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S E C T I O N  1 – 2

The Integration Backlog Is a Business Problem

There is a conversation happening in product organizations across the cybersecurity and IT industry, and it tends to follow a 

predictable pattern. Sales needs three integrations to close a deal this quarter. Alliances needs two more to hit a partnership 

commitment. A key customer is threatening to churn because a competitor added an integration they have been requesting for 

six months.

The math does not work. Integrations require engineering time, partnership overhead, and ongoing maintenance investment. 

Against a backlog of core product work, they lose. This guide is written for CPOs, VPs of Product, and Product Managers 

navigating that misalignment — and makes the case that integrations, approached through the right platform architecture, do not 

have to be a tradeoff.

69%
Cite sales pressure as top integration driver

92%
Describe maintenance as variable, ongoing cost

9 of 13
Cannot measure integration ROI

Why Integrations Stall on the Roadmap

Tactical Demand, Strategic Cost

Synqly's research found that 69% of product leaders cite sales or prospects as the primary driver of integration requirements. 

Another 46% point to partner ecosystem programs. This creates an organizational dynamics problem: the teams requesting 

integrations — sales and alliances — are optimizing for near-term revenue. The teams responsible for delivering them — 

engineering and product — are managing a backlog where the cost is immediate and the benefit is diffuse.

The Business Case Does Not Survive Scrutiny

The fundamental reason integration requests fail to clear the prioritization bar is that the financial case is almost never articulated 

with enough specificity. The metrics that exist tend to be imprecise: some teams track near-term revenue from deal-driven 

integrations, some track whether integrated customers renew at higher rates, but almost none have a complete picture that links 

integration investment to ARR outcomes at the level of rigor required for a product investment decision.

The result is a self-reinforcing cycle: integrations cannot be prioritized because their value cannot be proven, and their value cannot be 

proven because the instrumentation to measure it was never built.

The Hidden Overhead That Compounds the Problem

Even when an integration does make it onto the roadmap, the engineering estimate frequently understates the true cost. While 

technical development may take days or weeks, the pre-development overhead — vendor relationships, TAP agreements, NFR 

license access, test environment provisioning — extends the real timeline to a full quarter. After launch, 92% of product leaders 

described ongoing maintenance as a long-tail, variable cost. Third-party APIs change without notice.
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S E C T I O N  3  ·  R E F R A M I N G  I N T E G R A T I O N S

Reframing Integrations as a Revenue Asset

The product leaders in Synqly's research who had successfully resolved the tension between tactical and strategic integration 

demands shared a common approach: they had reframed the integration conversation from a cost question to a revenue question 

— and they had the data to back it up.

The ARR Case for Integrations

All product leaders interviewed agreed that integrations contribute positively to customer stickiness. The ARR mechanics are 

direct and measurable across four dimensions:

Churn reduction.
Integrated customers are harder to replace. Customers using two or more integrations in production are observably stickier, 

less likely to evaluate competitors, and significantly less likely to churn in any given renewal period.

Renewal rates.
Integration depth correlates with renewal rate improvement, contributing to the 90%+ ARR retention zone that subscription 

businesses target for compounding growth.

Faster deal close.
Active and supported integrations accelerate deal cycles. POVs close faster. SEs spend less time on integration questions. 

Procurement objections shrink.

Customer Lifetime Value.
Reduced churn and improved renewal rates compound over the lifetime of the customer relationship. An integrated customer 

who renews is worth materially more than one who churns after year one.

The Integration Maturity Model: A Product Roadmap Framework

Synqly's research identified a consistent maturity arc that integration strategies follow. Understanding where your product sits on 

that arc — and where the highest-value investments are — changes the integration prioritization conversation.

Good — The entry point.
Basic alerting, data ingestion, and foundational connectors for an MVP. Most tactical, sales-driven integration requests land 

here. Value is real but limited to deal support.

Better — Data enrichment.
Correlation across multiple data sources, higher-fidelity analytics, and integrations that enable proactive rather than reactive 

response. This is where integrated customers begin generating measurable product stickiness.

Best — Automated remediation.
Action-based workflows, automated response, and go-to-market expansion via marketplace participation. This is where 

integration becomes a distribution channel, not just a product feature.

The maturity arc is not automatic. It requires deliberate investment, customer-vetted use cases, and a platform architecture that supports 

the full arc without requiring a re-integration at each stage. The platform decision made at the Good stage constrains — or enables — 

the path to Best.

Ecosystem Leverage: From Connector to Platform

The most mature integration strategies in Synqly's research treated the integration ecosystem itself as a product. The logic: a 

product that is integrated into every tool in a customer's security stack is not just stickier — it is harder to displace without a full 

migration project. Integration depth becomes a structural moat. 54% of product leaders cited marketplace access as a core 

integration driver, confirming that distribution and discoverability are as important as technical connectivity.
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S E C T I O N  4  ·  S T R A T E G I C  E V A L U A T I O N  C R I T E R I A

Four Pillars of a Strategic Integration Platform

A unified API platform, evaluated through a product leader's lens, should be assessed against four strategic criteria. These are not 

technical specifications — they are business outcomes. A platform that cannot answer these questions with specificity is a 

platform that cannot support a strategic integration program.

Pillar 1: Time-to-Market

The current state for most product teams building integrations in-house is a full calendar quarter from requirement to production. 

A unified API platform eliminates this overhead at the platform level: vendor relationships, TAP agreements, NDAs, and NFR 

license access are already in place. The calculus for adding an integration to the roadmap changes when the total cost is 

measured in engineering days rather than engineering quarters.



Require a specific, named timeline from contract to production for any integration the platform supports. Vague answers about 

"rapid deployment" are not sufficient.

Pillar 2: ARR Impact

Closing the measurement gap is the prerequisite for making integration investment decisions strategically. A unified API platform 

should provide the instrumentation to answer: which customers are using which integrations, at what depth, and with what 

correlation to renewal and expansion outcomes.



Require a specific answer to how integration usage in production environments is tracked, how that data is surfaced to product 

and customer success teams, and what the platform vendor's own data shows about the correlation between integration depth 

and customer retention.

Pillar 3: Integration Maturity Roadmap

The integration maturity arc — from basic alerting through data enrichment to automated remediation — requires a platform 

architecture designed for bi-directional data access from the beginning, not added as an afterthought. This architectural 

continuity is what makes the use case development process Synqly's research identifies as highest-performing possible: 

customer-vetted use cases that expand over time without requiring re-integration.



Require a specific answer to how the platform supports write operations, not just read, and how the connector architecture 

enables use case expansion without reengineering.

Pillar 4: Ecosystem Leverage

The architectural promise of a unified API platform is that the engineering work required to connect to a category of providers 

needs to happen only once. Integrate into SIEM, and all current and future SIEM providers are covered. This is the condition under 

which integration becomes a strategic differentiator rather than a maintenance burden.



54% of product leaders cited marketplace access as a core driver. Require a specific answer to how the platform's connector 

ecosystem translates into marketplace presence, co-sell opportunities, and partner program participation.
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E V A L U A T I O N  C H E C K L I S T

The Product Leader's Integration Evaluation Checklist

These questions are framed around business outcomes, not technical specifications. The answers should be specific and 

verifiable — not assurances.

T I M E - T O - M A R K E T

What is the specific timeline from contract to production for a named integration in your ecosystem?

Is the pre-development overhead — vendor relationship, TAP agreement, NFR access — handled by the platform?

How quickly can a new connector category be added if a customer requires a vendor not yet in the ecosystem?

What is the escalation process when an integration requirement comes in mid-quarter for an active deal?

A R R  I M P A C T  &  M E A S U R E M E N T

How does the platform track integration usage in production environments, by customer and by connector?

What data does the platform vendor have on the correlation between integration depth and customer retention?

Does the platform support integration-based pricing and packaging models?

How is integration health surfaced to product and customer success teams?

I N T E G R AT I O N  M AT U R I T Y  &  A R C H I T E C T U R E

Does the connector architecture support bi-directional data access natively, or is write access an add-on?

How does the platform support use case expansion — from alerting to enrichment to automated remediation — without requiring re-

integration?

Does the platform support OCSF natively as the data normalization standard, or is it a transformation layer?

What is the platform's approach to schema drift and API version changes in connected vendor systems?

E C O S Y S T E M  L E V E R A G E  &  C O M P L I A N C E

What deployment models are supported — cloud, on-premises, hybrid, air-gapped, FedRAMP?

How does the platform's connector ecosystem translate into marketplace participation and partner program access?

What compliance certifications does the platform hold — SOC 2, OCSF, OSCAL?

Does the platform support MCP for AI agent access to the integration surface?
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S E C T I O N  5  ·  W H Y  S Y N Q L Y

Why Synqly

Synqly is The Connected Platform for Security, IT, and AI — built from the ground up for OEM deployment and enterprise 

environments, with a patent-pending connector architecture and the largest ecosystem of security and IT connectors available 

through a unified API.

Time-to-Market: Days, Not Quarters

Synqly manages the vendor relationships, Technology Alliance Program agreements, NDAs, and NFR license access across its 

entire connector ecosystem. When a new integration requirement enters the roadmap, the pre-development overhead is already 

handled. Synqly's connectors are not built on public APIs alone — each is backed by active testing, relationship-based vendor 

engagement, and continuous break monitoring.

ARR Impact: Infrastructure for Integration-Based Growth

Synqly's platform is built for the OEM and embedded use case — the scenario in which integrations are a core product capability, 

not an afterthought. The platform supports integration-based pricing and packaging models, giving product leaders the 

commercial flexibility to monetize integration depth. For product leaders building the business case for integration investment, 

Synqly provides the instrumentation to measure it.

Integration Maturity Roadmap: One Platform, the Full Arc

Synqly's connector architecture is designed for bi-directional data access across all supported categories. The same connector 

that enables basic alerting at the Good stage supports automated remediation at the Best stage — without requiring a re-

integration. Synqly supports the full maturity roadmap across thirteen integration categories: application security, asset 

management, cloud security, EDR, identity, SIEM, ticketing, vulnerability management, and more.

Ecosystem Leverage: Integrate Once, Access the Category

Synqly's foundational architectural model: integrate once into a category and gain access to every provider in that category, 

including providers added after the initial integration. For product leaders, this is the condition under which ecosystem leverage 

becomes real. A product connected to the full range of a customer's security and IT environment is a product that is structurally 

difficult to displace. 54% of product leaders in Synqly's research cited marketplace access as a core driver — Synqly's ecosystem 

translates directly into that presence.

Built for Security, Compliance, and What Comes Next

Synqly is SOC 2 certified and aligns with OCSF for data normalization and OSCAL for compliance data exchange. The platform 

supports on-premises, cloud, and hybrid deployment — including air-gapped environments and FedRAMP-compatible embedded 

deployment for regulated industries. Synqly's support for the Model Context Protocol (MCP) extends the platform's connector 

ecosystem to AI agents and LLMs. The platform maintains a 99.9% SLA for uptime.
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Synqly is The Connected Platform for Security, IT, and AI. Built from the ground up for 

OEM and enterprises, Synqly’s patent-pending data orchestration and normalization 

layer streamlines product integrations, leveraging a unified API. Synqly delivers the 

secure integrations that customers demand, continuing to set the standard for 

scalable, secure, and efficient integrations across the industry.

Based on findings from The State of Cybersecurity Integrations 2026, authored by Doug Cahill.
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