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Hello there! I'm Elena «

After 17+ years in B2B sales, marketing, and partnerships, I've learned
a fundamental truth: your ecosystem is part of your value

proposition. Yet most companies are missing the bigger picture.
Here's what matters:

90% of B2B buyers say a vendor's ability to integrate with their existing stack
significantly influences whether they even make the shortlist

No visible integrations?

You're not in the conversation. Meanwhile, most companies hide
their partner ecosystems behind generic "partners” pages that do
nothing for discovery.

At Bonobee, we're building infrastructure that makes partner
ecosystems discoverable and measurable. | wrote this playbook to
help marketing professionals understand how ecosystem-led growth
transforms entire go-to-market strategies, not just partnership
tactics. The companies winning in 2026 get this.
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The Partner-Led Growth Playbook for 2026

CHAPTER N.1.
INTRODUCTION

Why
Partnerships

Are No Longer
Optional

The market shifted. Your choice: build your ecosystem
or watch competitors build theirs.




O
Why B2B marketing professionals
can't ignore partnerships in 2026

1.1t's no longer optional

If you're a B2B marketing professional who hasn't yet explored partnerships, you're not alone.
Many companies still focus on paid advertising, content marketing, and email campaigns. But
here's the reality: the B2B landscape has fundamentally shifted, and partnership-led growth has
emerged as one of the most powerful and sustainable ways to scale revenue in 2026.

Ecosystem-led growth is happening with or without you. Product alone isn't enough - buyers
expect visible ecosystems. Al solutions are live ecosystems. Integration is the new feature. Trust
comes from the network. Partners reduce GTM costs. The market already shifted; your choice is
whether to lead or get left behind. This ebook is designed specifically for marketing professionals
who are new to B2B partnerships. Our goal is simple: educate you on what partnerships are, why
they matter, and how you can leverage ecosystem-led growth as a core go-to-market motion.
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Ecosystem-Led Growth Is Happening With or Without You
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The market already shifted. Your choice: grow with it or get left behind.
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Al Agents are
live
ecosystems

Integration is
the new
feature

Product
alone isn't
enough

reduce GTM
costs

38% faster close.
25% higher win
rates

Standalone =
legacy

Partner visibility
= social proof at
scale

They query
networks, not
websites

Buyers want
solutions, not
tools

Empty
integration page
= not serious

........._._..__..._.....-_._.._._............_._..__............_.

¢ ¢

e A
“

This isn’t about whether ecosystem-led growth is a good strategy.
It's about whether you're building for the market that exists or the one you wish still did.




2. The market has
spoken

The data is compelling:

Yet most B2B companies
struggle to integrate
ecosystem-led growth into
their GTM strategy, treating
partnerships as isolated
tactics rather than core
growth drivers.

3. What
you will learn

This guide will walk
you through:

By the end of this playbook,
you'll understand how to
build partnerships that drive
measurable revenue growth
and integrate seamlessly into
your existing GTM strategy.

@

Partner-influenced deals
have 40% higher
average order value

P

77

Current competitive
landscape and
industry trends

&

Deals involving partners
close 53% more likely
and 46% faster

="
0.

/0% of executives say
partnerships are
critical to growth

29
22

Essential partnership
terminology
and concepts

/\

Partner marketing
strategies that
drive results




The Partner-Led Growth Playbook for 2026

CHAPTER N.2.
PARTNERSHIP GLOSSARY

Essential Terms
You Need
to Know

From partner types to ecosystem infrastructure - the essential
terminology that powers B2B growth in 2026.



N.1 Account Mapping

The process of comparing your customers and prospects
with partners' to see where they overlap. It helps you spot

shared opportunities and align efforts.

N.2 B2B Partnerships

Strategic collaborations between two
business-focused companies that work
together to create shared value. These
partnerships often sit within a broader
partner ecosystem, supported by a
structured partner program.

P

N.4 Co-Marketing

When two companies team up to create
and promote a shared campaign-like a
guide, webinar, or event. Co-marketing is
most effective when tied into a broader
go-to-market plan.

N.3 Channel Partner

A company that sells your product or
service through its own sales process.
Channel partnerships are a major part
of an indirect sales channel strategy.

N.5 Co-Selling

When two companies work together to
sell their solutions into the same
account. Co-selling usually starts with
account mapping, where both sides
identify overlapping prospects and
customers.




N.6 Ecosystem-Led Growth (ELG)

A go-to-market strategy where
companies build infrastructure that
enables multiple partners to
interconnect and create compound
value through network effects.

The vendor orchestrates partner
discoverability, integrations, and

attribution across many-to-many
relationships rather than managing
individual 1:1 partnerships.

Modern B2B buyers expect to see your partner ecosystem

before they engage with sales. Here's how ELG delivers

The ELG Framework

/0% of the B2B buying journey happens
before buyers contact sales. Buyers evaluate
your ecosystem alongside product features.
ELG companies make their partner
ecosystems visible and discoverable through
dedicated infrastructure.

In Action

Companies build partner marketplaces with
Al-powered discovery, analytics, and lead
capture. Marketing promotes the ecosystem as
product value. Sales leverages relationships for
co-selling. Product teams build integrations that
compound as the ecosystem grows.



N.7 ldeal Partner Profile(IPP)

A clear description of the kind of company that makes
the most sense to partner with. Your I[PP should guide
everything from who you recruit to how you run
account mapping.

N.8 Partner Marketplace

A dynamic, searchable section of your website with
Al-powered discovery engines, built-in analytics, lead
capture, and performance tracking. Unlike static
partner directories or generic "partners"” pages, a true
partner marketplace makes your ecosystem
discoverable to buyers, measurable

to leadership, and valuable to partners through SEO
optimization and attribution tracking. This is
infrastructure, not a campaign - permanent, scalable,
and integrated into your product positioning.

Why static directories fail?

Traditional partner pages are invisible to buyers and
provide zero attribution to leadership. They list logos
without context, offer no way to capture intent, and
give partners no incentive to promote the relationship.
Partner marketplaces solve this by treating ecosystem
visibility as a core product feature, not

an afterthought.
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N.9 Partner Program

Your framework for working with partners.
Partner programs often include activation
milestones, Marketing Development Funds
(MDFs), co-selling playbooks, and
structured onboarding processes.

N.11 Referral Partner

Someone who sends you leads but doesn't
sell your product directly. Referral
partnerships are often an easy first step
into building an indirect sales channel.

N.12 Strategic Partnership

A high-value relationship between two
companies with strong alignment in
markets, products, or capabilities.
Characterized by executive
sponsorship, joint business planning,
and material impact on revenue or
market access for both sides.

N.10 Partner-Led Growth

A go-to-market strategy where
companies drive revenue through
direct, managed relationships with
specific partners. Growth is generated
through structured programs where
individual partner contributions
(referrals, co-selling, reselling) are
tracked and attributed.

N.13 Technology Partner

A company whose product integrates
or connects with yours. Technology
partnerships are a key part of any
ecosystem-led growth strategy.
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CHAPTER N.3.
THE 2026 B2B LANDSCAPE

Why
Partnerships
Are Critical Now

90% of buyers evaluate your integrations before contacting sales.
Visibility is no longer optional.



@
How Buyer Behavior Is Changing

Modern B2B buyers no longer evaluate products in isolation. They evaluate R
ecosystems. Before scheduling a demo, they research which tools integrate with their
existing stack. Before signing a contract, they verify that your platform connects to
the applications their teams already use.

The New Buyer Journey:

* 70% of the buyer journey happens * Buyers research integrations and partner
before contacting sales ecosystems during independent discovery

+ Integration compatibility determines + /7% won't speak to sales until they
vendor shortlists in 90% cases complete their own research

* Ecosystem depth signals product maturity
and market leadership

If your integrations aren't discoverable during this research phase, you're not making
it onto buyer shortlists. Your competitors with visible ecosystems are winning before
you even know there's an opportunity.

This shift is profound. Your ecosystem is part of your value proposition; buyers evaluate
integration breadth as a core feature, not a nice-to-have.
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The Proof: How Leading Companies Are
Winning with Ecosystem-Led Growth

This is where ecosystem-led growth becomes transformative. Rather than fighting against
these trends, ELG leverages them:
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Ecosystem-Led Growth

The Power of Partner Ecosystems. Examples

l os%

576%

growth in partner-
driven sales

of commercial
revenue from partners

45% y 30%
of revenue from of total revenue

partnerships from partners

HubSpot

Partnerships account
for 45% of revenue and
33% of customer
referrals, fueling its
growth engine.

J

Apollo.io

More than 10% of
revenue comes from a
rapidly expanding
partner ecosystem,
resulting in a 576%
increase in partner-
driven sales.

SAP

Its extensive partner
network contributes
over 30% of total
revenue, showcasing
the strength of
ecosystem-led growth.

Microsoft

95% of its commercial
revenue comes from
400,000 partners,
generating $7.63 for
every $1 Microsoft earns.

4 N\

/

Partnerships account for
45% of revenue and drive
33% of customer referrals,

~

More than 10% of revenue
now comes from a rapidly
expanding partner
ecosystem, with 576%

( . fueling their entire growth ( growth in partner-driven
MICI'OSOft j engine. SAP J sales.
. \_ . \_ Y,
™ ™
95% of commercial HubSpot Their extensive partner Apollo.io
revenue comes from over network contributes over
400,000 partners, | 30% of total revenue, |
generating $7.63 for every demonstrating the power
$1 Microsoft earns. of ecosystem-led growth
- / at enterprise scale.
\_ Y

These aren't outliers - they represent the new standard for B2B growth. Companies that treat
partnerships as an afterthought will fall behind those who recognize that your ecosystem is part of

your value proposition.




The Challenges B2B Companies Facing
In 2026

N.1 Sales Cycles are Getting Longer. \Qs&: 'l' |
Q

Sales cycles have increased by 16%. More stakeholders, complex
buying committees, and economic uncertainty have all contributed to

delayed decision-making.

N.2 Win Rates are Declining.

Win rates have dropped by 18%, and 69%
) . of sales reps missed their quotas.
N.3 CAC Continues to Rise. Traditional cold outreach is becoming less

. . . effective.
Paid advertising costs have increased,

and organic reach has plateaued.
Companies are spending more to
acquire customers while seeing
diminishing returns.

s

/,

N.4 Buyers Expect N.5 Trust
Integrated Solutions. Is the New Currency.

Today's B2B buyers don't want point In a world saturated with marketing
solutions-they want ecosystems. They messages, trust has become the primary
research which tools integrate together factor in B2B buying decisions. Buyers
and which solutions work within their trust their existing vendors and partners
existing tech stack. more than cold outreach.
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How Ecosystem-Led Growth Addresses
These Challenges

This is where ecosystem-led growth becomes transformative. Rather than fighting
against these trends, ELG leverages them:

Partner Ecosystems Are Now the New GTM Engine

Rising competition and Al disruption are making direct sales less effective. Over 70% of global IT
spending now flows through partner ecosystems, proving that growth comes-from connections,
not cold outreach.

Broader Ecosystem Reach

73% of global IT spending flows
through partner ecosystems.

Faster Deal Closure Revenue Leadership

Partner-influenced sales close 38% 58% of tech revenue now comes
faster than direct sales. through partner influence.

Accelerated Growth

Companies with mature partner
programs grow twice as fast. win rates.

Higher Win Rates Buyer Preference

Partner-led deals deliver 25% higher | 87% of B2B buyers prefer vendors
with proven ecosystem
| partnerships.

%K Faster sales cycles %Ié Higher win rates

deals with partners close A46% faster
because partners provide warm
introductions and pre-existing trust.

Lower CAC

72% of companies report lower
customer acquisition costs through
partnerships.

@ Bonobee

partner-influenced deals
are 53% more likely to close.

Larger deal size

partner-influenced deals
have 40% higher average
order value.



e
The Visibility Imperative

Here's where most B2B companies are failing: even those with strong partner
programs lack visibility. Most companies build partner ecosystems but hide them
behind generic "partners" pages.

Buyers can't discover integrations. Partners aren't incentivized to promote the
relationship. Leadership sees partnerships as a cost center because there's no
attribution. Meanwhile, competitors with visible ecosystems win deals you never
knew you lost.

Build Ecosystem

You build 50-200+ partnerships,
integrations, and co-marketing programs.
Entire teams dedicated to partner success.

Partners Invisible

But they're buried 3 clicks deep on your
website. No SEQ. No discovery. Buyers can't
find them.

No Attribution

You have zero visibility into which partners
drive traffic, leads, or revenue. Pure
guesswaork.

(VELUEINE

Partner teams stuck updating
spreadsheets and manually maintaining
partner pages across systems.

@ Elena Zap.
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Competitors Win

Meanwhile, competitors with fewer but
visible partners capture search traffic and
convert faster.

Buyers Lost

Prospects ask "who do you integrate with?"
because your ecosystem isn't discoverable
where they search.

Cost Center

Without visibility and measurement, your
partner program stays a cost center, not a
revenue engine.

The Solution

Make your ecosystem discoverable,
measurable, and valuable. Partner
marketplaces, not directories.

The Solution: Discoverable Ecosystems

By 2026, buyers expect to evaluate your
integrations before contacting sales.
Companies without visible ecosystems won't
make the shortlist.

Partner marketplaces transform partnerships
from invisible relationships into

permanent infrastructure that drives pipeline,
reduces CAC, and shortens sales cycles.

@ Bonobee



The Partner-Led Growth Playbook for 2026

CHAPTER N.4.
ECOSYSTEM-LED GROWTH
IN YOUR GTM STACK

How
Partnerships
Amplity Every
Growth Motion

Your ecosystem amplifies every GTM motion
from product adoption to sales acceleration



o
How Partnerships Amplify
Every Growth Motion

Modern B2B companies don't choose between product-led, sales-led, or ecosystem-led growth.
The most successful companies layer all three motions together, with each amplifying the others.

Ecosystem-led growth isn't a separate GTM strategy - it's infrastructure that makes every other
motion more effective. Your product becomes more valuable through integrations. Your sales team
closes deals 46% faster with partner validation. Your market reach multiplies through channel

distribution.

6 The companies winning in 2026 understand this fundamental truth: partnerships
amplify your entire go-to-market strategy across every dimension.

@ Sk www.bonobee.ai @
The 6 W’s of a Winning B2B GTM Strategy

And How Your Partner Ecosystem Fits In

p— ——

0

Offering Value Proposition Distribution Target Market Metrics

What is our Why should How will we Where are our Who are our When do we

product? clients buy it? promote and sell clients? clients? measure success?
it?

Where Does the Partner Ecosystem Fit In?

\

Strengthens by Helping you enter
adding credibility or new markets and
bundled services. - industries.

Your ecosystem is part of your value proposition.
Make it impossible to ignore.
é Bonobee




o
The Three Growth Engines

Understanding how ecosystem-led growth complements your existing GTM motions
is essential for building a partner strategy that actually drives revenue.

4+
Product-Led Growth (PLG)

Product-led growth focuses on self-serve product adoption as the primary driver of
customer acquisition. Users discover value through the product itself, often through free
trials or freemium models. PLG excels at creating viral loops and driving initial user
activation.

+
Sales-Led Growth (SLG)

Sales-led growth builds revenue through relationship-driven, high-touch consultative
selling. Account executives guide prospects through complex buying decisions. SLG
provides predictable, headcount-driven scaling but requires significant capital
investment.

4+
Ecosystem-Led Growth (ELG)

Ecosystem-led growth leverages partnerships, integrations, and network effects to
drive sustainable expansion. Buyers discover your product through your partner
ecosystem, and integrations create switching costs that dramatically improve
retention.



@
How the Growth Motions Work Together

The magic happens when you layer these motions strategically. Each growth engine
has distinct strengths, and when combined, they create compounding advantages
your competitors can't match.

+
PLG + ELG: Acquisition Meets Retention

Product-led growth attracts users through frictionless onboarding. Ecosystem-led
growth expands reach and deepens retention. PLG brings users in quickly, while ELG
ensures they stay by embedding your product into their broader tech stack.

Combined Impact:

PLG fuels short-term growth through viral adoption

ELG ensures long-term success through integration stickiness
Users stay longer when your product fits into their workflows
PLG attracts, ELG defends against competition

@ =loE S www.bonobee.ai l@
PLG + ELG » The Best of Both Worlds

Product-Led Growth + Ecosystem-Led Growth

PLG attracts users, ELG
expands reach &
retention

Growth Self-serve product Partnerships, integrations,
Driver adoption and network effects

Go-to-Market Individual user Ecosystem expansion PLG brings users in, ELG
Focus activation through partners deepens the engagement

PLG fuels short-term
growth, ELG ensures
long-term success

IF Viral loops, organic Sustainable, long-term
Scalability adoption expansion

Users stay longer when
a product fits into their
broader tech stack

Custmomer £ e High switching costs via
Retention Procucteticuingss integrations

PLG attracts, ELG

oy Best-in-class UX & _Strong industry defends against
Con::gzteltwe frictionless onboarding relationships & distribution i peti%ion




Combined Impact:

+

SLG + ELG: Relationship Selling Meets
Network Effects

Sales-led growth builds deep account relationships. Ecosystem-led growth
accelerates those relationships through partner distribution and ecosystem proof
points.

Multi-threaded selling through partners reaches more buying committee members
Partner validation reduces enterprise buying cycle friction by 30-40%

Ecosystem proof points accelerate consensus in complex deals
Co-selling motions expand average contract values by 35-45%

Partner referrals enter with 3x higher trust than cold outreach

@ Elena Zap.
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Approach

Retention
Strategy

SALES-LED
(SLG)

Relationship building
through AEs. High-touch,
consultative selling.

Targeted ABM. Long cycles,

multiple touches.

Linear, headcount-driven.
Predictable but capital-
heavy.

Account relationships.
Vulnerable to rep turnover.

ECOSYSTEM-LED
(ELG)

Network effects from
integrations. Discovery
through tech stack.

Partner distribution. Buyers
find you early.

Exponential through
networks. Partners scale for
you.

Integration switching costs.
Breaking workflows hurts.

www.bonobee.ai L@

SALES-LED + ECOSYSTEM-LED GROWTH

How they work alone vs. how they multiply together

SLG + ELG

Close 46% faster and
win 53% more often

Up to 50% lower CAC

40% higher deal
value

1-2% annual churn

Sales-led growth builds relationships. Ecosystem-led growth turns those relationships
into network effects. Together, they close deals 40% faster with lower CAC.
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PLG + SLG + ELG: The Complete
Growth Stack

Leading companies don't pick one motion

They build all three:

— PLG

handles initial user acquisition
and activation through self-
serve product experiences.

— SLG [ PLG } { SLG }

converts high-value accounts
through consultative
relationships and enterprise sales
motions.

— ELG

amplifies both through partner
distribution, ecosystem
discovery, and integration
stickiness that compounds over
time.

ELG

The result is a growth engine that acquires
customers efficiently, closes enterprise

deals faster, and retains accounts through technical
and business lock-in.

@ Bonobee
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How Growth Motions
Complement Each Other

The right GTM mix depends on your product type and target market, not only your growth stage.
Different products naturally align with different primary motions, while ecosystem-led growth
amplifies whichever motion you choose.

For Self-Serve Products

If you're building a self-serve product with viral potential, PLG is your foundation. But ecosystem-
led growth accelerates PLG by creating integration stickiness. Your ecosystem is part of your value
proposition - integrations make your product more valuable inside the workflows users already
have.

( N) (r ~N)

For Enterprise Solutions

If you're selling complex enterprise
solutions with consultative sales
cycles, SLG remains critical.
Ecosystem-led growth amplifies SLG
by providing social proof, reducing
sales cycles through ecosystem
discovery, and creating competitive
differentiation. Partners help deals
close 46% faster and win 53% more
often.

For Platform Products

If you're building infrastructure that
other products depend on,
ecosystem-led growth becomes your
primary motion.

Your value compounds as more
companies integrate. Partner
marketplaces become self-sustaining
growth engines.

The Integration Opportunity

Ecosystem-led growth isn't replacing other motions. It's the connective tissue that makes both
PLG and SLG more effective by embedding your product into existing ecosystems, providing
discovery through partner networks, and creating retention through integration switching costs.
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Strategic Imperative

Ecc)sth Isn't

replacing product-led or
sales-led motions. It's the
connective tissue that makes
both work better.

Bonobee
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Partner



The Partner-Led Growth Playbook for 2026

CHAPTER N.5.
CROSS-FUNCTIONAL
PARTNERSHIP ALIGNMENT

Getting Sales,
Marketing,
Partnerships,
and Product on
the Same Page

Partnerships fail when treated as a silo.
Success requires marketing, sales, and product alignment.



e
The Partnership Alignment Model

Partnerships succeed or fail based on cross-functional alignment. When partnerships operate in a
silo, they become an expensive relationship management function. When partnerships integrate
across Product, Marketing, Sales, and Customer Success, they become a growth engine.

The most effective partner programs have clear ownership models where partnerships teams own
relationship strategy while enabling every other function to leverage the ecosystem.

@ Elena Zap. www.bonobee.ai Q

Product

Integrate ecosystem

depth into competitive

positioning and value

proposition messaging Cs 04

Cuide customers to
relevant partners and
integrations that
p 02 expand platform value

Partnership
AI ignment Leverage partner

marketplace as organic ;
MOdeI ! _ traffic source and high- | y
W | intent conversion Partnerships v
channel : 2

Own relationships and
ecosystem strategy

while enabling cross-
Sales 03 functional visibility

Use partner
marketplace as sales
enablement and social
proof to accelerate deal
velocity

Modern partnership programs require coordination across
five core functions. Each plays a distinct role in making
your ecosystem visible, measurable, and valuable.

@ Bonobee



Product: Integration
as Competitive Positioning

(( ) ( )
PRIMARY HOW THIS SUPPORTS
RESPONSIBILITY PARTNERSHIPS
Integrate ecosystem depth into Product teams that treat partnerships
competitive positioning and value as core infrastructure create the
proposition messaging. Make foundation for ecosystem-led growth.
integrations a core part of the product When integrations are first-class
roadmap, not an afterthought. features, partners have real value to

sell and customers have real reasons
to stay.
L 5, L 5,

Key Activities

%K treat partner integrations as product features in roadmap planning
%K prioritize integrations based on ICP needs and partner strategic fit
%K build integration infrastructure that scales (APIS, webhooks, SDKS)

9|€ provide technical enablement for partner integration teams

%K ensure integration quality meets product standards
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Marketing: Ecosystem
as Acquisition Channel

Marketing transforms partnerships from hidden relationships into visible growth infrastructure.
Strong ecosystem visibility attracts buyers and partners. When customers discover your
integrations, trust increases. Partners see marketplace investment, engagement accelerates.

Primary Responsibility

Leverage partner marketplace as an organic traffic source and high-intent conversion

channel. Make the ecosystem visible and discoverable to both buyers and potential
partners.

Key Activities

© Develop partner-focused
Own partner marketplace content (integration Create co-marketing
visibility and SEO guides, case studies, campaigns that generate
optimization joint webinars) mutual value
()

Track partner-influenced Build ecosystem

pipeline and attribute messaging into demand

marketing ROI generation campaigns

How this Supports Partnerships

Marketing turns invisible partnerships into discoverable assets. SEO-optimized partner pages
generate inbound leads. Co-marketing campaigns create pipeline that benefits both sides.
Ecosystem messaging differentiates your brand.



Sales: Ecosystem as
Competitive Advantage

[/ ~N )

PRIMARY - =
RESPONSIBILITY

HOW THIS SUPPORTS
PARTNERSHIPS

Leverage partner marketplace as proof
point in competitive deals. Use
ecosystem strength as differentiation
in enterprise sales cycles.

Sales teams that understand
ecosystem value close deals faster.
When AEs reference integrations
naturally in conversations, buyers see
proof of platform maturity. Partner
referrals convert at higher rates

oS -/ because they come with built-in trust.

Key Activities

K
K
K
K

reference partner ecosystem in sales conversations and demos
share partner marketplace link during discovery to show integration breadth
co-sell with partners on shared accounts

request partner referrals and warm introductions




Customer Success:
Ecosystem as Retention Lever

Primary Responsibility

Guide customers to relevant partners and integrations that expand platform value.
Use ecosystem to drive adoption, stickiness, and expansion.

Key Activities

Track integration

adoption as a retention
signal

O

Measure customer health
based on ecosystem
engagement

How this Supports Partnerships

CS teams that activate integrations create switching costs. Every integration a customer uses
makes them less likely to churn. Partners that solve customer problems become value-add

resources that strengthen both relationships.



Partnerships:
Strategy and Enablement

((

PRIMARY
RESPONSIBILITY

Own partnership relationships and
ecosystem strategy while enabling
cross-functional teams to leverage the
partner network effectively.

~N )

(

HOW THIS WORKS

Partnership teams create the
infrastructure every other function
needs. By owning relationships and
providing ecosystem visibility,
partnerships enable. Product to build
integrations, Marketing to generate
demand, Sales to close deals, and CS
to drive retention.

identify and recruit strategic partners aligned with ICP and GTM strategy

define partnership tiers, requirements, and engagement models

onboard and enable partners with resources they need to succeed

track partner performance and optimize relationships over time

report ecosystem impact to leadership with clear ROl metrics

maintain partner marketplace infrastructure and visibility



@
Breaking Down Silos

“The biggest mistake companies make is
treating partnerships as a separate
team responsible for ‘partner stuff.”

This creates silos where partnerships manages relationships but other teams
don't know how to leverage them.

Common Silo The Integrated
Symptoms Approach

Leading companies treat partnerships as
shared infrastructure. Everyone
understands how ecosystems drive

their specific goals:

%K marketing runs demand gen
campaigns without mentioning
partner integrations

sales doesn't reference ecosystem
strength in competitive deals

%K Product sees partnerships as
features that increase product value.

product builds features without 9Ié

L . Marketing sees partnerships as
considering partnership implications

channels that generate qualified
cs never recommends partner traffic. Sales sees partnerships as
competitive differentiation that
closes deals faster.

services to struggling customers

partnerships has no visibility into

what other teams need %Ié Sales sees partnerships as
competitive differentiation that

closes deals faster.

%Ié CS sees partnerships as resources
that solve customer problems and
drive retention.

This integrated approach requires clear ) :
communication, shared metrics, and élé Partnerships sees their role as

visible infrastructure (like partner enabling all of the above through
marketplaces) that every team can relationship management and
access and leverage. o
ecosystem visibility.
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Making Alignment Real

2.Create Regular
Cross-Functional Sync

Monthly ecosystem reviews with Product,
Marketing, Sales, CS, and Partnerships.
Share wins, surface blockers, align on
priorities. Make partnerships a standing
agenda item, not an afterthought.

3.Establish Shared
Partnership OKRs

Don't let partnerships own all partner
metrics. Product should have integration
velocity targets. Marketing should have
partner-influenced pipeline goals. Sales
should track co-selling win rates. Shared
ownership creates shared accountability.

When partnerships align across product, marketing, sales, and cs, they
stop being a cost center and start being a growth engine. The companies
winning with ecosystem-led growth didn't just build partner programs,
they built cross-functional alignment that turns partnerships into
competitive advantage.

é Bonobee



The Partner-Led Growth Playbook for 2026

CHAPTER N.G.
UNDERSTANDING
PARTNER TYPES

Who

Should Be
IN Your

Ecosystem?

Not all partnerships are created equal. Understanding the different types of partners
and which ones align with your goals is essential for building an effective ecosystem.



Core Sales Channel Partners

Reseller Partners

What they do:

Buy your product
and resell it to end
customers, often
adding their own
services.

Best for:

Companies looking
to expand into new
markets without
building direct
sales teams.

Value-Added
Resellers (VARS)

Resell your product
while adding value
through
customization or
professional
services.

Complex solutions
that require
Implementation
support.

Managed Service

Deliver your solution

SaaS platforms,

. as part of an cloud services, and
Providers (MSPs) ongoing managed iInfrastructure tools.
service.
System Design and Enterprise software
implement complex requiring
Integrators (SIS) technology solutions significant

by integrating
multiple products.

technical expertise.

Referral Partners

@ Bonobee

Send qualified leads
your way but don't
handle the sales
pProcess
themselves.

Quick wins and
building early
momentum.



o
Ecosystem & Growth Partners

Technology What they do:

Partners Build integrations

that connect their
product with yours.

Best for:

SaaS companies
and platform
businesses.

Agency Partners Provide services like
Implementation,

strategy, or
optimization.

2
A

Solutions that
benefit from expert
guidance.




The Partner-Led Growth Playbook for 2026

CHAPTER N.7.
THE PARTNER JOURNEY

From Discovery
to Revenue

Building a successful partner program isn't about signing as many partners as possible.
lt's about guiding partners through a journey that creates value for both sides.



o
The Five-Stage Partner Journey

Building a successful partner program isn't about signing as many partners as possible. It's about
guiding partners through a structured journey that creates value for both sides.

@ s www.bonobee.ai
The Partner Visibility Playbook

Strategic roadmap for building discoverable, data-driven partner ecosystems

e
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Launch

Visibility and
Measure
Study how your ideal Determine which Define goals for Build talrg.eted outreach Make your ecosystem
customers work daily. partnerships drive partner-sourced to priority partners. publicly discoverable
Document the tools revenue: technology pipeline, revenue Create streamlined through a searchable
they use, workflows integrations, referral attribution, CAC by onboarding, co- partner marketplace.
they depend on, and partners, resellers, or channel, and deal marketing assets, and Track performance
pain points where strategic alliances. velocity. Establish clear compelling value metrics and scale high-
integrations deliver Prioritize based on ICP benchmarks before propositions t_hat drive performing
measurable value. overlap and market reach. recruiting partners. partner activation. partnership models.

\ : \ : : \ | / \ : / ) /

Partneéships + Partne}ships + Partneliships +
Product Marketing Finance Marketing

Conduct customer interviews, Build partner segmentation Create dashboard tracking Develop partner enablement Build visible infrastructure
analyze tool usage data, and framework and score partner impact on pipeline, materials, integration guides, that drives inbound partner
identify integration potential partners by closed deals, and ecosystem and joint value propositions interest and buyer discovery
opportunities that match real strategic fit, customer ROl to measure program that make partnerships easy while measuring ecosystem
customer needs. overlap, and co-selling performance. to activate. impact on revenue.
potential.

Identify Set Success
Partner Types Metrics

The most effective partner programs follow a five-stage journey that aligns cross-functional
teams around clear milestones. Each stage has specific goals, activities, and ownership that move
partnerships from discovery to measurable revenue impact.

Visibility matters at every stage.

During discovery, visible partner marketplaces attract inbound interest. During activation, public
partner profiles validate relationships. During growth, transparent performance metrics keep
teams aligned. During optimization, attribution data proves ROI. The most successful programs
treat visibility as infrastructure, not a final step. When your ecosystem is discoverable from day
one, each stage compounds the previous one.

é Bonobee



Stage 1:
Map ICP Workflows

Key Activities:

% study how your ideal customers work
daily and what tools they depend on

document workflows, pain points, and
integration opportunities

conduct customer interviews to identify
ecosystem gaps

analyze tool usage data from your
customer base

map which integrations would increase
product stickiness

KK X X

Why This Matters:

Primary Ownership:
Partnerships + Product Marketing

Goal:

Understand how your ideal customers work daily
and identify where partnerships deliver
measurable value.

Success Metrics:

* documented ICP workflows for top 3
customer segments

* list of 20-30 must-have integrations based
on customer needs

* clear understanding of where partnerships
solve real problems

You can't build an effective partner program without understanding what your customers actually
need. Partnerships that don't solve customer problems become relationship management
exercises that don't drive revenue. Start with customer workflows, not partner wish lists.

Stage 2:
ldentify Partner Types

Key Activities:

determine which partnerships drive
%Ié revenue: technology, referral, resellers,
or strategic alliances

prioritize partner types based on ICP

% overlap and market reach
> build partner segmentation framework
% score potential partners by strategic fit,
customer overlap, and co-selling potential
% create ideal partner profile (IPP) for each
partner category
Why This Matters:

Primary Ownership:
Partnerships + Revenue Operations

Goal:

Determine which partnership models drive the
most revenue for your business
and prioritize accordingly.

Success Metrics:

* partner type prioritization matrix (which
types drive most revenue)

<4 ideal partner profile (IPP) for each category

* target list of 50-100 potential partners,
ranked by fit

Not all partnerships are created equal. Technology integrations drive different value than referral
partnerships. Reseller partners scale differently than strategic alliances. Focus your limited
resources on the partnership models that align with your GTM strategy and drive measurable

outcomes.



Stage 3:
Set Success Metrics

Key Activities:

% define goals for partner-sourced
pipeline contribution

establish revenue attribution model for
partner influence

set cac by channel targets (partner CAC
direct CAC)

% benchmark deal velocity for partner-
influenced opportunities

create dashboard tracking partner impact
on pipeline, closed deals, and
ecosystem roi

Why This Matters:

Primary Ownership:
Partnerships + Finance

Goal:

Define clear benchmarks for partner program
performance before recruiting partners.
Establish what success looks like.

Success Metrics:

* dashboard tracking partner-influenced
pipeline, revenue, and CAC

* clear definition of 'partner-influenced' vs
'‘partner-sourced’' deals

* executive-level reporting on partnership ROI

You can't improve what you don't measure. Most partnership teams struggle to prove ROI
because they define success metrics after launching programs. Set clear benchmarks first. Define
attribution models early. Build measurement infrastructure before you scale partnerships.

Stage 4:
Recruit and Enable

Key Activities:

% build targeted outreach campaigns to
priority partners

create a streamlined onboarding process
that activates partners quickly

develop co-marketing assets (case
studies, integration guides, joint content)

build compelling partner value
propositions that make saying yes easy

provide enablement materials that help
partners sell effectively

* K X X

Why This Matters:

Primary Ownership:
Partnerships + Marketing

Goal:

Activate priority partners with targeted outreach,
streamlined onboarding, and enablement
resources that drive results.

Success Metrics:

* partner onboarding completion rate (% who
complete activation)

time to first co-marketing activity
time to first co-sell opportunity

partner satisfaction scores during
onboarding

+ ++

Signing partners is the easy part. Activating them is where most programs fail. Partners who don't
see value in the first 90 days become dormant. Make onboarding frictionless, provide real
enablement resources, and help partners generate value quickly.



Stage 5: Launch Primary Ownership:

Visibility and Measure Partnerships + Product

Key Activities: Goal:

% make ecosystem publicly discoverable Make your ecosystem publicly discoverable
through partner marketplace through searchable infrastructure. Track
build seo-optimized partner pages for performar)ce and scale high-performing

¥ e partnership models.
organic discovery

% track marketplace visits, partner page
views, and lead submissions .

Success Metrics:
measure which partners drive highest , ,

% LTV, fastest sales cycles, and best * organic traffic from partner-related search
retention queries

x scale high-performing partnership models 4+ partner-influenced pipeline as % of total
based on data pipeline

x build visible infrastructure that drives 4+ inbound partner interest generated by
inbound partner interest marketplace visibility

* partner program ROI (revenue driven vs

program cost)

Why This Matters:

Hidden partner programs don't scale. Buyers can't find invisible integrations. Potential partners
can't discover programs they don't know exist. Visibility creates network effects where each new
partner makes your ecosystem more discoverable, which attracts more partners.

The Journey Never Ends

The five-stage partner journey isn't linear. You'll revisit Stage 1 as you enter new markets. You'll
refine Stage 3 metrics as you learn what drives results. You'll continuously optimize Stage 5
visibility as your ecosystem grows.

The difference between effective partner programs and expensive relationship management is
structure. Companies that follow this journey create partnerships that drive measurable revenue.
Companies that skip stages wonder why their 100+ partners aren't generating results.




The Partner-Led Growth Playbook for 2026

CHAPTER N.8.
PARTNER MARKETING

Strategies
That Drive Joint

Growth

Now that you understand what partnerships are and how to identify partners,
it's time to build your actual partner program.



For marketing teams, partner marketing has two critical functions: marketing WITH partners to
reach customers, and marketing FOR partners to build your ecosystem. Companies that master
both grow faster and more sustainably.

Marketing WITH Partners:
Co-Marketing to Reach Customers

Co-marketing campaigns combine your brand authority with a partner's reach to target shared
customer segments. This drives pipeline and awareness through joint promotion, trust,

and expanded reach.

Key Strategies:

Co-Branded
Campaigns

Webinars, ebooks,
case studies, and joint
content that showcase
both brands equally.

Channel
Leverage

Share content across
both partners' email
lists, social media,
websites, and partner
newsletters to double
visibility.

Lead Sharing
Framework

Agree upfront on how

leads will be qualified,

shared, attributed, and
followed up to ensure

clear accountability.

Campaign
Measurement

Track leads generated,
engagement rates,
pipeline created,
revenue influenced,
and new accounts
touched.

The most successful co-marketing campaigns start with aligned goals,
clear ICP definition, simple campaign formats, equal brand
representation, and defined roles and deadlines.

@ Bonobee




@
Marketing FOR Partners: Building
and Enabling Your Ecosystem

Attracting and supporting partners requires dedicated marketing effort. Your partner program
won't grow if partners don't know about it or can't effectively promote your solution.

Key Strategies:

Partner Program
Visibility

Build a high-converting partner
marketplace landing page that
clearly explains who it's for,
partner benefits beyond
commissions, proof points,

and simple CTAs.

Co-Promotion
Opportunities

Track leads generated,
engagement rates, pipeline
created, revenue influenced,
and new accounts touched.

Multi-Channel
Promotion

Integrate partner messaging
into newsletters, blog content,
social media, webinars, and
paid ads targeting potential
partners.

Market Development
Funds (MDF)

Support top partners by co-
investing in campaigns, tying
funds to partner tiers or
performance, and approving
proposals for regional efforts.

Partner
Enablement

Provide ready-to-use marketing
assets including email
templates, product one-pagers,
explainer videos, FAQ docs, and
brand guidelines in an
organized partner portal.

Flexible
Support

Different partners need different
levels of help. Offer both low-
touch and high-touch
collaboration options, editable
content for localization, and
region-specific campaigns.



Partner Marketing Infrastructure

@ Elena Zap.

WwWwW.bonobee.ai @

Partner Marketing Infrastructure Workflow

Six connected activities that transform partner programs from hidden assets into visible growth engines

. Discoverability Infrastructure

SEO-optimized partner pages,
integration listings, and
searchable marketplace that
buyers can actually find

Value Proposition Integration

Detail task requirements and
expected outcomes with greater
precision

Attribution & Analytics

Performance tracking
across partner-influenced
pipeline, traffic sources,
and conversion metrics

9|é Discoverability
Infrastructure

seo-optimized partner
pages, integration listings,
and searchable marketplace
that buyers can actually find.

Content
Automation

dynamic partner profiles,
auto-generated integration
pages, and scalable
ecosystem content.

H Content Automation

Dynamic partner profiles,
auto-generated integration
pages, and scalable
ecosystem content

%K Attribution

K

& Analytics

performance tracking
across partner-influenced
pipeling, traffic sources,
and conversion metrics.

Competitive
Positioning

marketplace visibility that
differentiates you in deals
and expands your
addressable market

H Competitive Positioning 6

Marketplace visibility that
differentiates you in deals
and expands your
addressable market

Infrastructure that turns
partnerships into earned
media, organic traffic, and
network effects

9|é Value Proposition
Integration

detail task requirements
and expected outcomes
with greater precision.

Partner
Co-Marketing

K

infrastructure that turns
partnerships into earned
media, organic traffic, and
network effects

By treating partner marketing as infrastructure rather than campaigns, you
create compound growth. Partners become earned media, organic traffic
sources, and network effects that scale with your ecosystem.

é Bonobee



The Partner-Led Growth Playbook for 2026

CHAPTERN.9
PARTNERSHIP KPIS

The 10 Metrics
T hat Matter

Track these 10 core metrics to prove partnership ROI
and optimize your program.



" Revenue & Pipeline

1. Partner-Influenced Revenue (%) 2. Partner-Sourced Pipeline ($)
Percentage of total revenue where partner Pipeline where partner was original source.
played any role. Target: 30-50%. Target: 10-20%.

3. Partner-Influenced Deal Velocity 4. Partner-Influenced Win Rate (%)
Sales cycle length for partner deals vs. direct. Close rate with partner involvement.
Target: 25-46% faster. Target: 25-53% higher.

dll Efficiency

5. Partner CAC vs. Direct CAC (%) 6. Partner Program ROI
Customer acquisition cost through (Revenue - program cost) / program cost.
partners. Target: 20-30% lower. Target: 3:1 minimum, 5:1 mature.

) Ecosystem Health

7. Active Partner Percentage (%) 8. Integration Adoption Rate (%)
Partners generating activity in last 90 days. Customers using at least one integration.
Target: 40-60%. Target: 60%+

@ Visibility & Discovery

O. Partner Marketplace Traffic 10. Ecosystem Customer Retention (%)
Organic traffic to ecosystem pages. Churn with vs. without integrations.
Target: 20-30% of website traffic. Target: 1-2% vs. 5-8%.

Al Dashboard Essentials

11. Executive 12. Operational

Partner-influenced revenue (%), Partner ROI, Active partners, Integration adoption,
Partner CAC Marketplace traffic



The Partner-Led Growth Playbook for 2026

CHAPTER N.10.
CONCLUSION

Your Roadmap to

Ecosystem-Led
Growth in 2026

Let's recap the key takeaways and provide you
with a clear path forward.



®
What You've Learned

the B2B landscape has fundamentally shifted toward ecosystem-led growth

partnerships drive measurable results: 58% of top performers' revenue comes from partners
partner types serve different purposes - match them to your business goals

partner discovery is systematic, not random

successful programs follow a five-stage framework

KK K K KK

visibility is non-negotiable in 2026

Why Visibility Matters More than Ever

(i) Elena Zap.

Ecosystem-Led Growth Is Happening With or Without You

The market already shifted. Your choice: grow with it or get left behind.
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Al Agents are
live
ecosystems

Integration is
the new
feature

alone isn't reduce GTM
enough costs

38% faster close.
25% higher win
rates

Standalone =
legacy

Partner visibility
= social proof at
scale

They query
networks, not
websites

Buyers want
solutions, not
tools

Empty
integration page
= not serious

¢ ¢

This isn’t about whether ecosystem-led growth is a good strategy.
It's about whether you’re building for the market that exists or the one you wish still did.

Ecosystem-led growth is happening with or without you.
The market already shifted. Your choice: grow with it or get left behind.



o
The 6 Key Points

+

Product Alone
Isn't Enough

Buyers evaluate solutions, not tools.
Your product features matter less than
the ecosystem that surrounds them.

+

Al Agents Are Live
Ecosystems

Al-powered assistants query networks,
not websites. If your integrations aren't
discoverable, you're invisible to the tools
making buying decisions.

+

Trust Comes From
the Network

Partner visibility equals social proof at
scale. Your ecosystem demonstrates
credibility faster than any case study.

+

Buyers Expect Visible
Ecosystems

An integration page that isn't serious
means you aren't serious. Empty partner
pages signal you're not ready for
enterprise buyers.

+

Integration
Is the New Feature

Standalone solutions are legacy. Modern
buyers expect native integrations as
standard product capabilities, not add-
ons.

+

Partners Reduce
GTM Costs

Partner-influenced deals close 38%
faster with 25% higher win rates. Visibility
directly impacts efficiency and revenue.

This isn't about whether ecosystem-led growth is a good strategy.
It's about whether you're building for the market that exists or the one
you wish still did.



Partner Marketplaces:
The 2026 Standard

Partner Marketplaces Combine:

9|é partner directory: public, searchable, seo-optimized listings

%K discovery platform: ai-powered matching and recommendations
%K lead generation: capture interest from customers and partners
9|é analytics dashboard: track visibility, engagement, conversion

%K proof of ecosystem: demonstrate credibility through visible partnerships

@ Elena Zap. www.bonobee.ai t@

pa rtner Marketplaces Are Partner programs are becoming growth

°_ infrastructure. Al-powered marketplaces
Rer"ltl ng BZ B GTM I n 2026 capture inbound interest and generate
From hidden directories to intelligent growth engines R S e g P

Partner Visibility that Converts Continuous Partner Lead Flow

Showcase your ecosystem in a live, Cenerate and capture inbound partner
searchable marketplace that drives interest through built-in SEO and data-
awareness and engagement. B driven visibility.

Actionable Performance Insights Your Partner Marketplace Al-Driven Program Growth
») pr— ! = - - 5 = y .

@
Track engagement, deals, and partner ERINSIRE.SY ERRON Use predictive insights to refine your
impact with unified analytics across ++ partner strategy and scale revenue

your entire ecosystem. faster.

In 2026, having a visible partner marketplace
Isn't just nice-to-have-it's table stakes for competitive B2B growth.



o
Your Next Steps

audit your current partnership situation

Immediate Actions
(This Week)

define 2-3 partnership goals

draft your ideal partner profile

K KKK

map your customer ecosystem

ShOI‘t-Term Actions identify 5-10 potential partners

(This Month)

create a partner landing page

list on 2-3 partner marketplaces

K KKK

reach out to top 3 potential partners

launch 1-3 pilot partnerships

Medium-Term
Actions
(This Quarter)

run a co-marketing campaign

build enablement resources

K KKK

establish kpis and tracking

scale to 10-20 active partners

Long-Term Actions
(This Year)

build full marketplace presence

establish partner success team

K KKK

integrate into core gtm strategy

The companies winning in 2026 understand this fundamental truth: your ecosystem is

part of your value proposition. Partner visibility isn't a project. It's permanent
infrastructure that compounds over time.
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Final Thoughts

+

B2B partnerships aren't a trend, they're a fundamental shift in how companies grow. The data is
clear: top-performing companies have embraced ecosystem-led growth as a core strategy, not an
afterthought.

As a B2B marketing professional, you have a unique opportunity to lead this transformation in your
organization. You understand the importance of channels, messaging, and customer acquisition.
Now it's time to extend that expertise to building and scaling partner ecosystems.

Remember: In 2026, visibility is everything. Make your partnerships discoverable.
Make your ecosystem measurable. Make your value clear.

The companies that win in the next era of B2B won't be those with the best product alone-they'll
be those with the strongest, most visible ecosystems. Start building yours today.

Ready to make your partner program visible?

-




Ready to Make Your +
Ecosystem Visible?

Let's Talk!

Building a visible partner ecosystem transforms how you
acquire customers and scale revenue.

Ready to integrate ecosystem-led growth into your GTM
strategy?

Elena Zap
CO-FOUNDER, CEO at Bonobee

in >4 @

Connect Explore Chat

LinkedIln bonobee.al hello@bonobee.ali
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