[CLIENT] Channel/Partner GTM Strategy

[CLIENT] Channel Sales Go-to-Market Strategy
Driving Growth Through Strategic Partnerships
Maximizing Market Reach and Revenue Potential
A Comprehensive Plan for Channel Expansion




Overview
@ Market $14-18B market with 12-14% growth rate. High demand in EMEA,

Executive Su m mary Opportunity LATAM, and APAC regions as channel leverage and market potential
are materially higher outside NA due to
- local buying norms, language, tendering
- Many markets only buy via domestic partners
- Localization requirements
- Compliance needs (GDPR & similar across EMEA/APAC/LATAM)

(%) Top Channel = Tiered global partner program

Moves
= Al-focused partner training

= Deal registration and conflict prevention.

v—

7= Critical Success - Transparent partner rules

Factors
= Local enablement and support

= Strong onboarding and clear metrics.



Market Overview

Market Size & Growth

Ll

Market Value &
Growth Rate

E-learning authoring
market estimated at
~$14-18B, growing at
12-14% annually,
reflecting robust industry
momentum.

SMB & Mid-Market
Opportunity

Channel opportunity is
strongest in SMB and
mid-market segments,
where demand for
scalable solutions is high.

@

Overseas Expansion
Potential

High-growth overseas
regions present significant
expansion potential for
e-learning platforms and
services.

O

Regulated Sector
Demand

Regulated sectors require
localized support,
increasing demand for
specialized e-learning
content and compliance
solutions.

C)

Market Lifecycle
Stage

The market is currently in
a late-growth stage of its
lifecycle, indicating
maturity but continued
expansion.



Overview

Market Drivers & Regulation

01 02
Key Market Drivers Regulatory Landscape
Digital training surge is transforming learning methods. = Data protection expectations are increasing globally.
Localization and compliance needs drive content adaptation. = Local certification norms shape market entry requirements.
= Al-powered content creation accelerates development and = Accessibility standards ensure content is usable by all

personalization. audiences.



Partnership

Ideal Partner Profile

&

Partner Types

Training consultancies, LMS integrators, and content studios are
the preferred types of partners for this initiative.

Instructional Design & Tech Skills

Partners should possess both instructional design expertise and
LMS technical capability for successful project delivery.

©

Ideal Traits

A strong local presence is valued to ensure effective
communication and understanding of client needs.

0))
%0

Combined Expertise

Partners are most effective when they blend technical and
educational expertise, enabling comprehensive solutions.



Market Analysis

Competitive
Landscape Overview

01

02

03

04

Adobe: Strong
Brand, Slower
Innovation

iSpring: SMB
Strength, Weaker
Enterprise

Docebo:
LMS-Heavy,
Complex

H5P:
Open-Source,
Weak Enterprise

Adobe is well-known and trusted, but its pace of innovation is
slower compared to newer entrants. This can make it less
appealing to users seeking the latest features.

iSpring performs well with small and medium-sized businesses, but
it struggles to meet the needs of larger enterprise clients.

Docebo is focused on learning management systems (LMS) and is
known for its robust features, but its complexity can be a barrier
for some users.

H5P offers an open-source solution, making it accessible and
flexible, but it lacks the strength and support required by
enterprise customers.



Market Analysis

Porter’s Five Forces Analysis

Threat of New
Entrants: 4

Al tools are rapidly
emerging, increasing the
risk of new competitors
entering the market and
raising the level of
innovation required to stay
ahead.

Supplier Power: 2

Standard infrastructure
means suppliers have
limited power, making it
easier for companies to
manage costs and switch
vendors if needed.

Buyer Power: 4

Buyers are highly price
sensitive, which increases
their bargaining power and
puts pressure on
companies to offer
competitive pricing and
value.

Threat of Substitutes:

5

LMS built-ins represent
strong substitutes, posing
a significant threat as
customers can easily
switch to integrated
solutions offered by their
existing learning
management systems.

Industry Rivalry: 4

The landscape is crowded
with competitors,
intensifying rivalry and
making differentiation and
customer retention crucial
for success.



SWOT Analysis

SWOT — Strengths & Weaknesses

I* Strengths /\ Weaknesses
= Strong brand = Early-stage channel model
= Easy-to-use tools = Limited partner tiers
= Large user community = Deal conflict risk
= Al innovation = Uneven global coverage
O Opportunities <Y Threats
= International partner growth presents new market expansion = LMS built-in tools may reduce reliance on external solutions
possibilities

= Discount competition can erode pricing power and margins

= Al certification can differentiate offerings and add value . ) .
= Partner churn threatens stability and long-term relationships

= Local content alliances can increase relevance in regional

= Fragmented market increases complexity and competition
markets

= Co-sell model enables collaborative sales and broader reach



Operations

Value Chain Insight

01
Key Activities

Partner recruiting,
onboarding & enablement,
certification, and support
are the main operational
priorities.

02

Cost Drivers

Enablement content,
partner success staff, and
marketing funds are the
primary costs in partner
operations.

03
Scalable Onboarding

Implementing scalable
onboarding and self-serve
training is central to
improving operational
efficiency.

04

Enablement &
Support

Effective enablement
content and support staff
are essential for ensuring
partner success.

05

Marketing Investment

Investing in marketing
funds helps drive partner
engagement and growth.



Recommendations

Recommendation 1 — Tiered Program

01

Goal: Grow Certified
Partners

Increase certified partners
by 20% within 12 months
by launching a structured
tiered program.

02

Tier Structure: Silver,
Gold, Platinum

Introduce three distinct
tiers—Silver, Gold, and
Platinum—to segment
partners and motivate
advancement.

03

Benefits &
Scorecards

Define specific benefits
and scorecards for each
tier to clarify expectations
and rewards for partners.

04
FTE Resourcing

Allocate 1 global lead and
3-4 regional managers to
oversee and support the
program's rollout and
success.

05

KPIs for Success

Track partner revenue
percentage, tier mix, and
win rate to measure
program effectiveness and
guide improvements.



Recommendation

Recommendation 2 — Al Certification

01

Training Goal

Train 75% of priority
partners in Al to ensure
widespread adoption and
expertise within the
partner network.

02

Al Course Design
Track

Launch an Al course
design track specifically
tailored for partners,
focusing on practical and
strategic Al applications.

03

Showcasing Certified
Partners

Highlight and promote
certified partners to
demonstrate success
stories and build
momentum across the
ecosystem.

04
FTE Resourcing

Assign an enablement lead
and allocate budget to
support the training
initiative and ensure
effective program delivery.

05

Key Performance
Indicators (KPlIs)

Measure success by
tracking certification rate
and the number of
Al-enabled deals closed as
direct outcomes of the
program.



Recommendations

Recommendation 3 — Deal Registration

01

Goal: Zero Channel
Conflict

The primary objective is to
eliminate any instances of
channel conflict by
establishing clear
processes and ownership.

02

Plan: Automated Deal
Registration

Implement an automated
deal registration system
with a fast turnaround SLA
to ensure transparency
and efficiency in the
process.

03

FTE Resourcing:
RevOps & Pricing

Support
Allocate dedicated

resources from the
Revenue Operations team
and pricing support to
manage deal registration

and resolve issues quickly.

04

KPls: Partner
Satisfaction

Track partner satisfaction
scores to gauge the
effectiveness of the deal
registration process and
identify opportunities for
improvement.

05

KPIs: Reduction in
Conflict Cases

Monitor and report on the
number of channel conflict
cases, aiming for a
measurable reduction as a
direct result of the new
process.



Roadmap

12-Month Roadmap: 3-Step Process

01

Audit & Design (Months 1-3)

02
Launch Tiers & Al Pilot (4-6)

03
Expand & Review (Months 7-12)

—

Begin by auditing current practices and
designing the tailored program framework.
This phase ensures a strong foundation for

future activities.

Audit report
Program framework
defined objectives

Implement program tiers and initiate the Al
training pilot. This step focuses on introducing
structured levels and testing Al-driven
solutions.

= Tiered program launched
= Al training pilot completed
= Initial feedback collected

Expand the program, conduct quarterly
reviews, and bring managers into the process.
This phase drives growth and ongoing
optimization.

= Program expansion plan
= Quarterly review reports
= Managers onboarded



Risk

Risks & Risk
Mitigation

01

02

03

04

05

Channel Conflict

Partner Quality

Variance

Adoption Delay

Pricing Erosion

Reputational &
Operational Risk

Direct sales may compete with partners for similar accounts.
Mitigation: Implement clear deal registration rules, margin protection,
and transparent governance.

Uneven capability among partners can harm customer experience.
Mitigation: Introduce certification tiers, ongoing audits, and joint
customer satisfaction tracking.

Partners may be slow to engage or invest in enablement. Mitigation:
Provide early incentives, clear ramp milestones, and co-marketing
support for quick wins.

Overlapping discounts or regional price mismatches can reduce
margins. Mitigation: Enforce standardized discount framework and
periodic pricing reviews.

Misaligned or poorly trained partners may dilute brand perception.
Mitigation: Enforce brand guidelines, vet communications, require
quality sign-offs, and ensure compliance with data privacy regulations.



Performance

Key Metrics

XX%

X months

XX%

XXX

% revenue via partners

Partner ramp time

Partner satisfaction

Certified partner count



Strategy Overview

Assumptions & Disclaimers

01
Strategy Basis

This strategy is based on
current publicly available
information, internal
benchmarking, and logical
business assumptions
consistent with market
norms. Where data was
not disclosed by [CLIENT],
industry averages and
peer benchmarks were
applied.

02

Core Business Model
Assumption

[CLIENT]'s core business
model remains
subscription-based (Saa¥)
with an expanding
enterprise focus. Al and
automation are expected
to be key differentiators
for the next 2-3 years.

03

Channel & Regional
Presence

The channel currently
contributes roughly
10-15% of total revenue;
the plan targets 25-30%
within 24-36 months.
Regional partner presence
exists, especially in EMEA
and APAC, but with limited
formal tiering or
incentives.

04

Competitor & Market
Data

Competitor pricing,
margins, and discount
structures are estimated
using standard market
benchmarks. Market data
reflects industry
conditions as of 2025 and
may evolve with EdTech
and Al developments.

05

Key Disclaimers

Some competitive data
points are inferred from
secondary research.
Market size and growth
forecasts are directional
estimates. Partner models
are illustrative and require
pilot validation.
Implementation assumes
leadership alignment and
dedicated resources.



