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Outsmart, Don’t Outspend:
The New Playbook for
Winning in B2B Commerce

How the Moneyball Playbook is Changing

the Game in Overlooked Industries




Abstract
Introduction

Billy Beane’s revolutionary approach to
baseball, as chronicled in  Moneyball,
demonstrated the power of identifying
undervalued assets and leveraging data to
build competitive teams. Beane understood
that traditional metrics often overlooked
hidden value, allowing him to assemble a team
that could compete against wealthier
franchises like the Yankees. While Beane never
won a World Series, his legacy reshaped how
teams evaluate talent
and strategy.

This philosophy resonates with the forgotten
categories of commerce—industries that have
yet to fully embrace ecommerce or remain
underserved by technology platforms. Much
like Beane’s Oakland Athletics, these industries
face  structural barriers and resource
constraints but hold untapped potential. By
applying a Moneyball-like lens, businesses can
uncover opportunities for transformation and
growth, focusing on outcomes rather than
chasing shiny trends.

B2Beane - Commerce now Sexy:
Sometimes - Follow the Money

Private equity’s interest in B2B ecommerce is
no flash-in-the-pan trend. It's the natural
maturation of an overlooked, fragmented
sector hitting its digital inflection point. Smart
operators and investors will treat this as a 10+
year play, not a 3-year flip, building
infrastructure and resilience as they go.

The story of Moneyball offers a framework for
understanding how change, while constant,
must be tailored to specific contexts. It
challenges us to rethink ecommerce for
industries that have been left behind and build
solutions that align with their unique needs.

Playing Moneyball in
The Forgotten Fields of
Commerce

There is no divine right. Just because
you build it, does not mean they will
come.

When the Oakland A’s were struggling in the
early 2000s, it was easy to see who wasn’t
winning — but far more instructive to look at
who was.
The Yankees, flush with cash. The Red Sox, rich
with pedigree and a high payroll. These teams
played the old game exceptionally well:
dominate recruitment, spend big, and
rely on tradition. But while this felt like an
inevitability in baseball, it became the perfect
counterpoint to the underdog story of the A’s.

What Billy Beane and the A’s management
realized wasn’t that the big teams were wrong
— but that they were over-indexing on prestige
and star power while undervaluing crucial, less
visible strengths: on-base percentage,
defensive  efficiency, and raw, unsexy
reliability. Beane found value where no one
else looked, not because it wasn’t there, but
because it had been ignored in favor of flashier
bets.

Commerce today, particularly in the landscape
of B2B, is full of its own Yankees and Red Sox:
glamorous DTC brands, hyped-up SaaS
unicorns, and platform-native darlings that
dominate headlines and investor attention. But
beneath

that glimmering surface lies a vast,

B2B ecommerce is projected to
exceed

globally by 2026
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https://www.trade.gov/ecommerce-sales-size-forecast

These "forgotten categories" of commerce are
not only alive and well, they are critical to the
functioning of our economies. Yet, they are
systemically underserved by the technology
and strategies fueling the next generation of
growth.

In this paper, we’ll play Moneyball with the
forgotten sectors of B2B commerce. We will
explore how overlooked industries can adopt
the mindset of Billy Beane: finding value in
overlooked data, ignoring the noise of industry
trends, and rethinking what "winning" looks
like. And, importantly, we’ll set out a blueprint
for these businesses to punch above their
weight, unlocking competitive advantage not
2y‘outspending, but by outsmarting.

Middle-market commerce
companies often operate with
siloed systems and fragmented
data—offering private equity
firms opportunities for
optimization through unified
technology solutions.

“Michelle Meyer, CapTech

The Forgotten Categories of
Commerce

The Industrial League: Built for
Longevity, Starved of Innovation

Before Billy Beane’s A’s, baseball teams largely
stuck to tradition: recruit the most expensive
hitters, follow well-worn playbooks, and invest
in legacy glory. The same can be said for
industries  like industrial manufacturing,
scientific  equipment, maintenance, and
wholesale trade. These sectors — many of
which form the backbone of economies
worldwide — have remained loyal to legacy
systems and long-term business models, often
resisting the digital reinventions that swept
through B2C and flashier sectors of B2B.

Characteristics of the Forgotten

Risk-averse
leadership, complex buying cycles, and

regulatory hurdles discourage
experimentation.

Decades-
old ERPs, manual processes, and paper-
heavy workflows persist.

Contracts
are measured in years, not months. Sales
cycles extend far beyond quarterly metrics.

Yet these categories are hiding in plain sight as
some of the most consequential sectors of
commerce:

QO Industrial manufacturing represents 17%+
of global GDP, and yet digital maturity
across the sector consistently lags behind
others.

QO scientific equipment and specialized tools
drive innovation in pharmaceuticals,
energy, and research, but procurement
remains fragmented and inefficient.

The Untapped Potential

Just as Billy Beane identified undervalued
players who could drive wins without headline-
grabbing stats, these sectors are reservoirs of
untapped potential:

C—th-margin, low-competition )
niches

Cngrained customer relationships primed for digital )

enablement

(Data-rich environments waiting for )
optimization

The opportunity is not just to "modernize
these industries, but to strategically
reframe their growth models” — applying
data-driven thinking to traditionally analogue
operations.
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Lessons from Moneyball
Finding Wins in Overlooked Data

Billy Beane's revolution began not with signing
a star player, but with rethinking what winning
looks like. Rather than chasing home runs, he
focused on the overlooked metric of on-base
percentage — a simple, effective way to keep
the scoreboard moving. The lesson? Value isn’t
where the crowd is looking; it’s in the data
hiding beneath the obvious.

Data-Driven Decisions Over Gut
Instinct

* Traditional B2B sales and commerce often
rely on gut feeling, historical supplier
relationships, and "what's always worked."

* Moneyball teaches us to embrace data as an
antidote to complacency. For B2B, this means
mining purchasing patterns, understanding
customer lifetime value beyond initial
contracts, and predicting maintenance cycles
before failures occur.

Spotting Undervalued Assets in B2B

* In Moneyball, a player’'s market value was
distorted by outdated scouting heuristics.
In commerce, entire sectors are undervalued
because they don’t fit the sexy growth
narrative.

* Procurement platforms, e-commerce
enablement tools, and predictive analytics
solutions tailored for industrial B2B can
unlock these hidden advantages.

Outcome over Optics

* The A’s focused on outcomes — getting
players on base and ultimately winning
games — rather than chasing what looked
good on paper.

* For B2B commerce, this means prioritizing
conversion efficiency, lifetime customer
retention, and operational fluidity over vanity
metrics like web traffic spikes or social media
buzz.

The Parallel Mindset Shift Like Billy Beane
assembling a team of unsung heroes, the
modern B2B commerce leader must learn to
see beyond the obvious:

 Stop chasing trends that belong to
consumer brands.

» Start investing in operational excellence
and measurable customer outcomes.

* Build ecosystems that prioritize
resilience over rapid growth at any cost.

CASE STUDIES

The Quiet
Champions of
B2B

Real-World Underdogs Playing
Their Own Moneyball

Extended Opening with
Integrated Bullet Points:

Theories are fine. Stories are better.

In the spirit of Moneyball, it's time to go
beyond abstract frameworks and look at real
businesses that have adopted this underdog
mindset in overlooked sectors. These are not
the loud, VC-hyped darlings
of commerce, but quiet champions: companies
operating in industrial parts, scientific
equipment, maintenance services, and trade
distribution that have punched above their
weight by leaning into data, optimizing
overlooked processes, and focusing
relentlessly on outcomes.

What connects them isn't industry. It's
mentality.

"‘ Commesed G shopware

¢)" Consulting




These companies:

Recognized inefficiencies in their own

operations.

Looked beyond legacy habits to embrace
smarter, data-led processes.

Found competitive edges in customer retention,
supply chain resilience, and operational fluidity.

Built growth not on headline grabs but on

scoreboard results.

66
The undervalued

can outperform the
overhyped — if they
play the right game.

CASE STUDY 1:

The Industrial Parts Distributor Who
Played the Long Game

An industrial parts distributor with a decades-
old business model faced eroding margins and
rising competition from digital-first players.
Instead of chasing costly eCommerce
redesigns, they dug into operational data.

Key Moves:
Analyzed reorder frequency across customer segments.

Identified top SKUs with the highest margin-per-
transaction.

Automated reorder triggers for maintenance clients,
ensuring inventory availability.
Outcomes:
* 12% margin improvement in 12 months.
* Reduction in stockouts by 35%.

* Decreased manual order processing time by
40%.

CASE STUDY 2:
Scientific Equipment Supplier Finds
Revenue in Service, Not Sales

PE-led investment and phased growth curve.

Key Moves:

Shifted focus from one-off product sales to service-
based subscription models.

Used predictive maintenance data to offer proactive
service plans.

Bundled consumables into long-term contracts.

Outcomes:
* 40% growth in service contract revenue.

* 18-month extension in average customer
lifecycle.

* Improved forecasting accuracy, reducing
supply chain disruptions.

Across these diverse industries, the same
Moneyball principles come alive:
01 Operational data unlocked efficiency.

02 Shifting from reactive to proactive models created
resilience.

03 Service and subscription thinking outperformed
traditional sales-first approaches.

04 Marginal gains compounded into material
improvements.
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These businesses didn’t outspend their
competitors. They out-thought them. My Dad
calls this “Headwork”.

The B2B Moneyball Playbook

Your Step-by-Step Guide to
Outthinking the Competition

Underdogs succeed not by copying the
playbook of giants, but by rewriting the rules.

The Oakland A’s didn't try to outspend the
Yankees — they built a system that allowed
them to compete differently. For B2B leaders in
overlooked sectors, the lesson is profound: you
don’t have to play the same game as the
big players to win.

This playbook isn’t about flashy tactics. It's
about systematized, repeatable actions that
leverage your hidden advantages. It's about:

* Playing to your strengths.
* Eliminating wasteful assumptions.

* Harnessing data as a daily operating
principle.

* Redefining what success looks like in your
category.

Here is your Moneyball blueprint for B2B
Genmerce.

You aren’t trying to
buy players. You're
trying to buy wins.

— Moneyball

Step 1: Audit Your Hidden Assets

* Map customer lifecycles and reorder
patterns.

* Analyze high-margin SKUs and services.

+ Identify underuhilized Mebadi@apaturement
logs

Diagnostic questions:

* Where do we have predictability in customer
behavior?

* Which customers have the longest tenure,
and why?

* What operational data are we ignoring?

Step 2: Shift Focus from Transactions to
Lifecycles

¢ Transition from one-off sales to service-led
models.

* Use predictive maintenance and
replenishment programs.

* Explore subscription bundles and service
contracts.

Step 3: Build a Data-Driven Culture
* Upskill teams in data literacy.
* Integrate analytics tools into daily workflows.

* Replace gut-feel decision-making with
evidence-led strategies.

Data culture enablers:
e Cross-functional data dashboards.
* Regular data review rituals.

* |Incentivize data-driven decisions.

Every decision is a
data decision.

RMW
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Step 4: Prioritize Operational Efficiency
Over Vanity Metrics

e Focus KPIs on conversion, customer retention,
and margin improvements.

* Minimize distractions from surface-level
growth signals like web traffic.

* Build playbooks for repeatable, incremental
gains.

Vanity Metrics vs. Operational KPIs

© "Keep Your Eye on the Real Scoreboard"

Summary:

By following this playbook, B2B businesses can:
* Unlock value hiding in plain sight.

* Drive efficiency and predictability in sales
cycles.

* Build customer loyalty through proactive
service models.

* Achieve sustainable growth without
unsustainable spending.

The playbook isn’t hypothetical. It's already
delivering real-world wins for businesses
operating far from the glamour of mainstream
commerce. These companies aren’t just
surviving — they’re thriving.

Your B2B Moneyball Playbook at a Glance"

Armed with this strategy, you are no longer the
overlooked player. You are the architect of a
smarter game.

The Blind Side

There are 2 other forces affecting the new
shape and speed of delivery of B2B
transformation. Generational change and the
influence and expectation of Private Equity
Funding. Both are having profound and positive
impacts across many industries and maturities.

Private Equity’s Quiet Influence
in B2B’s Underdog Sectors

How capital and commercial discipline are
accelerating the Moneyball playbook

As these case studies show, operational
excellence and data-driven strategies can
transform overlooked industries. But there's a
powerful accelerant at play: private equity.

Private equity loves sectors that seem sleepy
but  contain hidden value. Industrial
distributors, maintenance services, scientific
suppliers — not cocktail party businesses, but
capital-rich opportunities for sharp operators.

PE firms bring more than capital:

* Relentless focus on margin expansion.

* Discipline in operational efficiency.

» Tech adoption not for vanity, but velocity.

* Turning marginal gains into exponential
returns.

In short, they play Moneyball.

Our scientific equipment case study proves this
in action:

* Service contracts trumped one-off sales.

* Predictive maintenance created stickier
customers.

* Revenues jumped 40%, customer lifecycles

extended by 18 months.
RMW
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For founder-led and mid-market
businesses:

“PE treat it like a financial model.
And when you speak that language
—show cost, show time, show return
—then it becomes easier. It’s not like
marketing projects where people
just kind of nod and hope for the
best. With the right metrics, we’ve
seen PE clients invest in retention
marketing, ERP alignment, even
Klaviyo activations. It’s just about
speaking CFO, not CMO.”

- Ethan Griffin, Groove Commerce

Even without PE backing, you can adopt the
mindset:

* Treat every inefficiency as hidden value.

* Use capital to fund automation and lifecycle
models.

* Build resilience first; trophies come later.

If you are in the PE orbit?

Good news: Moneyball isn’t just compatible with
PE expectations — it's designed for them.

Private equity isn’t distorting the game. It's
helping the underdogs win it.

The Rise of
Private Equity in
B2B eCommerce

2021-2025 Timeline, Dynamics,
Risks, Rewards & Future Outlook

Four-Year Timeline: The Acceleration
of PE in B2B eCommerce

Pandemic aftermath triggers B2B digitization at
scale. - VC & PE attention largely on DTC
brands and SaaS platforms. - Early signals:
Thrasio-style aggregators testing B2B models
(failed or pivoted). - Shopify B2B release in
beta. - Market size: Global B2B ecommerce
worth ~$7.35T (Statista).

- Supply chain disruptions expose fragility of
legacy B2B systems. - Increase in PE interest in
"picks and shovels" tech: ERP, procurement
SaaS, digital wholesalers. - Bain & Co.
highlights B2B digital transformation as a $4T+
opportunity. - Big exits in ecommerce enable
PE funds to seek underpriced B2B deals.

- Shopify launches B2B suite (public
commitment). - Amazon Business crosses $35B

in annual GMV.
- Major PE-backed deals in distribution and B2B
SaaS: - Advent International invests in

industrial distributor Rubix. - Insight Partners
and Warburg Pincus back digital marketplaces.-
B2B buyer demographics shift: over 50% of
procurement teams now millennials / Gen Z
(McKinsey).

RMW
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2024 (Current)

- Surge in PE-backed rollups of specialist B2B
platforms and marketplaces (e.g., construction
tech, industrial parts, healthcare supply). -
Marlin Equity Partners increases B2B tech
portfolio. - Growth of industry-specific platforms:
Thomasnet, Faire.com (wholesale retail), Applico
advisory model gains traction. - Estimated
global B2B ecommerce market now >$20T
(Digital Commerce 360). - VC pullback = PE
sees entry point at attractive valuations.

- Continued maturity of B2B marketplaces
drives consolidation. - PE firms look for
operational efficiencies + Al-driven supply chain
gains.- Strategic exits expected via IPO or larger
fund acquisitions.- Potential creation of multi-
vertical B2B aggregators.- Regulatory focus
begins to increase, especially around data
sharing and platform monopolies.

Why Now?

Massive TAM (Total Addressable Market):
B2B ecommerce is projected to exceed $25
trillion globally by 2025. Unlike saturated DTC,
the runway here is enormous.

Digital Maturity of B2B Buyers:

70%+ of B2B decision-makers now prefer self-
service or digital-first purchasing (McKinsey,
2023).

VC Fatigue, PE Optimism:

With VC funding tightening and DTC fatigue
post-pandemic, PE sees value in cash-
generating B2B businesses with repeatable
customer bases.

Fragmented Landscape:

Thousands of specialist distributors,
manufacturers, and niche platforms remain
founder-owned and under-digitised — perfect PE
targets.

Tech Enablers:
Cloud procurement, embedded finance, vertical

CAanC anA AllaAd AarmarnmA AlesnmninAa Ara s b irm A

Potential Rewards for PE

Cash Flow Stability: Recurring orders and
contracts typical in B2B are more reliable than
fickle consumer demand.

High Switching Costs: B2B relationships are
sticky. Once integrated into operations,
suppliers are hard to displace.

Fragmented Roll-up Potential: Opportunity
to create aggregators in sectors like industrial
supplies, healthcare, and construction.

Margin Expansion via Digital Efficiency:
Legacy B2B businesses often run at low digital
penetration. Simple tech overlays can double
EBITDA margins.

Exit Opportunities: IPO, strategic acquisition
(by platforms like Amazon Business, Alibaba),
or resale to larger PE funds.

Risks

Commoditization Pressure: If B2B
ecommerce scales too fast, price wars can
erode margins, especially in undifferentiated
sectors.

Operational Complexity: Complex buying
journeys, integration with ERPs, and custom
pricing models require heavy operational lift.

Talent Scarcity: Lack of ecommerce-native
talent in traditional B2B sectors can slow
digital adoption.

Platform Dependency: Over-reliance on
Amazon Business or Alibaba exposes
companies to margin compression and control
risks.

Macroeconomic Cycles: B2B is sensitive to
economic cycles — industrial slowdowns hit
order volumes hard.

RMW
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Recommendations: Protecting B2B PE
Investment Future

Prioritize Platform Independence: Invest in
direct digital channels, owned data, and multi-
platform presence to avoid single point
dependency.

Operational Professionalization: Deploy
robust post-acquisition integration plans. Focus
on ERP upgrades, inventory transparency, and
customer data hygiene.

Ecommerce Talent Development: Build in-
house ecommerce and performance marketing
teams within B2B operations early.

Long-term View of Innovation: Leverage
generative Al, predictive analytics, and
embedded finance to stay ahead of
commoditization risks.

ESG and Regulation Preparedness: Position
for regulatory compliance around emissions
tracking, ethical sourcing, and data privacy,
which will only increase in B2B.

The Demographic Divide: Numbers at a
Glance

Generation

Role Today in B2B Procurement

Generational Risk
iIn B2B
eCommerce

Why Demographics Could Pose the
Hidden Risk in the Digital
Acceleration of B2B

Even though B2B eCommerce is enjoying rapid
growth and increasing private equity attention,
a less visible structural risk exists: the
generational gap between decision-makers and
digital-native buyers.

This demographic misalignment creates a
fragile environment for digital transformation
and commercial sustainability, especially as
legacy leaders exit the workforce.

Digital Comfort Level

(1946-1964) leads (declining fast)

(1965-1980) | (~45-50%)

Baby Boomers | ~15-20% of current B2B procurement

Gen X Majority of senior decision-makers today

LOW

Preference for traditional vendor
relationships, offline ordering, manual
processes.

Comfortable with digital, but value
personal relationships and legacy systems.

Millennials Estimated 60-65% of procurement

(1981-1996) research and influencing (Gartner, Expect seamless, self-serve B2B
2024) experiences akin to B2C.

Gen Z Emerging workforce, ~10-15% of VERY HIGH

(1997-2012) decision influencers Native digital expectations. Prioritize

speed, UX, mobile, and ethics.

Key Stat: 74% of Millennial B2B buyers expect a personalised, Amazon-like buying experience. (Forrester, 2023)
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Why This Becomes a Risk

Leadership Lag:

B2B organizational leadership remains
predominantly Gen X / Boomer, often risk-
averse and reliant on established supply chains
and sales networks.

Technology Misalignment:

Legacy decision-makers may underinvest in
digital commerce platforms or view them as
"optional" rather than critical, leaving
companies exposed to competitors.

Cultural Friction:

Younger buyers demand frictionless, digital-first
journeys. Suppliers that lag will see erosion of
trust and relevance.

Succession CIiff:

As older leaders retire (~2030 projection), the
urgency for digital transformation will spike —
but late movers may not catch up in time.

Salesforce Disruption:

Many traditional B2B sales teams are built on
relationships and in-person networks. The
generational shift devalues this, requiring new
skill sets and incentives.

Impact on Private Equity Investment
Thesis

Short-Term:

* Opportunity: Younger buyers accelerating
demand for digital transformation.

* Risk: Leadership resistance slows integration
and limits operational synergies post-
acquisition.

Mid-Term:

Risk of Talent Drain: If digital transformation
isn’t prioritized, Gen Z / Millennial talent will exit
to more modern, agile competitors.

Long-Term:

Exit Risk: PE firms aiming for 3-5 year exits risk
landing in a generational gap — selling firms
with' ‘outdated tech to a market demanding
modern UX.

How to De-Risk: Recommendations f
Operators and Investors

@ Inject Digital DNA into Leadership

Bring in ecommerce-native executives and
board advisors early.

@ Mandate Digital as Post-Acquisition
Priority #1

Make digital infrastructure a non-negotiable

integration focus in PE playbooks.

@ cross-Generational Talent Strategy

Build teams that balance industry veterans with
digital-native talent, encouraging knowledge
exchange

@ Customer Journey Re-engineering

Redesign B2B buying journeys to match
Millennial and Gen Z expectations — self-
service, mobile-first, transparent pricing.

@ salesforce Re-skilling

Retrain legacy sales teams to operate as digital
consultants, not order takers.

The Final Inning: From Underdog to
Architect of the Game

Billy Beane’s story doesn't end with a
championship ring — not immediately, at least.
What it created was something arguably more
powerful: a generational shift in how the game
is played.

At first, the Moneyball method was ridiculed.
But over time, it wasn't just the Oakland A’s
who adopted it. The Red Sox, long considered
part of the baseball aristocracy, studied the
system, applied its principles, and won their
first World Series in 86 years in 2004. Soccer
clubs across Europe — from Brentford FC to FC
Midtjylland — have embraced data over dogma,
turning modest budgets into league promotions.
In the NBA, franchises like the Houston Rockets
used data analytics to rebuild their roster
strategies entirely, favoring three-point shots
and pace over st;rgog\r/der alone.
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There’'s a lesson here for B2B commerce and
private equity alike: transformation is rarely
instant.

It compounds. Quietly. Steadily. Until
it suddenly looks like inevitability.

The parallels are clear:

* Baseball had its traditional scouts. B2B has its
legacy sales reps.

* Baseball had its obsession with batting
averages. B2B obsesses over catalogue depth
instead of customer lifecycle value.

* Baseball’'s big spenders chased home runs.
B2B often chases vanity KPIls instead of
operational excellence.

And just like in sport, winning in B2B is not a
one-season play. It is about creating systems
that generate repeatable wins, turning small
marginal gains into scoreboard dominance over
time. For private equity, it's a portfolio
philosophy. For operators, it’s a cultural one.

So, as we close this playbook, let's not ask:

"How do we win this quarter?"

But rather:

‘ "What kind of game are we
building
to win over the next decade?”

Are we building teams that play for quick exits,
or organizations built to outlast economic
cycles, generational shifts, and platform
dependencies?

Are we following the old playbook of acquisition
and scale at all costs, or designing smarter,
more resilient playbooks tailored to the modern
B2B buyer?

Are we comfortable waiting for transformation
to "happen to us," or will we architect it
deliberately, as the architects of a new game?

Because in B2B’s forgotten categories, success
won’t come from flashy tactics. It will come
from the quiet confidence of a team that knows
their numbers, knows their strengths, and plays
their own game — relentlessly.

This is your Moneyball moment.

Now, step up to the plate.
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