Transform Channel Ops from
Instructional to Insight-Driven

Make Channel Ops insight-driven and action-oriented



SUMMARY

Situation: Goals:

1. Partner data is fragmented 1. Define the Problem
2. Partners don’t know how to interpret 2.  [CLIENT] the Vision
or apply customer usage data.
3. Partner enablement content was is The Solution:
primarily 3. Design the Approach

4. Enable the Partner (and Internal Teams)
5. Lead the Change

4. Internal teams lack a shared
understanding of what “channel
success” looks like, leading to
confusion and inefficiency.

5. Partners want more predictability and
clarity, they want guidance on what to
do next.



The Problem

Current State: The Opportunity

S lod

Fragmented Data Metrics-Heavy Mindset

Data scattered across Salesforce, Looker, Great at tracking metrics, weak at
and spreadsheets. turning insights into action.

> Result: No shared visibility, > Result: Partners see numbers, not
inconsistent partner insights. guidance.

%

Tactical Operations

Processes run efficiently, but teams lack
strategic alignment and proactive
enablement.

> Result: Channel Ops undervalued,
seen as administrative not strategic.



Transformation

Channel Operations: Today vs. Future State

Vision Statement: [CLIENT]'s channel ecosystem becomes an insight-driven growth engine where partner performance is predictable,
scalable, and visibly tied to company ARR and customer retention.

(0] 02
Current State (Today) Future State (90 Days = 12 Months)
Data scattered across systems - Unified partner data in a single source of truth
- Metrics-heavy reporting - Actionable insights driving partner decisions
Tactical process management - Strategic enablement that accelerates growth

- Channel Ops seen as admin support - Channel Ops trusted as a strategic growth function



Strategy

Top 3 Channel Priorities for 2025/26

B

Unify Partner Data

Integrate Salesforce, Looker, and key
partner data into a single view.

Goal: Shared visibility and one source
of truth.

@)

Empower Partners with Insight
Training

Redesign enablement to teach
partners how to act on data, not just
read it.

Goal: Partners act on data to drive
expansion and retention.
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Create a Channel Health
Dashboard

Build a leadership-facing dashboard
with clear KPIs (ARR, retention,
certification).

Goal: Executives trust the channel as a
predictable growth engine. Dash is
used as the definite source of truth.



1: Unify Partner Data

Building a Unified View of Partner & Customer Performance

Objective

Build a single, reliable view of partner
and customer performance to ensure all
teams work from the same data
foundation.

Risk

IT bandwidth delays

Data inconsistencies

Low adoption

Approach

- Use Looker + existing Salesforce
exports to create a “lean data hub.” «
Define common KPIs with GTM Ops and
Channel Sales. - Validate early with top 5
partners to confirm accuracy and value.

Mitigation

Start with lightweight Looker + Sheets model.

Involve early champions and show fast wins.

Outcome

- Shared visibility across Channel, Sales,
and CS. - Faster decision-making and
cleaner forecasting. « Proof of concept
for long-term automation.

Create KPI dictionary and validate with top partners.



2: Empower Partners
01 Objective

Driving Renewals
and Expansion
Through Insight
Application

02 Approach

Risk Mitigation
Partner engagement Keep sessions <10 min, make ROI
fatigue clear. 03 outcome
Misalignment with Co-develop with Enablement & CS
enablement team leaders.

Hard to measure impact Track pre/post certification ARR +
retention rates.

Help partners act on insights to drive renewals and expansion.

Redesign training content around insight application, not just
product usage. Launch short 'Insight-to-Action' micro modules
(5—=10 min).

Host monthly partner coaching calls to identify expansion
opportunities. Tie certifications to measurable results (renewal %,
ARR growth).

Partners know what to do with data, not just where to find it.
Higher partner confidence and deal velocity. Clear link between
enablement and revenue outcomes.



3: Build Visibility

Channel Health Dashboard: Goal,

Approach, Outcome

Goal

Approach

Outcome

Give leadership one clear view of partner performance and
channel ROL.

Build a simple Looker-based Channel Health Dashboard
with 5 core KPIs: Partner-Sourced ARR, Deal Velocity,
Certification Completion Rate, Renewal & Expansion
Contribution, Partner Satisfaction Score (PSAT). Integrate
into QBRs and leadership reviews to make data part of
decision-making.

One version of truth across Sales, CS, and Channel. Faster,
fact-based resource decisions. Improved confidence in
channel investment.

42%

PARTNER GROWTH INSIGHTS HUB

Partner Sourced ARR

60% of all partner-sourced ARR growth came from certified
partners — certification correlates with higher deal velocity
and larger average deal size

Deal Velocity
Pilot *Deal Acceleration Kit” — share usage + engagement

data with top 5 EMEA partners to identify faster close
tactics

Cert Completion Rate

Certified partners show 1.3x higher renewal rates and 25% faster
expansion adoption than uncertified peers.
Launch *Insight-Driven Partner” certification track in Q2 link

completion to priority lead routing,

o
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Renewal & Expansion Cont.

15 key accounts show high engagement but low seat
utilization, strong upsell potential if addressed early.

PSAT

Partner sentiment improved after new coaching calls
launched, most common feedback: *Finally, we know what
to do with the data.”

-5%
YTD



Leading the Change

Turning Insight into Habit; “Data without discovery is dead”

s
Model What?

Lead by example: every
report, dashboard, or email
includes an “Insights &
Actions” section. In
meetings, always ask: “What
does this mean?” and “What
should we do with it?" Use
the mantra “Data without
discovery is dead” and
encourage curiosity tied to
career progression.

Reinforce

I

End every update with
“What We Saw / What It
Means / What We’re Doing.”
Embed insights into
Slack/Teams posts, partner
newsletters, and
dashboards. Highlight one
actionable learning per week
and normalize short,
action-driven
communication. Insight
thinking becomes habit, not
an internal campaign.

Recognize

Launch quarterly “The
Lightbulb Moment” Award to
recognize individuals or
partners who turned an
insight into measurable
impact. Share those stories
at All-Hands meetings. Use
storytelling as culture
reinforcement: here’'s what
we learned, what we did, and
what happened

Coach
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Y
W

Train team members to bring
interpretation, not just
numbers. During 1:1s or small
team meetings, ask: “What
story does this tell?” and
“What action should we
take?” Require a “So What”
line in every report. Over
time, Channel Ops becomes
known as the insight engine,
not just a reporting function.
Channel Ops offers “insight
coaching” to other teams to
empower their own insight
driven reporting.



APPENDIX



Design the Approach

Foundational Investments

01

Unify Data

02
. Empower Partners

03
Improve Visibility

#1 Unified Data Ecosystem

Goal: Create a single, trusted source of truth for partner performance and
customer engagement.

Approach

Partner with IT and GTM Ops to integrate Salesforce and
spreadsheets into one unified reporting layer, preferably Looker.
Define and promote standard KPIs: Channel-Sourced ARR,
Renewal Rate, Expansion Rate, Time-to-Ramp, PSAT.

Develop a shared data dictionary and validation process across
Channel, Sales, and RevOps.

Pilot a “Partner Intelligence Hub” for internal use

Stakeholders:

Targets:

IT, RevOps, Sales Ops, Channel Managers, Marketing Analytics

- 100% of partner data unified under a single partner
ID.

- Cross-functional agreement on KPI definitions.

- One consolidated dashboard replaces multiple data
sources.

#2 Product & Insight Training Program

Goal: Enable partners to interpret and act on customer usage insights to grow
accounts.
Approach:
- Collaborate with Product Marketing and Enablement to redesign
partner training from tactical (“how to use tools”) to strategic
(“how to grow customers”).
- Introduce “Insight-to-Action” learning modules, including:
- Reading usage data to find upsell opportunities.
- Spotting early warning signs for churn.
- Coaching customers on new Al and localization
features.
- Build certification tracks tied to partner business outcomes.
- Stakeholders: Partner Enablement, Product, Customer
Success, Channel Management.
- Targets:
- 75% of partners complete new training within 90
days.
- 20% improvement in partner satisfaction scores.
- Documented growth in partner-led expansions or
renewals.

#3 Channel Health Dashboard

Goal: Provide leadership with visibility into channel performance and
ecosystem health.
Approach:
- Design executive-level dashboard with KPIs such as:
- Partner-Sourced ARR
- Deal Registration Volume & SLA Adherence
- Partner Certification Rates
- Partner Retention & Churn
- Expansion Contribution by Partner Segment
- Review metrics quarterly in cross-functional QBRs.
Stakeholders: CRO, VP Channel Sales, Finance, Partner Management.
Targets:
- Dashboard adopted as the single source of truth for QBRs.
- Increased transparency and accountability for channel impact.
- Executive confidence in channel scalability and ROI.



Unified Data

Initiative #1: Unified Partner Data

Stakeholders: IT, RevOps, Sales Ops, Channel Managers, Marketing Analytics

01
Lean Dashboard MVP

—e

02
Standardize KPI Definitions

Goals:
1. 100% of partner data unified
under a single partner ID.

2. Cross-functional agreement on
KPI definitions.
3. One consolidated dashboard

replaces multiple data sources.

03

Business Case

Partner with IT and GTM Ops to integrate
Salesforce, Looker, and partner data into one
unified layer. Start with MVP for proof of concept

Key Risks: IT bandwidth, change management,
data quality, low adoption

Mitigation:

Phased approach = V1: Sr. Manager Ops
takes on heavy lifting, default back to
sheets/csv via manual data export & macros if
necessary (v1—> manual calcs for POC)

Launch “Partner Data Dictionary”

- Channel-Sourced ARR

- Renewal Rate

- Expansion Rate

- PSAT

- Time-to-Ramp
Key Risks: Inconsistent definitions
across data source

Mitigation:

Establish shared data dictionaries
(Notion), ensure xfn sign off early
Pilot validation (top 10 partners to
confirm accuracy before scale)

Build the business case for long-term
automation and design for formalized “Partner
Intelligence Hub”.

Key Risks: Low adoption by
internal/external teams

Mitigation:

Identify early champions: identify 2-3
RevOps or Channel leaders to test and
promote the dashboard

Circulate quick wins: Distribute and
promote successes



Unified Data

Initiative #2: Partner Insight Enablement

Stakeholders: Partner Enablement, Product, Customer

Goals:

1. 75% of partners complete new
training within 90 days.

2. 20% improvement in partner
satisfaction scores.

3. Documented growth in
partner-led expansions or
renewals.

01 02 03
Adjust Partner Training Launch Insight-to-Action micro New Certification Paths
modules
—@ @ L >

Collaborate with Product Marketing, Launch 3 modules
Enablement, and CS to redesign partner

- tti i rtuniti
training around insight application. SPotiing expansion opportunities

utilizing usage data

- Identifying early churn signals

- Leveraging Al and localization data to
position upsells

Key Risks: Partner training fatigue/low
engagement

Mitigation:
Tie each module to a measurable partner
outcome (renewal rate, upsell success, etc)

Key Risks: Enablement or product
marketing resources

Mitigation:
Launch with MVP (very short,

actionable <5min) with real examples.

Involve top partners in design.

Introduce certification paths tied to
business outcomes (renewals,
expansions, upsell).

Key Risks: Partners see cert as extra

admin work, not tied to sales outcome
or incentives

Mitigation:

Tie certs to tangible benefits—>
co-marketing funds, higher margin
tiers, or prioritized lead routing.
Messaging: “Certified partners grow
25% faster”

Launch with 5-10 highest engaged
partners



Goals:
1. Provide Execs a transparent
view of Channel health & ROI

Unified Data

Initiative #3: Channel Health Dashboard

Stakeholders: Partner Enablement, Product, Customer

01 02

Design Exec Level Dash with Integrate the Dashboard into Build Shared Accountability and
High-Impact KPlIs Existing Cadences Continuous Improvement
—@ L ® >
Focus on a small, high-signal metric set (4—6 KPIs) that
answers: “Is the channel driving sustainable growth?” - Part of Quarterly Business Reviews (QBRs) and Channel Leadership - Assign clear ownership for every metric (e.g., Deal Velocity = Channel Ops;
Core KPIs to feature: Syncs _ . _ _ _ PSAT = Partner Enablement). . _ . _
- Every review begins with the dashboard — flows into actions for the - Use the dashboard to trigger cross-functional sprints when metrics dip

Partner-Sourced ARR next quarter. (e.g., if Deal Velocity slows, convene Sales Ops + Legal + Finance to
Deal Registration Velocit - Align Channel Ops, Sales, CS, and Finance to solidify the source of unblock).
Partner Certification Completion Rate B ) L .
Retention & Expansion Contribution truth _ » _ ) Encourage partners to view a simplified version later (Phase 2) to promote
Partner PSAT / NPS - Publish a brief “Channel Insights Summary” after each QBR transparency.

- Close each cycle with a brief “insight + action” recap: What changed? Why?

What's next? Reinforce the discovery mindset.
Use trend indicators (green / yellow / red) and brief “So What” notes.

Key Risks: Ownership confusion,
Key Risks: Too many metrics dilute insights making the

Mitigation:
dashboard too slow to use Key Risks: Maintenance Fatigue Establish metric ownership early, assign one accountable
o owner per KPI & publish in a RACI matrix in Data Dictionary.
Mitigation: Mitigation: Review quarterly & involve owner in QBR prep.

Tie each module to a measurable partner outcome

Assign ownership - designate a Channel Ops analyst (Sr.
(renewal rate, upsell success, etc)

Mgr Channel Ops) to maintain and evolve dashboards.



Risk Management

Key Risks,
Impacts, and
Mitigation
Strategies for
Dashboard
Rollout

Overall Risks/Constraints +
Impact, Mitigation & Alternates

Category

Risk / Constraint

Impact

Mitigation Strategy

Alternative Approach (if
risk materializes)

Data Integration

Data Consistency

Adoption & Change
Fatigue

Partner Engagement

Enablement Bandwidth

Certification Participation

Data Quality

Cultural Resistance

Operational Overload

Partner Attrition

Leadership Visibility

Limited IT bandwidth or
delays connecting
Salesforce, Looker, and
partner data.

Different KPI definitions
across teams (ARR,
bookings, renewal).

Teams continue using
their own reports and
processes.

Partners may not see
value in new insights or
tools.

Enablement & Marketing
teams stretched thin to
support training redesign.

Low partner motivation to
complete new
certification paths.

Incomplete or inaccurate
partner data.

Team accustomed to
reporting, not
interpreting.

Too many new initiatives
launched simultaneously.

Frustrated partners leave
due to confusion or lack
of guidance.

Dashboard metrics not
tied to executive
priorities.

Slower rollout of unified
dashboard.

Misalignment, loss of trust
in metrics.

Fragmented reporting and
low adoption.

Low utilization and weak
ROI.

Delays in launching
“Insight-to-Action”
modules.

Certification fails to
correlate with revenue
growth.

Weak insights, eroding
credibility.

Insight-driven culture fails
to take root.

Change fatigue;
inconsistent
follow-through.

Loss of channel coverage
and credibility.

Leaders don't use it,
momentum stalls.

Start with lightweight
Looker prototype using
exports & Google Sheets;
validate manually first.

Create shared KPI
dictionary; confirm logic
with Finance and RevOps.

Identify early champions;
show quick wins and
embed dashboards in

QBRs.
Co-create reports with
key partners; include
quick “Insight-to-Action”
examples.
Repurpose existing
content; record short
“how to act” overlays.

Tie certification to
tangible benefits (lead
routing, co-marketing

funds).

Cross-verify top 10
partner datasets; flag
anomalies early.

Model “Insight & Action”
in every report; recognize
applied insights publicly.

Prioritize 3 initiatives only
in first 90 days; phase
others in Q2+.

Improve partner
communications;
establish quarterly
success check-ins.

Include 1 KPI per
company OKR (growth,
retention, satisfaction).

Sr. Channel Ops manager
create minimal POC with
sheets+data
export/macros/SQL

Launch a 2-week KPI
alignment sprint before
dashboard build.

Mandate dashboards as
source of truth for QBR
and forecast reviews.

Gamify usage — reward
top insight adopters with
recognition or margin
bonus.

Leverage top partners as
peer trainers or guest
hosts in webinars.

Offer micro-badges or
phased tracks to ease
participation. Share
success stories of top
partners

Add “data validation”
metric to dashboard and
fix iteratively.

Run monthly “Insight
Coaching” sessions —
peer-to-peer format.

Defer low-ROI processes;
focus on quick visible
wins.

Build “at-risk partner list”
using engagement data;
intervene early.

Customize exec
dashboard view; review in
monthly LT sync.



KPI Overview

Key Partner Program

KPI

Definition

KPIs and Ownership

Primary Source

Owner

Update Frequency

Partner-Sourced ARR

Deal Velocity

Certification Completion

Renewal Contribution

PSAT

New ARR closed by
registered partner

Days from opportunity
creation = close

% of active partners
certified

% of renewals managed
by partners

Partner satisfaction score
(survey)

Salesforce

Salesforce / Looker

LMS / Partner Portal

CS Data

Typeform / Gainsight /

Manual

Channel Ops

Sales Ops

Enablement

Customer Success

Channel Ops

Monthly

Monthly

Quarterly

Quarterly

Semi-annual

Analysis and
recommendations

Regular updates
(monthly/quarterly) maintain
KPI accuracy and relevance.

Clear ownership for each
KPI ensures accountability
and action.

Diverse data sources
(Salesforce, LMS, CS Data)
provide a holistic view of
partner performance.

Tracking certification and
satisfaction supports
long-term partner
engagement.



Ownership

Dependencies
& Ownership

Clear ownership and measurable
success indicators are essential
for driving accountability and
progress across critical
dependencies.

Dependency

Owned By

Success Indicator

Data Access & Governance

Partner Engagement

Enablement Collaboration

Leadership Adoption

GTM Ops +IT

Channel Sales

L&D / Marketing

CRO + VP Channel

Shared KPI definitions
approved

75% partners attend
enablement

Insight modules completed

Dashboard used in QBRs



