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rics for plastering and reinforced concrete.

‘A study| of the products showed that they could be

! divided

into two sales divisions, one distributing

through| hardware channels and the other through the

- construd
ments t
ing. In

tion trade. There were other minor depart-
at could npt be classified under either he?.d—
-all there were.about seven hundred producing

machings ‘that had’ t‘o*befl‘kept continually employed.

tific managefnent was gradually installed the

As scie '
potential output *was much increased. To ﬁ}l the
factory |with orders it became imperative to build up

an adeduate’ sales department. K

»The
and he

election of a salesman requires time and care
should nof be employed unless he has been

. under observation for a considerable perio_d: In order
to suceped he must be industrious, intelligent, loyal

and in
fail’ to

bood health. Unless he is industrious t‘he will
P . B .
appreciate -the need of conserving his time,

thereby|increasing the ngn)ber o\f his calls and result-

ing customers.

Unless he is intelligent he willfail -

to modify general instfuctions to fit individual cases.

Unless
league’
cannot
night,

he-is loyal a salesman soon  joins the “‘stove
of knockers.  Unless he has good health he
sleep in a different bed or a sleeping car each
digest a variety of foods and greet the next

* day andl the next customer ‘with a smile.

our school.

pared,

Having selected the men, we were ready to open

A sales manual had been carefully pre-
describing the manufacturiig processes, the

products and the limitations of each group. of ma-
chings.| One day a ‘week was devoted' to 2 discussion

of sell

the men had acquired a fair knowledge of the prod-

. ucts a
that a
made

d were ready for the field, IF is my belief

nd used—is of more importance than a super-

ficial training in selling methods, because the 1at.tcr
¢an be|acquired by means of the case system. of being
turned|down and trying again. ' A salesman can, hm\"-
ever, He warned against such crudities as put?mg his
feet on the buyer’s desk, handing him cheap cigars or,
indulging in familidrities. His personal appearance,

. Qor eve

tion.
while

house.| .
2 hamlmer with the skill of a virtuoso.

his education, may be improved by sugges-
I once saw a piece of constructive sell.ing
vaiting my turn to see the buyer of a jobbing
Ahead of me was a salesman who handled
With a deft

stroke| he drove a common pin into the top of a desk

and t

en, reversing the hammer, extracted the pin as

ng, four days were spent at the factory and *
' the sixth day in quizzes. At the end of five weeks

| knowledge of the company’s products—how .
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‘ if it were a tenpenny nail. The salesman was Fayette

Plumb, and, his skill in handliﬁg_ the tools he was’
selling was a graphic way of showmg'thqb.uyer what
thousands of worknien could accomplish with such a
igh grade hammer. s )
hl'g\’\/egwere next ready to set the individual tasks, or
quotas. These :;v‘ere based on the pos ible consump-
tion in a given territory. When a concern n.1akes more
than one product, the individual quotas for each artv‘m]e
will keep the ‘sglesmau‘selling his proper proportion.
For an untried  article, or one that does notAha\"e a
repeﬁtive sale, the quota is, at best, angapproxu:mh‘on!
but it does put the combined tasks o "all'on a very
definite basis. For instance, one com ‘anys quota of
- $2,000,000 of orders for five months a‘ctuavlly reached
$2,010,000, avariation of one-half of ore \‘p‘er ce_nti
“ The establishment of quotas produces kecner com-
< petition amongs salgsmen if Fl1e com‘parative staﬂndmg
is frequently distributed in. graphic for.m‘ Orders
are more vital to some salesmen if they think of them
in terms of the number of machines or V\‘IOI‘kl'l‘.le‘T} they
are keeping busy. THe reverse point of view is some-
times seen. A salesman, who was home for a day or
so, visited his factory only to ‘be asked by the foreman
why the hell he didn’t get back on the road gnd book
more orders so that the departmeni could keep up
its rate of production and earn a bonus. -
Without a chance to make more than a mere living
a salesman will not develop maximqm‘ efficiency ; fo,\:‘
most men want to know, “What is there in it for .n?e?
The turnover will increase as the more am_bmot}s
men go-jsy::’where. Give a salesman a salary that v&ull
cover his average living. expenses, and a bonus' which
depends upon the profits which he makes for his firm,’
and you will have an aggressive salesman and a con-
tented sales -organization. The successful salesman.
often becomes_an investor in his company’s sta.)ck‘
"Time studies ‘cannot be made of a salesman in the

same sense that time studies can be made of factory "

operatives; but a salesman’s daily report of calls,
orders and prospects furnishes a basis for valuable
suggestions which will improve bis efﬁcxency.. Two
separate investigations mentioned in “Field Tactics’for
Salesmen”2" show that practically three-quarters of a
Salesman’s working day ‘is mon-productive and &?nly
one-quarter of “his time, which is spent in ’selhbng,
making out orders and adjustments, is pr_odu?twe.
Some of my own men, checked with their experience

. ,
2Dartnell Corporation, Chicago.
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and’ found that even less time: was spent in the pres-

ence of the customer. As a résult of these findings'

the men planned their day more carefully. Further
analysis of daily reports will show that a man is not
out enough,’due to too mugch detail work, ill health
or sheer laziness. Or we may find that the ratio
between actual orders and prospects opened is so
small as to indicate poor closing ability, poor ‘selection
of prospects or keen competition. Lost order reports
keep tab on competition and furnish a measure of the
potential business in a territory. .
‘It is important for salesmen who may be many miles
away from headquarters to start out with a list of

prospects, a definite route to follow and exact knowl-

edge of what the factory can deliver. And while
they are away the home office must keep constantly
in ‘touch with them. Scientific methods of distribu-
tion should ‘also include a consideration of the poten-
tial market, of competition and. of price. For ex-
amiple, in the case under consideration, a study was
made of the market for screen cloth in terms of
dwellings and of native white owners. Unfortunately,
price was istablished by the low cost, or intramargin-
al, producer and had no relation to our, costs which
were sbmetimes higher than the prices. The market
for poultry netting had moved westward, which made
it necessary. to take orders at the price set by the low
cost, or intramarginal, producer until a quality article
with a longer margin of profit could be developed.
Wire lath was gradually being displaced by expanded
metal, except for the highest class work, so here the
price was based on a fair cost. Another article

" sold in cogxpetitfon with metal lath was priced a few

cents under that product and afforded a handsome
profit. In the perforated metals department improved
methods of control showed that competitors were oper-
ating on a'\;erage costs. Advantage of this situation

was taken by making a scale of prices which decreased

in proportion as the identical operation was performed
over increasing periods of time. .

From{ﬂle foregoing I Have tried to show you that
sales planning which includes training, task and bonus,
time studies and routing is jtist as necessary as plan-
ning for a factory. Careful sales planning helped one
organization to increase its annual orders from one
thousand t6 four thousand units per- salesman.

In addition to sales planning there must be proper
execution of the plans in order that the daily or

" seasonal orders be commensurate with the production
schedule. It is as important for a sales manager to
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know ihere he stinds each day as it is for an invest-
ment -banker or a department ‘store manager.

Gtanting that the sales manager has put his dis-
tributing machinery in propér alignment, the factory
| my t ‘pro'du_ce god;ds of .unquestioned qpaliiy ,at com-
‘petitive’ prices or no plan of distributiod, however
spectacular, will permanently succeed. fHowever, in
soriie. cases the t\‘\IO'furctions—distribu; ion and pro-
duction—fail to coordindte, even when both-are 'proﬁer-
ly organized, for there are external factors which may
affect the success of a business. . 5
* Many manufacturers who built war-time plants
have not scrapped ‘them,. but have branched into lines
which compete with those of established concerns.
This new competition has reduced profits and de-
moralized some industries for the time being.

In 1910 we exported 45 per cent of all manufac-
tures, 33 per cent of all crude materials and 12’ per
cent. of our foodstuff. The dislocation of *export
trade produced by falling exchange, financial prostra-
tion' of Furopean nations and artificial trade barriers
has increased our domestic competition.

The deflation of 1920-21 reduced pnices,)but wage
scales and transportdtion costs have not been reduced
proportionately. The travelling expenses and salaries
of salesmen, and the cost of advertising of various
forms - have remained.at high levels. As a result
serious consideration has been given to possible. re-
adjustments of marketing methods. Shall I sell from
house  to 'house as the Fuller Brush and Real Silk
Hosiery Companies are doing? Shall I do business
by mail? Shall T eliminate the jobber? These. are
questions which manufacturers are asking—serious
problems for manufacturers who are making articles
which do not have a repetitive sale; and whose cost
at the factory door is frequently but 25 per cent of
.their price to the consumer. .

Despite diatribes against retailer and jobber, they
will continue to exist as long as they perform a legiti-
mate. function in distribution. Many manufacturers
who have cut corners have done so to launch a new
article or overcome the opposition of existing chan-
nels. Beacon Blankets were sold direct to department
stores because of jobber opposition.. It is probable
that the selling cost of such manufacturers is as higfl as
the cost of distribution through the middleman.” Such

manufacturers do control their own destiny more com-"

pletely and, once established, there is no reason for
changing. But for one manufacturer who is dis-
tributing direct to the consumer there are thousands
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