
B2B Sales: The eCommerce 

Playbook for Wholesale 

Distributors



Presented by

CEO and Co-founder

Brian Seidel



Agenda

▪ Review Learning Objectives

▪ The Target Audience(s)

▪ The Playbook

▪ The 4-Part Framework

▪ The Program Goal (Why)

▪ Program & Projects

▪ Platform(s) vs. Solution

▪ Critical Roles (“Hats”) To Fill

▪ Three Simple (Next) Steps 

▪ Customer Testimonials 

▪ Key Takeaways 

▪ Q&A



Learning Objectives

Understand the game of B2B eCommerce…

▪ Why play the game?

▪ How do championship programs operate?

▪ What positions do I need to fill?

▪ What equipment (tools) do I need?

▪ How do I avoid penalties & setbacks?

▪ How are other teams winning?



The Target Audience(s)

Product-Centric on ERP B2B-First Your eCommerce Game

Professional 
Practices
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Organizations
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StoresConsumers

Big Box
Stores

Distributors & 
Manufacturers COMsFranchise

Not In The Game

Losing

Winning

Supporting Players



Six Quick Indicators Of B2B-First Needs

1) Sell to Companies or Organizations

2) Price Varies by Customer

3) Customers Buy On Credit

4) Customer Employees Need Different Things

5) Tricky Product Situations 

6) Tricky Ordering Situations
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The 4-Part Framework

PROGRAM

PLATFORM(S)

PROJECT(S)

SOLUTION
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The Ultimate Goal

Tactic #1:
Customer Self-Service

eCommerce

Tactic #2:
Employee Visibility

ADMIN PORTAL

Tactic #3:
Integrate With Your 

Backend ERP System

ERP SYNC

PlatformProjectsProgram Solution

THE PLATFORM(S)

THE PLAYBOOK

MAXIMIZE
OPERATIONAL

EFFICIENCY

DOMINATE
YOUR

MARKET
(customer 

loyalty)

GROW SALES

NOT HEADCOUNT

The Ultimate Goals
Of Your Business
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Program & Projects

GROW SALES,
NOT HEADCOUNT



Example eCommerce Program

Objective:  Customers can and do self-service for their needs and all rep & customer activity is logged and visible

Program Manager:  Janet Johansson, VP of Sales & Marketing

Key Results:  The following key results have been accomplished by 12/31/2026

▪ 50% of customers are self-servicing for product data (images, specs, prices, stock levels, lead-times)
▪ Customers are self-servicing for 50% of quotes & orders
▪ Customers are self-servicing for 95% of shipment tracking 
▪ Customers are self-servicing for 50% of AR / aging-related questions
▪ Customers are self-servicing for 50% of invoice payments
▪ Reps can see all customer interactions (emails, meetings, calls, etc) made between employees and customers
▪ Sales reps are logging and updating 95% of customer and contact “rolodex” data so we have highly accurate data
▪ 100% of our inbound customer requests are logged in a central system
▪ 99% of our inbound requests are being responded to in 1 business day with 85% completed in 3 business days



Example Projects of an eCommerce Program

Project #1 (capability)
▪ Outcome = Deploy a customer self-service tracking AR portal that works with our Acumatica ERP system and allows 

customers to see orders, shipments, open and past invoices, payments, and credits
▪ Project Manager = Director of Customer Service
▪ Project Budget = $X,000
▪ Project Deadline = X/X/2025
▪ Project Scope = Defines what deliverables are needed to achieve the outcome
▪ Project Plan = Lines up platform(s), resources, work / actions items needed to hit the scope, budget, and deadline
▪ Project Team = These are the people (in-house and outsourced) that will fill the job functions & execute the plan

Project #2 (adoption)
▪ Outcome = Get 15% of our dealers using the AR portal on a monthly basis
▪ Project Manager = Director of Marketing
▪ Project Budget = $X,000
▪ Project Deadline = X/X/2025
▪ Project Scope = Defines what deliverables are needed to achieve the outcome
▪ Project Plan = Lines up platform(s), resources, work / actions items needed to hit the scope, budget, and deadline
▪ Project Team = These are the people (in-house and outsourced) that will fill the job functions & execute the plan
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Platform(s) vs. Solution

eCommerce-ERP 
Sync

ERP PlatformeCommerce 
Platform

Customizations

Configurations, 
Data, Content

Your Solution
(Supported by Your Team)

Your Customizations
(Supported by Your Team)



The B2B eCommerce Playbook

▪ The 4-Part Framework

▪ The Program Goal (Why)

▪ Program & Projects

▪ Platform(s) vs. Solution

▪ Critical Roles (“Hats”) To Fill



Critical Roles (“Hats”) To Fill

▪ Program Manager

▪ Lead Project Manager

▪ Project Planner

▪ Lead Solver: Solution Architect

▪ Lead Implementer & Lead Operator

▪ Onboarding & Adoption Specialist



Critical Roles (“Hats”) To Fill

▪ Get It

▪ Understand The Role And Responsibilities

▪ Have the Aptitude

▪ Have the Skills / Abilities

▪ Want It

▪ Want The Role

▪ Enthusiastically Take It On

▪ Capacity To Do It

▪ Have The Time  

▪ Have The Energy



Program Manager

Program Manager is accountable for delivering business results to the organization

The “Musts”

• Be filled by 1 and only 1 person

• Be known (who it is) by all parties 

involved

• GWC the role

• Take on all key responsibilities

The Key Responsibilities

• Maintains a clear (written) vision and goals for the program

• Verifies you have the software platform(s) you need to carry 

out the vision

• Decides which projects to do and when to do them (including 

budget authority)

• Makes sure each approved project has clearly written goals, 

budget, and timeline

• Fills the critical roles (see below) on each project (especially 

the initial implementation), with people that GWC each role

• Fills the program and solution job functions with people that 

GWC each role (in-house or with contractors)



Lead Project Manager

Lead Project Manager is responsible for delivering 

the project goal on time and on budget

The “Musts”

▪ Be filled by 1 and only 1 person

▪ Be known (who it is) by all parties 

involved

▪ GWC the role

▪ Take on all key responsibilities

The Key Responsibilities

▪ Has a clearly written project goal

▪ Uses and manages/updates a written plan (i.e. tasks / work) 

to hit that goal

▪ Lines up the resources they need to work the plan

▪ Keeps the project running on time and on budget

▪ Addresses any issues that come up (by parking them or 

turning them into tasks)

▪ Manages changes (to the scope, timeline, and budget)

▪ Routinely communicates with the Program Manager and other 

key stakeholders on the project status and risks.



Project Planner

Project Planner creates a written list of tasks / work 

that must be done to complete the project

The “Musts”

▪ Typically 1 person w/ lots of 

experience

▪ Be known (who it is) by all parties 

involved

▪ GWC the role

▪ Take on all key responsibilities

The Key Responsibilities

▪ Clearly understands the project goal / deliverables

▪ Has deep domain knowledge of these types of projects 

(knows if / where their blinds spots are).

▪ Developers a written plan of tasks / work (WBS)

▪ Organizes the work in sequence, including identifying major 

milestones and key skills needed to complete the work

▪ Assists the Project Manager with modifying the plan if 

substantial adjustments are needed.



Lead Solver: Solution Architect

Lead Solver is responsible for designing solutions 

that will technically and commercially work

The “Musts”

▪ GWC the role

▪ Take on all key responsibilities

The Key Responsibilities

▪ Has strong technical and commercial awareness

▪ Understands the business goal / outcome

▪ Understands the customers / customer needs

▪ Understands the business / business needs

▪ Understands the platform(s) and solution

▪ Knows when to ask for deeper expert help

▪ Designs technical solutions that will work



Lead Implementer (& Lead Operator)

Lead Implementer creates sets up and manages 

the platform so it can deliver the goals

The “Musts”

▪ Typically 1 person w/ tech skills

▪ Be known (who it is) by all parties 

involved

▪ GWC the role

▪ Take on all key responsibilities

The Key Responsibilities

▪ Gains a deep understanding of the Platform

▪ Gains a deep understanding of the ERP sync / data moving

▪ Makes or coordinates strategy decisions on platform setup 

and configuration

▪ Executes the setup and configuration of the platform and/or 

overseas other Implementers handling areas of the setup / 

configuration



Onboarding & Adoption Specialist

Onboarding & Adoption Specialists is responsible 

for getting & growing platform usage

The “Musts”

▪ Can be 1 or more people

▪ Each has a target set of users that 

is known by them and all

▪ GWC the role

▪ Take on all key responsibilities

The Key Responsibilities

▪ Understand how to use the platform

▪ Understands the benefits of using the platform

▪ Design and executes promotions & tools to get Customers 

and/or Workers to use the platform

▪ Measures the growth of platform usage and is responsible for 

doing what is needed to hit goal usage numbers.

▪ Identifies & communicates gaps and needs (that, if solved, 

would result in more platform usages / adoption) to the 

Program Manager, Lead Operator, and Solver.



Three Simple Steps

2. Confirm Goals 3. Organize Project1. Assign Roles

MAXIMIZE
OPERATIONAL

EFFICIENCY

DOMINATE
YOUR

MARKET
(customer loyalty)

GROW SALES

NOT HEADCOUNT



Customer Testimonial: Dakota Red Corporation



Customer Testimonial: Dakota Red Corporation

The Brands The B2B Challenge

• Multiple Brands

• Sell To Businesses

• Multiple Locations

• Inventory Availability

• Pricing By Customer + UOM

• Local Pickup / Delivery

• Acumatica Runs Opsf Record

The Winning Team

Program Manager

• Patrick Sauter

Lead Project Manager + Solver

• Marsha Swanson

Lead Implementer + Solver

• Brent Leis

Customer Adoption

• Amanda Wendling

Assistance Solvers

• Robby + Jack (Ecom Partner)



Customer Testimonial: Van Dyk Recycling Solutions



Customer Testimonial: Van Dyk Recycling Solutions

The Company The B2B Challenge

• Big & Small Businesses

• Inventory Availability

• Pricing By Customer

• Interactive Quote Workflow

• Punchout Catalog Workflow

• Acumatica Runs Ops

The Winning Team

Program Manager

• Chris Bova

Lead Project Manager

• Jim Shapiro

Lead Project Planner

• Jack (Partner)

Lead Implementer/Operator

• Jim Shapiro

Lead Solver

• Charles (Partner)



Customer Testimonial: Mold in Graphic Systems



Customer Testimonial: Mold In Graphic Systems

The Brands The B2B Challenge

• Big & Small Businesses

• Customer-Specific Products

• Made to Order

• Custom Pricing (by Qty)

• Acumatica Runs Opsd

The Winning Team

Program Manager

• Marty Mares

Lead Project Manager

• Phillip Baird

Lead Implementer

• Jay Swartzfeger

Customer Adoption

• Emily Miller

Solvers + Implementers

• Four13 Group (partner)



Key Takeaways

▪ Winning takes effort

▪ Write a multi-year goal (program)

▪ Write your project goal(s)

▪ Assign names to roles

▪ GWC fit on critical roles?

▪ Track project issues & tasks

▪ You can play to win!



Keep in touch!

No Reliance This document is subject to change without notice. Acumatica cannot guarantee completion of any future products or program 

features/enhancements described in this document, and no reliance should be placed on their availability. 

Confidentiality: This document, including any files contained herein, is confidential information of Acumatica and should not be disclosed to third parties.

Item Description 1 Item Description 2

We want your feedback.

Q&A

Every survey completed = an entry to win!

Item Description 3

Complete a survey in the Summit app for an entry 

to win one of these awesome customer prizes!

Brian Seidel

LinkedIn:
linkedin.com/in/brian-k-seidel/

X (formerly Twitter):
@briankseidel

Item image 
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Item image 
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Item image 
here
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