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What You Will Learn
This guide breaks down why partner programs stall and what it takes to build partnership motions 
that actually compound over time.

" Why direct sales thinking breaks partnerships 4 Understand how applying direct quotas, 
timelines, and forecasts to indirect motions creates unrealistic expectations and repeated resets

" What a sane partner timeline looks like 4 Learn what should realistically happen in the first 90 
days, 336 months, and 6312 months of a partner program

" How to focus instead of chasing logos 4 Discover how to choose lighthouse partners aligned to 
your ICP and avoid spreading effort across too many <strategic= bets

" The leading indicators that matter before revenue 4 Identify the signals that show whether 
partnerships are being set up to succeed long before ARR appears

" What <enough= resourcing and incentives really mean 4 See how enablement, sales incentives, 
and clean CRM attribution determine whether partners get pulled into deals or ignored

" The role leadership must play to stop resets 4 Learn how founders and executives can set the 
mandate, protect focus, and prevent constant priority whiplash

" How compounding partner revenue actually happens 4 Shift from quarterly restarts to 
repeatable motions that build momentum over time



Meet Your Expert Guide
Sonya Jamula
Executive Advisor at Coconut Curry 

Sonya Jamula is a Partnerships Growth Architect & Executive Advisor 
who helps B2B SaaS and fintech companies turn partnerships into a 
true profit center.

Her experience spans SaaS, fintech, and large-scale go-to-market 
ecosystems, with a sharp focus on building partner motions that drive 
measurable revenue. Sonya is known for bringing clarity to complex 
partnership models, aligning cross-functional teams, and turning 
indirect motions into repeatable, scalable growth engines.

As VP of Partnerships at Gusto, she led a multi-layer ecosystem across 
accounting tech, fintech, franchises, and ISVs4delivering +12% YoY 
conversion and double-digit partner-led revenue growth. 

Revenue-First 
Partnerships
Designing partner 

ecosystems with clear 
attribution, forecastable 
impact, and CFO-ready 

metrics.

Molti-Motion 
Expertise

Hands-on experience 
across channel, 

integrations, 
reseller/white-label, and 

co-sell motions

Operator's Lens
Pragmatic execution 
rooted in real-world 
constraints, cross-

functional alignment, and a 
13-year track record of 

hitting goals.

Sonya recently joined Kiflo for a live Q&A where she shared the lessons, hard-earned insights, and 
frameworks behind building partner programs that compound over time. Her approach is direct, 
grounded, and execution-focused4offering partnership leaders a realistic path from stalled programs 
to sustainable, revenue-driving ecosystems.

36:47

YouTube

Q&A Live: Stop the Reset Cycle, From Stalling to Focused&
Why do so many partner programs stall, even at high-performing
B2B companies? In this Kiflo live Q&A, Sonya Jamula, Partnership&

https://www.youtube.com/watch?v=MXDoQTBaGTQ


The Direct vs. Indirect Reality Check
Most leadership teams grew up in a direct-first world with direct sales training, direct quotas and 
forecasting, and direct control over hiring, calling, and pricing. When they launch a partner motion4
whether channel, integrations, reseller, or co-sell4they unconsciously expect it to behave like adding 
another account executive.

The fundamental problem: an indirect motion requires asking another company's team to learn your 
story, care about your product, and fit it into their process. This demands significantly more upfront 
design, more enablement, and more patience than direct sales.

When you treat partners like off-payroll AEs, you create unrealistic targets, partner commitments that 
were never real, and broken trust when numbers inevitably get missed. The motion and timelines simply 
don't match. Neither do the activities. This manifests as shiny object syndrome4doing one engagement 
activity, expecting results three months later, then moving to the next partner when nothing happens.

1
Direct Sales Reality
Immediate control over activities, predictable timelines, and direct accountability

2
Partnership Reality
Requires design, enablement, and patience across two organizations

3 The Mismatch
Expecting Q1 signature to deliver 30% of ARR by Q2 sets everyone up to fail



The Sane Timeline for Partner 
Performance
A realistic partnership timeline looks nothing like direct sales ramp. Understanding and communicating 
this timeline is critical for setting proper expectations with leadership and avoiding the reset cycle.

1

0-90 Days: Design Phase
Sign right-fit partners, enable their teams, 
and achieve your first joint customer win. If 

nothing meaningful happens in these first 90 
days, that's your first warning sign. 

Partnerships that stall here rarely recover 
because neither side demonstrated value 

before moving on to other priorities.

2

90-180 Days: Signal Phase
Partner-sourced or partner-attached 

opportunities appear in your CRM. You see 
deals where the partner helped you win 

through integration or other factors. This is 
where you identify repeatable motions and 

patterns that can be compounded over time.

3

6-12 Months: Forecast Phase
Consistent partner-driven pipeline emerges 

from a small set of partners. You can see early 
pattern recognition of what works and what 
doesn't. You can move faster in some cases, 

but expecting a fully-scaled channel program 
in two quarters isn't a partnership problem4

it's a planning problem.



What Leadership Should Do 
Differently

Stop Pretending: Direct and indirect motions don't work on the same 
switch. Accept this reality and plan accordingly.

Design One Clear Motion Per Partner Type

Don't give anyone a buffet of ten vague ideas. Treat the first 90 days after signature as a launch. Define 
who's being trained, what plays they'll run, and which customers you want to win together.

Forecast Off Leading Indicators

Early on, don't forecast made-up revenue. Instead, track how many partner reps are enabled, how many 
joint activities are booked, and how many opportunities have a partner attached. This brings direct 
discipline into the indirect world without setting everyone up to fail.

Prove It Works Small First

You don't need to hire 18 people to start. Begin small and focused. When you prove it out, the metrics will 
support you and your CFO will understand the compounding perspective.

90-Day Launch

Start Small

Leading 
Forecasts

Clear Motion



Picking Lighthouse Partners Without 
Guessing
A lighthouse partner is one you invest in disproportionately because they do three critical things: they 
sit right on top of your ICP with a concentrated pool of your ideal customers, they give you visibility and 
signal into the market, and they help you prove a motion you can later repeat with others.

Instead of spreading yourself thin across 20 "strategic" partners, focus on a small number of 
lighthouses you're willing to overinvest in so you can learn fast and build real case studies. This is where 
you'll demonstrate what a working partner motion actually looks like.

1

Define Your Ideal 
Partner Profile

Your IPP ties directly to your 
ICP. Instead of "anyone who 
sells to SMB," get specific: 

vertical platforms or service 
firms in X industries serving 
companies of X size, where 

it's natural to attach your 
product at X point in the 

workflow. Write it down4it's 
the word of law for your 

partner program.

2

Build a Shortlist of 
5-10 Partners

Identify partners where you 
can honestly say you share 

the ICP, can design a 
compelling joint offer and 

workflow, and can 
realistically see a path to 

multiple deals4not just one 
co-branded webinar that 

ends up in a logo graveyard 
on your website.

3

Overinvest to Learn 
and Scale

These lighthouse partners 
become your proof points. 
When executives ask what 
a working partner motion 

looks like, you point to 
these 5-6 examples where 

you've done it efficiently 
and successfully.



Leading vs. Lagging Indicators

Lagging Indicators

These are the outcomes everyone cares about 
but can't directly control:

Partner-sourced and partner-influenced 
revenue

Win rates on partner deals versus non-
partner deals

Average contract value and retention on 
partner deals

These metrics tell you if partnerships are 
working, but they don't tell you if you're setting 
yourself up for success.

Leading Indicators

These predict whether you'll hit your lagging 
indicators:

How many partners are in "activate" stage 
(not just signed4actually generating joint 
customers)

How many partner-driven opportunities are 
being created each quarter

How many sellers or CSMs have been 
enabled on partner plays

What marketing is shipping monthly 
(enablement kits, event kits, not just 
webinars)

When you can see both leading and lagging indicators together, partnerships stops being a 
soft narrative about "great relationships" and becomes a channel you can inspect, tune, and 
scale like any other revenue motion.



What Under-Resourcing Actually 
Looks Like
Under-resourcing is painfully common and looks remarkably similar across companies: one partnerships 
person trying to own 30 partners while supporting 100 AEs on both sides of the relationship. No 
enablement or product marketing time to turn stories into assets. No sales engineering capacity to 
demonstrate joint solutions in real deals. A comp model where partner deals create more hassle and 
less upside for sales teams. And leadership repeatedly saying "partnerships don't work for us."

You don't need a 20-person team, but you do need a baseline. Enablement and product marketing must 
turn partners into usable sales material4one-pagers on who, when, and why that become invaluable 
and reusable. Short training recordings, email templates, and talk tracks. Sales engineering or technical 
support with enough coverage so that when a deal depends on the integration or workflow, someone 
can actually show it and answer questions.

If you're always asking sales engineers or product marketers for favors on partner stuff, you're going to 
lose. The solution isn't complicated: establish baseline support from the teams you need. Always 
enablement and/or PMM. Sales engineering depends on your business model and whether you have a 
co-sell motion. The key is making sure your company isn't accidentally punishing people for using 
partners.

Baseline Support
Assign clear, consistent 
team time for 
partnerships

Enablement & 
PMM
Create one-pagers, 
trainings, and talk tracks

Sales Engineering
Provide coverage to demo 
integrations and answer 
tech questions

Aligned Comp & 
Process
Remove penalties and 
reward partner-driven 
deals



Getting Incentives Right
The behavior you want is AEs asking "which partner can help me open, accelerate, or close this deal?" 
not "if I bring a partner in, this gets more complicated and might hurt my number."

Run this simple test in your organization: Name your top 3-5 partners. Tell me who in sales, sales 
engineering, customer success, and marketing actually supports them and how they're measured on it. 
If marketing doesn't have goals to support partners, why would they do your work? Most importantly, 
show me how those partner deals appear in your CRM.

If you can't answer these questions clearly, you don't actually have the resourcing or incentive model 
yet. You have intentions and a pretty deck.

Clean Routing
Partner-sourced 
opportunities should route 
cleanly with clear 
ownership. Messy 
attribution slows deals and 
creates bad taste 
internally.

Equal or Better 
Economics
Partner deals should be at 
least as good for AE quota 
and commission as pure 
direct deals. Reconcile 
MRR against monthly 
quotas. If AEs make less 
money or get forecast 
grief, they'll stop using 
partners immediately.

Stupidly Easy 
Tagging
Make it effortless to tag 
partners in your CRM. If 
capturing partner 
involvement is painful, it 
will never happen. 
Salespeople already have 
too much going on.



The Founder's Four Critical Jobs
Partnership leaders face a unique challenge: they're the only leaders who can't succeed by just 
managing their own team. They must coordinate across every function4sales, marketing, product, 
customer success4because partnerships touch everything. This is where founders become essential.

Set the Mandate
Not "partnerships are strategic" but "partners 
will contribute 10% of new ARR within 12-18 
months" or "by next year, 30% of qualified 
pipeline has a partner attached." This signals 
it's not optional4it's a real lever in the 
business.

Choose Focus
Agree on an IPP and primary motion with your 
partner leader. Back them when they say no, 
even when shiny logos ping you on LinkedIn or 
the board corners you. Protect the focus 
needed to get really good at one thing before 
layering on the rest.

Create Alignment
Ensure sales understands routing and 
crediting. Marketing has clear partner 
campaigns connected to pipeline targets. 
Product knows which partners and 
integrations drive revenue and improve 
workflows, involved early in planning rather 
than getting a list to work from.

Protect from Whiplash
Judge progress off realistic milestones you 
set together, not fantasy expectations. Don't 
constantly rewrite the mandate because a 
new idea appears. Shifting priorities resets 
internal teams, destroys partner trust, and 
kills the compounding effect that makes 
partnerships powerful.



Making Partnerships Win-Win-Win
Creating mutual value requires getting teams aligned with clear goals. Marketing can't just send out 
one-pagers and call it done. Customer success and lifecycle marketing play crucial roles, but first you 
must figure out where partners fit into your customer journey and what their value proposition is. Once 
you have that narrative, they can weave seamlessly into your story without creating noise.

For example, in a payroll product, conversations about 401k and health insurance weave directly into a 
benefits narrative4but these services come from third-party providers who are actually partners. The 
key is building this into the natural customer journey rather than creating separate partner promotions 
that cause email fatigue and dilute your brand.

The win-win starts in early conversations with partners. Get on the same page about goals without 
dancing around it. Do you both want distribution? Revenue? To fix customer workflow or user 
experience? Define your goals for the next 3, 6, 9, and 12 months and how you'll actually achieve them. 
This creates a win-win-win because your customer is also part of this story.

When you figure out the narrative, your internal teams understand how to refer back to partners. 
Customer success, lifecycle marketing, and even product can help refer customers to your partners. But 
it all starts with defining your ICP, determining the motion, and letting everything else fall into place from 
there.

Define ICP
Identify your 

ideal customer 
profile to focus 

efforts.

Map 
Partner Role

Outline how 
partners fit into 

the customer 
journey.

Create 
Narrative

Develop 
compelling 
stories that 

resonate with 
the audience.

Align Teams
Ensure sales 

and marketing 
teams are 

working 
together.

Mutual 
Value

Establish a 
partnership that 

benefits both 
parties.



Create a Focused Partner Program 
that Delivers with Kiflo

You9ve discovered all the tips & tricks how to stop the reset cycle and create a consistent program. 
Now, see how Kiflo helps partner teams measure, scale, and optimize

that impact across every motion: from onboarding to revenue.

 What You9ll See in our Demo

Track and Measure
Revenue

Gain full visibility into partner-
sourced and influenced deals to 

understand your ecosystem9s 
true impact.

Empower and Engage 
Partners

Collaborate seamlessly through 
partner portals, deal 

registration, and real-time 
performance dashboards.

Automate and Integrate 
Everything

Sync partner data with your 
CRM and streamline 

enablement, payouts, and 
reporting, all from one platform.

Ready to build stronger partnerships?
Unlock your 14-day free trial and experience
how Kiflo can scale your partner program.

Book Your Demo ³

https://www.kiflo.com/demo?utm_source=ebook&utm_medium=pdf&utm_campaign=2026_partner_trends

