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Alan Hart: So today, on the show, we’ve got Dion Smith. He’s the senior vice president for Worldwide Partner 
Ecosystems at Siemens. And on the show today, we talk about the massive transformation that he’s driving across 
his partner ecosystem. Going from 200 partner programs to one, for a company that has been around for 175 
years—a massive amount of change. And we’re going to unpack that today and tell you much more about that and 
how AI plays a role in his life and in the life of Siemens. That and much more with Dion Smith. 

Alan (voice-over): Are you ready to go beyond the basics of marketing? I'm Alan Hart and this is Marketing Beyond, 
where I chat with the world’s leading chief marketing officers and business innovators to share ideas that spark 
change and inspire you to challenge the status quo. Join us as we explore the future of marketing and its endless 
potential. 

Alan: Well, Dion, welcome to the show.  
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Dion Smith: Thank you for having me. So excited to be here today. 

Alan: Yeah, I am too. I mean, we were having fun getting going here, as we were getting set up. But one of the things 
I have to ask you about is this story that you mentioned to me about dying in an accident—not just once, but I think 
multiple times, and coming back from that. Obviously, you’re here today.  

Dion: Yeah. Yeah, absolutely. So, yeah, it’s probably about 30 years or so ago now. I was, unfortunately, a 
passenger in a car accident, and it was a pretty bad wreck. It was one that left me stuck in the vehicle for about 
three hours while they cut me out of the car, before taking me to the hospital. But, yeah, to the point, it was very 
surreal because, that night, I was obviously in a pretty bad way. They pulled my parents into the operating theater. 
Also my brothers and my sister, in essence, to kind of say goodbye. And, throughout the night, I had multiple 
operations and came around a couple of days later with a few bits of additional things, machinery inside me, 
becoming, I guess, a version of the early Million Dollar Man! [laughs]  

Alan: My gosh, my gosh. I mean, something like that must just reset how you think about life.  

Dion: Yeah, absolutely. I think it’s been core to how I’ve operated since that time. I think, you know, when you’ve 
gone through that type of experience, you get a real appreciation for life. And clearly that happened to me very, very 
early on in my life. And it’s probably been one of the fundamental drivers for me, in respect of not necessarily taking 
things as serious as maybe others do in the moment. But being a lot more driven and practical with time because, 
candidly, the way that I look at it is all that time that I’ve had over these last 30 years was something that may not 
have been. So, yeah, it’s really grounded me in the way that I’ve certainly operated out there over these last few 
years.  

Alan: Yeah. I think just thankful for modern medicine too. 

Dion: Absolutely, absolutely. Firemen. Doctors. Yeah, it’s incredible. Incredible.  

Alan: Well, from that, because it sounds like it was very early, maybe even before you got started in your career, 
how did you get your start in your career? And you’re now the senior vice president for Worldwide Partner 
Ecosystems at Siemens. 

Dion: Yeah. Well, it was actually, I mean, we didn’t talk about this previously, but it was actually a bit of a pivot 
point, because prior to that, I was actually a semi-professional footballer. But, unfortunately, snapping a few things 
meant that I couldn’t continue with that. So it was a bit of a change in direction. But I think that core of being a very 
driven individual moved me into sales very early on in my career. So, I started off within a couple of smaller 
organizations within inside sales and, in essence, SDR (Sales Development Representative) starter roles, as we’d 
call them today, before moving into Hewlett Packard. Then really, my first established role was working at HP back 
in the early ’90s, to the point that I even had the opportunity to meet Dave Packard. So, I even had the opportunity 
to meet one of the founders, which was fantastic. And since then, over these last 30 years, I’ve been very fortunate 
to work for some of the largest blue-chip companies around. So, Hewlett Packard, as I mentioned, Dell, Samsung, 
Amazon Web Services, Zoom, and now Siemens. So, it’s been a great journey, but also a journey that’s been 
founded on building ecosystems—either joining those companies at a time when they didn’t have an indirect sales 
motion and building that ground up, or joining those companies at a time when the market’s changed or the 
company’s propositions have changed, and you need a different type of ecosystem to address that market 
opportunity. 
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Alan: I love it. Well, tell us a little bit about the job you have at Siemens and the scope of it—and the Siemens that 
we should know today.  

Dion: Yeah. So, it was a great journey for me. So, I’ll be candid. Being in the UK, I think depending on which country 
you’re in is your denotation as to what Siemens does. And for me, in the UK, white goods was very big. So when I 
think of Siemens at the time, you know, 18 months ago, when Siemens approached me, I’m thinking ovens, fridges, 
freezers, microwaves. But I went on my own personal journey of discovery and saw very quickly just how diverse 
Siemens is as an organization. And, you know, no surprises with a company that’s been around for 175 years, 
operating across digital industries and smart infrastructure—incredibly impressive, the portfolio that we have. But 
to your question, part of what was brought to me was that Siemens was looking at, and is looking at, a North Star of 
what we call “becoming one tech company.” And as part of my journey, prior to joining Siemens, I tried to go on that 
customer journey and that partner journey as to what is and how is Siemens representing itself to the market? And 
it was clear to me there was a phenomenal opportunity to be able to help develop the ecosystem to support that 
North Star. So, that was the catalyst for me going in, and for my role, therefore, I’m principally responsible for 
helping build and execute that ecosystem that would support our journey of becoming one tech company.  

Alan: Well, let’s talk a little bit about that one tech mission. What does that look like? How does it come to life?  

Dion: Sure. Well, if you think, you know, the sheer diversification of Siemens, we’re building things from or 
supporting manufacturing of spaceships to trains to smart factories. The depth and scale of the portfolio of what 
we offer is, as I said, extensive. But historically, it’s been, let’s say, very business unit-driven. So, kind of a go-to-
market model, this being, in essence, a little bit siloed and hasn’t harnessed the true value end to end of offering 
large-scale solutions and outcomes. So from a one tech company perspective, our goal is to seamlessly bring this 
together in a way that we can actually solve far bigger problems for client outcomes. And obviously a quarter of 
that is utilizing the ecosystem to be able to make and knit that together to solve for those.  

Alan: Well, in the ecosystem as you’ve described Siemens—and you’re broadening even my understanding of it, to 
be honest—you’ve got everything from the white goods to the infrastructure to the energy to all of the various 
industries that you play. And then if you layer on top of that, all the various types of partners that you’re responsible 
for. I mean, it goes from, you know, component, OEM and partnerships at the manufacturing level, all the way to 
the system integrators and advisers, etc. that wrap around the solutions that you guys offer. It’s a lot of complexity. 

Dion: It is a huge amount of complexity. And I think, again, if you think, from Siemens’ portfolio perspective: factory 
automation, motion control, process automation, software, digital software, digital twins, smart buildings. You 
know, the reality is that over a third of the world’s machines are Siemens. And the reality is that as we sit in this 
room right now, it’s highly likely that the majority of the things, including the clothes that we’re wearing and the 
infrastructure that’s being used to record this will have an element of Siemens somewhere within it. So to your 
point, when you think of partners—and I’ve been doing this for 30-odd years—the stereotypical partners, let’s say 
as distributors or MSPs or resellers, systems integrators—this world you move in to other partner types, like panel 
builders and machine builders, and therefore, yes, the sheer diversification of that ecosystem is incredible. But 
what makes this even more exciting? And this was also the catalyst for me to come, let’s say, from the world of IT, 
into the world of OT, was this convergence. And now you think of this world that we’re moving into—agents, 
agentic AI, cloud. It’s a phenomenal opportunity. And to be able to then connect different partner types to 
complement each other in that ecosystem to deliver those types of outcomes is what is really, truly exciting.  

Alan: You’re driving a huge transformation of how these partners work together in concert with the one tech 
Siemens vision. How do you think about that transformation? And I’m curious what lessons you’ve learned in these 
early days?  
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Dion: Yeah, a lot, a lot. It’s been an incredible journey. And I think one of the first challenges was actually 
baselining the data of the different partner types and what they’re actually doing. You know, if you think that, with 
the scale of Siemens being, as I said earlier, 175 years old and having so many different lines of business, what we 
historically had was over 200 partner programs to get around that complexity of an ecosystem. But if you’re solving 
to become one tech company, you need to work out where you have commonalities. And the reality is I kind of 
went on the journey with the team on understanding the data, understanding the partner journey, the buying 
patterns. We could see a lot of commonalities in that. There were a lot of themes inside that partner ecosystem. 
So, baselining that and getting alignment across all of the different business groups at Siemens is to, you know, 
what is a distributor and where do they play panel builder, machine builder, etc.? It ultimately allowed us to be able 
to build a framework, a partner program framework where we could have a single program that has the mechanics 
and the levers to control the different types of behaviors that we need from those different partner types. And super 
excited that we built, designed, and launched that inside 10 months. That actually went live on the first of October 
this year.  

Alan: That’s amazing. So basically going from 200 to one. [laughs] 

Dion: Yes, yes. With over 40,000 partners globally. And I think we’re currently about 170-plus countries. 

Alan: I’m surprised you’re still standing! [laughs] 

Dion: So, for me, going back to your earlier question, transformation was really embedded into me from my time in 
HP. In the early days in HP, you were really educated to embrace change and understand that change is good. And 
ever since, all of the roles that I’ve done across those other organizations have been transformative roles. It’s what 
shows the whites of my teeth. If things are stable and they’re working, that’s not really something that motivates 
me. My focus and passion is to drive transformation. And, in essence, the more complexity that there is, the bigger 
the smile there is on my face, and this has been a phenomenal journey so far.  

Alan: All right. Well, it wouldn’t be a marketing podcast if I didn’t ask, but one usual element of a partner program is 
MDF, or marketing development funds. How does that play a role in your new career?  

Dion: Critical. So when you think of partnerships, one of the primary reasons why you use, as a vendor, partners is 
to give you depth, scale, and reach. And with partners, you need to be able to empower them because ultimately 
they’re far closer to the client. They’re far closer in understanding what is going on within the client. And again, 
depending on the specialisms of the market, they also understand the markets at a much deeper way than most 
vendors do. So therefore you want to be able to empower them to be able to create awareness and create demand 
for you as a vendor. So for me, within our partner program that we were just talking about, one of the fundamental 
elements is marketing development funds, MDF. Being able to draw a clear line to partners that, you know, if they 
invest in capabilities and competencies—in essence, to have the subject matter expertise to either sell or 
technically support what it is that we have—we will recognize them with funds that they can then utilize for various 
ways. Maybe a case of they want to attend an event, maybe a case that they want to do an e-shop, maybe a case 
that there’s a particular campaign, where they have success in a vertical or an industry. So making funds available 
to be able to do those types of initiatives is absolutely key. And there’s a connection to that also with another 
typical program element, which is dual registration, because what you want to be able to do is to then quantify that 
those investments are bringing a good return to the company. So it would be foolish to continually throw in 
hundreds of thousands every month without assessing what is coming out. So being able to provide marketing 
funds for partners—and also provide them assets that they can utilize to create the things that we just spoke 
about—but then measure it. Did what we did there actually generate opportunity? And using a dual registration 
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mechanism to capture those opportunities is a really closed-loop effective way to see the impact that your 
partners are having for you in those markets.  

Alan: It’s a great idea. You don’t ,I think, have in the marketing space a lot of people focused on how to make that 
payback and that quantification work for both parties. So it’s a great highlight [about] what you guys are doing.  

Dion: And it’s incredible the creativity and the insights that you also receive from your partners, because, as I said, 
as an organization, as a larger organization, there are a lot of assets that we can provide. But as partners start to 
digest that, they will start to give you a lot of insights or feedback there, like they’ll use that or they’ll slightly tweak 
that. And then as a vendor, you can learn from that. So you can make your messaging even more targeted or more 
applicable, and more valuable for those partners.  

Alan: Well, if we step back and just think about just the sheer complexity of the transformation: You’re building the 
200-to-one, to get to a singular program. If you were going to tell other leaders—they’re going to step into your 
shoes—some advice that they could use, what would you tell them?  

Dion: So for me, it begins with the partner journey and the customer journey. What is the journey that you want 
your customers to go on with you? And then how does that apply? When you’re talking to partners, how does that 
apply to the journey, therefore, that the partners would need to go on with you as well? I think when you’ve got 
clarity on that customer journey, it’s far easier then to start to put together the different elements to support that 
journey. And those elements, you know, will span across infrastructure: process, people, tooling. But that’s really 
key. Really, really key. The other element is to really understand the data. I’m a big advocate of data. I think, again, it 
was indoctrinated into me early on in my career, but certainly for the time that I spent at AWS was one of the key 
leadership principles around really using data based decision-making. So understanding your data to be able to 
support the journey also that you want to take those customers on, I think, is a critical element. 

Alan: Well, we love talking about business, but we also like to get to know you, Dion. And we know you’ve your 
story from the outset of this conversation is amazing. But I beg to ask the question I always ask everyone still. Has 
there been another experience or an experience of your life that’s kind of made you who you are today? 

Dion: Yeah, there is. And you know, it’s funny because if you’d asked me that question, the answer that I will give 
you in a moment wouldn’t be something that I would have talked about in earlier years. And that’s that I’m dyslexic, 
and I was undiagnosed dyslexic. So I went through all of my schooling and early life not knowing just, in essence, 
questioning why it was more hard for me to learn or read things in the way that my friends and that were as I went 
through school. And there was a real stigma associated to dyslexia. And it wasn’t until later on in my life—and 
again, fortunate to work for some very large companies that that embrace diversity—that people started to talk a 
lot more openly around dyslexia. And once I started to also learn more around dyslexia, it started to draw some 
very clear lines as to why I was able to do things in a faster way in certain aspects of my business life and my 
personal life; in essence, pattern recognition. So, for me, with the dyslexia, it was trying to—once I knew I had 
dyslexia—really qualifying what are my superpowers? Because as you now look around the world and you see how 
open people are in being able to talk about dyslexia, it’s amazing to see how many people actually have dyslexia. 
And once they define what part and what element of their superpower is with that, how they can exploit that to 
their own advantage. So, for me, being able to be a lot more open about that, be more of an ambassador now, and 
transparency was a real, I think, maturing moment for me in the last, probably seven or so years, I would say, being 
as open as I am with that now. And I’ve really embraced that because I’m very open in sharing that, you know, how 
that is an advantage in areas that I can help my colleagues, the company in, as I said, seeing things far quicker, far 
clearer. And really, I think, as I kind of knit that together with why I’ve ended up probably in this transformation 
space, it all kind of makes sense. It makes sense that I love that complexity. I love being able to—the more 
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challenging things are, to be able to see the navigation and the journey that you need to take to provide the clarity 
to get to outcomes that you’re solving for.  

Alan: Well, I would add on to that, I think, push through the complexity right. Just inherent, I don’t want to say—I 
guess, I’ll use the word, just dogged pursuit of it, right? Because you’ve got to get through. It seems like not knowing 
that you saw words on a page differently than other people, you had to work through that, right?  

Dion: Yes. Yeah. Yeah. 

Alan: It’s an extra layer of work ethic almost.  

Dion: Well, and I think this is—I think no podcast today would be not using the acronym of AI. And I think that for 
me, when I know what it is that I want to say, I know what I need things to look like, but the part is my ability to then 
put that into a format in the way that it is absolutely clear inside my mind—but not doing that. And it’s so funny 
because, you know, many people are always replying to things that I share “I never knew, Dion, and you were such 
a good writer! I never knew that you were so good.” [laughs] But that’s just my ability now to utilize those tools to 
represent! So it’s brilliant. I mean, it’s been a real fun journey for me these last couple of years and embracing 
different AI tools, which, you know, historically would have been the advanced superpower. But now actually, even 
the areas that needed development are becoming superpowers because of the use of AI.  

Alan: That’s a great explanation. Well, if you were going to give young Dion advice, you were starting your career or 
this this whole journey over again, what advice would you give your younger self?  

Dion: Yeah, it’s a great question. I think, for me, I probably earlier on in my career, I maybe reacted too quickly 
without really getting a complete picture of whatever that thing was that I was working on. And I think that it’s super 
important. It goes back to what I said earlier about data. I think it is so fundamental to get a 360 view on things prior 
to reacting. You know, I see it daily where I think a lot of things happen where they’re done on feeling or they’re 
done on “Well, that’s just the way that we’ve done it for 15 years. So we’ll do it. We’ll do it in that same way.” And it’s 
super important to be able to really understand the complete 360 of what it is that you’re looking at before you set 
out that new strategy or that new journey. And I think also that probably has come with age for me as well. I think 
you tend to naturally take a further step back from things as you get older and become a bit more reflective. So, for 
me, that feedback would be “Don’t react, Dion, as quickly. Take a step back.” Digest a bit more, and then be clearer 
on that journey.  

Alan: Is there anything you’re trying to learn more about yourself today or you think other people should be trying to 
learn more about? 

Dion: Yeah, I’m currently, as a side initiative, I’m working with INSEAD at the moment on a particular project. And 
that project that I’m working on is around complexity to clarity. It really feeds back to some of the points that we 
talked about earlier. When you’re working on global transformations, they always tend to be complex. And it’s how 
and what the right way is to approach that, to get that clarity on that complexity. And this is touching areas like 
what is the existing value chain of how you’re going to market. But more importantly, what does the future value 
chain actually need to look like. And then understanding those situations, the problems, the implications, and the 
needs, how are you going to execute that strategy that will keep you ahead? And it’s interesting because if you look 
at a lot of companies right now, very large companies today, you’re starting to see a theme coming through of 
reinvention. And I think that will be something that we’re going to continue to see at pace over the next 12 to 24 
months. And why is that? The reality is, is that the world is moving at an incredibly faster click right now than it has 
ever been before. You know, with AI, the ability for net-new entrants to come in to a market that are agile and 
suddenly can dominate market positions overnight—for companies that have been established for a very long 
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time, your ability to reinvent is going to become critical. So, that complexity that tends to just naturally come in to 
very large, established organizations will require continued reinvention. So, for me, that’s a big focus for me right 
now.  

Alan: Yeah. Well, and as you describe that, I’m thinking not only to your point about the value chain of your existing 
value chain, where you’re going in the future, the need to reinvent how you go to market, how your business 
operates, there’s an element of business has to almost decouple themselves from the past to get to the future, but 
also probably decouple the components of their business to allow partners and to allow complementary solutions 
into the mix. It’s a very different way of managing a large enterprise.  

Dion: Yeah, absolutely. I’m sure many of your listeners would have watched it, but if you haven’t, I would 
encourage you to go and watch Jeff Bezos’ “Why It’s Always Day 1.” And I think the key in that it really relates to what 
we’re talking about here, which is, you know, what tends to happen as organizations continue to grow and scale is 
the unnecessary complexity comes in and the loss of agility comes in. And I think this is where when you then start 
to build lower-level management, middle-level management, as much as you’d like to think you’ve got fast 
decision-making or agility, it just tends to naturally slow. And this kind of concept of two-way doors is many 
companies then fall into a place where “I’ll know once we’ve made a decision, that decision is made and we’re 
committed”; whereas, it’s more of a “Let’s fail fast and come back through the two-way door, and we can come 
back through.” And I think the follow-up video is then, you know, why it’s never day two! And then you understand 
when you watch those two videos together, it kind of relates to this need to continuously reinvent. Again, fortunate 
to be working at Siemens, a company, as we spoke earlier, that’s been running now for over 175 years. You don’t get 
to stay in the world for 175 years unless you are reinventing, and you think where Werner von Siemens founded the 
company back at the beginning—that was with the telegraph. Moving from what was the original Morse code to 
moving to a system that identified the letters as those numbers were being printed. I was actually in Brazil a few 
weeks back, and I got to see one of these telegraph poles that was installed back in, I think, it was 1897 or 
something in Brazil. It’s still standing, but it’s incredible. And that’s what I also love about the stories of these 
companies, you know, the Hewlett Packard and the garage. All of these companies have phenomenal stories as to 
where they started. But many of them where they started are in very, very different places to today.  

Alan: Well, I you seem like a very curious person. What are you curious about in the world today? Trends or culture, 
cultural things that you’re following, anything come to mind?  

Dion: So these buzzwords right now of agentic AI. So I think, you know, agentic AI, cloud, agents, operational tech. 
The agentic AI piece, for me, is really, really interesting because we have to embrace it as companies. And I think 
there is so much opportunity out there for companies to really understand how they can utilize agentic AI within 
their business. I’ll give you the example that I’ve just personally had myself over these last few months. As we’ve 
been dealing with the complexity of this transformation, part of the group that I inherited, we had probably a few 
individuals that had phenomenal—and have phenomenal—subject matter expertise, but they were one of one. And 
being one of one and having 20-plus years of expertise on one hand is great, but is also a big exposure for you as a 
company. Now, in that area, for me to be able to use agentic AI, I’ve been able to take those areas and that 
knowledge, and we’ve been able to work to insert that into an agentic AI model. And now instead of me having one 
person that has that expertise, I’ve now got 250 agents with that level of knowledge, but I’ve freed up the individual 
to be able to, again, work on futures; to understand where and how we need to adapt to continue to make that 
agentic AI even smarter. And I think this is probably the typical taboo. Most people may be frightened, “Well, what 
happens when my knowledge is passed over? What does that mean for me?” This is where I think we’ve got to 
really understand and embrace the fact that what it means is we all, as individuals, can work on even more 
valuable and strategic work. So agentic AI and how we are applying that is super exciting. It’s something that we’re 
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going to continue to evolve at scale, across our new framework, so that we can also interact with our partners in a 
much more proactive and consistent way. 

Alan: That’s a great example. I love that example. Last question for you. What do you think is either the largest 
opportunity or threat facing marketers today?  

Dion: Yeah. Great question. I should ask you! [laughs]  

Alan: Don’t ask me!  

Dion: I sound like a bit of a squeaky wheel on this, so I do apologize, but I think, for me, again, it is around the area 
of AI, but it’s around driven personalization and predictive insight. And what do I mean about that? So that’s really 
the opportunity, I should say: driven personalization and predictive insight. And this is around, think of, again, us as 
individuals. I’m sure you might be the same as me. You might be having a conversation at a bar or at a restaurant, 
and then maybe a day or maybe a couple of days later, you suddenly find that your phone is guiding you to a 
particular website. So certain pop-ups are coming up and you sit there thinking, “Ah, they’ve been listening! Who’s 
been listening?” And it kind of, you know, depending on the type of individual you are, it can either feel very 
uncomfortable or “Oh, that’s great.” So I think the personalization and the predictive insight opportunity bit is how 
do we as organizations really, again, harness that to be able to put the right things at the right time in front of client 
decision-makers or wherever they are on that buying journey. But the threat then is the trust piece. Because back 
to that analogy is “OK. Is this intrusive, or is this helping?” So the ability to be able to balance that so that 
organizations don’t overstep the mark of trust, I think, will be key for marketing. So have the insight, have the 
intelligence, be able to utilize that from marketing to be able to target the right people at the right time, depending 
on where they are, but in a trustful way that you don’t go too far that people then may feel disenfranchised from 
your brand because they feel like you’ve personally overstepped the mark with them. That’s the balance. That is 
going to be the key in the balance.  

Alan: Yeah. No, it’s a very important balance you’re talking about. In the examples you gave, the power of it. If you 
have the trust to give it access to all of your data, I think it can make your life better. 

Dion: It is incredible. And, you know, the work that we’ve been doing with Deloitte around our partner framework 
and around agentic AI and futures. This again feeds back into the marketing development fund question that you 
asked earlier on. Because we want to also ensure that we’re helping our partners with our data and with their data 
to be able to, again, be clear on “Well, customers that brought this, also brought this,” In the same way that we see 
it as consumers from a consumerization. We’ve got to take that level of consumerization into the business world. 
And I think there’s probably areas where that is happening today, but not at the scale that we could be doing that, 
that then means that we’re providing our partners, in my case, insights that they know when to be able to approach 
those clients. So either with those upsell or cross-sell opportunities. Or also when it comes to futures. When you 
know what your roadmap is and the products that you’re going to be bringing out in six months, nine months, 12 
months, whenever, you can really get ahead again with the data and the insights to be able to stage those 
campaigns or the communications to take those clients on that buying journey so that when you are at product 
launch time, they’ve gone on that journey, they’re ready, and they’re in a point to be able to buy. So the whole use of 
that driven personalization and predictive insight, I think, is a huge opportunity for marketing in the future.  

Alan: Awesome. Well, Dion, thank you for coming on the show.  

Dion: Thank you so much. Been an absolute pleasure sharing time with you today. 
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Alan Hart: The views, thoughts, and opinions expressed are the speaker’s own and do not represent the views, 
thoughts, and opinions of Deloitte. The material and information presented here is for general information 
purposes only and does not imply endorsement or opposition to any specific company, product, or service.   
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