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THE THESIS

Digital ordering is no longer a differentiator — it is table stakes. The distributors 
who win are not the ones who simply have a portal; they are the ones who execute 
it: accurate inventory underneath, consistent merchandising on top, and customers 
who actually adopt it. Done right, digital ordering does not replace the relationship 
your family built — it protects it, grows the order, and compounds for years.
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ABOUT THIS SERIES

This guide is part of TurningPoint Systems’ Operations series — practical 
playbooks on the day-to-day mechanics of running a distribution business — 
alongside The Warehouse Slotting Playbook, Purchasing Intelligence, The AR 
Playbook, and the Payment Processing Profit Leak. For industry context and 
modernization strategy, see our Industry Guide and Growth Playbook series. 
Together, these resources provide the most comprehensive content library in 
convenience wholesale distribution.

ABOUT THIS GUIDE

This guide was written for the distributor whose customers are starting to expect 
to order the way they buy everything else — from their phone, at any hour — and 
who wants to capture the growth that comes with it without losing the 
relationships the business was built on. Based on TurningPoint Systems’ 
experience serving convenience wholesale distributors since 1978, current 2026 
industry data, and the real results of distributors who have moved their customers 
to digital ordering.
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B E F O R E  W E  S T A R T

You did not build your business on a website.

You built it on relationships. On knowing your customers by name. On a rep who 
shows up, takes the order, and fixes a problem before it turns into a lost account.

So when someone tells you to “put your ordering online,” it can feel like a step 
away from all that — like you are handing your customer over to a screen.

Here is what doing only this since 1978 has taught us. Done right, digital ordering 
does not replace the relationship. It protects it. It frees your reps from writing 
down the same forty items every week so they can spend their time where it 
actually matters. And it does one more thing that surprises most owners:

It grows the order.

This guide is about that growth — where it comes from, how big it can be, and how 
to capture it without losing what makes your business yours.

— The Team at TurningPoint Systems
Serving convenience wholesale distributors since 1978

1.  The revenue you cannot see

When orders come in by phone, fax, or a rep’s notepad, your sales are capped by 
something simple: how often a person can ask for the order.

A rep can only visit so many stops a week. The phone only rings during the hours 
you answer it. And a customer who remembers they are low on an item at nine 
o’clock at night has usually forgotten it by the time your rep comes around again.

That gap — between when your customer wants to buy and when you are there to 
take the order — is revenue you never see. It does not show up as a lost sale. It just 
quietly never happens. Multiply that across every account, every week, and it adds 
up to real money walking out the door.

The hidden cap

Phone and rep ordering ties your sales to your staff’s hours, not your customer’s 
needs.

Every after-hours reorder a customer forgets is revenue that simply never appears.

When you are closed and they need to buy, the order goes to whoever is open.

2.  Why digital orders are bigger

This is the part most owners do not expect. Customers who order through a 
self-service portal do not just order more often. They order more each time. There 
are three plain reasons why.
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Reason 1 — Bigger baskets

When a customer rattles off a list from memory, they order what they remember. 
When they browse your full catalog on a screen, they see the things they forgot — 
and the things they did not know you carried. A good portal shows “you usually 
buy this” and “customers also order this,” and surfaces your current deals. The 
basket grows on its own.

Reason 2 — After-hours and weekend capture

A portal never closes. Orders come in at night, on weekends, and on holidays — the 
exact moments your phone lines are dark. These are sales you were not capturing 
at all. Now they land in your system while you sleep.

Reason 3 — Fewer wrong items and fewer credits

When the customer picks from your real, live catalog — with their real price and 
what is actually in stock — they order the right thing the first time. That means 
fewer mistakes, fewer credits, fewer returns, and fewer of those calls that start 
with “this isn’t what I ordered.” Less rework is more margin.

Three ways a portal grows the order

1.  Bigger baskets — browsing the full catalog beats reciting a list from memory.

2.  After-hours capture — orders arrive when your phones are closed.

3.  Fewer credits — ordering from live price and stock means fewer mistakes to 
fix.

3.  The portal is your most consistent salesperson

Think about how a promotion actually reaches your customers today. You decide to 
push a new SKU, move a manufacturer’s deal, or steer buyers toward a 
higher-margin substitute. Then you hand that message to your reps and 
order-takers and hope it lands. Some deliver it well. Some forget. Some don’t 
believe in it. Some never get to it because they are heads-down keying a phone 
order. The message you spent real money building arrives unevenly, if at all — and 
you have no way to see who actually heard it.

This is not a knock on your people; it is simply how human delivery works. Reps 
forget as much as 90% of what they are taught within three months (Corporate 
Visions). Two-thirds of B2B buyers — 67% — name inconsistent messaging as a top 
reason they sour on a vendor, and 69% report a real gap between what a vendor’s 
materials say and what its reps tell them (Gartner). Only 29% of B2B companies 
even have a formal process to keep messaging consistent. Your merchandising 
plan is only as strong as its weakest delivery.
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Set the message once — every customer gets it, exactly, at the moment 
they buy

A digital ordering portal takes the variability out. The new item, this week’s 
special, the current price, the full catalog — each is delivered the same way, to 
every customer, at the precise moment they are placing the order. No personality, 
no mood, no memory required. You set it once and it reaches your entire base at 
the highest-intent moment there is: when the customer’s hand is already on the 
order.

And the payoff is not theoretical. The biggest thing a portal does is solve a problem 
most owners underestimate: their customers have no idea how much they carry. 
One distributor told us his buyers simply “don’t know what we actually have” — 
until they get on the app, start browsing, and say, “I didn’t know you had all this.” 
That discovery turns straight into bigger orders. Meanwhile the old way of pushing 
product is fading: that same distributor watched his email-blast open rates slide 
from 50% to as low as 10%. A message sitting in an unopened email does nothing; 
a message on the screen where the order actually happens gets seen every time. 
(In B2B broadly, 65% of buyers say they are more likely to buy when shown a 
relevant item at the right moment.)

What a modern portal puts in front of every buyer

A specials & marketing page — your flyer and promotions, in the app, not 
buried in an inbox.

A new-items showcase — new SKUs surfaced automatically as they land.

Price-change flags — buyers see the moment a price moved since their last 
order.

Your full catalog — customers discover everything you carry, not just what they 
always order.

Reorder from history — their last order, one tap away.

Your reps are then freed for the work only people can do: build the relationship, 
handle the exception, win the new account. The routine merchandising — the part 
that depends on consistency, not charisma — the portal carries the same way, 
every time.

4.  First, the foundation: you can’t sell what you can’t count

Everything to this point assumes one thing is true underneath it: that your 
inventory is right. A self-service portal runs on live numbers — the catalog, each 
customer’s price, and what is actually on the shelf. When an order comes in at nine 
at night, no rep is there to catch a mistake. The system’s count is the only thing 
standing between a clean order and a broken promise.

So when the count is wrong, the portal does not just underperform — it backfires. 
The customer orders what your screen says is in stock, and it isn’t. Now you are 
shorting the delivery, canceling a line, or shipping the wrong item — automatically, 
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at scale, with no one there to soften it. The very thing that makes digital ordering 
powerful, the live self-serve catalog, turns on you the moment the inventory 
underneath it is off.

And for most distributors, it is off.

• The average U.S. retail location knows where its stock is only about 65% of 
the time (Auburn University RFID Lab).

• Across businesses broadly, average inventory accuracy sits near 83% — and 
only about two-thirds of companies even track it (CAPS Research, 2024).

• More than half of retail and distribution companies run below 80% accuracy, 
a level that all but guarantees stockouts and over-orders.

World-class operations run at 95% and up; the best warehouses clear 99%. The 
distance between “most” and “best” is the whole game.

What inaccuracy does the moment you go digital

When a buyer hits an out-of-stock or a canceled line, the research on how they 
react is not gentle:

• 91% of shoppers won’t wait for a restock — they switch or abandon 
(NielsenIQ).

• 43% go straight to a competing brand (McKinsey).

• 9% leave for good after a single out-of-stock experience (NielsenIQ, 2024).

• Stockouts drive roughly one in five abandoned online carts (Baymard 
Institute).

Your retail customer is a little different from a walk-in consumer — they have your 
rep’s cell number. So the failure mode is often quieter, and just as costly: they stop 
trusting the portal and go back to calling. You paid for self-service, and they are 
still on the phone. The multiplier never starts.

The order of operations

1.  Accurate inventory — the system knows what is really on the shelf.

2.  Reliable fulfillment — the right items go out, the first time.

3.  Customer trust — buyers believe the portal, so they actually use it.

4.  The revenue multiplier — bigger baskets, after-hours orders, freed-up reps.

Skip the first block and every block above it wobbles. In the field, this is the 
pattern we see most: the distributors who struggle to get customers onto a portal 
almost always have an accuracy problem underneath — and that, not the 
technology, is the real blocker. Fix the count first and adoption gets far easier.

The good news: this is one of the most fixable problems in the business.

With scan-verified picking and one live system of record, distributors routinely go 
from chronic errors to near-perfect accuracy. One Pacific Northwest distributor cut 
picking errors from roughly 1 in 50 to about 1 in 10,000. A Northeast distributor 
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went from four or five errors a day to near zero. With the majority of B2B 
purchasing now moving online, the winners are the distributors whose inventory, 
orders, and digital catalog all read from the same live data, in real time. That 
single live record is the spine of everything that follows.

5.  The math: how 30% self-service becomes $1M+

Let us put numbers to it. The example below is just that — an example. Your own 
figures will be different. But it shows how the pieces stack up for a distributor 
doing about $15 million a year who moves 30% of order volume onto a self-service 
portal.

Where the growth comes from Conservative assumption Yearly impact

Bigger digital baskets Digital orders run about 
10% larger

~$450,000

After-hours / weekend orders 3–4% of digital volume is 
brand-new

~$180,000

Fewer credits & returns Recover about 0.5% of 
revenue

~$75,000

Rep time redeployed to selling Hours freed go to winning 
new accounts

~$300,000

Total incremental revenue $1,000,000+

Notice that not one line on that list requires hiring another person. The growth 
comes from capturing demand you were already losing and freeing the people you 
already have. That is what makes digital ordering a multiplier instead of just 
another expense.

6.  The hard part is not the software

Here is the honest truth that most vendors will not tell you. Standing up an 
ordering portal is easy. Getting your customers to actually use it is the real work — 
and it is where most rollouts quietly fail.

A portal nobody logs into grows nothing. So the goal is not “we launched a portal.” 
The goal is adoption. These are the moves that get customers to switch:

1. Do the first order together.  Set it up with the customer, not for them. Have 
your rep open the app on a tablet and place the first order together, side by 
side. The first order is the habit.

2. Sell their win.  Lead with the customer’s win. They can order anytime, see 
their own price, see what is in stock, and reorder in two taps. Sell the 
convenience to them, not the technology.
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3. Let peers do the convincing.  Use peer proof. “The shop down the road 
runs their orders this way now” moves a family owner more than any feature 
list. Owners trust other owners.

4. Protect the relationship.  Keep the rep in the loop. The rep still sees every 
digital order and still owns the relationship. The portal handles the routine 
reorder so the rep can focus on growth. Nobody gets cut out.

It works. One distributor started with zero customers on the app; after their team 
simply coached buyers — walk your shelves, scan what you’re low on, check out — 
roughly 600 of their 700 customers were ordering digitally. The technology did not 
change. The rollout did.

The rule of thumb

If a portal launch fails, it is almost never the technology. It is the rollout. Plan the 
adoption as carefully as you plan the install, and the numbers in Section 5 become 
real.

7.  Not all ordering portals are equal

If you are going to evaluate digital ordering, it helps to know that “ordering portal” 
can mean three very different things. The difference decides whether you get the 
growth above — or a headache.

Option A — A bolt-on ordering app

A separate app that sits on top of your system. It can look modern on the surface. 
But because it is not truly connected, it often does not see your live inventory or 
each customer’s real price. Orders drift out of sync, stock counts disagree, and 
your team ends up fixing by hand what the app got wrong. You bought a second 
system to babysit.

Option B — An on-premise system with ordering added on

An older system that lives on a server in your building, with an ordering feature 
bolted to it later. It is tied to that box and that location. It is slow to update, hard to 
reach cleanly from a phone, and when the server or the internet goes down, your 
ordering goes with it. You are maintaining hardware instead of growing accounts.

Option C — A cloud ERP with the portal built in

One system, in the cloud, where the ordering portal is part of the same platform 
that runs your warehouse, inventory, pricing, and compliance. The customer sees 
the exact live catalog, price, and stock your own warehouse sees — because it is all 
the same data. Nothing to sync. Nothing to reconcile. This is the only version that 
delivers the full multiplier.

What to look for

The Digital Ordering Revenue Multiplier 8



TurningPoint Systems Operations | The Digital Ordering Revenue Multiplier

• The portal is part of your core system — not a separate app you have to 
connect and reconcile.

• Customers see their own pricing and real-time stock, pulled straight from 
your live data.

• It is cloud-based, so it works from any phone or tablet and updates without IT 
projects.

• It is built for convenience and tobacco distribution — not a generic tool you 
have to bend to fit.

What to avoid

• A bolt-on ordering app that cannot see your live inventory or real customer 
prices.

• An on-premise system that chains your ordering to one server in one building.

• Any setup where your team has to re-key or reconcile orders between two 
systems.

8.  A 90-day path to digital ordering

You do not flip a switch and convert every account overnight. You roll it out in 
waves, starting where it pays off fastest.

Window Focus What you do

Days 1–30 Set the foundation Lock inventory accuracy first — cycle counts and 
scan-verified picking. Then load your catalog 
and each customer’s pricing, pick your top 20 
accounts, and train reps.

Days 31–60 Roll out with reps Reps place the first order with each customer on 
a tablet. Weekly check-ins to keep the habit 
forming.

Days 61–90 Measure and expand Track adoption, basket size, and after-hours 
orders. Move to the next tier of accounts.

9.  How QwikPoint does this

QwikPoint includes web and mobile ordering built into the same cloud ERP that 
already runs your warehouse, inventory, pricing, and state tax and MSA reporting. 
It is Option C from Section 7 — one system, one live set of numbers. Because the 
portal reads from that same record, the stock your customer sees is the stock your 
warehouse just scanned — which is how the foundation from Section 4 actually 
holds. RF scan-verified picking keeps the count right; the portal reads from that 
same live truth.
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And it is built for your world. QwikPoint is purpose-made for convenience and 
tobacco wholesale distributors — not a generic platform you have to force into 
shape. We are also extending the portal into a full merchandising channel — a 
marketing and specials page, a new-items showcase, and price-change flags — 
rolling out in our next portal release, so the consistency advantage from Section 3 
reaches every buyer.

What this has looked like for real distributors

• A second-generation family distributor in the Southeast now takes orders from 
700+ customers through its mobile app — up 56% in a single year. Order 
fulfillment runs twice as fast, the need for double-checking has all but 
disappeared, and top pickers went from 60–80 items an hour to 100–115. A 
new hire is productive in 10–15 minutes.

• A multi-state distributor now serves hundreds of retail locations through its 
ordering portal.

• A distributor in the Northeast grew active portal users from about a dozen to 
between 50 and 100 — and, in its owner’s words, the scan-picking tools “have 
been an invaluable tool… saved an ungodly amount of time in man hours.”

Why distributors trust us with this

TurningPoint Systems is the only vendor in convenience and tobacco distribution 
ERP that is still independently owned — not run by a holding company answering 
to outside shareholders. Our decisions are made for distributors. You also get a 
US-based, English-speaking support team, distributors across North America 
running QwikPoint (many of them family-owned), and a track record in this one 
industry since 1978.

10.  Digital is table stakes — execution is the whole game

Here is the part that should light a fire: your customers have already made this 
decision for you. Across B2B, 83% of buyers now prefer to place orders through 
digital channels, and 61% want a rep-free experience for routine purchases 
(Gartner); McKinsey puts the preference for digital self-service at 65%. And the 
buyers themselves have changed — more than two-thirds of B2B buyers are now 
Millennials or Gen Z, people who grew up ordering everything from their phones 
and expect to buy from you the same way.

That makes a digital ordering portal table stakes. It is no longer the thing that sets 
you apart — it is the price of being considered at all. Which means the real 
differentiator is not whether you have a portal. It is whether you execute it well.

And execution is unforgiving. Roughly 8 in 10 B2B buyers say they will switch 
suppliers after a single poor digital experience (industry research). A portal that is 
clunky, that shows stock you do not have, that never surfaces the right product 
does not merely fail to help — it sends your customer looking. A portal nobody 
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adopts returns nothing. That is why the earlier chapters carry the weight they do: 
accurate inventory, consistent merchandising, real adoption. The capability is 
common now. Doing it well is rare — and rare is where the advantage lives.

What happens if you sit this out

Be clear-eyed about the stakes. Your customers will order the way they want to 
order. If you do not give them that, the distributor down the road who does will 
take the account — quietly, one customer at a time, until one day a meaningful 
share of your book has walked out the door. This is not hypothetical: one 
distributor told us a competitor had been on a mobile ordering app a couple of 
years longer than he had, so when he finally launched his own and hit the road, the 
app was his whole pitch — and he has been pulling that competitor’s customers 
over ever since. Wholesale has never been forgiving: by U.S. Bureau of Labor 
Statistics data, nearly two-thirds of wholesale-trade businesses do not survive ten 
years. The ones that disappear are rarely beaten on price. They are out-executed. 
Standing still is not the safe choice — it is the risky one.

Your buyer has already decided

83% of B2B buyers prefer to order through digital channels (Gartner).

61% want a rep-free experience for routine orders.

Roughly 8 in 10 will switch suppliers after one poor digital experience.

Most B2B buyers are now Millennials or Gen Z — digital-first by default.

This is not a story about fear. It is an opportunity — and it is yours to 
take.

You do not have to be the biggest distributor in your market. You have to be the 
one who executes. Everything in this paper points the same way: get the inventory 
right, put a real portal in front of your customers, let it carry your message 
consistently — and the numbers follow. Bigger baskets. Captured after-hours 
revenue. People freed for the work that matters. Customers who find it hard to 
leave. Distributors who lead this transformation do not just survive it; they grow, 
and they grow consistently. Lead it with confidence. The numbers are on your side.

The bigger picture

You are not behind because you take orders by phone. You built something real 
that way, and the relationships are yours. But the next generation of your 
customers — and maybe the next generation of your own family — expects to order 
the way they do everything else: from their pocket, anytime, in a few taps.

Digital ordering, done right, is not about replacing the relationship your family 
built. It is about protecting it, capturing the revenue you have been quietly losing, 
and handing the business forward stronger than you found it.
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See your own numbers

Run your real figures through our ROI calculator at turningpointsystems.com/roi-
calculator — or schedule a short call and we will walk through your operation with 
you. No pressure, just a clear look at the opportunity.
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A B O U T  T U R N I N G P O I N T  S Y S T E M S

Since 1978, TurningPoint Systems has helped family-owned convenience and 
tobacco wholesale distributors modernize without losing what makes them who 
they are. Our flagship ERP, QwikPoint, and our MultiCAT Lite solution are 
purpose-built for this industry — covering inventory, warehouse and RF scanning, 
web and mobile ordering, state tax and MSA reporting, and the day-to-day realities 
of running a distribution business on thin margins.

We are independently owned, US-based, and proud to be the partner family 
distributors turn to when they are ready to grow.
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TurningPoint Systems Resource Library

This paper is part of TurningPoint Systems’ growing library of resources for 
convenience wholesale distributors. Each guide stands alone, but together they 
provide the most comprehensive resource library in the industry.

Operations Guides

THE DIGITAL ORDERING REVENUE MULTIPLIER  (This Paper)  —  How the customers who 
order digitally order more — and how to move 30% of your volume to self-service, 
capture after-hours revenue, and grow without adding headcount, on a foundation of 
accurate inventory.

PURCHASING INTELLIGENCE: ADDING 2–3 POINTS TO YOUR GROSS MARGIN  (Coming Soon)  — 
Data-driven buying for distributors managing 10,000–15,000 SKUs: demand 
forecasting, vendor negotiation leverage, dead-inventory liquidation, and seasonal 
pre-buy optimization.

THE AR PLAYBOOK: PROTECTING YOUR MARGINS AT 4%  (Coming Soon)  —  At 4% net profit, 
one bad-debt event wipes out months of earnings. Credit-limit optimization, automated 
collection workflows, the customer credit conversation, and DSO benchmarking.

THE WAREHOUSE SLOTTING PLAYBOOK  (Coming Soon)  —  Picker travel time is 75% of 
total pick time. The 10 slotting changes that cut it in half: ABC velocity analysis, 
golden-zone placement, and seasonal reslotting.

THE PAYMENT PROCESSING PROFIT LEAK  (Coming Soon)  —  How convenience distributors 
leave $50,000–$150,000 on the table every year in processing fees — and how to 
recover it through ACH enrollment, interchange optimization, and smarter payment 
workflows.

Industry Guides

THE RESET  —  A distributor’s guide to downsizing smart, rebuilding lean, and coming 
back stronger — for distributors experiencing revenue contraction who need to reset 
operations at a sustainable scale.

THE ADOPTION MINDSET  —  Why the most successful distributors do not bring their old 
processes to new technology: the psychology of process change, cultural dynamics, 
and how peer proof breaks through when vendor pitches cannot.

THE FAMILY BUSINESS TECHNOLOGY BLUEPRINT  —  How to modernize your family 
distribution business without losing what made it great: the three-generation curse, 
how family distributors make technology decisions, and a 90-day readiness roadmap.

THE DATA CASE FOR MODERNIZATION  —  Why the numbers say small wholesale 
distributors cannot afford to stay on manual systems: industry survival data, the daily 
bleed calculator, digital buyer expectations, and succession valuation impact.

THE COMPLIANCE MINEFIELD  —  Navigating MSA reporting, state tax compliance, and 
manufacturer requirements — and how the right systems turn compliance from a 
burden into a competitive advantage.

FROM ZERO TO SCALE  —  The complete guide for new and early-stage convenience 
wholesale distributors building their operations from the ground up.
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THE TRUE COST OF MANUAL OPERATIONS  —  CFO-grade financial analysis of what 
manual processes actually cost your business: five hidden cost categories, a daily bleed 
calculator, and a 30-day self-audit framework.

The Growth Playbook Series

A four-part operational transformation series backed by industry research, real 
customer data, and nearly five decades of distribution expertise.

PART 1: THE GROWTH DECISION  —  The foundational case for strategic technology 
investment.

PART 2: THE ROAD TO RF EFFICIENCY  —  How paper picking bleeds margins and how RF 
scanning delivers 2–3x productivity.

PART 3: TURN YOUR APP INTO A SALES WEAPON  —  How your mobile app is a 
competitive weapon and a revenue growth engine.

PART 4: CHOOSING THE RIGHT ERP  —  The buyer’s guide with the 23-point vendor 
evaluation framework.

Together, these resources cover the complete territory: the day-to-day mechanics 
of running the business (Operations guides), industry data and context (Industry 
Guides), operational transformation (the Growth Playbook series), and the mindset 
that makes transformation stick (The Adoption Mindset). The fastest-growing 
distributors in our network use them all.

turningpointsystems.com      |      (978) 880-2900

Serving convenience wholesale distributors since 1978.   © 2026 TurningPoint Systems, Inc. All rights reserved.

The Digital Ordering Revenue Multiplier 15


	1. The revenue you cannot see
	2. Why digital orders are bigger
	Reason 1 — Bigger baskets
	Reason 2 — After‑hours and weekend capture
	Reason 3 — Fewer wrong items and fewer credits

	3. The portal is your most consistent salesperson
	Set the message once — every customer gets it, exactly, at the moment they buy

	4. First, the foundation: you can’t sell what you can’t count
	What inaccuracy does the moment you go digital

	5. The math: how 30% self‑service becomes $1M+
	6. The hard part is not the software
	7. Not all ordering portals are equal
	Option A — A bolt‑on ordering app
	Option B — An on‑premise system with ordering added on
	Option C — A cloud ERP with the portal built in

	8. A 90‑day path to digital ordering
	9. How QwikPoint does this
	10. Digital is table stakes — execution is the whole game
	What happens if you sit this out

	The bigger picture
	TurningPoint Systems Resource Library
	Operations Guides
	Industry Guides
	The Growth Playbook Series


