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“Your network is your net worth” - cliché, but 
so true. Especially in professional services, 
personal connections are the bread and butter, 
as any recruiter or business development 
expert can attest.

At Primeflow, our goal is to help you run a 
business with your professional network. To 
utilise your existing relationships and build 
new ones with relevant people in your niche. 
From recruiters working with deeply 
embedded talent scouts, to SaaS vendors 
securing clients through their network of 
service consultants - we have got it covered.

To build dependable channels, your partners 
must get paid. Some people consider this 
controversial. They ask for favours and 
pretend to “not keep a score”. Those can stop 
here.

For the rest, welcome! Check our vision in the 
future of recruiting and deep networking. 

This manual walks you through the basics of 
building a relationship-driven businesses. We 
also have a product that makes this all easier, 
but that can wait. Now, let’s dive in!

INTRODUCTION

What is a referral business?
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Just like in traditional agencies, there are 
different roles needed in online business 
networks. The difference is that those roles 
are not as rigidly defined and in a more 
dynamic relationship. When it comes to 
building people-driven recruitment and sales 
channels, there are a few roles in play. You 
are reading this because you are either an 
Operator, a Builder or a Partner. 

ARE YOU AN OPERATOR, A 
BUILDER, OR A PARTNER?

Let’s unpack what each of these roles means:

BUILDERS
Builders have a deep understanding of 
clients’ needs and good connections to 
Operators. They design the channel together 
with and for the client:
- What are the ideal Partners we can sell or 

recruit through? Who already has access 
to the people we need to hunt? How will 
we find them?

- Who would be the ideal Operator who 
can run the channel for the client? Who 
does the client trust to maintain the 
quality & deliver the required scale?

You are a Builder if you are interested in 
building new acquisition channels.
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OPERATORS
Operators are the execution counterparts of 
Builders. The Operator iterates on the 
strategy defined and is focused on growing 
the channel by bringing on and coordinating 
the right Partners. 

You are an Operator if you would be the 
person representing the network and bringing 
the right Partners in.

ARE YOU AN OPERATOR, A 
BUILDER, OR A PARTNER?

PARTNERS
Partners are in direct contact with the 
prospects the channel aims to convert. They 
can be consultants, community builders, or 
any other profile with access to relevant 
networks - only the imagination is the limit 
here. These people are well-connected and 
have built trust with potential prospects. 
Partnering with them allows them to unlock 
new opportunities and revenue streams, and 
the Operator to create a unique channel.

You are a Partner if you can see yourself 
making introductions, but not managing an 
entire network. 
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All three roles have one thing in common: 
They aim to discover, qualify and deliver high quality prospects to the client, while 
earning a commission that reflects their contribution to the business.

In practice, there are many ways to build and scale channels:

1. A Builder might start with a handful of Partners and then elect one of the 
Partners into the role of an Operator. At that point, the Builder can off-board 
from the project and build a new channel for another client.

2. A Builder might work with an established Operator, where they together 
carve out business in the niche of their expertise. The Builder focuses on 
sourcing clients, while the Operator runs the established channels in parallel, 
benefiting from cross-selling.

3. Sometimes the role of the Builder & Operator merges into one entity to 
provide an end-to-end solution for their clients - from channel design to 
execution.

ARE YOU AN OPERATOR, A 
BUILDER, OR A PARTNER?

How does Primeflow fit into the picture?

As you can imagine, the coordination of all these people can get incredibly 
complicated. At the same time, a seamless experience for the prospects can make or 
break the deal. Keeping the Partners motivated to not only source prospects but also 
other Partners to grow the channel requires careful compensation planning and 
frequent synchronisation.

Primeflow is the software and service backbone that brings all these independent 
collaborators together - think of just the right mix of a CRM, payroll and Slack - 
where all collaborators get their own seat, opportunities, responsibilities and 
rewards.
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Let’s get the most common concerns out of the way first.

“This sounds like way too 
much time/effort.”

Unfortunately, there is no simple way 
around the fact that building a whole new 
channel takes a certain amount of effort 
and time. However, the return on 
investment is well worth it for 
continuously finding better prospects at a 
lower cost, after an initial effort of setting 
up the channel. In addition, there are more 
or less effective ways of achieving the 
goal. This document outlines our learnings 
so far to help you find the quickest way to 
success. 

“My network is not that 
good.”

Although it’s a clear advantage if you already 
have people from your existing network that 
you could work with (as Operators or 
Partners), that is by no means necessary. 
Business partnerships with people that are 
networked in quite different circles are often 
more valuable. For that reason, approaching 
new people with the right access may be the 
winning strategy in the long run anyway, so 
might as well start with that. Remember, 
you’re not asking for favours, but setting up a 
relevant business partnership for both sides.

“Monetizing my network’ feels 
wrong.”

There are entire industries, such as recruiting, 
in which the job is precisely getting paid for 
making the right introductions.  

The reason that getting paid for an introduction 
may feel wrong with regard to existing 
relationships is that there is already a social 
contract in place where favours are returned 
but no money is exchanged. It is possible to 
organise a business network based on 
“favours”, but it becomes harder to track 
people’s true contributions, keep everybody 
motivated, and deliver high quality if there is 
no money at stake. 

Getting people paid makes business networks 
measurable and scalable, and the friction of 
setting up such a partnership is well worth the 
increased commitment and clarity it creates.

Lastly, think about the segments of your 
network. Your closest circle, such as family 
and business co-owners are automatically on 
your side. In this manual, we focus on the 
other 95%, who you could do business with.

BEFORE WE START (FAQ)
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“How does this fit 
employment regulations?”

Employment regulations differ on a 
country-by-country basis so it is hard to 
generalise. However, in most countries, it is 
possible to structure such business 
partnerships without entering employment 
relationships at all. The solution is to make 
use of agent-principal relationships to 
describe how the different members relate to 
each other. Alternatively, one can structure 
this collaboration with referral contracts. We 
have found that these solutions are legally 
viable in the UK and even pass scrutiny in 
countries with strong employment laws, such 
as Finland.

“Why would I need yet 
another software for this?”

You don’t, if you are willing to piece 
together different solutions or create your 
own approach. We share the insights on 
how to build online business networks in 
this manual, and you are welcome to apply 
them in any way you see fit. 

You could set up a contract with Partners 
and Operators, communicate over email, 
track their introductions in a spreadsheet, 
manage your pipeline in a CRM, and pay 
out rewards through your bank. This could 
work for a small network of thoroughly 
vetted partners.
Once you want to scale, experiment with 
new partners and streamline the operation - 
you need a product.“Why are you mixing Recruiting 

with Sales?”

People’s connections aren’t neatly separated into 
industries. The same person that knows a great 
candidate may also know a potential client, and 
who knows what else. Putting walls between 
use-cases would cut the promise of 
network-driven business short. Going beyond 
rigid roles and industries is the way to multiply 
the value.

That’s why Primeflow and this manual apply to all 
“Relationship brokerages”. Where people pay to 
get introduced to the right person, there you can 
build a network-driven business.

BEFORE WE START (FAQ)
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THREE STEPS TO CREATING A 
DISTRIBUTED AGENCY

A “distributed agency” is a way to visualize 
what we mean by a relationship-driven 
business. The same function and roles of a 
traditional recruiting or sales agency are carried 
out by a network of distributed actors, bound 
together by their partnership. 

The work of building such a new channel 
therefore mainly consists of setting up those 
partnerships with the right people. In the 
previous chapter, we described the different 
roles in a business network. The following 
chapters are for Builders and Operators 
interested in creating relationship-driven 
acquisition channels.

We break down that process into three basic 
steps - connect, organise, and reward. These 
steps are necessary to get an initial partnership 
going and repeat ever faster as the network 
grows.

REWARD

3.1 Feedback on 
outcome
3.2 Billing and 
payment

CONNECT

1.1 Operator onboarding
1.2 Client onboarding
1.3 Partner onboarding

ORGANISE

2.1 Lead generation
2.2 Lead handover
2.3 Lead processing
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Before starting, the Operator should commit to setting up the planned channel, as 
designed by the Builder (those roles can also be filled by the same person). The goal of 
the first step is to initially connect one side of the market with the other. The Operator 
approaches a suitable client, negotiates a commission for the network, and captures the 
information about the opportunity. The client’s demand can be used to onboard the first 
Partners, who are tasked with delivering the first prospects. 

1. CONNECT

Client onboarding

Operator 
onboarding

Partner 
onboarding

1

2 3 
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First of all, the Operator, which is the key player for a given business network, needs to 
be familiarised with the process and their role. It makes sense to equip new Operators 
with supporting documentation to represent the network towards both clients and 
Partners. Responsibilities and remuneration for all parties need to be contractually 
defined. It is best to identify a narrow target audience and create target lists for both 
companies and Partners to systematically approach. The most valuable acquisition 
channels create direct access to a pool of high-quality prospects. 

1. CONNECT
1.1 Operator Onboarding

Operator 
onboarding1

2 3 

Tips:
● Incentives: The Operator must be motivated to build a sustainable channel - 

putting in place the right financial incentives is crucial for that. One could 
either define a percentage of commission that goes to the Operator or let them 
negotiate it between clients and Partners themselves. 

● Audience: It makes sense to start off with a well-defined niche that the 
Operator has access to through previous experience, whether that is an alumni 
club, industry connections, or an online community. The more sought after and 
hard-to-reach individuals in that audience are, the more attractive the 
commission for introductions will be. 

● Contracts: First and foremost, it is important that all parties, including clients, 
Operators, Builders, and Partners sign contracts. This creates the clarity and 
commitment necessary to organise a distributed network. There are different 
ways of structuring the legal relationships between those parties, we 
recommend working with agent-principal relationships. 
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The Operator should already have a shortlist of potential clients who could be 
interested in getting introductions to the audience targeted by the channel. For 
example, a short list of tech companies if the relevant audience is software engineers. 
The Operator then approaches these companies through personal connections or in 
other ways to offer the services of their business network. In a first call, the Operator 
negotiates a commission for the network in the case of success, and captures the 
information about the opportunity.

1. CONNECT
1.2 Client Onboarding Client

Onboarding

1

3 2 

Tips:
● Shortlist: It is best to target companies who are interested in building a 

sustainable channel and that offer constant or growing demand. Mid-sized 
companies have shorter decision-making cycles than corporates and are 
therefore easier to get started with. 

● Value proposition: For companies, the most valuable aspect is the possibility 
of creating a new, unique acquisition channel based on the professional 
networks of select Partners. 

● Pricing: 
○ A success-based pricing strategy maximally reduces risk and fixed costs 

for clients. 
○ However, it is certainly possible to negotiate a retainer basis, especially 

after providing the first few successful introductions. 
○ On a pure success basis, 15-20% of the contract value is common for 

the high-end of service industries like sales and recruiting. 
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Lastly, the Partners who are connected in the audiences interesting to clients, need to be 
brought on board. It is easiest to first collect a few opportunities from clients, in order 
to have concrete and “real” examples when discussing with potential Partners. 

Ideally, the Operator already knows and trusts the Partners, but that doesn’t have to be 
the case. What is most important is that the Partner has sustained and privileged access 
to the relevant audience, and that they agree to the terms proposed.

1. CONNECT
1.3 Partner Onboarding Partner

Onboarding

Tips: 
● Partner diversity: It is better to have Partners with different backgrounds 

who cover distinct ways of getting in touch with prospects. 
● Network size: It is best to initially create a small network of 3-5 Partners, 

work and then grow it organically.
● Terms: It needs to be clear for the partner what they will receive - agreeing on 

a fixed cash amount and a clear process may be easiest.

How does Primeflow help you connect?

Connecting with and onboarding all of these different actors, from Operators to 
Clients and Partners, is challenging. Primeflow provides guidance on the process and 
all the necessary support material. 

The software has a step-by-step onboarding process and makes it easy to invite new 
Partners since it is very clear what they need to be doing. Primeflow provides 
standardised contracts and shows specific terms agreed on in the application. 
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Once both clients and Partners are on board, the Operator’s goal is to collaborate with 
Partners to find the right prospects. Partners are looking to make introductions that 
match the client’s requirements. The Operator’s role is to ensure that the right Partners 
are working on the right opportunities, to communicate with the client, and to ensure 
the quality of prospects delivered.

2. ORGANISE

Lead 
Handover

Lead 
Generation

Lead 
Processing

1

3 2 
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So how do Partners go about generating prospects? Of course, any conventional 
lead generation method such as using online platforms like LinkedIn, talent 
marketplaces, etc. could be valid avenues for a Partner to pursue. However, the 
better way is a more specific channel that only that Partner has access to. In 
whatever way they come across the leads, they need to be collected in a systematic 
manner for the Operator to review them.

2. ORGANISE
2.1 Lead Generation

Lead 
Generation

1

3 2 

Tips:
● Look into unique channels such as exclusive meeting venues, conferences, 

online communities, etc.
● Ensure Partners know what makes a good prospect and only submit them if 

there is a high chance of it actually converting. 
● We recommend requiring Partners to get the explicit agreement of any 

prospects that they are interested in being introduced to,  and that their 
information is shared with the relevant decision-makers. 
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After a Partner has collected a shortlist of relevant prospects they could make an 
introduction to, that list needs to be reviewed by the Operator. This step is crucial since 
the Operator represents the network and vouches for the quality of leads produced. 
Therefore, a process is needed to allow the Operator to provide feedback on the leads 
generated by Partners, and then to communicate them to clients.

2. ORGANISE
2.2 Lead Handover

Tips:
● Ensure quality: In order to guarantee a certain quality and to reduce the 

“policing” effort needed from the Operator, it makes sense to punish low 
quality submissions or at least set clear incentives for reaching high quality. 

● Speed: We recommend to notify both the Operator when new leads come in 
through Partners, and the client when new leads are approved by the Operator. 
Increasing speed is beneficial for the entire network. 
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2. ORGANISE
2.3 Lead Processing

Lastly, the Client needs to process the lead within their company, whether that is 
interviewing the candidate or going through the sales process with a prospect. 

Tips:
● Include information about the client’s process in the opportunity description. 
● Ensure everybody involved is aware of the timeframes and are informed of any 

new developments - a shared communication channel helps with this.

How does Primeflow help you to organise your collaboration?

Partners collaborate on generating leads, qualifying them, and making introductions 
while Clients need to provide feedback after processing the leads. At each of these 
steps, crucial information needs to be captured and communicated to the right parties. 

By providing a collaborative pipeline and a range of timely email notifications, 
Primeflow makes sure everybody has the information they need, when they need it. 
Overhead decreases significantly by keeping track of who is working on what.  

Finally, Primeflow ensures the quality and fairness of the collaboration by tracking 
outcomes as a neutral third party, through its unique reputation engine. 
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During the final step, your goal is to assist the client in processing & converting the 
prospects. After the client has confirmed the successful conversion at the point of a 
hire or a sale, the agreed amount must be billed to the company. Assuming both the 
Operator and Partners will receive a part of the commission (and potentially also the 
Builder), the amount has to be distributed to all parties accordingly.

3. Reward

Feedback on 
Outcome

Billing and 
Payment 
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At this stage, all that is required is the client’s feedback on the outcome - did the lead 
convert or not? Getting this feedback as soon as it is available is crucial for the 
functioning of the network, it, therefore, makes sense to follow up with clients that are 
delaying this. After this step, the cycle starts again with lead generation, and becomes 
more effective every time.

3. REWARD
3.1 Feedback on Outcome

Tips:
● Ask if there is any way you can help, instead of asking for an update. 
● Ask for a seat on their ATS or CRM to directly track progress. 
● Forward all feedback from clients to Partners, especially make sure to also 

share negative feedback quickly.
● Make sure Partners are adapting their lead generation process based on the 

feedback they receive from clients, and aim to keep feedback loops as tight as 
possible. 

1
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The Operator is responsible for collecting the agreed commission for the company 
with an invoice. The recommended approach is for the Operator to bill the entire 
amount to the client, and then pay any Partners involved in a second step.

3. REWARD
3.2 Billing and Payment

Tips: 
● Tax for Operators and Partners: Commissions for making introductions can be 

classified in most jurisdictions (e.g. the UK) as income as a sole trader.
● There are many solutions for automatically creating and sending invoices 

which would potentially streamline that process. 
● Services like Stripe allow for multi-hop payments to be executed seamlessly, 

so they don’t have to be executed manually and one after the other. 

How does Primeflow help you reward your Partners?

Primeflow executes payments automatically, that is to say, as soon as an opportunity 
converts, the reward is collected from the client and distributed to all Partners 
involved in the introduction. 

This includes multi-hop payments where a chain of Partners produced the relevant 
lead. Partners can independently split the rewards between them. 

Finally, Primeflow reputation points provide immediate feedback (well before a lead 
converts) and allow Partners to improve while providing success moments along the 
way. Primeflow reputation is a credible proof of quality, unlocking future 
opportunities. 

Billing 
and 
Payment
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The future of work is distributed.

A future where people work and create on their 
own terms. Focused on what matters to them, 
compensated fairly.

The boundaries between companies and 
individuals have blurred. In network-driven 
industries, such as recruiting and sales, it is all 
about working with the right people. However, 
coordinating large groups of independent actors 
is difficult. Frivolous brand building, politics 
and rent-seeking will not do.
 
We need a compass for competence, based 
solely on the track record of each participant. 
We need a backbone for private, personal 
business. This is why we built Primeflow.

Be a part of the solution.

Visit us at Primeflow.com 
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