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 wide range of products.
¢ methods employed in typical market evaluations of
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' givea most valuable irfflex for the consumptlon of a
Many of the factors and

‘this kind have been. published and furnish ‘a clue
for such evaluations for individual products. In
addition’ various periodical publishers havé furnished

most valuable material regarding ecoromic data,

purchasing | power, - standards of - living, - etc., of
coqhties~ and important cities and of. the trading areas
dominated by recognized trading centers.

THe valde of these market evaluations is that they
furnish a standard to be used in con;unctton with past
sales records-and other mformatlon in the perfecting
of budgets| and quotas for a -business. The word
“standard” |is used advisedly to describe auseful
tool which 'hané,;es slowly and is based upon uniform
treatment pf economic data without the injection
of opinion
experience and judgment may have played some part
in the selection of the data to be treated.. The mar-
ket evaluation is a proved tool; it has passed from
theory into|accepted practice.

Research| has paid big dlv:dends in the ﬁel(l of
product andlysis. Many a moribund product has been
‘given new |[life by study which has introduced new
mer'chaudlsmg factors to win public favor. A m(’)Z(
‘ification’ of| design, a new finish or an improved
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" first functional recognition.

n the treatment itself, although intuition, .

_container mjay multiply sales. So,;too, research has
opened new| ‘markets by developing new uses.

- produced startling economies by: simplifying and
standardizing 'p"roducts—or sometimes by diversify-
ing by the|addition of by-préducts or complemen-
tary prodicts to stabilize production, prevent
wastes or lessen the market risk.

o It is the research group to which the manufacturer
turns for light upon proper price determinations,

brand protection, or, forewarning of competitive "

activities.

In order |to make sure that the Tesearch group is .

i kept busy, 1 he asks it.to study the. selection, training
!and operatipn of salesmen the most profitable t

of selling ]Lupment and the elements' of control of
the marketing organization. This group, also, may
find major fasks in. such: problems, as inventory con-
trol and tl?e selection of distribution centers and
methods.

Sales Organization

" The progress of scientific management in produc-

tion has been marked by the recognition of fhnc-
.

It has .
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tional organization and the dévelopment of staff
groups. These developments are now tal\mg place
in marketing. Lo
The simple form of sales organization, still-largely
common, is the military formr with a sales manager
supervising a group of salesmen, and an absente of
any functional or staff workers. ' .
Advertising, as it became more conmon, fog_gd thi
As this division grew,

it ‘broke into sub-functions some of wluch have be-

" come independent functions "in large organizations.

Sales promotion is one sub-function ‘which has thus
grown in importance in many Orgamz'lthl‘ls B

As physical distribution became more. wide-spread,
the charge of finished ‘goods inventories was' given to
sales, and warehousing began to emérge as a sepamte
function. &)

As stocks began to be .scatteréd over. the country‘

in strategic centers, it became necessary to’decentral-
ize the credit work and thus the credit function has
frequently pussed‘ from a division of the major func-
tion of finance to a functional division of marketing.

Most recently of all, a function has emerged which
usually bears the name of merchandising. As yet. no

standardization of this function is visible but in gen-

eral it takes over .those problems of marketing’ which

" have to do specifically with the product and the co-

ordination of the sales and production programs. In
some instances, it has absorbed the function of ware-
housing.

It is never easy to dlstmgmsh between functional
andl staff groups. In marketing a staff group is riow
often found under the title of sales research or com-
mercial research. Its work has been described.

Only rarely is a staff group found in charge of
planning marketing activities. It is in this field that
marketing has most need to borrow from the experi-
ence lof production. The development of science in
marketmg ‘will be halting until the need for planning
anid scheduling is better appreciated.

A staff in charge of records and files is quite com-
. mon but the development of statistical work in staff

form is.not icommon. In many organizations; re-

_ search, statistics and, planning are found in a single

staff group. | )
Occésionally one finds a budgeting staff attached

‘to the marketing organization but usually the bud-

get staff serves the entire organization. Similarly, in
very large enterprises, sales auditing or other staff
divisions appear.
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The word “budget” as i
pearing in published articl
tion among business men.
however, promises to have
tion of scientific. managem
accept- the meaning of bu

Sales E'udgets :

s has no clarity of defini-
Its in¢reasingly wide use,

ent m'marketmg If we
get to be a statement of

predetermined condition orl status at specific periods,

then it nhecessarily - fosters:

research and analysis—

and the attempt to control Ry budgets must foster
the planmnglof the operatxons to reach the pre-

dicted budget condition.
In the marketing funct
tity budget is usually spo

-There are mrany ways -tg
~ment of a sales quota. A

faulty method is to .ma
over a past sales record.
mon method is to establig
expressed by salesmen a
The chief fault of this m|
account of the sales poss
territories.

The real sales . budget n

‘each territory the potént

evaluation), the record o
marketing efforts for the

i
on of business the quan-
en of;as the sales quota.
approach the establish-
A common but extremely
ke an arbitrary advance
Another somewhat com-
h it upon the expectancy
nd the 'supervising staff.
ethod is that it takes no
bilities of the salesmen’s

al business (the market

period, the stage of de-

I
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is how so frequently ap-

an mfluence on the adop-'

ust take into account in

past sales, the planned’

velopment of hoth the territory and the salesman,
the activities ‘and’ advantages of competitors, and
the forecasted business condmons

Expense budgets are more widely employed tlmn

'quantlty budgets.  The usual fadlts with them are
4that they ignore the need for any forecastmg of

conditions"and lack the element of flexibility to
permit adjustment to meet unexpected develop-
ments. They are not designed to dist_inguish be-
tween the fixed charges that the personnel canndt
control and the expenses Jhat should fluctuate with

the attained: volume of business. At least one large

',marketing organization h?.s attamed a high meas-

ure of.control by adoptupg a budget based upon
the accounting method developed by John H.
Willhams.®

Control throiigh budgels has the great virtue—
when well done—of settmg up’ staudards which
permit a large measure oﬁ admlpxstratlve responsl-

bility to fall upon d1vlsmxtal executives, even down _
|

3“A Technique for the Chief E‘(ectltwe " Bulletin of the
Taylor Society, Vol. VII, N Aprll 1922, -+
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to minor ofﬁmals, and thus help to develop mma-
tive, resourcefulness and power of decision. It-is"
a powerful weapon in the development of morale
and the spirit 'of cooperation in’an organization. It
is another example of the result of establishing fair
standards against which. men may measure indi-
vidual achievement and upon which management
may tmore fairly and clearly develop its present ‘
and future executive sta‘ff :
Forecasting is virtually essential in the making -
of budgets. We are beginning to comprehend that
we may 'have business depressions -even though
money is plentiful and interest rates low. Many
an industry can establish a reasonably accuraté:

" forecast. We are able to go even farther than that
-and establish a forecast for the individual establish-

ment. The work is far from perfect, largely due to
gaps in our knowledge of essential basic data, but
some of us have been sufficiently successful to whet"
our-appetites for this highly interesting—and usu-,
ally highly profitable—work.

Sales Operations

Most salesmen’s territeries have been assigned
upon an arbitrary er intuitive basis: The rising
cost of marketing has forced attention to the pos- -
sibility of more scientific assignment of territories. -
In this field the evaluations of consumption and
volume of purchases by distributors have become
an important factor. It helps to determine t\'he‘re
the law of diminishing return will operate against ¢
intensity of effort: With a predetermined cost-
ratio of a salesman’s operating cost, it is simple to
ascertain how .much business must be reasonably
attainable to maintain or lower the cost ratio. .

But this alone does not suffice. With a standard
of obtainable business'in a country or a city, we
can determine how much money we ‘can spend to
obtain it; this immediately leads to aflstudy of
the frequency of call necessary to get the business -
or to retain it'against competition. Ne'irly always
we find that there is business we can get if we are’
willing to forget the.item of a cost standgrd Usu- -«

ally we find that some adjustment between our
_conﬂlctmg desires is essential and that we really

gain a profit by letting our competitors have some
of the busmess in sight.

As we pursue our studies on territorial ,assngm— ’
ments, we find that we can afford to call upon one
town once a week and upon another perhaps only

°




