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PARTNER ECOSYSTEMS. ENGINEERED TO PERFORM.

The operating structure and
rhythm that turn strategic
partnership intent into
measurable resulits.

Many companies don't need more partners. /
They need the structure and discipline to w.} o

make the right partnerships overperfor

Strategic alliances and partner ecosystems are supposed to expand what your company can sell, build, and
support — reaching customers, closing joint deals, developing solutions, and strengthening resilience in ways
you couldn’t manage alone. When they work, they're a real source of growth and stability.

When they don't, the cost shows up in familiar ways: joint opportunities sit without a clear owner. Co-sell
motions stall between teams that were supposed to be working together. Innovation stalls. Effort and
investment spread across partners that aren't producing, while the few that matter most get less attention than
they deserve. Customer handoffs lose momentum right when they matter most. Leadership time goes into
chasing status and resolving avoidable conflicts instead of making the calls that move the business forward.

None of that happens because the partnerships were a bad idea. It usually happens because no one built the
foundational structure partnerships need to perform — clear ownership, clear decisions, a working rhythm, and
reliable follow-through.

Fulcrena helps B2B technology and critical-infrastructure companies assess, build, and operate the
foundational structures that turn strategic partnerships into a managed, measurable operating model — not just
relationships to maintain, but a co-designed system and disciplined structure that can be run, reviewed, and
improved.

We don't stop at a set of recommendations. Fulcrena diagnoses what's really blocking momentum in your
partnerships today, helps build the roles, decisions, operating rhythm, and measures required to fix it, and
where it's useful, helps run selected parts of that model while your team builds the capability to take it over.

What a strategic alliance and partner ecosystem are

A strategic alliance is two or more companies working together toward shared goals they could not reach as quickly
alone. A partner ecosystem is the wider network around your business that helps you reach more customers, deliver
solutions, and grow. It only performs when that network has clear ownership, clear decisions, and a working rhythm
behind it.

Partnerships overperform when the partners, ownership, decisions, operating rhythm, measures,
follow-through, and customer impact are all accounted for — not left to goodwill.
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How Fulcrena Makes It Real

What is getting in the What needs to be put in How the model runs week
way today, through a structured place to support the business today after week, with Fulcrena
assessment of the current state of and tomorrow, by co-designing and supporting selected operating
the alliance or ecosystem. engineering the operating structure routines tied to a shared scorecard.

and model — not just producing a
framework deck.

Enhanced Governance Better Execution Improved Visibility Leadership Leverage

Clearer decision-making, Designed to support faster Better reporting, scorecards, | Less fragmentation, stronger

ownership, and operating onboarding, stronger co-sell and management insight into | executive sponsorship, and

rhythm across partner coordination, and fewer alliance partner and partner more leadership time for

activity. execution gaps. ecosystem health and strategic growth priorities.

performance.

. see whether partnerships are supporting growth, resilience, and strategic priorities.

o see where co-sell motion, partner pipeline ownership, and follow-through are breaking down.

o see the structure, rhythm, decision rights, and accountability needed to make partnerships manageable before
issues get stuck between teams.

. get a clearer way to create internal alignment, secure executive sponsorship,

and coordinate cross-functional execution.

o We stay for the build. Fulcrena doesn't hand over a report and leave; we build the roles, decisions, rhythm, measures, and
cross-functional accountability with you.

« We help run it. Where it's useful, Fulcrena can help operate selected parts of the model while your team builds the
capability to take it over.

o Built to last, not to lean on. The operating model is designed to work without Fulcrena. Your team owns the strategy, the
decisions, and the data throughout.

« Plain talk about what's working, what's moving, what's stuck, and what needs attention, without jargon or unnecessary
complexity.

This is for PE-backed, growth-stage, and mid-market B2B technology and critical-infrastructure companies worldwide that
depend on strategic alliances and partner ecosystems for growth, customer outcomes, innovation, or resilience. They may
need to fix an existing alliance, coordinate a growing ecosystem, or build the right structure before expanding.

The Fulcrena Alliance Readiness Assessment (FARA) is a short, self-directed, confidential readiness check that helps identify
where ownership, decisions, operating rhythm, or follow-through may need attention in your partnership or partner ecosystem
today. It helps you decide whether your alliance or partner ecosystem may be ready for a Fulcrena Diagnostic, and it helps
Fulcrena decide whether an engagement may make sense. Check your alliance readiness.
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	The Fulcrena Promise
	Fulcrena helps B2B technology and critical-infrastructure companies assess, build, and operate the foundational structures that turn strategic partnerships into a managed, measurable operating model — not just relationships to maintain, but a co-designed system and disciplined structure that can be run, reviewed, and improved.

	Why Fulcrena is different from the start
	We don’t stop at a set of recommendations. Fulcrena diagnoses what’s really blocking momentum in your partnerships today, helps build the roles, decisions, operating rhythm, and measures required to fix it, and where it’s useful, helps run selected parts of that model while your team builds the capability to take it over.

	What a strategic alliance and partner ecosystem are
	A strategic alliance is two or more companies working together toward shared goals they could not reach as quickly alone. A partner ecosystem is the wider network around your business that helps you reach more customers, deliver solutions, and grow. It only performs when that network has clear ownership, clear decisions, and a working rhythm behind it.
	Partnerships overperform when the partners, ownership, decisions, operating rhythm, measures, follow-through, and customer impact are all accounted for — not left to goodwill.


	How Fulcrena Makes It Real
	DIAGNOSE: What is getting in the way today, through a structured assessment of the current state of the alliance or ecosystem.
	BUILD: What needs to be put in place to support the business today and tomorrow, by co-designing and engineering the operating structure and model — not just producing a framework deck.
	RUN: How the model runs week after week, with Fulcrena supporting selected operating routines tied to a shared scorecard.
	What changes for the company?
	Enhanced Governance
	Clearer decision-making, ownership, and operating rhythm across partner activity.
	Better Execution
	Designed to support faster onboarding, stronger co-sell coordination, and fewer execution gaps.

	Why leaders pay attention
	Improved Visibility
	Better reporting, scorecards, and management insight into alliance partner and partner ecosystem health and performance.
	Leadership Leverage
	Less fragmentation, stronger executive sponsorship, and more leadership time for strategic growth priorities.
	CEOs see whether partnerships are supporting growth, resilience, and strategic priorities.
	CROs see where co-sell motion, partner pipeline ownership, and follow-through are breaking down.
	COOs see the structure, rhythm, decision rights, and accountability needed to make partnerships manageable before issues get stuck between teams.
	Heads of Partnerships and alliance leaders  get a clearer way to create internal alignment, secure executive sponsorship, and coordinate cross-functional execution.


	What makes Fulcrena different
	We stay for the build. Fulcrena doesn’t hand over a report and leave; we build the roles, decisions, rhythm, measures, and cross-functional accountability with you.
	We help run it. Where it’s useful, Fulcrena can help operate selected parts of the model while your team builds the capability to take it over.
	Built to last, not to lean on. The operating model is designed to work without Fulcrena. Your team owns the strategy, the decisions, and the data throughout.
	Plain talk about what’s working, what’s moving, what’s stuck, and what needs attention, without jargon or unnecessary complexity.

	Who this is for
	This is for PE-backed, growth-stage, and mid-market B2B technology and critical-infrastructure companies worldwide that depend on strategic alliances and partner ecosystems for growth, customer outcomes, innovation, or resilience. They may need to fix an existing alliance, coordinate a growing ecosystem, or build the right structure before expanding.

	Start with a quick readiness check
	The Fulcrena Alliance Readiness Assessment (FARA) is a short, self-directed, confidential readiness check that helps identify where ownership, decisions, operating rhythm, or follow-through may need attention in your partnership or partner ecosystem today. It helps you decide whether your alliance or partner ecosystem may be ready for a Fulcrena Diagnostic, and it helps Fulcrena decide whether an engagement may make sense. Check your alliance readiness.
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