Partner Program Guide Framework (Template)
1. Executive Summary
Define the purpose and strategic goals of the partner program.
Questions to answer
· What role do partners play in your company’s GTM strategy?
· What types of customers or markets should partners help you reach?
· What outcomes should the partner ecosystem deliver?
Examples:
· Accelerate customer acquisition
· Expand into new markets or verticals
· Increase product adoption
· Improve renewal and expansion rates

2. Partner Types & Ecosystem Design
Define which partner models your program supports.
Questions to answer
· What types of partners create the most value for your customers?
· Which partners support acquisition vs lifecycle engagement?
· How should incentives differ by partner type?
Common Partner Types
	Partner Type
	Typical Role

	Resellers / VARs
	Sell and transact products

	Global System Integrators (GSIs)
	Strategy, architecture, transformation projects

	MSPs
	Managed services and ongoing operations

	ISVs / Technology Partners
	Integrations and joint solutions

	Marketplace Partners
	Digital distribution

	Referral Partners
	Lead generation



2.1 Partner Recruitment & Onboarding
Define how partners enter the ecosystem and reach productivity.
Questions to answer
· What is the ideal partner profile for each partner type?
· What criteria should be used to evaluate prospective partners (revenue capacity, vertical expertise, geographic coverage, technical capability)?
· Is there a formal application process, or is recruitment driven by field nominations?
· Who owns partner recruitment: channel team, sales, or both?
· What does the onboarding journey look like from signed agreement to first deal?
· How long should onboarding take, and what milestones define completion?
· What onboarding resources should be available on day one (portal access, training paths, sales tools, demo environments)?
· Should new partners have an assigned channel manager or onboarding specialist during ramp?
· How do you measure onboarding success (time to first deal, certification completion, pipeline generation within 90 days)?
Common onboarding elements:
· partner application and vetting process
· partner agreement execution
· portal provisioning and system access
· assigned channel manager introduction
· onboarding training path (sales, technical, product)
· first 30/60/90 day milestone plan
· initial joint business planning session
· access to marketing assets and campaign kits
Note: the fastest path to partner productivity is a structured onboarding experience with clear milestones. Programs that leave onboarding undefined tend to see high partner attrition in the first six months.

3. Program Structure (Partner Tiers)
Define how partners progress through the program.
Questions to answer
· How many partner tiers should exist?
· Should they be called tiers? i.e. silver, gold, platinum, etc
· Should tier requirements be based on revenue attainment or on partner selling capacity and readiness?
· What requirements define each tier?
· What benefits increase at higher tiers?
· Do you need different silvers for different partner types?
Typical tiers:
· Registered
· Silver
· Gold
· Platinum / Elite
Common requirements
· Revenue targets
· Certifications
· Number of trained personnel
· Customer success metrics
· Business plan commitments

4. Incentive & Economic Model
Define how partners make money.
Questions to answer
· What financial incentives exist for each partner type?
· How do incentives change across the customer lifecycle?
· How are partners rewarded for different types of contributions?
Common Incentives
	Incentive Type
	Description

	Reseller margin
	Discount on product resale

	Deal registration discount
	Extra margin for partner-sourced deals

	Services revenue
	Implementation and consulting services

	Referral commission
	Payment for sourced leads

	Managed services margin
	Recurring services revenue

	Renewal incentives
	Bonuses for renewal or expansion



5. Pricing & Discount Strategy
Define how pricing works for partners.
Questions to answer
· What base discounts apply to each partner tier?
· What additional incentives can partners earn?
· How are discounts structured across product types?
Typical Discount Categories
· Standard resale discount
· Deal registration discount
· Volume discount
· Multi-year contract discount
· Managed services discount
· Renewal discount

6. Deal Registration & Lifecycle Engagement Framework
Modern partner programs must recognize partner contributions across the entire customer lifecycle, not just the initial transaction.
6.1 Opportunity Registration (Traditional Model)
Protect partner-led opportunities.
Questions to define
· What qualifies as a partner-sourced opportunity?
· How long does deal protection last?
· What additional discount is applied?
Typical elements:
· opportunity registration window (90–180 days)
· margin protection
· additional deal discount

6.2 Renewal Registration
Recognize partners who influence renewals.
Questions to define
· Can partners register renewal opportunities?
· How is partner renewal influence validated?
· What incentives apply?
Possible incentives:
· renewal margin protection
· renewal bonuses
· expansion revenue incentives
· early renewal incentives

6.3 Assessment & Advisory Registration
Recognize consultative work before a deal exists.
Relevant for:
· GSIs
· consulting partners
· advisory firms
Examples of eligible engagements:
· architecture assessments
· readiness evaluations
· transformation workshops
· health checks
Possible incentives:
· advisory fee
· influence credit
· preferred partner status on resulting deal

6.4 Lifecycle Services Recognition
Recognize services partners delivering value after the sale.
Examples:
· implementation
· onboarding
· adoption programs
· managed services
· optimization consulting
Possible incentives:
· services margin
· lifecycle rebates
· expansion revenue incentives

6.5 Influence Registration
Recognize partners who influence deals but do not transact.
Example multi-partner scenario:
· GSI designs architecture
· reseller transacts product
· MSP manages ongoing services
Possible incentives:
· influence fee
· services opportunity protection
· co-sell incentives

7. Marketing & Demand Generation Support
Define how the company supports partner-led marketing.
Questions to answer
· What marketing resources are available?
· How do partners access marketing funding?
· What campaigns are available to partners?
· Should the vendor embed a dedicated marketing resource with strategic partners during their ramp period?
Common benefits:
· MDF / BDF funding
· campaign-in-a-box programs
· co-branded assets
· webinars and events
· social promotion templates

8. Sales Collaboration Model
Define how direct sellers and partners work together.
Questions to answer
· When does the company co-sell with partners?
· Who owns the opportunity in a joint sales motion?
· How are conflicts resolved?
Common policies include:
· deal registration rules
· co-sell engagement model
· territory alignment
· opportunity ownership guidelines

8.1 Rules of Engagement (ROEs)
Define the operating rules that govern how direct sales and partner-led motions coexist without conflict.
ROEs are one of the most critical and most frequently underdeveloped elements of a partner program. Without clear rules, channel conflict erodes partner trust, slows deal velocity, and creates internal friction between direct and indirect teams.
Questions to define
· How are accounts and territories segmented between direct and partner-led motions?
· What determines whether an opportunity is partner-owned vs direct-owned?
· What happens when both a direct rep and a partner are engaged on the same account?
· Does deal registration create exclusive protection, or is it first-right-of-refusal?
· How long does deal protection last, and under what conditions can it be revoked?
· Who arbitrates conflicts, and what is the escalation process?
· How are multi-partner deals handled when more than one partner is involved?
· Are there account types that are always direct-only or always partner-led?
· How are named accounts or strategic accounts handled?
Core ROE components:
· account ownership and territory definitions
· deal registration priority and protection rules
· conflict resolution process and escalation path
· named account policies
· co-sell vs partner-led engagement criteria
· multi-partner attribution and credit splitting
· executive sponsor for dispute resolution
· communication protocols when direct and partner motions overlap
Common ROE models:
· geographic segmentation (partner owns specific territories)
· account size segmentation (SMB partner-led, enterprise direct-led)
· motion-based segmentation (new business partner-sourced, renewals direct-managed)
· hybrid models with co-sell frameworks
Note: the best ROE frameworks are simple enough to explain in five minutes but detailed enough to resolve edge cases. If your field teams cannot articulate the rules clearly, the rules are either too complex or not communicated well enough.

9. Training & Certification
Define partner enablement requirements.
Questions to answer
· What training is required for each partner tier?
· What certifications are required?
· What specializations exist?
Examples:
· sales certification
· technical certification
· industry specialization
· product specialization
Note: all enablement or certification paths should enable the partner to speak your product fluently, but also still not take hours to complete. Keep your learning courses short but educational with several ways to learn (LMS courses, real time sandbox training, webinars/online training, etc)

10. Partner Enablement Resources
Provide partners with the tools they need to succeed.
Questions to answer
· Should you create separate training paths for specific personas?
Common resources:
· partner portal
· sales playbooks (marketing, new sales, upsell & retention)
· demo environments
· marketing assets
· competitive battlecards
· solution documentation

11. Partner Performance Management
Define how partner performance is evaluated.
Questions to answer
· What metrics determine partner success?
· How do partners progress between tiers?
· How often are partners evaluated?
Example Partner Scorecard Metrics
· revenue contribution
· time to first deal (certified partners vs non-certified partners)
· average sale cycle (certified vs non-certified)
· lead conversion (certified vs non-certified)
· amount of leads (certified vs non-certified)
· pipeline sourced
· certifications achieved
· renewal rates
· expansion revenue
· customer satisfaction
· partner engagement metrics

12. Operational Policies
Define rules governing partner participation.
Topics to include:
· compliance requirements
· confidentiality rules
· partner agreements
· termination policies
· brand usage guidelines

13. Program Governance & Evolution
Define how the partner program evolves.
Questions to answer:
· How often is the program reviewed?
· How are partner feedback loops structured?
· How are program changes communicated?
Examples:
· annual partner program review
· partner advisory councils
· partner internal scorecards
· ecosystem strategy reviews

Final Framework Summary
A complete partner program guide typically includes:
1. Executive Summary
2. Partner Ecosystem Design
3. Program Structure & Tiers
4. Incentive Model
5. Pricing & Discount Strategy
6. Deal Registration & Lifecycle Engagement Framework
7. Marketing Support
8. Sales Collaboration Model
9. Training & Certification
10. Enablement Resources
11. Partner Performance Management
12. Operational Policies
13. Program Governance

The template above gives you the building blocks. The framework below shows how they connect.

What sits above the guide you’re building is a simpler organizing idea: every mature partner program is really five operating layers stacked on top of each other. When those layers are clear, the program guide becomes much easier to design and maintain because each section serves a specific purpose.
Think of the architecture like this.

Partner Program Architecture
A structural framework for modern partner ecosystems
1. Ecosystem Strategy Layer
This layer answers the most fundamental question: why partners exist in the business model at all.
It defines the role of partners in the company’s go-to-market strategy and determines what kinds of partners the program should recruit.
Key design decisions include:
· Which customer segments partners should serve
· Whether partners focus on acquisition, delivery, lifecycle management, or all three
· Which partner types matter most (resellers, GSIs, MSPs, marketplaces, ISVs)
· How partner-led revenue fits into the broader revenue strategy
Typical outputs from this layer:
· Partner ecosystem strategy
· Partner recruitment priorities
· Partner segmentation model
· Territory and vertical focus
This layer drives everything else in the program.

2. Program Design Layer
Once the ecosystem strategy is clear, the next layer defines how the partner program actually operates.
This is where most traditional “partner program guides” begin, but it should really come after the ecosystem strategy.
Key components include:
· Partner tiers (Registered, Silver, Gold, etc.)
· Program requirements
· Specializations or competencies
· Partner onboarding rules
· Partner governance
This layer defines the structure of participation.
Typical outputs:
· Program tier structure
· Certification requirements
· Partner qualification criteria
· Program governance rules

3. Economic Model Layer
This layer defines how partners make money and how incentives align with customer outcomes.
Historically this was just reseller margin, but modern ecosystems include multiple compensation models.
Common incentive models include:
· Reseller margin
· Deal registration discounts
· Referral commissions
· Services revenue
· Managed services margins
· Marketplace revenue share
· Renewal incentives
· Expansion incentives
Your expanded deal registration framework sits largely inside this layer.
A modern economic model also recognizes multiple partner contributions, such as:
· opportunity sourcing
· advisory engagement
· implementation
· lifecycle services
· renewal management
The goal is to align incentives with customer lifetime value, not just the initial transaction.

4. Enablement & Growth Layer
Even the best program structure and incentives fail if partners cannot successfully sell and deliver the solution.
This layer focuses on making partners effective.
Key components include:
· Partner training and certification
· Sales playbooks
· Technical enablement
· Marketing support
· Campaign-in-a-box assets
· Partner portal access
· Demo environments
· Co-selling frameworks
Modern partner ecosystems also expand enablement to include:
· customer success methodologies
· renewal frameworks
· expansion playbooks
· lifecycle engagement models
This layer determines whether partners actually activate and grow.

5. Performance & Lifecycle Layer
The final layer measures partner impact and ensures the ecosystem evolves.
Traditional programs often measured only revenue booked, but modern ecosystems measure partner contributions across the full customer lifecycle.
Key metrics may include:
· partner-sourced pipeline
· deal registration conversion
· customer adoption
· renewal rates
· expansion revenue
· services attach rates
· customer health impact
This layer also includes:
· partner scorecards
· tier progression
· performance reviews
· partner advisory councils
· program evolution
This is where programs move from transaction metrics to lifecycle metrics.

How the Layers Work Together
The five layers operate like a stack.
Ecosystem Strategy
↓
Program Design
↓
Economic Model
↓
Enablement & Growth
↓
Performance & Lifecycle
If the ecosystem strategy changes, the entire stack should adjust.
For example:
If the company shifts from license sales to subscription SaaS, the architecture typically evolves like this:
· Ecosystem Strategy → more lifecycle partners
· Program Design → services specializations added
· Economic Model → renewal incentives added
· Enablement → customer success training introduced
· Performance Metrics → renewal and expansion metrics added

Where Your Partner Program Guide Fits
The template you built earlier primarily lives across three of the layers:
Program Design
Economic Model
Enablement & Growth
But it should always be grounded in the two surrounding layers:
· Ecosystem Strategy
· Performance & Lifecycle
That’s what prevents partner programs from becoming static documents instead of operating systems.

The Strategic Shift
Most legacy partner programs optimized for transaction efficiency.
Modern partner ecosystems optimize for customer lifetime value.
Which is why the architecture increasingly shifts from:
Margin Programs
to
Lifecycle Ecosystems
Where partners contribute across:
· acquisition
· delivery
· adoption
· renewal
· expansion
And the program infrastructure recognizes and rewards each stage.


Partner Lifecycle Model
How Modern Partner Programs Align Incentives to Customer Value
Acquire  →  Implement  →  Adopt  →  Renew  →  Expand
Each phase creates different types of partner value and therefore should have different program incentives and recognition models.

1. Acquire
Customer Discovery & Opportunity Creation
This is the traditional channel motion: partners help bring new customers into the pipeline.
Typical partner roles
· Resellers sourcing deals
· Referral partners generating leads
· GSIs influencing transformation projects
· Marketplace discovery
Program incentives
· Deal registration protection
· Referral commissions
· Co-sell incentives
· Partner-sourced pipeline credit
Metrics to track
· Partner-sourced opportunities
· Partner-sourced pipeline value
· Deal registration conversion rate

2. Implement
Deployment & Solution Delivery
Once a deal closes, partners often deliver the technical implementation.
This phase is frequently led by:
· GSIs
· system integrators
· professional services partners
Typical partner contributions
· implementation services
· architecture design
· migration
· configuration
Program incentives
· services revenue opportunities
· implementation certifications
· services specialization tiers
Metrics to track
· implementation success rate
· time to deployment
· services attach rate

3. Adopt
Customer Success & Product Utilization
Adoption determines whether the customer actually realizes value.
Partners often help with:
· onboarding
· training
· optimization
· managed services
This phase is where MSPs and lifecycle partners become critical.
Program incentives
· managed services revenue
· adoption incentives
· lifecycle services recognition
Metrics to track
· product adoption metrics
· customer health scores
· support case reduction
· managed services attach

4. Renew
Contract Continuation
In subscription businesses, renewal is often the largest revenue protection event.
Partners who manage customer relationships may play a key role here.
Typical partner contributions
· renewal negotiation
· customer health reviews
· contract management
· expansion positioning
Program incentives
· renewal margin protection
· renewal bonuses
· incumbency protection
Metrics to track
· renewal rate
· early renewal rate
· churn reduction

5. Expand
Growth Within Existing Accounts
Expansion is often the highest-margin growth in SaaS businesses.
Partners help identify new use cases or additional product adoption.
Typical partner contributions
· cross-sell opportunities
· upsell opportunities
· additional solution deployments
· transformation initiatives
Program incentives
· expansion incentives
· upsell bonuses
· lifecycle revenue multipliers
Metrics to track
· expansion ARR
· account growth rate
· cross-sell attach rates

How This Changes Partner Programs
Traditional partner programs optimized for:
Acquire → Transaction
Modern ecosystems optimize for:
Acquire → Implement → Adopt → Renew → Expand
Which means incentives shift from:
	Traditional Model
	Modern Model

	Deal registration
	Lifecycle engagement recognition

	Reseller margin
	Multi-partner incentives

	New logo focus
	Customer lifetime value

	Sales enablement
	Full lifecycle enablement



Where Your Expanded Deal Registration Model Fits
Your expanded framework maps naturally to this lifecycle.
	Lifecycle Stage
	Registration Type

	Acquire
	Opportunity registration

	Implement
	Advisory / architecture registration

	Adopt
	Lifecycle services registration

	Renew
	Renewal registration

	Expand
	Expansion influence registration


This makes the program feel coherent instead of fragmented.

The Big Strategic Shift
The real change happening in channel programs is this:
Partners are no longer just distribution.
They are now part of the customer revenue engine.
Programs that recognize partner contributions across the lifecycle tend to:
· attract higher-quality partners
· increase partner engagement
· improve customer retention
· accelerate expansion revenue

