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How can technology providers best win this battle for partner mindshare?
Accenture believes that providers should focus their leadership and resources

on three areas in particular:

-

Co-innovating for growth

Co-innovation—jointly exploring new ways
to create solutions to address critical and
emerging customers’ needs—is particularly
important, according to our research.
Innovating together is critical to maintaining
relevance with customers, and also to
achieving the growth goals of partners and
providers alike. According to our survey, 83
percent of partners agree that the future of
their business depends on a provider-partner
ecosystem that fosters innovation.
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Collaborating at scale

Providers and partners must plan, go to market,
and deliver outcomes collaboratively. And partners
must work with each other. Collaboration will
require multiple engagement models ranging
from provider-to-partner to partner-to-partner.
We found that 86 percent of partners agreed that,
as the world moves to tailored solutions, partner-
to-partner collaboration is more important than
ever. It can enable better dialogue not only with a
single partner, but also with all partners across a
broader ecosystem. Providers should “lean in” and
act as a catalyst and connector between various
companies that can complement each other when
providing a differentiated solution for customers.

24,

Co-investing for the future

Providers need to coordinate their investments
with their partners to ensure alignment on how
to meet customer expectations and maximize
positive business outcomes. Providers should
consider the incentives required to drive better
co-investing mindsets. Additionally, providers
should ensure that they are co-investing with
the right set of partners demonstrating the
right behaviors.
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Creating frictionless experiences

Providers need to deliver frictionless partner experiences—
making it easy for partners to deliver on their customers’
needs and enabling partners to unlock their growth
potential. Doing so requires changing the dialogue to create
a different value exchange between providers and partners.

It also means leveraging advanced technologies like artificial
intelligence and automation that bring both context and
content together. The result can be meaningful insights

that enable the kind of collaboration that partners are
demanding, and the innovation that the ecosystem needs.

An important early step is for providers to fundamentally
re-envision what their relationships with partners should

look like, and then put in place the right experiences and
capabilities to enable that vision. Historically, providers have
primarily supported the transactional stages of the customer
lifecycle, but that won't be enough to increase mindshare.

The gold standard for the right mindshare at a partner
company is where partner employees are actively seeking to
train and certify themselves on providers’ technologies and
offerings. In this way, providers can not only sell, but also
co-innovate and build on top of the platform. This requires
providers to offer more support.
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Rising
expectations

Customer demands are rapidly intensifying. In part, this is because
customers realize that their journey to digital transformation is becoming
more complex and less certain. The market is shifting from point
technologies to fully integrated solutions where value is based on the
delivery of positive business outcomes. The solutions must also cover
elements such as cloud infrastructure, multi-channel usage, security,
and specific industry and regulatory requirements.

Customers—who increasingly want more than just a “product in a box—
expect that partners will come to know them deeply enough to provide
the guidance they need throughout their growth journey. More than half
(53 percent) of partners say that customers expect them to be a trusted
advisor, not only a technology vendor. Yet, these changes come with
pressure on costs and investments. (See sidebar.)
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Giving partners the support they need

Customers expect more, and providers are asking partners to step up and
help support a new customer experience. Yet, many partners are struggling
under the weight of these new demands. Sixty percent of surveyed partners
are challenged to meet growth targets and find new customers. More

than 70 percent said these pressures will increase or significantly increase
their operational costs. Even more disturbing is the fact that 68 percent of
partners say that, as customer and provider expectations rise, the cost of
doing business will become unsustainable.

Most partners know that that can't succeed alone. They need providers
as well as the broader partner ecosystem to create the next disruptive
solutions for customers. But can providers and partners effectively
collaborate for mutual success?

One challenge is that providers need to focus more on enabling their partners
to have a greater impact. For example, fewer than one-fourth of providers say
that they collaborate with partners during the sales process. Complicating
matters even more is the fact that 40 percent of partners say they are
encountering more competition with providers’ professional services and
customer success teams. Forty-four percent of providers want partners to
acquire more talent and skills to support business growth, yet all three parties
in the relationship (customers, partners and providers) are competing for the
same scarce talent.

It's crucial for providers to move beyond the bread-and-butter of transactional
partnering models and, instead, focus on the capability areas and moments
that matter to the partner to drive growth most effectively for both parties.



Co-innovating
for growth

It's time for a change. Providers and partners alike need their
relationship to function differently if they are to grow successfully.
But how, specifically? Our survey found that the ability to innovate
for growth is an overwhelmingly important capability. The primary
business objective for 45 percent of partners is to expand their
business by bringing more consistent innovation to their products
and services. In fact, this is true for 57 percent of partners who
have highest-tier status with 20 or more providers. (See Figure 1.)

Providers need to move out of their comfort zone. Fortunately,

83 percent of them say they’re ready. The ability to innovate is, in
fact, their top criterion for choosing a particular provider, followed
by brand reputation and technology compatibility.

It's time to put “co” at the forefront of innovation.
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Figure 1: Strategic partners see

innovation as a key to growth

Priority objectives for partners

Expand via innovation
(new products/services)

Expand to new customers

Expand professional
services and number of
skilled practitioners in
vendors’ technology

Expand/upsell
existing customers

Expand via new delivery
offerings of existing
products/services
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Working together

But innovation is not a solo performance.
What we call “co-innovation” means that
providers and vendors work together to solve
business problems, create new solutions and
enable new experiences for their customers—
custom-fit for their needs and business models.
Neither party can create these solutions and
experiences alone; they need each other. By
multiplying brainpower, co-innovation serves
customers more effectively and develops a
more extensive and deeper relationship
between providers and partners to enable
these solutions.

For providers, developing this closer
relationship with partners requires gaining

more mindshare and enabling innovation on
the platform. Providers are requesting that more
solutions be built on top of their platforms or
products (48 percent). Providers are also asking
their partners to support new products and
platforms at a faster pace (46 percent).
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Co-innovation partnerships are important
for enterprises and they also create a
valuable multiplier effect for a provider’s
ecosystem. Salesforce, for example, supports
innovation through one of the largest B2B
app exchanges in the world—one that saw a
20 percent increase in FY20 installs, driven
by its ISV ecosystem. Based on a report by
Salesforce’s Area Vice President in Israel,
the company expects to create more than
11,000 direct jobs from 2018 to 2024 and
pump $5.4 billion into the economy. This
growth will occur through cloud computing
subscriptions and ancillary products

and services, all enabled by Salesforce’s
ecosystem. Overall, the report says, the
Israeli ecosystem was, “4.5 times larger than
Salesforce’s [revenue] itself,” which was the
fueling factor for the company’s growth.?
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Co-investing
for the future

As the journey of digital transformation accelerates, partners are doing

more today and will be expected to do even more in the future. They are co-
innovating and addressing rising customer expectations, thereby expanding
their roles in the ecosystem across the customer journey (from customer
discovery to renewals). In light of these new roles, companies need to rethink
their co-investment model and how partner contributions are evaluated and
measured. How are partners contributing to a provider's growth? How can a
provider enable and invest in greater growth for their partners?

Although there are multiple ways that partners and providers co-invest in each
other, investments to drive innovation are particularly important. Partners’ top
decision criterion to work with providers is innovation/ability to innovate (37
percent). (See Figure 2).

It's time to rotate from Market Development
Funds to Market Innovation Funds.
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Shifting co-investment methods

Traditional methods
Marketing development funds: Investments that are used to drive
awareness and demand of solutions created.

Co-marketing: Budget allocated by both companies to market each
other’s solutions and offerings.

Pre-sale discounts/incentives (credits): Credits that can be applied
to the licensing and consumption, coupled with the appropriate software
licenses and services.
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Emerging methods

Innovation funds: Financial and non-financial resources allocated to
partners to identify, define and build collaborative offerings.

Services/consumption funds: Discounts or rebates that are provided to
the partner to apply to services or innovative solutions that, ultimately, drive
consumption. Accenture believes that providing such incentives to a partner
(incentives that increase a customer’s consumption of the platform) will
provide higher recurring revenue for providers in the future.

Non-financial incentives: Rewards partners through other perks to grow
their business—for example, higher level of partner support for questions
or engineering support on solutions. We believe that providers should
provide partners with additional data insights as a future incentive that will
differentiate a provider against the competition.
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The need for new metrics

According to a Forrester study,® legacy metrics do not generally measure the
true impact of co-innovation on growth. Currently, most enterprises evaluate
partners according to the volume of sales and amount of training each
partner undertakes. Most partner incentive programs and tiers are based

on revenue. Programs are aligned to a product sales channel rather than

an innovation ecosystem.

These current metrics and incentives fall short of what is needed to assess
the true value of the future provider-partner relationship. They are too narrow
and don't acknowledge many of the behaviors that drive the end-to-end
customer journey. Providers should measure and incent the total efforts
resulting in customer acquisition, retention and expansion, and then reward
partners accordingly.

In response to this need, some companies are beginning to structure partner
programs that are linked to a more holistic set of behaviors ranging from
initial solution development, to actions that increase customer awareness, to
understanding, buy-in and ultimately commitment to the solution purchase
and follow-on renewal.
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Initial solution development: Reward investments in horizontal/vertical
solutions built on top of the platform.

Solution enablement: Reward the training of practitioners to sell and deliver
solutions, and the number of employees who are certified to sell, deliver and
build on top of the platform.

Influence on revenue: Account for (1) customer usage, consumption and
overall adoption of offerings and the platform; (2) growth of cross-sell and
up-sell revenues; and (3) a partner’s influence on one-time and recurring
revenue associated with customers.

Awareness/deep understanding: Reward education and evangelism of
the solution including proof of value and concept delivered to the customer.
Consider partner satisfaction ratings.

Buy-in/commitment: Reward sell-with revenue on joint offerings and
solutions, or follow-on renewal / expansion—for example, reward customer
usage and engagement with the solution and the platform, including
customer satisfaction.
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With the shift to as-a-service models and the importance of the
post-sales customer experience, providers should measure and
incent partners’ impact to customer adoption and customers’
total lifetime value. Providers need to collect metrics to identify
top-performing delivery partners that are driving the most
adoption, influencing recurring revenue, and then reward them.

As “ecosystem co-innovation” becomes better understood,
providers should expand their ways of measuring value, including
an assessment of how much an ecosystem co-invests in relevant
and timely customer solutions. In this pivot to co-innovation,
providers should clearly communicate and reward partners and
partner ecosystems that collaborate and innovate to unlock new
value for a provider’s customers and offerings.
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Collaborative ecosystems

As noted previously, developing a collaborative ecosystem has
emerged an important key to success. In fact, 86 percent of
partners agreed that as the world moves to end-to-end solutions
based on a deep knowledge of the customer, partner-to-partner
collaboration is more important than ever. (See Figure 3.)

What does this new collaborative ecosystem look and feel like?
For one, providers and partners need to shift their ecosystem
models from traditional resellers to supporting collaboration on
platform deals. The new, stronger collaborative ecosystem can
produce better results because partners can work with other
partners—for example, independent software and hardware
vendors collaborating with solution providers to extend the
platform, helping to create a more effective, tailored solution.

Semiconductor companies need value-added resellers to work
with design houses to identify new ways to put their chips in
products that will serve a wider variety of customers, industries
and solutions. Partners in different horizontals (for example, a
partner specializing in security along with a partner specializing
in analytics) may need to come together to extend the current
customer’s footprint. Overall, the partners we surveyed indicated
that the biggest benefit of collaboration is the ability to create more
complete solutions to meet customers’ needs (57 percent).
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The blurring boundaries of
provider-partner ecosystems

Partners and providers that can put the “co” back in collaboration will
continue to advance beyond their competitors in the future. Accenture’s
own “Future Systems” report* found that future enterprise systems will
blur (or are already blurring) the boundaries of the organization and its
ecosystem of partners, suppliers and customers over the next three to
five years.

This blurring has several causes:

- Within the ecosystem, each partner type has its own role and set of
needs in order to grow.

- Barriers between companies and their partners are fading as they look
together to offer products and solutions for the future that can create
lasting, positive customer experiences. Partners can play multiple
roles in the ecosystem depending on the opportunity or market.

- More partners are innovating on providers’ platforms and playing
different roles to collaborate together on platform offerings and
customer solutions. Not all partners are directly contributing to
providers’ revenue.

- Partners are orchestrating and aggregating solutions by collaborating
with other partners.
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Customer
Has a need, wants to buy an outcome

Ecosystem of partners

Partners work alone or with each
other to provide complimentary and
value add on top of vendor’s
offering to meet customer’s needs

Technology
Providers
(vendors / suppliers)

Have an offering
that meets part of the
customer’s needs, based

on a platform
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Orchestrating the ecosystem

Some of the most successful software and hardware providers have
embraced the role of being an orchestrator of the ecosystem. In this
ecosystem, providers are primarily responsible for defining:

:} i

The customer solution Respective roles
(market play)

0 a8
Y N-%

Key suppliers and partners Exchange of value
in the ecosystem who between the players
contribute to the solution
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The three biggest challenges that partners face when collaborating
with other partners is (1) coordinating solution development across
the different parties; (2) understanding how solutions fit together; and
(3) finding the right partners to work with. Providers can help partners
find other partners to co-create solutions, leveraging a collaborative
development platform.

For example, Intel has developed a platform that drives partner growth
in a data-centric economy through connections with other partners—
receiving and managing leads, monitoring business performance, and
marketing solutions to end-customers.® According to Eric Thompson,
Intel General Manager of Global Partner Enablement, solutions “are
becoming increasingly complex. Innovation requires a broader array of
partners working together.” Intel created its platform “to help partners
explore new points of collaboration, showcase innovative offerings and
help grow new business.”

Two other enablers of effective ecosystem collaboration are also
important: frictionless experiences and tools that incorporate analytics
and applied intelligence.
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Reducing friction

Providers that optimize a broader understanding of experiences will stand
out in the battle for partner mindshare and share of customer. For instance,
according to IDC research, customer success over the next five years will
become more holistic, combining customer experience (CX) with partner
experience (PX) and developer experience (DevX), with the objective of
creating a frictionless ecosystem experience for all.” The concept of “partner
experience” needs to be expanded. Providers’ ecosystem partners must be
looked at holistically to drive expected business outcomes.

Watch out for different kinds of friction that can occur within these ecosystem
relationships. For example, partners may not have the information they need
to configure a provider's platform for a customer’s specific needs, or it may

take too long to get a price for a provider’s offering.

To overcome these hurdles and make ecosystem interactions more frictionless,
providers should look at providing experiences that fit partners’ desires to
grow, reduce operational spend and gain opportunities with customers.
Seventy-eight percent of partners surveyed agreed that companies that do
not embrace a solution-driven and experience-oriented approach will risk
their viability in the industry.
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Choosing a technology provider

Our research found that partners are interested in a holistic package of
skills, capabilities and experiences when choosing a provider. Technology is
certainly one aspect of it all, but partners have other things on their mind as
well: What will it be like to work with this company? Can they effectively lead
a large group of ecosystem partners? What value will they bring? Our survey
found that:

- Three-fourths of partners seek a provider who can deliver the digital
experiences to make doing business easier. But an equal number just want
someone who's easy to work with—who provides a positive experience
and valuable interactions, and who can add value to a product.

- Almost an equal number (73 percent) are looking for monetary benefits
from the provider and for co-investing opportunities that can drive
innovation for all.

- Effective leadership is also prized by 69 percent of partners—the ability of
a provider to bring together a community of partners and developers to
collaborate effectively.
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The importance of analytics capabilities

Partners also pointed to the maturity of providers who offer analytics
capabilities as an important factor in choosing to work with them.

- Seventy-one percent prioritize providers who offer analytics capabilities
and the sharing of data and insights.

- The number-two area that partners need help with is obtaining a
360-degree view of their performance across the customer lifecycle:
from demand generation and enablement of their company, to
certification and fluency in the providers’ offerings, all the way through
to customer success. The key to enabling this broader view is leveraging
data across partners’ journeys.

- A core concept is building data into the value exchange to provide
meaningful, analytics-based recommendations on industry-specific
and business-specific solutions.
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Artificial intelligence is another key enabler—an opportunity for providers to deepen
relationships with partners and scale their capabilities. Al provides three advantages

in particular:

®

Enables scale

Digitizing processes makes them connected
and more efficient. Eighty percent of partners
agreed that, without Al, they will be unable to
scale. An Accenture-sponsored survey of C-level
executives in India found that almost 80 percent
of these leaders believe that if they don't move
beyond experimentation to aggressively deploy
Al across their organizations, they could risk
going out of business by 20252

One example is that companies can leverage
virtual agents to address partners’ queries from
sales, to post-sales, to delivery, instead of making
companies and providers dedicate resources and
time to search for this content.

24 Building high-impact partner ecosystems

Enables collaboration

Digital collaboration helps sellers and providers
communicate throughout the lifecycle. They can
provide a tailored solution by sharing customer
insights to improve the ability to win sales.
Collaboration also enables deal velocity at a
faster pace:

Forty-two percent of partners said that they
need to collaborate with other partners/
companies to meet customer needs.

Eighty-three percent of partners agree that
the future of their business depends on

an ecosystem that fosters innovation and
collaboration.

Enables growth

Al and analytics can provide the insights to
support growth:

Eighty-six percent of partners agree that
data and insights will pave a critical path
toward business growth for both partners
and vendors.

Ninety percent of partners agree with the
statement, “My company is searching for
new sources of revenue growth.” Data and
insights are a path to identify opportunities
for growth.
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The ROI of more effective
provider-partner relationships

The ability and opportunity to co-innovate and collaborate with providers
is top of mind for the partners we surveyed in our “Future of Partner
Ecosystems” study.

Partners surveyed also helped us to quantify the potential ROl associated
with investments in innovation and collaboration, as well as what's at stake
for both providers and partners if they do not invest in innovation.

« Sixty-four percent of partners only want to do business with providers
that prioritize investments to accelerate innovations across their products,
services, industries and experiences.

- Failing to advance innovation capabilities has a steep downside: 68
percent of partners agreed that the cost of doing business will become
unsustainable without innovation.

- At the same time, partners are well aware of the upside—the potential ROI
of better collaboration with providers: 85 percent of partners agreed they
could grow their businesses 20 to 80 percent if vendors focused on some
or all of the following: innovation, performance optimization, marketing
and demand generation.
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