
ECOSYSTEM
LED GROWTH
TOOLKIT
This toolkit is your ultimate resource for 
building scalable, predictable revenue 
through Ecosystem-Led Growth.

This is the first time in my 20-year career 
that partner ecosystems are at the 
forefront of the conversation.

-Craig Gleason



What is a North Star
Document?

A North Star document is a 
strategic blueprint that serves 
as the guiding vision for a 
company’s market approach. 

It identifies core objectives, 
defines the target market, and 
sets the foundation for a 
go-to-market strategy. It aligns 
the team around key metrics 
and actionable goals, ensuring 
efforts contribute to growth.



Clarity of Purpose

Provides a unified direction for the 
team, preventing misaligned 
efforts.

Establishes a framework for 
evaluating market opportunities 
and resource allocation.

Informed Decision-Making

Strategic Focus

Highlights where the company can 
compete most effectively and 
sustain long-term success.

Defines key performance 
indicators (KPIs) to track progress 
and success.

Measurement

Why is a North Star 
Document Important?



The Role of TAM, SAM, 
SOM, and BOM

TAM (Total Addressable Market)

The total market demand for your product or service, 

assuming it achieves 100% market share.

SOM (Serviceable Obtainable Market)

The portion of SAM you expect to capture within a 

specific timeframe.

BOM (Budget Obtainable Market)

A subset of the SOM that can be pursued within current 

financial constraints.

BAM (Budget Allocated Market)

The budget you allocate to penetrate your BOM 

strategically.

SAM (Serviceable Addressable Market)

The segment of TAM you can realistically target given 

your resources and offerings.



1. Overambition: Targeting too broad a market without the 

resources to support it.

2. Misaligned Strategies: Focusing on markets that don’t align with 

the company’s strengths or budgets.

3. Lack of Data: Failure to conduct thorough market analysis leads 

to unrealistic expectations.

Why Companies Get 
It Wrong

The North Star document ensures alignment between vision, 

market opportunities, and team efforts, allowing for deliberate and 

scalable growth.



How To Create A 
North Star Document

STEP 1 - DEFINE THE VISION
Clearly articulate your company’s purpose and the 

problem you solve.

QUESTIONS TO ASK
• What is our mission and vision?

• What unique value do we bring to the market?

OUTCOME
A concise vision statement that reflects your company’s purpose.

STEP 2 - MARKET ANALYSIS
Identify and evaluate TAM, SAM, SOM, and BOM

QUESTIONS TO ASK
• What is the size of our TAM, and how is it segmented?

• Which part of the SAM is aligned with our capabilities and offerings?

• What portion of the SAM can we realistically capture (SOM)?

• What is our BOM based on our current budget and resources?

OUTCOME
A concise vision statement that reflects your company’s purpose.



STEP 3 - IDENTIFY CHANNELS
Map out the pathways to reach your target customers.

QUESTIONS TO ASK
• Which channels (direct/indirect) offer the highest ROI?

• How can we leverage partnerships or ecosystems for broader reach?

• How do we convert indirect customers into direct clients?

OUTCOME
A list of prioritized channels for market entry and growth.

STEP 4 - DEVELOP KEY METRICS
Define measurable goals and KPIs to track progress.

QUESTIONS TO ASK
• What are our revenue and growth targets?

• What customer acquisition metrics will indicate success?

• How do we measure the effectiveness of direct vs. indirect 

channels?

OUTCOME
A clear set of metrics aligned with your goals.

STEP 5 - CRAFT GO-TO-MARKET STRATEGY
Build a tactical plan for engaging the market.

QUESTIONS TO ASK
• What resources are required for our strategy (e.g., team, budget)?

• How do we position ourselves against competitors?

• How do we scale sustainably while maintaining quality?

OUTCOME
A clear set of metrics aligned with your goals.



STEP 6 - ALIGN THE TEAM
Share the North Star document and GTM strategy with 

stakeholders.

QUESTIONS TO ASK
• Is every team aligned on the vision and strategy?

• What feedback can we incorporate to refine our approach?

OUTCOME
Unified alignment across the organization.

THE NORTH STAR DOCUMENT TEMPLATE
The North Star Document is your next step in putting strategy into 

action. Designed to capture your company’s vision, market analysis, 

and go-to-market plan, this structured framework ensures every 

element of your strategy is thoughtfully documented. 

Access the template here to start building a clear and unified 
strategic plan.

https://partneriq.co/hubfs/North%20Star%20Document%20Template.pdf


Goal alignment is the process of ensuring a company’s 

objectives are synchronized with its strategies and operations. 

It connects daily activities, partnerships, and resources to 

overarching business goals, ensuring every effort contributes 

to success.

What is Goal
Alignment?



Strategic Focus

Aligns actions with long-term 
objectives, preventing wasted 
efforts on irrelevant tasks.

Directs time, budget, and talent 
toward impactful activities.

Resource Optimization

Improved Measurement

Provides clear metrics to evaluate 
success and adjust strategies.

Promotes unity and shared 
purpose across teams.

Enhanced Culture

Why is Goal Alignment
Important?



Common Pitfalls in 
Goal Alignment

Static Goals

Inflexibility to adapt to market 

changes leaves companies 

directionless.

Misaligned Partnerships

Forming partnerships without 

strategic rationale dilutes 

resources.

Vague Goals

Broad or unclear objectives 

hinder effective alignment.

Poor Communication

A lack of transparency results 

in misaligned efforts.

Leadership must articulate clear, actionable goals, foster 

communication, and ensure flexibility in strategies to adapt to 

changing environments. Without this, organizations risk stagnation 

and inefficiency.

The Role of Leadership



How To Craft a Goal 
Alignment Document

STEP 1 - DEFINE YOUR CORPORATE GOALS
Identify the company’s vision, mission, and key 

objectives.

QUESTIONS TO ASK
• What are our SMART (Specific, Measurable, Achievable, 

Relevant, Time-bound) goals?

• How do these goals reflect our long-term vision?

OUTCOME
A clear set of high-level corporate goals.

STEP 2 - ALIGN DEPARTMENTAL GOALS
Break down corporate goals into specific objectives for each 

department or team.

QUESTIONS TO ASK
• How does each department contribute to the overarching goals?

• Are there gaps or overlaps in responsibilities?

OUTCOME
A detailed mapping of departmental goals to corporate 

objectives.



STEP 3 - EVALUATE CURRENT STRATEGIES
Assess how current actions and partnerships align with 

the stated goals

QUESTIONS TO ASK
• Which current strategies are driving success?

• Where are we misaligned or underperforming?

OUTCOME
A comprehensive evaluation of alignment status.

STEP 4 - CONDUCT GAP ANALYSIS
Identify discrepancies between goals and current 

performance.

QUESTIONS TO ASK
• What are the barriers to achieving our objectives?

• What resources, partnerships, or capabilities are missing?

OUTCOME
A list of gaps and proposed solutions.

STEP 5 - DEVELOP AN ACTION PLAN
Create a step-by-step plan to address gaps and align 

strategies.

QUESTIONS TO ASK
• What specific actions are needed to realign?

• Who is responsible for implementation and monitoring?

OUTCOME
A clear, actionable roadmap.



STEP 6 - ALIGN THE TEAM
Share the North Star document and GTM strategy with 

stakeholders.

QUESTIONS TO ASK
• Is every team aligned on the vision and strategy?

• What feedback can we incorporate to refine our approach?

OUTCOME
Unified alignment across the organization.

THE NORTH STAR DOCUMENT TEMPLATE
The Goal Alignment Document Template is a vital tool for turning 

strategic objectives into actionable plans. 

By aligning corporate goals with departmental objectives, identifying 

gaps, and defining clear action steps, the template promotes 

accountability and cohesion across teams. With this resource, you can 

systematically evaluate progress and ensure continuous alignment 

with your company’s overarching vision. 

Access the template here to start building a clear and unified 
strategic plan.

https://partneriq.co/hubfs/Goal%20Alignment%20Template.pdf


PartnerIQ specializes in crafting impactful partner 
programs and driving scalable growth through 
Ecosystem-Led strategies. They empower 
organizations to unlock their potential and 
achieve long-term success.

Kinetic Talents focuses on refining Go-to-Market 
strategies and building innovative growth 
channels. Their expertise in AI and partnerships 
helps businesses scale with precision and impact.

About

Craig Gleason is a seasoned executive with 
over 24 years of experience driving revenue for 
SaaS companies like Oracle, Axonify, and 
Docebo.

Craig Gleason

Matt Palackdharry is a technology entrepreneur 
with success in AI fields like Machine Learning. 
He focuses on refining Go-to-Market initiatives 
and building high-growth distribution channels.

Matt Palackdharry


