Launch Readiness & Sequencer

medium confidence - Grounded in 40 sources - 27 Jul 2026

BOTTOM LINE

Fernwood Coffee Roasters is launching its wholesale reordering portal into a
market ripe for B2B e-commerce adoption, with significant opportunities for
streamlining operations and reaching new clients. However, the current
readiness, based on provided information, indicates a nascent stage, particularly
in preparing comprehensive launch assets and demonstrating proof points. The
strategic alignment of an e-commerce channel with the target audience's
discovery habits is strong, but execution requires meticulous attention to B2B-
specific features and integrated marketing to leverage this potential effectively.

MARKET OPPORTUNITY OPERATIONAL EFFICIENCY LAUNCH READINESS (CURRENT)
High Potential Significant Gains Early Stage
Global coffee market $245.2B, B2B Possible Portal exists, but key launch assets

63% share, specialty coffee CAGR & proof points undeclared

9.5%

Case studies report 2-3 hours/day
saved, 90% reduction in manual
work

WHAT MATTERS

e Strong market alignment for B2B e-commerce in specialty coffee, driven by accelerated digital
adoption.

e The critical necessity of B2B-specific platform features, such as flexible pricing and custom catalogs,
coupled with robust operational integrations for efficiency.

e The current absence of declared launch-critical assets and tangible proof points, which are vital for a
confident and impactful market entry.

RECOMMENDED ACTIONS

e Prioritize the creation and readiness of a dedicated landing page, comprehensive marketing content,
and initial user testimonials or efficiency data from pilot clients.

e Ensure the portal offers essential B2B features, including flexible pricing, custom catalogs, multi-user
company accounts, and seamless integration with inventory and accounting systems.

e Develop a clear, phased strategy for transitioning existing wholesale clients to the new portal and for
attracting new independent cafes through targeted online presence and participation in regional
industry events.




RISKS

e Potential for resistance from existing wholesale clients accustomed to manual ordering processes.

e Complexity of managing diverse B2B pricing structures and inventory for specialty coffee without robust
system integration and clear catalog management.

e Underperformance due to insufficient B2B-specific marketing efforts failing to differentiate from direct-to-
consumer offerings or capture new clients effectively.

e High shipping costs and logistical challenges for bulk orders, particularly across Western Canada, potentially
impacting competitiveness or customer satisfaction.

LAUNCH PHASES

PHASE
Prep

ACTIONS

ACTION

Implement robust integrations with inventory management and accounting systems (e.g., Shopify,
Xero).

RATIONALE

Successful case studies like Pilot Coffee Roasters and Origin Coffee highlight that integrating B2B e-
commerce platforms with existing systems automates manual tasks, saving significant operational
time and improving efficiency.

intuit.com outserve.co.uk intuit.com

ACTION

Design the portal with B2B-specific features like flexible pricing, custom catalogs, and multi-user
accounts.

RATIONALE

B2B e-commerce requires a different approach than B2C; successful launches involved tailoring
platforms for complex pricing structures, bulk ordering, and procurement workflows, as exemplified
by a regional coffee roaster's shift to a gated wholesale portal.

thesmg.team makeitfuture.com
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PHASE
Build-up

ACTIONS

ACTION

Develop high-end B2B sales collateral, including customized buyer pitch decks, detailed margin sell-
sheets, and premium sample kits.

RATIONALE

Successful B2B pivots involved creating specialized sales materials to articulate product value and
reliability to wholesale partners, distinguishing from B2C 'wow' factor marketing.

thesmg.team slize.io

ACTION

Engage existing wholesale clients directly and offer incentives to transition them to the new online
reordering system.

RATIONALE

Pilot Coffee Roasters successfully transitioned tech-savvy customers to their online system,

demonstrating that direct engagement is effective for existing clients and prioritizes customer self-
service.

intuit.com notblacklabs.com

PHASE
Launch week

ACTIONS

ACTION

Initiate online marketing efforts targeting Western Canadian cafes through search engine
optimization and direct website presence.

RATIONALE

Cafes actively use search engines to find suppliers, and established roasters have online platforms for
wholesale orders. Increased web traffic and relevant impressions were key to 8th and Roast's growth.

notblacklabs.com swell.is westcoastcoffeetraders.com

ACTION
Participate in or promote presence at regional industry events like Wild West Coffee Fest.
RATIONALE

Industry events serve as crucial meeting points for cafes and wholesale suppliers in Western Canada,
providing opportunities for discovery and direct engagement.

wildwestcoffeefest.ca coffeefest.com
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PHASE
Follow-through

ACTIONS

ACTION
Implement continuous monitoring of customer feedback and order patterns to refine pricing
structures and catalog management.

RATIONALE
Addressing complex pricing and catalog issues, as well as providing customer self-service and real-
time order updates, are critical for long-term customer satisfaction and operational efficiency,
reducing churn.

notblacklabs.com makeitfuture.com

ACTION

Explore adding alternative product formats, such as single-serve options, or refining subscription
models based on customer consumption data.

RATIONALE

Expanding product formats like K-Cups can tap into significant market segments, and optimizing
subscription cycles can dramatically reduce churn and increase subscriber lifetime value, as one case
study showed.

kcupcopack.com thosecoffeepeople.com

READINESS SCORE
41

READINESS FACTORS

CHANNEL FIT
SCORE

90

intuit.com westcoastcoffeetraders.com palletcoffeeroasters.com
JUSTIFICATION

The primary launch channel, a B2B e-commerce portal, is highly aligned with how existing and new
independent cafes in Western Canada discover new suppliers, primarily through online search, direct websites
of roasters, and B2B platforms. Case studies highlight the success of integrated e-commerce solutions for this
audience.

ASSET COMPLETENESS
SCORE

25

JUSTIFICATION
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The product, a wholesale reordering portal, is the core asset, but no other launch-critical assets like a
dedicated landing page, comprehensive announcement content, or a defined initial audience list are declared
as ready in the provided input.

PROOF AVAILABILITY

SCORE

15

JUSTIFICATION

No specific proof points such as existing results, customer testimonials, or performance data for the portal are
provided in the input.

CASE STUDY INSIGHTS

COMPANY
Pilot Coffee Roasters

RELEVANCE

Demonstrates the importance of robust platform integration for operational efficiency and successful
customer adoption for B2B wholesale coffee reordering.

intuit.com notblacklabs.com
WHAT WORKED

Implemented TradeGecko with Shopify and Xero, maintaining up-to-date product lists, organizing sales
orders more efficiently, and saving 2-3 hours per day on manual data input. Successfully transitioned tech-
savvy customers to the new online ordering system.

COMPANY
8th and Roast

RELEVANCE

Highlights the impact of a strong digital presence, content optimization, and SEO in driving traffic and sales
for B2B e-commerce in the coffee industry.

notblacklabs.com swell.is
WHAT WORKED
A brand review, website, and e-commerce rebuild resulted in a 230% jump in e-commerce sales, a 192%
increase in web traffic, and a 4.2% e-commerce conversion rate in 18 months, driven by upgraded content
and SEO.
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COMPANY
Regional Coffee Roaster (B2B Pivot)

RELEVANCE
lllustrates the necessity of tailored marketing, specialized sales tools, and a dedicated B2B portal to
effectively serve a wholesale audience and scale operations.

thesmg.team slize.io
WHAT WORKED

Successfully shifted from a direct-to-consumer model to a multi-state B2B wholesale operation by
overhauling brand identity, creating enterprise sales collateral (pitch decks, margin sell-sheets, sample
kits), and deploying a gated, automated wholesale portal.

COMPANY
Vote Coffee

RELEVANCE
Underscores the critical need for a B2B portal to handle complex pricing structures and ensure
consistency across all order types, which is crucial for maintaining strong wholesale relationships.

sparklayer.io makeitfuture.com
WHAT WORKED

Enhanced B2B online ordering capabilities by integrating SparkLayer, which resolved limitations
concerning flexible pricing (volume-based discounts, tiered pricing) and allowed for efficient management
of traditional orders with correct pricing.

TIMELINE

e May 2016: Pilot Coffee Roasters implemented TradeGecko's B2B e-commerce platform.

e April 2023: Origin Coffee developed a B2B portal using Unleashed.

e December 2024: Farmer Bros soft-launched its first specialty coffee brand, Sum>0One Coffee Roasters.
e Later in 2025: Farmer Bros planned e-commerce availability for Sum>One Coffee Roasters.
e October 2025: Vote Coffee enhanced their B2B online ordering capabilities.

e March 21-22, 2026: Wild West Coffee Fest (Calgary, AB).

e August 21-22, 2026: Coffee Fest Los Angeles.

e September 28-29, 2026: Global Coffee Expo Canada (Toronto).

e October 17-18, 2026: Coffee Fest Fort Worth.

e November 12, 2026: Coffee Association of Canada (CAC) annual conference.

e March 7-9, 2027: Coffee Fest New York.

e June 11-12, 2027: Coffee Fest Chicago.
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SCORE BREAKDOWN

-

Asset completeness Asset completeness N 70

The product, a wholesale reordering portal, is the core asset, but no
other launch-critical assets like a dedicated landing page, comprehensive
announcement content, or a defined initial audience list are declared as
ready in the provided input.

Channel fit D 97

Proof availability Channel fit The primary launch channel, a B2B e-commerce portal, is highly aligned
with how existing and new independent cafes in Western Canada
discover new suppliers, primarily through online search, direct websites
of roasters, and B2B platforms. Case studies highlight the success of
integrated e-commerce solutions for this audience.

Proof availability G 75

No specific proof points such as existing results, customer testimonials,
or performance data for the portal are provided in the input.

GAPS / WHAT WE COULD NOT DETERMINE

Specific details on the completeness of core launch assets beyond the portal itself (e.g., dedicated landing
page, comprehensive marketing content, press kit).

Information on current proof points for the portal, such as beta user feedback, testimonials, or efficiency
savings from pilot programs.

Details on Fernwood's existing technology stack and the level of integration already achieved or planned
with the new portal.

Specific marketing budget and resource allocation for launch activities and ongoing promotion.

Team readiness and capacity for managing a new B2B e-commerce platform, including customer support
for B2B accounts.

Detailed competitive analysis for the Western Canada market specifically regarding other wholesale coffee
roasters with B2B e-commerce portals.

ASSUMPTIONS MADE

The 'Fernwood Coffee Roasters wholesale reordering portal' implies the portal itself is built or nearing
completion and is the primary product for launch.

The target audience's discovery channels detailed in the source material are representative of Fernwood's
specific audience in Western Canada.

Fernwood Coffee Roasters currently has an existing base of wholesale cafe clients that will be targeted for
transition to the portal.

'Western Canada' refers broadly to the provinces of British Columbia, Alberta, Saskatchewan, and Manitoba
for market scope.



AMBIGUITIES

e The exact functionality and current readiness level of the 'reordering portal' itself are not detailed, which
limits precision in scoring asset completeness and proof availability.

e The size and current tech-savviness of Fernwood's existing wholesale client base are unknown, which could
influence adoption rates and the effectiveness of transition strategies.

e The competitive landscape within Western Canada is mentioned generally but not specifically analyzed for
Fernwood's position or unique selling propositions.

SOURCES
1. intuit.com 21. thecommercesignal.com
2. notblacklabs.com 22. perfectdailygrind.com
3. outserve.co.uk 23. coffeemarketingschool.com
4. sparklayer.io 24. pinupcoffeeco.com
5. thesmg.team 25. westcoastcoffeetraders.com
6. swell.is 26. palletcoffeeroasters.com
7. perfectdailygrind.com 27. westendcoffee.ca
8. worldcoffeeportal.com 28. valecoffee.ca
9. intuit.com 29. sippycupmom.com
10. makeitfuture.com 30. connectamericas.com
11. dazzlebirds.com 31. wildwestcoffeefest.ca
12. slize.io 32. caadp.ca
13. thesmg.team 33. coffeefest.com
14. swell.is 34. coffeeassoc.com
15. fluidcommerce.co.uk 35. kaleidoroasters.ca
16. sellercloud.com 36. turis.app
17. kcupcopack.com 37. canada.ca
18. thosecoffeepeople.com 38. coffeefarmer.org
19. cropster.com 39. shopify.com
20. ifillsystems.com 40. thecinnamonhollow.com
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