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Effectively Manage Channel Partners  & 
leverage Product Content Syndication to 
Drive 
B2B Commerce acceleration



Speaker profile

Dhruv Mehrotra

Asia eCommerce & ANZ Channel Marketing Leader,
Safety & Industrial Business Group

Over 22 years of experience in Online Media and Digital 
Commerce sector. 

I am leading Asia eCommerce & ANZ Channel Marketing for 3M 
SIBG.

Previously I have worked for organizations like eBay , 
Yahoo!  And Tata Communications in Digital and 
eCommerce Field

Connect with me on : https://www.linkedin.com/in/dhruvmehrotra/ 

https://www.linkedin.com/in/dhruvmehrotra/
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Agenda

1. 3M Channel Management Framework

2. Asia Go to market Model

3. Channel Activation Playbook

4. Deep Dive into Portfolio Readiness & Content Syndication
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3M Global Sales in 2024

$4.93B $7.43B $11B

Safety & 
  Industrial
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Develop channel competencies

Where and When they want to buy

Enable customer centricity in 3M’s top priorities

• Build  Top Performing Sales Models

• Generate demand through division-aligned campaigns

• Expand the use of data-driven analytics (POS, CRM pipeline)

Expand capabilities and replicate  our business model

Continue to Build on a Solid Foundation

Engage the End-User Customer 

Define the Future of Channel

Develop our People

• Align with division priorities and portfolio programs

• Build capabilities behind:  Brand + Digital + 

Commercialization 

• Define high-level customer journeys and key touch points

• Develop channel segmentation strategies
• Build strategic plans with prioritized channel partners
• Refine operational plans to drive execution

• Play to Win

• Create a path to Business Transformation deployment

B2B Acceleration Priorities

80% 
Of SIBG sales

 are Channel Sales
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1. 3M Channel Management Framework

2. Asia Go to market Model

3. Channel Activation Playbook

4. Deep Dive into Portfolio Readiness & Content Syndication
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Channel Management Framework

The 4 Pillars of Superior Channel Management

Pillar # 2.                  
Policies & Processes

Pillar #3:
Program & Support

Partner Agreements 

Launches & 
Communication

POS reports, 
Various Database 

Mgmt 

Channel Training
Product X-Ref

Channel Operations 
 Business Services

Channel
Events

Digital Support and 
Development

Channel Marketing
Divisional Marketing

Pillar #1:                   
Strategy and Organization

Channel Strategy 
and Development

Organizational 
Development   and 

Upskilling

Organizational 
Structure

Partner 
Measurement  

strategic planning

Channel Management
Business Management

‘One 3M Face’  to 
Mgmt, Marketing, 

and Operations

Joint Planning and 
Execution

DSR Incentive 
programs

Pillar #4:                      
Sales & Execution

Channel Specialists
Sales Manager / Reps

Partner Selection, 
Deselection

Merch Plans

Share Gain 
programs & tools

Common System, Process & Tools – SAP ERP, Salesforce.com CRM, HR Systems, Business Services 
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2. Asia Go to market Model

3. Channel Activation Playbook

4. Deep Dive into Portfolio Readiness & Content Syndication
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Retailers / Distributors Marketplaces

Brick & Clicks
Omnichannel

Pure Play

3M ships direct to 
Distributor/Retailer, 
who handles listing & 
selling & fulfillment
Additional costs to consider: 
• Content
• Omnichannel marketing / 

demand generation
• Promotions/price offs
• Etc…

3M  ASIA

1P Seller 
First Party Seller

Pure Play

3P Seller
Third Party Seller

3M ships direct to 
Distributor/Retailer, 
who handles listing & 
selling & fulfillment
Additional costs to consider: 
• Content
• Online marketing / 

demand generation
• Promotions/price offs
• Etc…

3M ships direct to 
marketplace (e.g., 
Amazon), who handles 
selling and fulfillment

3M ships to a distributor 
(current or new), who handles 
3P seller account and logistics 
on the marketplace
• Distributor can sell exclusively 

3M or multiple brands
• 3P seller account can be 3M 

branded or Distributor branded
• 3M may or may not have direct 

relationship with marketplace
• Additional variation, to be 

negotiated with distributor

3M uses a third party 
logistics (3PL) 
partner to handle 
end-user fulfillment
• 3M runs 3PL seller 

account
• 3PL only charges for 

shipping and storage 
fees

Asia Go to Market Model complexity

End User      
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• 3P seller account can be 3M 
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Asia Go to Market Model

End User      

10K+ SKUs 500+ Distributors
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Engagement Process

Preparation

Onboard & Align

Grow & Accelerate

Measure Success & Iterate

Engagement

Asia B2B Digital Channel Activation Playbook

ReadinessOnboarding

Channel Assessment

Category Structure

Product Content

Roles & Responsibilities

SWOT

Marketplace Approach

Product Portfolio

Product Content

Syndication

Supply Chain / Packaging 

Contracts, Terms & Conditions

Sales Plan
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Onboarding Readiness Engagement

Engagement Process Preparation Onboard & Align Grow & Accelerate Measure Success & Iterate

Measure Success 
& Iterate 
Establish KPIs for 
metrics & tracking; 
continuous process 
improvement

Grow 
& Accelerate
Engage in Joint 
Business Planning 
session to plan 
demand generation 
opportunities

Establish 
Functionality
Prove basic 
elements are up 
and running 

Onboard 
& Align
Engage in Joint 
Business Planning to 
ensure baseline 
functionality

Preparation

Introduce strategy & 
engagement plan 
with channel partner

Channel Engagement Process
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Digital Shelf Infinity Model

Source: Gartner
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Do we have it: Internal Dashboard to show real time SKU content 
availability and quality

1
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Did we share it: Salsify Custom/Generic Catalogues
2
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Did they publish it: Digital Shelf Scorecard

3

A. % of Relevant Portfolio Share B. Content Quality Score

C. Shelf Share in Relevant cat. D. Search Share E. First In Search
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Did it Benefit 3M & CP: eCommerce Sales Dashboard

4
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Key Takeaways

• Define & Activate your Go to Market Model : Align processes to the model.

• Collaboration: Choose your partners wisely & work closely with them to tailor 

content & Business Plans to specific audiences.

• Technology Utilization: Implement tools for seamless content distribution & 

Monitoring revenue KPIs.

• Feedback Loop: Gather insights from partners and End users to refine content 

and strategies.



Thanks
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Change Management Approach: 3M Science of Change
Change management and governance will be critical in the success of Channel Transformation, 
countries will address this and develop a change management plan to ensure success within the 
organization.

At 3M, we believe that change management is 
a business process that results in our ability to 
make transitions that achieve the desired end 
state while being on time and within budget. 
This is accomplished by following the 3M 
Science of Change, which is an iterative 
change management process that is focused 
on driving new mindsets and new behaviors.
Once key behaviors to change are identified, 
training is developed and deployed
This process delivers measurable results that 
can be used to sustain long-term success
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