationships often lead to follow-on opportunities as 
customers expand their cloud deployments and seek additional solutions.
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Automation and Workflow Optimisation: 
Eliminating Manual Overhead

The Cost of Manual Partner 
Operations
Most partner teams are drowning in manual processes. Weekly pipeline 

reviews that require three spreadsheet updates and two system logins. 

Deal registration workflows that take four emails and a phone call to 

complete. Partner performance reports that consume two days of 
analyst time every month. This isn't just inefficient it's preventing 

partnerships from scaling.

The hidden cost of manual partner operations isn't just time it's 

opportunity cost. Every hour spent on administrative overhead is an hour 

not spent on strategic partner development, deal collaboration, or 

ecosystem expansion. Partners notice this too: they get frustrated with 
slow response times, inconsistent communication, and repetitive 

information requests.

Manual processes also create consistency problems. Different partner 

managers handle similar situations differently. Information gets lost in 

handoffs. Critical updates don't reach all stakeholders. What should be 

systematic revenue generation becomes a collection of individual 
heroics that don't scale and can't be replicated.

Inefficiency
Manual tasks consume valuable time 
and hinder scalability.

Opportunity Cost
Time spent on admin is time not spent 

on strategy or growth.

Inconsistency
Manual processes lead to varied 

execution and lost information.

Automation Playbooks That Work
The most successful automation implementations I've seen follow a simple pattern: CRM to Zapier to Slack. Every sourced 

or co-sell deal posts automatically to dedicated channels. Nobody asks "who owns this opportunity?" anymore because the 

information flows automatically to everyone who needs to see it.

Dedicated Slack 
Channels
Create channels for #partner-wins, 

#pipeline-sync, and #lessons-

learned for real-time updates and 
analysis.

POD Workflows
Implement mini deal rooms for 

each partnership, including 

partner, manager, and account 
executives for seamless 

collaboration.

Automate Recognition 
& Rhythm
Win notifications with partner 

names and deal sizes to 

encourage collaboration. Integrate 
regular cadences into daily 

operations.

From Reporting Theatre to Real-Time Execution
Most partner reporting is theatre monthly presentations that summarise what everyone already knows and don't drive any 

decisions. Real-time execution intelligence changes this completely. Instead of asking "What happened last month?" the 

system answers "What should we do next?"

Teams implementing these automation workflows report dramatic improvements in partner engagement. Response times 
drop from days to hours. Deal coordination becomes seamless. Most importantly, partner managers can focus on strategic 

relationship building rather than administrative overhead.

The key insight: start small and layer capabilities gradually. Begin with one automation closed-won deals posting to Slack. 
Once that's working smoothly, add pipeline updates, then POD workflows, then performance dashboards. This approach 

builds confidence and capability systematically rather than trying to automate everything at once.
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Partner Enablement and Speed-to-
Revenue
Why Enablement Is the Most Broken Step
Here's what most partner programmes get wrong: they focus intensely on step one (signing partners) and step three (asking 

for pipeline), but they completely botch step two (enabling partners to actually sell). The result is "signed but silent" partners 
who look great in programme metrics but don't drive any revenue.

Traditional partner enablement treats partners like junior sales reps who need comprehensive product training. Partners sit 
through week-long certification programmes covering feature functionality, competitive positioning, and objection handling. 

Then they go back to their businesses and promptly ignore 90% of what they learned because it doesn't help them sell to 

their existing customers.

The fundamental mistake is assuming partners need to become product experts rather than solution orchestrators. Partners 

don't win deals by memorising feature lists they win by understanding how your solution fits into broader customer initiatives 

and connecting that value to their existing customer relationships.

The 30-Day Revenue Framework
Speed to first revenue should be 30 days, not 90 days. This requires completely rethinking partner onboarding from 

comprehensive education to focused activation. The goal isn't creating product experts it's creating revenue generators.

Week One: Platform & 
Access
Get partners into your systems, 

assign dedicated success 

contacts, and establish 

communication rhythms. This isn't 
about product training4it's about 

operational readiness. Partners 

should be able to register deals, 

access resources, and reach the 

right people before they ever sit 
through a product presentation.

Week Two: Discovery & 
Mapping
Work with partners to identify 

overlapping customer 

opportunities and prioritise the top 

ten prospects. This is where you 
learn about their customer base, 

understand their sales process, 

and identify where your solutions 

create the most value. The output 

is a specific target list, not general 
market understanding.

Week Three: First Co-
Sell
Get partners into live deal 

situations where they can see how 

your solutions solve real customer 

problems. This experiential 
learning is worth more than hours 

of classroom training. Partners 

learn by doing, not by listening.

Making Partners Productive, Not Just Signed
Productivity trumps perfection in partner enablement. Partners don't need to understand every product feature they need to 

understand how to identify good opportunities, position value effectively, and collaborate successfully on deals. This requires 

shifting from information transfer to capability building.

The most effective enablement programmes are built around deal scenarios rather than product features. Instead of "Here's 

how our API works," it's "Here's how we helped a customer in your industry solve a problem similar to what you're seeing." 
Instead of "These are our competitive advantages," it's "Here's how to position our solution when customers are evaluating 

alternatives."

Ongoing enablement should be triggered by deal activity rather than calendar schedules. When partners encounter specific 

objections, provide just-in-time resources addressing those concerns. When they're pursuing particular customer segments, 

share relevant case studies and success stories. This contextual enablement is immediately useful rather than theoretically 

comprehensive.
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Attribution and Measurement: Finally 
Getting It Right
Why Partner Compensation Is Broken
Most partner compensation models fail because attribution is unclear, inconsistent, or invisible. Sales teams don't trust 

partner influence claims because they can't see the supporting evidence. Partners don't prioritise opportunities because 

they're not confident they'll get credit for their contributions. Finance teams struggle to justify partner investments because 

ROI calculations require multiple assumptions.

The root problem is treating attribution as an accounting exercise rather than an operational necessity. Traditional attribution 
models try to divide credit retrospectively after deals close, someone decides how much influence each party contributed. 

This backwards approach creates conflict rather than collaboration.

Forward-looking attribution changes this completely. Instead of debating who deserves credit after the fact, it establishes 

clear roles and expectations upfront. Partners know exactly what activities earn attribution credit. Sales teams understand 

how partner involvement will be tracked and rewarded. Everyone operates from the same definition of success.

Attribution Models That Actually Work
Effective attribution requires three distinct categories that reflect different types of partner value creation. 

Partner-Sourced opportunities are deals where partners brought the initial customer relationship. 

Partner-Influenced opportunities are existing deals where partners accelerated closure or increased deal size. 

Partner-Led opportunities are deals where partners managed the entire customer relationship and sales process.

Partner-Sourced
Highest commission percentages 

because partners created the 
entire opportunity

Partner-Influenced
Moderate compensation 

reflecting their acceleration value

Partner-Led
Ongoing revenue sharing because 

partners maintain the customer 
relationship

Each category should have different compensation structures and service level expectations.

The 90-Day Partner Assessment Framework
At the 90-day mark, partnership hype should be over and measurable impact should be visible. The assessment framework 

focuses on four critical metrics that indicate whether partnerships will scale successfully.

1 Pipeline Generated
Measures actual opportunities created, not just 

"engaged" accounts or marketing qualified leads.

2 Deal Velocity Impact
Shows whether partner involvement shortens sales 

cycles or just adds complexity.

3 Win Rate Influence
Demonstrates whether partner-involved deals close 

at higher rates than direct sales efforts.

4 Revenue Realised
Tracks actual closed business rather than projected 

pipeline values.

Partners who can't show measurable impact across these dimensions after 90 days either need intensive coaching or 

relationship re-evaluation. The goal isn't to eliminate struggling partners immediately4it's to identify what's preventing 
success and address those barriers systematically.

The most successful partnerships evolve through predictable maturity stages: from basic influence (adding credibility) to 

active acceleration (shortening cycles) to pipeline sourcing (creating opportunities) to customer ownership (managing 

relationships). Understanding where each partner sits on this maturity curve helps prioritise development investments and 

set realistic expectations.



The Death of Cold Outbound and Rise of 
Co-Sell GTM
Why Cold Outbound Is Struggling
Cold outbound is experiencing a systematic collapse, and the data is unforgiving. Email response rates have dropped below 

1% for most B2B segments. LinkedIn connection acceptance rates are falling, and phone prospecting faces increasing 

resistance. The inbox is effectively dead as a prospecting channel, with most sales emails deleted unread.

More fundamentally, buyer behaviour has shifted from reactive to proactive. Enterprise decision-makers research solutions 

extensively before engaging with vendors. They form opinions about suppliers based on peer recommendations, analyst 

reports, and ecosystem relationships. By the time they're ready to engage with vendors, they've already shortlisted 
preferred options.

Trust as the New Currency
In a world of infinite choice and limited attention, trust has become the primary differentiator in B2B sales. Buyers want 

warm introductions from trusted advisors rather than cold pitches from unknown vendors. They prefer recommendations 

from peers who've solved similar problems over marketing claims.

This shift creates massive advantages for companies that build ecosystem relationships strategically. Partners provide three 

forms of trust that direct sales can't replicate: relationship trust (existing customer connections), expertise trust (deep 

domain knowledge), and outcome trust (proven success with similar implementations). Smart companies are redesigning 

their entire go-to-market approach around trust multiplication.

Co-Sell as the New Outbound Motion
Co-sell is becoming the primary customer acquisition strategy for enterprise B2B companies. Rather than cold calling, sales 

teams identify target accounts and work backwards to find partner connections, orchestrating warm introductions through 

ecosystem relationships.

Effective co-sell motions operate like sophisticated networking. Account executives research which partners have existing 

relationships with target accounts, and partner teams facilitate introductions, providing crucial context. Sales teams enter 

conversations with established credibility and clear value propositions.

The operational mechanics of co-sell GTM require systematic account mapping, partner relationship intelligence, and 

coordinated outreach. But the strategic insight is simpler: in a trust-based economy, relationship access beats message 
volume every time.

Companies implementing co-sell as their primary GTM motion report 40% higher lead conversion rates and 60% shorter 
sales cycles compared to cold outbound. The difference is entering sales conversations with trust rather than trying to build 

it during the conversation.
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Conclusion: The Action Plan for 2026
The transformation from partnership programme management to revenue architecture isn't optional4it's inevitable. The 

companies that make this transition successfully will dominate their markets. Those that cling to outdated approaches will 
find themselves managing increasingly irrelevant channel initiatives whilst competitors build ecosystem-driven growth 

engines.

Here are six critical moves every partnership leader must make to prepare for 2026:

The 2026 Partnership Action Plan:

Evolve Your Role
Stop being a programme manager. Start being a 
revenue architect. Build systems that orchestrate 

intelligence, enablement, and execution.

Invest in AI Strategically
Focus on predictive co-sell capabilities that tell you 
who to work with, when, and why. Avoid shiny objects 

that just create better reporting.

Build Platforms, Not Programmes
Design partnership experiences that become more 

valuable as more partners succeed. Escape the echo 

chamber of industry best practices.

Connect Your Funnel
Integrate sourced, co-sell, and transactional motions. 

Stop optimising individual partnership activities in 

isolation.

Master Hyperscaler Ecosystems
Build deep co-sell relationships with AWS, Azure, and 

GCP. Marketplace presence isn't optional anymore4

it's essential.

Automate Ruthlessly
Eliminate manual overhead that prevents scaling. Free 

your team to focus on strategic relationship building 

and deal collaboration.

The speed of change in partnerships is accelerating, not decelerating. AI capabilities are improving monthly. Marketplace 

adoption is happening faster than predicted. Buyer preferences are shifting more dramatically than most organisations 

realise.

This creates both opportunity and urgency. The opportunity is building partnership systems that create sustainable 
competitive advantage. The urgency is that this transformation window won't stay open indefinitely. Companies that move 

quickly will establish ecosystem positions that become increasingly difficult for competitors to challenge.

The future belongs to revenue architects who design systems, not programme managers who run activities. The 

question isn't whether this transformation will happen4it's whether you'll lead it or be left behind by it.

The old way of partnerships is dying. What you build next will define 
whether you scale or become irrelevant.
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specialises in transforming traditional channel programmes into AI-driven revenue architecture systems.
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