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I. INTRODUGTION

This is a study of wholesszle sppliance sslesmen s=elling
saall electrical applisnces in the greater Boston area., Many books
have been written on the training of salesmen. Much attention has
been given to the subject in various trade journals and magazines.
Nevertheless, there appsars to be a lack of well=-rounded training
programs among whelsaals appliance disiributors in the Boston area,

This study will show that in most distributor organiza-
tions, zglesmen's training consisis primarily of instruetion on
product knowledge and on demonstration methods. As this report un-
folds, it will become apparent that, if salesmsn are to be effec-
tive in their work, a basic well-rounded training program is needed,

A. The Importance of Wholesale Appliance Salesmen

During the past three years sales of small slectrical
applisnces have exceaded one billion dollars annually. This aer-
chandise was sold primarily through wholesale distributor salesmen,
Bxhibit A on page two 1llustrates the significance of small elec-
trical appliance sales at the retail level. #This mass zelling has
made possible mass production -~ the assembly line™,

In the year 1959 the American consumer iz expected to

have more spsndable income than at any time in past history.

#18, p. 34



Bed Coverings

Blenders

Broilers

Gan Openers

Clocks

Coffeemakers

Codker~Fryers

Corn Peppers

Fans

Floor Polishers

Frypan-Skillets

Heaters

Heating Pads

Hotplates

Irons

Mixers, Food

Roasters

Shsrpeners, Knife

Shavers

Toasters, Autanatic

Vacuum Cleaners

Watffle Irons ~ Sand.
Grills

Total Housewares

EXHIBIT A

SALES OF ELECTRICAL HOUSEWARES

#Insignificant - not reported

RETATIL VALUE
1956 1957
58,380,000 § 57,200,000
16,776,000 17,267,000

29,962,000 3

» +*
65,812,000 51,600,000
98,685,000 85,100,000
22,475,000 16,445,000
3,168,000 2,887,000
245,374,000 178,362,000
23,862,500 29,720,000
109,495,000 98,500,000
56,425,000 54,221,000
13,179,000 12,535,000
6,042,000 5,247,000
110,074,500 112,739,000
119,332,500 97,200,000
9,000,000 6,075,000
* 3,859,000
138,600,000 132,667,000
69,6l51.,000 71,062,000
304,377,000 269,140,000
19,551,000 17,855,000
$1,529,211,500 $1,322,684,000

Source: Electrical Merchandising - January, 1959

1958

60,129,000
15,888,000
*

6,013,000
53,000,000
79,590,000

7,576,000

3,121,000

144,033,000
35,525,000
71,062,000
56,830,000
11,994,000

850,000
86,072,000
67,322,500

#

5,591,000
12}, 800,000
60,640,000
283,520,000

15,460,000

$1,193,316,500



Market analysts point out, ™in the year ahead the nation's dispos-
able personal income is expected to reach $327 billion, and the latest
figures show Americans have $260 billion in currency, bank deposits,
-saving and loan shares and U. S. Savings Bonds',

The wholesale aprliance salesman enters into this econonic
picture because through him the American consumer can be stimulated
to buy quantities of electrical applisnces., Through intensive mer-
‘charidising and top~caliber salesmanship the appliance salesman can
help in getting scme of this money back into circulation. The effect
on the economy and generszl standard of living is obvious.

In addition, the wholesale appliance salesman plays an im—
portant part in the introduction and sale of new products, so impor-
tant to our standard of living. It is through him that new and im-
proved appliances find their way into dealers! storesz and into
American homes, In these days of .technical and scientific advance
new products are becoming Increasingly important, During the past
six yesars new products introduced by wholesale sppliance salesmen
have besen responsible for over thirty per cent of total small elec-
trical asppliance sales at the retail level. Exhibit B on page four
lists the new products introduced during the years 1951 -~ 1958 and
graphically illustrates their significance.

The wholesale appliance salesman plays an important part
in the American economy. His importance will grow with our economy,

1t is through his efforts that merchandise moves into our homes, His

* 28, ps. 28



EXHIBIT B
SHARE OF ELECTRIC HOUSEWARES SALES

NEW ITEMS VS STAPLES: 1951 - 1958

Millions of
Dollars $1,201
Mil,
1,200
1,300
1,000 .
.h?ﬁ $876.1
900 Lo Mit,
800 432,33
600 JiLaE
500
Mels)
3bﬁ L gk e i
19 1956 ~ 1957 ' 1958
New Items: Stsples
Broiler~Rotisseries Bed Coverings
Can Cpeners Blenders
Cooker-Fryers Coffee Makers
Cqrn, Poppers Héaters snd Heating Pads
Fryer-Skillets Hotplates
Portahle Mixers Travel and Automatic Irons
Steam Irons Standard Mixers
Window Fans Roasgters
Hassock Fans Shavers
Portable Fans Toasters and Waffle Irons
Roll-About Fans Clocks
Knife Sharpeners Standard Type Fans

Source: Electrical Merchandising - Jamuary, 1959




#alesmanship and merchandising @b ility are "the biggest man-made force
to keep the American economy going™t. It would seem logical that any-
ones involved in such an important undertaking should be adequately

trained for the task,

B. Contents of Training Programs

A common management error is to consider the success or
failure of a salesman a reflection solely of that salesman's ability
and effort. Performance is viewed, therefore, as an entirely personal
contribution by the individusl. The aasumption is made that with un-
tiring effort a salesman will succeed.

A growing body of evidence indicates that training plays a
vital role in the salesman's success or failure. In discussing the
role of the salesmen at the recent New England Sales Management Con-
fereance, Danald H, McGannon, president of the Westinghouse Broad-
caating Company, asserteda*:

One of the most important factors in successful sales

is the preparedness of the salesman. The salesman who

will be most successful in his organization has also

learned something of marketing, advertising, public
relations, research, financing, labor relations, snd

all the other technigues of administration,

According to =z 'sales tralning speclallstitme:

On-~the~job training is built around the development

of the four essentials which make z salesman success-

ful: his attitude, his skills, his knowledge, and
his work habits,

#* 12, p. 3
»# 28, p. 28
e 22, p. 213



Each of thege essential elements of training and development is vital-
ly important. To build up a training progrsa which ignores one or
more of these essentisls is to leave a weak link in the chain of good
training.

Sales training alone is mersly a segment of a complete
training program., Each of the essential elements of a salesman's job
must be studied. The training program must be built arcund these ele~
ments. It must be a program to increase the salesman's knowledge of
many subjects. It must be a program to encourage good work habits,.

It is a program of personality adjustment for an important task.
Sales training is only a part of a well-rounded training programe.

Be Wy Iraining Is Important Now

The importsnce of the wholesaler of conswmer goods in the
present day economy is two-fold. When his business is efficiently
operated he serves not only the manufacturer, whose goods he distrib-
utes, but the retailer, the shopping place for Mr. and Mrs. Conswmer,
Today, however, some manufacturers have attemptsd to weaken or even
eliminate the wholesaler by going direct to dealers, They attempt to
Justify this by accusing the wholesaler of failure to render essential
services to retail outlets "and of being unduly costly for those sgerv-
ices rendered®. In general, it may be said that today, more than sver
before in marketing history, the wholesale distributor is on trial for

* L, p. 16



his very existence. He must justify his existence by rendering thosze
services to manufacturers and retailers alike in =uch a way as to jus-
tify his place in the economic order.

Every student of marketing knows that today the entire mar-
keting structure from the factory to ths retail cutlet is undergoing
& drastic change, Many factories, which formerly sold through whole- '
sale distributors, sare going direct. Wholesale distributors have been
forced to offer outstanding service along with competitive pricing,
The result has been increased costs with. decreased gross margins,

In the past year one of the outstanding distributors in the Boston
area closed its doors. Another leading distributor in the Boston
area, interviewed in Jamary 1959, reported gross margins at 9.6 per
cent of sales in 1958 compared with 13.8 per cent of sales in 1957,
& drop of almost one-thixd#,

The appliance ssalesman plays an important part in the dis-
tributor's struggle for survival. He is the wholesale distributor in
the eyes of the retailer., He represents his company at every call,
The success or failure of a distributor could result from the efforts
of distributor salesmen. The failure to develop and train salesmen
has always been costly. Poor training today could mean the success
or failure of a distributor organization.

*#3L



D, TWhy the Delay

An analysis of the returns from eighteen wholesale appliance
salesmen in the greater Boston area indicates that only three ocut of
eighteen are satisfied with the training received®#, The salesmen gre
aware of this need., Why is there a lack of basic training programs?

One factor contributing to the relative neglect of sales-
men's training is the small size of the average distributor sales
organization. In the survey covering wholesale appliance distributors

the number of salesmen is as follows##:

Bigelow and Dowse Company 30
Milhender Distributors, Inec., 30
Allied Appliance Company 17
I. Alberts Sons 15
John S. Regal & Son, Inc. 10
G. E. Supply Company 8
Graybar Electric Company 6
George H. Wahn Company 5

Westinghouse Supply Company L

Although wholesale distributors. are an essential part of the marketing
structure, when compared with factory work the sales organization is
sma]i. Because of the smallness, most sales managers are unaware of
the training problem. They know their men intimately. They spend
time with their salesmmen in the field. They arrange for factory rep-
resentatives to work with the sglesmen. These trips, together with
sales meetings, appear adequate for a small organization.

Another factor contributing to the relative neglect of
training is the reduced profit margins. Every expense is being ex-
amined. It is difficult for a sales manager under these conditions

»* 36
e 35



to obtain funds for a basic training program.

Still another factor 1s lack of available time. Sales
managers and salesmen are both extremely busy in today's competitive
market, It is not considered good business to take salesmen off the
road during sell'i'ng tige. The sales manager finds it difficult to
formulate and exécute a complete training program.

Laatly, with some distributors the factor contributing to.
the neglect of a training program is that they are not convinced of
the need for-such a program. They are not convinced that the cost
wlll be offset by Increased sales and profits. Management is not con=-
vinced that training will "pay its way". '

oo E. Procedures Used .

The sample of distributors used .in this project is not in-
tended to be representative of all wholesale electric distributore in
the country. Rather, this research deals with wholesale electric dig=
tiibutors in the greater Boston area because of the author's famili=-
arity with these c ompanies., Their proximity makes it convenient to con-
téct them for interviews. In addition, in this project material and in-
formation is discus=zed from the standpoint of small electric household
appliances becsuse of the author's experiences in that field.

Although the listed bibliography was helpful in the prep-
aration of this report, the primary source of material was obtained

from interviews with sales managers and salesmen of distributors.



In addition, the author has spent the lasi twelve years as
a wholeasale saleszman and merchandise manager with the CGeneral Elec-
tric Supply Company, a national wholesale appliance distributor with
Few England headquarters in Boston. In fact, it was because of the
author's experiences in this field that the subject of this report
seemed 20 lwmportant to him, His own lack of training, together with
his observations of other sslesmen, some successful, sowe not, has
mere than once indicated to him the importance of the entire subject
of training.

In one wholessle house alone he has seen five salesmen
dropped due to the change in business conditions during the past two
years. Why were these five men dropped snd eight others retained?
Were these men less enthusiastic or less capable? Surely there was
aome bagic reason why these particular men were removed frem the pay-
roll and eight others retained. It is possible that lack of training

contributed to their dismissal.

10



II. DUTIES CF WHOLESALE SALESMEN

In the old days a salesman was supposed to be able to sell
anything. He used the same selling tactics for all commodities., He
was a famed story teller, and talked in glittering generalities, He
bribed buyers with cigars, dinners and free goods. Sales training
was unheard of.

According to Laird in Practical Sales Psychology*:

I{ was in 1880 that business in general began to
awake to the fact that sslesnmanship could make

the difference between success, mediocrity, and
failure. A new occupation began to grow - the
customer-centered Amerlcan- salesmaker, The day
of the high-pressurs salesmen was dying. He was
being replaced by the customer~centered salesmaker
who marks the birth of a new day in business,

Today high pressure selling has all but disappeared among
distributor salesmen. To be successful a salesman must know his
goods thoroughly and must- know the services they will perform. He
rust lknow his company, its sales and service policies, and he must
be their living embodiment. He must be able to inspire confidence
and secure respect, He cannot sell according to the old standards
and be successful, As Laird stated®:

Selling i= still in the midst of great changes.

The new style is growing out of the awkward sge

and into full stature as a result of market re-

search, consumer analysis, and modern sales

training. It is wise today to use discretion

in choosing a salesman to imitate, and alsc in
choosing what you read about selling,

* 12, p. 34
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Because of the importance of the role of the salesmsn in to-
day's economy, his dutlies have multiplied. Although his prime purpose
is to make sales for the distributor, he must know more than salesman-
ship to be muccessful. He must serve his own compsny and the retaller
in a variety of ways.

Fred J. Borch, vice president for marketing, General Electric

Company, in a recent issue of Home Furnishings Dally, called for the
re-evaluation of the role of the wholesale salesmani:

Persusding & prospect to buy is not the scle func-

tion of a salegman. An alert salesman can and must

make important contributions in the areas of market-

ing research, product planning, service, advertising

and sales promotion, sales forecasting and inventory
control. .

The American Ma.ggg_eme,nt Association, in its recen{ Research
Report Number 2l;, outlined the basic duties of a sslesman as follows#ii
1. Direct Selling Activity
2. Customer Relaticiis ~ maintaining and improving
the company's position with all customers
3. Product Knowledge ‘
i. General Administration - records, credit infor-
mation )
5. Helations with Headquarters - reports
This report outlined in detall the many varied taéska, and
revealed the complexity of the salesman's Job. It pointed out that
each task named involves numerous individual actions, It concluded
with the statement, "Hence the need for a thorough selection and
training progrsm and for efficient supervision if the sales force
iz to live up to the demands made upon it¥»®,

* 26
¢ 20, pp. 15=16
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Robert A. Gopel, in his recent book Managing Salesmen, gave

an excellent cutline of what he considered to be the duties of an ef-

ficient wholesale salesmani:

1.

2.

3.

L.

5.

Sales:

Make regular calls

Make sales pregentations

Handle questions and objections

Check stock or inventeries

Interpret sales points of products to customers
Estimste customers potentizl needs
Emphasize quality

Explain company policies on price, delivery,
and credit

Get the order

Service: )
Report product wesknesses, complaints
Handle adjustments, returns and allowances
Handle requests for credit

Handle specific orders for customers
Analyze local conditions for customer

Territory Management:

Arrange route for best coverage

Balance effort with customer against pobent.ial
Maintain sales portfolioc, samples, kits
Execute contracts and trade acceptances

Sales Promotion:

Develop new prospects and new accounts
Distribute home office litersture, catalegs,
price sheets

Make calls with customers' salesmen

Train customer and persomnel

Present survey reports

Tske part in conventions, fairs, and meetings

Administrative:

Prepare daily or weekly itineraries

Organize field activity for minimum travel and
maximumr calls

Prepare and submit special reports on trends,
competition

* 10, pp. 25-26



S. Administrative: (Continued)
Prepare and submit dajily reports to home office
Collect and submit statistical data requested by
home office
Investigate lost sales and reason for loss
Attend sales meetings
Build a prospect list
Collect overdue accounts; report faulty accounts
Collect credit information

6. Good Will:
Counsel customers on their problema
Maintain loyalty and respect for firm represented
Attend local sales meetings held by customers
Give talks to business groups

npAfter considering the many duties outlined, it becomes clear
that few, if sny, occupations offer a greater diveraity®®, Modern
g8lling requires modern training programs. As Robert S. Wilson, the
former schoolteacher who became sales vice-president of the Goodyear
Tire and Rubber Compsany, observedit:

The professional salesmman is & man who is constantly

studying to improve his efficiency. He is a man who

serves both the company and the customer—— his is a

two-way relationship. The professional knows more

about his fisld than the average person. That is why

the recognized professions require long periods of

training before one is allowed to practice. The rec—

ognized professions also require continuous and never-

ending learning and studying. Modern sales training

is heading salesmsnship toward a mrofessional =status,

Because of the many dutles of today's wholesale salesman, it
appears that a salesman, to be successful, must be trained in more than

galesmanship,

* 12, p. 55
¢ 28, p, 28



III. PERSONALITY REQUIREMENTS OF WHOLESALE SALESMEN

Any analysis of wholesale appliance salesmen would most
likely take into gccount personality requirements or character traits
necessary for successful selling. Many textz outline personality re-
quirements or character traits necessary for successful salesmen.

According to Laird in Practical Sales Psychology, certain character

trsits are necessary for all salesment:

1. Liking for people

2, Love of selling (sales drive)

3. Aggreasiveness with people, but not too much
L. Average or better emotional controel

Mandell, in a survey of one hundred eighty companies on the
use of tests in selecting salesmen, reported the following set of basic
characteristics that companies seek in salesmenitt:

1. Health and ensrgy -~ the man who.will not become
irritable or undspendable because he is fatigued
or in poor heslth.

2. Motivation -~ satisfaction he can obtain from the
job and what kinds of achlevement will meet his
needs for fulfillment of his and his family's
wants,

3. Tempo - characteristic pace at which he lives
and worke must be appropriate to the company's
needs,

4. Emotionsl Maturity - must be dependable and
free from extreme sensitivity - emong others ~
to handle the ssjesman's job because of its
frustrations and the frequent absence of cless
supervision.

3 "12, PPe. T0-T71
#% 20, pp. 21=30

151
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5. Persussiveness - must be able to get pacple,
through discussion, to agree to do something
or change their opinions or behavior.

6, Flexibility - must be able to change his
behavior when the sltuation so requires -
change in pace, change in points emphasized
in sales talk, adaptability to a change in
the product or customer,

7+ Empathy - must understand the other person's
enotional make-up - goes hsnd-in-hand with
flexibility.,

8. Appearance, Dress, and Bearing - must give
impression of maturity, self-confidence and
sincezrity.

9s Mental Abilities - must have intelligence
requirements of the job based on customers
called on and decisions to be made.

10, Speaking AbIlity ~ must be able tc state what
he has to say in terms that are clear to the
listener and in a way that facilitates rather
than hampers listening.

1l. Creativenass and Imagination - must be able
to overcome succesafully the many kinds of
gales situations that hs will meet.

12, Loyzity — must be loyal to his company.

13. Independence = must be a Ylone wolf' rather
than 'team player'!, by.nature.

This study concluded with the suggestion that since it is
hopeless to look for applicants who rank high on all requirements, it
is best to look at the whole man, with his strengths and weaknesses,
and accept or reject on that basis. It pointed out that it is ex-
tremely dangerocus to insist that a person meet minimum standards on
all the qualifications named because this may lead to the hiring of
mediocrities who barely squeeze through on all points but are out-
standing on none, -



Based on recent studies made by the author, through inter-
views of distributor sales managers, it is evident that distributors in
the greater Boston area rely primarily upon personal interviews for the
salection of wholesale salesmen. Current texts on selection of sslesmen
question the advisability of using personal interviews exclusively in
the selection process. Studies have been made in an attempt to deter-
mine the sccuracy of such interviews, It was found that interviewers
varied greatly in their estimate of applicants. One such study was made
in 1928 by H., L. Hollingworth. The results of this study, relative to
the relizbility of interviews in the selection of salesmen, are reported
by Bellows in Psychology of Personnel In Businegs and Industry:

In one study, Hollingworth was interested in
checking the extent of agreement between judg-
ments of independent interviewers. After the
interviewers had interviewed a number of appli-
cants for sales positions, by their usual
techniques, the applicants were ranked accord-
ing to the combined judgments of the inter-
viewers. The results are summarized as fol-
lows:

‘Twelve Interviewers' Ranitings of Applicants
For Sales Positions

Appli- INTERVIEWERS
cant 1 2 3 4 &5 6 7 8 ¢ 10 11 12
A 33 L6 & 56 26 32 12 38 23 22 22 9
B 36 50 43 17 51 L7 38 20 38 55 39 9
c 53 10 6 21 16 9 20 2 57 28 1 28

It was found that on® spplicant, rated best by one
interviewer, waz rated by the other interviewers
up to fifty-seventh place out of fifty~seven,
Another was adjudged sixth, with several placing
him twentieth to thirtieth position, and even ones
judgment for fifty-sixth position. Evidently, the
agreement of the interviewers on the same appli=~
cants was none too good.

#* 5, pp. 119-120
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With so much disagreement among interviewsrs, it would seem
to follow that it is unlikely there is much accuracy in selecting em-
ployees who will succeed on the job, based upon this method. It may
be that there are wesknesses in the policy of hiring salesmen based
primarily upon the judgment of individuals. The personal interview,
although of primary importance in persomnel hiring, must be supple-
mented by other methods of evaluation.

The use of psychological tests in selecting, developling, and

evaluating sales personnel has become increasingly important in indus-

try since World War Il. Lawshe, in Principles of Personnel Testing
stated#*, "The recent war years have clearly demonstrated the effec-
tiveness of personnel tests both in industry and in the military
Bervices®, Current texts on psychology in industry emphasize the im—
portence of psycholoéical studies of individual differences. Human
beings differ, They differ in thelr physical atiributes, their sbil-
ities, their tempersments, their interests, and thelr attitudes. Be-
cause they differ in these personality characteristics, they naturally
differ in the ways in which they perform their Jobs. Psychological
studies emphasize the nature and importance of these differences.

It is not the axthor's intention to report in detall on the
use of psychological tests in the selection of salesmen, This field
is go broad that a complete thesis could be written on the subject.
However, the author would like briefly to describe and evaluate the

types of testis in use today, since it appears that such tesis are

*m, pol
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becaming increasingly important in the field of selection of salesmen,
For those who desire to go into this subject more thoroughly, it is
recommended that the bibliography at the end of this thesis be consult~
ed for current texts on the subject of the use of psychological tests
in the selection of sslesmen,

(ne outstanding text, Principles of Peraonnel Testing, by

Lawshe, recommended the following general types of tests for use in
personnel worick:
1. Mental Ability Tests ~ there is a desirable

mental ability range for each job classifi-
cation.

2. Temperament and Personality Tests - while
the term tempersment is not universally de-
fined, it is used hers to denote behavior
tendency, that iz, the tendency of an in-
dividual to behave in characteristic ways.

3. Interest and Preference Tests - interests
and preferences are factorz in vocational
adjustment and job success along with mental
ability and tempersment. Interest tests or
scales gre usually of one or two types:
Either they are scored several times for
different occupations, or the scale is scored
by interest areas or components and each in-
dividual is given a profile.

One most certainly will ask, Mare tests absolutely accurate?®
It appears that from the standpoint of comparison with traditional em-:
ployment methods of interviews, they most probably are more accurate.
Any increase over the inaccuracy of traditionsl methods is desirable,

Laird, in his book The Psychology of Selecting Men, discussed the

* 1, pp. 54=95
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quegtion of how much dependence can be placed on these tests#:

accuracy.

How much dependence should pe placed npon a test in
employing workers? That depends to a large extent
upon how valid the meagure of success used in vali-
dating the test was. It depends, too, upon how high
the test correlated with the criteria of success,
The higher the correlation with success the more de—
pendence c an be pleced upon the test scores in plac-
ing workers,

Psychological tests do not predict job success with complete

The reason for this was pointed out by Dennls in his text,

Current Trends In Industrisl Psychologyx:

Tests are not yet available for such traits as
honesty, loyalty’ intﬁgrit!y, mbition, initia.tive’
motivation, and a host of other qualities which
seem to characterize the successful man at sny
level, These muat still be estimated from other
evidence., We must also remind ourselves repsatedly
that we can jJjudge from the test scores what the man
can do under sppropriate circumstances, but we are
much less confident of what he will do under the
circumstances we have at hand.

The use of psychologlcal tests in sales work is faced with a

difficult problem because of the many types of sales jochas. This prob-

lam was emphasized by Lawshe in Principles.of Personnel Testingiite:

The fact that there appears to be no universal gen—
eral gales type is a significant one in the per-
sonnel testing field., While it is quite likely
that there are job families among ssles jobs as
there are in other cccupational areas, the prac-~
tice of validating jJjobs on each sales situation is
just as essential as is the application of the
principle elsewhere. Mental ability tests may or
may not be useful in a particular sales battery,
and tests of the temperament and interest variety
on the whole are most useful.

#* 13, p. 269
## 6, p. 76
##% 1, pp. 169=-170
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The various quotations from recent téxts on thé subject of
psychologlical tests, as indicated on preceeding pages, indicates the
importance of this subjJect in personnel work. Tests have, in recent
years, become incressingly important in all ph‘g.‘s,es of personnsl work,
more particularly in the selection of employees.

In addition to teats, there are other factors thal are im-
portant in the selection of sslesmen, Bellows, in Psychology of

Personnel In Business snd Industry, called these "non-test predic-

tors'#, He pointed ocut that there are other lmportant factors of job
success that are not covered by tests, and are often overlocked: age,
years of education, number of dependents, and expreased preference for
a job, are some of-these factors. These sometimes can be used with
profit by themselves, or in conjunction with tesis, to increase the
effectivenses of a selection system.

It dppears that psychological tests, therefore, are merely
& part of & complete program for the scientific selectlon of salesmen,
Other measurements, &s outlined above, should be considered in such a
program.

A program for the sciantific selection of salezmen, based on
the various psychological factors involved, was summed up in The Hand-
book of Applied Paychology, and concluded with the following recommen—
dations#:

# 5, p, 159
*## 9, p. 215
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1, A fairly complete application blank which can
be definitely scored for predictive value of
success and failure.

2. An interest analysis which, not only can predict
better than chance success or failure, but also

may prove an opening wedge to an intensive in-
terview.

3. An interview which is cutlined, directed, and

recorded, and which forms a reference for 'future
consideration and sells the job to the individual.

. A combinstion of all of these factors into a

composite whole from which the selection is
made.,

It is apparent, from the preceeding quotations, that much
work iz being done at present in the broad field of industrial psy-
chology. Yet, the field is still in its pioneering stage. Dr. Verne
‘Steward, personnel psychologlist of South Gate, Californigs, stated¥:

I sm sure you will agree that much progress has

been made in improving sales personnel selection

and related jobs in recent years. Perhaps we can

sgree aleo that we-are still in the pioneering

stage of a new field of work and that there are

good grounds for differences of opinion on many

issues,

MIndustrial psychology todsy is an emerging rather than a firmly estab~
lished field". MYet, in view of the recent developments we believe the
time has come when we can expect striking and substantisl advances in
industrial psychologyil**.

How can these psychological studies be applied to the selec-
tion of distributor salesmen? First, it ia important to remember that

* 2, Pp. TO-T1
*» 6, p. 1



each distributor will most likely require certain personality traits
of its omn for its salesmen. These will be based on such factors as
product differences, customer differences, and company differences.
#These differences will detsrmine.....the importance of technical
know=how, the need for a personality which wears well compared with
one which makes a good first impression, the applicability of high-
pressure versus low-bressure methods, and the need for planning time
and strategyw®,

The problem of proper selection of salesmen is not an easy
ocne to solve, Perhaps the logical step would be to try to determine
the most essentlal personality requirements for the sales job, After
that, the use of psychological tests, as outllined in this Chapter,
ghould be investigated, There should be an attempt to "look at the
whole man® as Mandell's study suggests. This should help in deciding
whichk individusl meetsz the requirements for the Job.

Sclentific selection of salesmen should form the ‘basis for
a well-founded training progrem. Proper selection of salesmen means
a training program will not likely be wasted on individuals unfit for

the' j0b because of the lack of basic personality requirements.

3

# 20, pp. 17-18
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IV, STUDY AND EVALUATION OF TRAINING IN THE GREATER BOSTON AREA

This study is concerned with small electrical appliance dis-
tributors in the greater Boston area. Ip this Chapter, specific stud-
ies are made of information received from sales managers and salesmen
of nine distributors in this area.

The author personzlly visited six distributors in the great-
er Boston area, Information from the remasining four distributors was
received through answers to the Questionnaires for Distributors, Ex-
hibit D, page twenty-six. A complete list of distributors surveyed
is indicated in Exhibit C, page twenty-five.

Eighteen distributor salesmen were personzlly interviewed
by the author. Data were recorded on the Questionnaire for Distribu~
tor Salesmen, Exhibit E, page twenty-seven.

In this Chapter a three-step approach will be used. First,
there will be a summary and appraisal of information received from
the Questionnaire for Diatributors. Second, there will be a similar
summary and appraisal of information received from the Questionnaire
for Distributor Saleamen. Third, a summary and evaluvation of the
answers to both Questicnnaires will be made, and conclusions drawn.

From this data, it should be possible to evaluate the
distributor training programs now in effect in the greater Boston

area,

-



EXHIBIT C
DISTRIBUTORS SURVEYED

Distributer

I. Alberts Sons,
373 Washington Street,
Bosten, Mass.

Allied Appliance,
111 Berkley Street,
Boston, Mass,

Bigelew and Dowse Company,
25y Second Avenue,
Néecham Heights, Maas,

(General Eleetric Supply Company,
145 Nerth Beacon Street,
Boston, Mass.

Craybar Electric Company, Ine.,
287 Columbus Avenue,
Boston, Mass.

Milkender Distributors, Inc.,
29T Dorchester Avenue,
Boston, Mass.

Northeastein Distributors,
304 Vassar Street,
Cambridge, Mass.

John 8. Regal and Son,
26 Landsdown Street,
Cambridge, Mass.

George H. Wahn,
101 High Street,
Boston, Mass.

Westinghouse Electric Supply,
95 Brockline Avenus,
Boston, Kasa.
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A. G. Vignean

D. Sloane

D. M. Roun

E. Flaherty

E. L. Milhender

George Cohen

Ho Fo Regal

(no name)

P, H. Healey
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6.
7.

EXHIBIT“D =~ -
QUESTTIONNAIRE FOR DISTRIBUTORS

26
NaMe i TITLE
DISTRIBUTOR DATE
Do you sell small electrical appliances? Yes No

How many wholesile salesmen do you employ?

Do you require certain educationsl backeround for salesment? Hlgh School
College

Do you require any previous experience? If so, what type and length of time?

When placed in a sales position, how are these men trained?

On the Job training By whom?

Salee meetings
Factory visits
Training courses
Sales manusls
Others (explain)

NRNEN

Do all salesmen receive the same bqqiﬂ training? Yes o

Are factory representatives helpful in sales training Yes No

rre—

‘8. Please check the subjects in which your salesmen receive training;

9.
0.
1.
2.

3.

Salesmanship Sales promotion
Product Knowledge Advertising

. Demonstration methods Effective displays
Knowledge of Company Treining of others
Knowledge of Ruyers Route planning
Securing new accounts Basic btusiness procedure
Conducting sales meetings
Consumer buying motives

T
T

No

Do you encoursge formal. training through local schools, colleges? Yes
Do you offer financial aid for such schooling? __ Yes ___No

Do you have & sales menugl for your salésmen? Yes o

Have you ip the lest year revised your training program? ___Yes __ No
Are there any comments you wish to meke sbout sales training programs?

(lse other side of auestionnaire  if necesssry)



EXHIBIT B
QUESTIONNATRE FOR DISTRIBUTOR SAIESMEN

NAME DLTE
DISTRIBUTCR
L. Do you sell small electrical appliasnces? Yes No

2. Approximately how many retail outlets do you call on?
3. What percentage do you feel you are successful with %

t. Types ) (please check):

Hardware Appliance Varilety Store Others

Drug Dept. Store Furniture
Jewelry Chain Store Utility

—

>. When you started on your present job, what training 4id you receive:

Sales Meetings

on the Job Training
Formal treining program
Others (explain)

»» Have your received training in (check)

Salesmanship Sales promotion
Product Knowledge Advertising
Demonstration methods Effective dlsplays
Knowledge of Company Praining of others
Knowledge of Buyers Route planning
Securing new accounts Basic business procedure
Conducting sales meetings

Consumer buying motives

1111
1]

. Did you have any previous sales experience when you Started on your present
Job? Yes No How many years? Years,

es No How? (Explain)

=

b, Do you receive training now?

), Are you satisfied with the training you have received? Yes No

Explain

’e How in your opinion can the training program be Improved?

(Use other side of questionnalre 1T Hecessary)

i —a - Aam L WAL o S i P Y [PES o .
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A. Sumary of Data From Questiomnaire for Distributors

The following is & summary of replies received frem ten

electrical appliance distributors in the greater Boston areat

1. Do You Sell Small Electricsl Appliances

Before obtaining information relative to training programs,
it was necessary that s affirmative anaswer be obtained to this ques~
tion.

Of the ten distributors replying to the questionnaire, nine
reported that they sell small electrical appliances. One distributor
reported in the negative. Therefore, in the follow ng summary the

nine distributors selling amall electrical appliances are included.

2. Number of Wholesale Salesmen Employed

The number of salesmen in the distributor organizations in

this survey range from a high of thirty down to four:

Bigelow and Dowse. Campany 30
Milhender Distributors, Inc. 30
Allied Appliance Company 17
I. Alberts Sons 15
John S. Regal & Son, Inc. 10
G. E. Supply Company 8
Graybar Electric Company 6
George H. Wahn 5
Westinghouse Supply Company L

The number of salesmen employed by a distributor organize~

tion is an important comsideration in the formulation and execution

28



of a training program. It is reasonable to assume that a distributor
with four sglesmen cannot plan as extensive a training program as a
distributor with thirty salesmen. This subject was mentioned on page

eight of this report.

3+ Educational Background Required

Eight distributore indicated that a high school education
was a necessary requirement for s salesman's job. One distributor in-
dicated no specific educaticnal needs for its salesmen,

It is revealing to note that not one distributor required a
collsge education for its salesmen., TYet, this is typiecal, not only
of electrical appliance distributors, but of many other companies, In
a recent study of one hundred eighty compsnlies conducted for the Amer—
ican Management Assoclation by Milton M. Mandell, the following educa-~

tional requirements were reported#:

Number of
Educational Requirements for Sales Applicants Compsnies
Reporting
Complete college education required 52
Partial college education required 31
No college education required 8k

College education prefarred but not required _16
Total companies surveyed 180
AMmost forty=five per cent of the companies reporting in the
Aserican Management Association survey did not require a college edu-

cation for sales applicants.

#* 20, p. 19
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Laird, in Practical Sales Psychology, pointed out.the advan-

tages of a college educatlion for a saleg trainee, howevers:

Although an uneducated person may be sble tc sell,

experience has shown that it 1s easier to train a

college graduste to act like a salesman than it is

to train an cld-«style salesman to act like an edu-

cated persan.

Scholastic requirements need not be rigid. College grades,
according to Laird, are not indicative of the future success of sales
trainees, He statedx:

Records show that graduates who received poor grades

in college become as good salesmen as those who had

high grades. Apparently the significant thing for

success 1& not how good a student the salesman was,

but how long he has been exposed to education.

Distributors in the greater Boston area do not require a
college education for their salesmen., This subject istreated in this

report in Chapter VIII - "Training Aids".

L. Previous Experience Required

The replies to this gquestion indicated considerable diver-

sification in experience requirements for sales spplicants smong dis-

tributors. The distributors reporting listed their requirements thusly:

Ho previous experiesnce required. . . 3
Previous experience helpful but not required 2
One to three years office and warehouse
training required. . . « . . . 2
One to two years sales experience in
related field, . . . . . . .

Replies

ol

#12, p. 12
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Mandell pointed ocut in his survey on the educational re~
quirements for salesmen that "some companies will sccept experience as
& substitute for education™*, We previocusly learned that not one dis-—
tributor required a college aducation for his salesmen. We now learn

that five of these distributors do not require any previous experience.

Two distributors give one to three years of office and warehouse train- °

ing., Two cother distributors require only two years of sales experience
in related fields.

It might be safely assumed from this information, that the
requirements of distributors .in the greater Boszston area for their
salesmen with regard to education and previous experlience are not
rigid, It is evident that this fact places emphasis on the need for
distributor training programs.

I

5. How Are These Men Trained

The replies to this guestion indicated that distributor
salesmen &re being trained in the following mammer:

Seles mestings.
On~the~3ob training
Sales msnuals
Factory visits
Training courses
Warehouse training
Office training

ool S AVIAVIRN , Wo 0N |

It is clear that most training is accomplished through sales meetingsa
and on~the=job training. In interviews with distributor sales managers

* 20, p. 19
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and salesmen, the author learned that sales meetings are used primari-
1y for the presentation of product information., On-the-job training ie
carried on by factory representatives, sgles managers, and other ex-
perienced salesmen. This training is principsally in the field of
salezmanship.
A variety of answers were received to the question, "who
does the actual training®. The following individuals were involved
in distributor training work:
Sales manager
Factory perasonnel
QOther salesmen
Ase't. sales manager
Sales training manager
Warehouse foreman

Merchandise manager
Sales specialists

HHHHHDNE

The advantages of using these various individuals in a broad
training program are discussed in this report in Chapter VIII -~ "Who
Should Do The Training®.

6. Basic Training Received

Question six-asks, -"Do. all salesmen receive the same basic
training?"® All distributors, with the exception of one, replied that
they gave the same training to all salesmen, regardless. of experience,
education, age, or job requirements.

The replies to this question appesr to indicste a serious

weskness in distributor training progrsme. If the training program
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is based on saleamen's needs, all salesmen will not be subjected to
the same training, This subject iz treated in Chapter VI -~ "Basis

for a Training Program'.

7. Factory Repregentatives

Distributors were asked if they consider factory represen-
tatives helpful in sales training, FEight of nine sales managers re-
plied that factory representatives were helpful in sales training.

The author, in personal interviews with six distributor
sales managers, inquired regarding thelr use of factory representa-
tives in sales training work., Distributor szles menagers were cog-
nizant of the fact that one of the principal duties of fazetory rep—
resentatives is the training of sales personnel in the merchandising
of their preducts.

The attitude of sales managers, on the whole, appeared to
be that factory repregentatives are helpful in training work, but that
there are certain drawhacke to their use in the field. First, factery
representatives have a tendency to refer to their own merchandise on
dealer calls, weakening the salesman's presentation. Second, since
they encourage salesmen to call upon accounts interested only in their
partioular product, they upset the distributor sslesman's regular itin—
erary. Third, some dealers, because of their friendship for the dis-
tributor salesmani, will not give an order to = fac-tory representative
in spite of the fact that the distributor salesman is along with him,
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Fourth, no factory representative, said the sales managers, is inter-
ested in calling qn accounts that do not handle his product. This
means that distributor salesmesn waste time when calling with factory
representatives because they skip important accounts. One distributor
sales manager went so far as to call factory representatives a "neces-
sary evil®,

The subject of the use of factory representatives in sales
training work is covered in Chapter VIII - "Msthods of Training®.

8. Subjects in Which Salesmen Receive Training

The replies to this question, in their order of importance,
are as follows:

Product knowledge
Demonstration methods
Knowledge of company
Sales promotion
Business proceedure
Szlesmanship

Knowledge of buyers
Securing new accounts
Advertising .
Training of others
Route planning
Effective displays
Conducting sales meetings
Consumer buying motives

RRWwWEEEFFEFRNONONY

Only five of the above subjects are covered by more than
half of the distributors questiconed. This reveals that distributors
have not included some important subjects in their training programs.
The importance of these subjects is brought ocut in Chapter VII ~

"Contents of the Training Program¥.
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9. Encouragement of Formal Training

More than half of the distributorsz contacted do not encourage
formal training through local schools and colleges. This 1s not sur-
prising when one recalls the results of the American Mansgement Associ-
ation survey of one hundred eighty companies (referred to in this re-
port on page twenty-nine) in which only fifty-two companies required a
college education for their sales applicants.

The author questiocned distributor sales managers who answered
in the nsgative on this question. He learned that some sales managers
believed that salesmen had no time for studies if they were doing their
jobs well. Some sales managers went on to discourage formal training
by asking, "what good is all that theory - experience is what they
need”.

Four distributors, however, do encourage their salesmen to
continua with their studies. From interviews, it appears that the
sales manager has a great deal to do with the amount of encouragement
the formal training recelives, The size of the distributor organization
has 1ittle to do with the subject. This fact is indicated in the fol-
lowing tabulation of the replies:

Saleagmen
Angwery Fmployed

Bigelow snd Dowse Company No 30
I. Alberts Sons No 15
John 8. Regal & Son, Inc. No 10
George H. Wahn No 5
Milhender Distributors, Inc. Yes 30
Allied Appliance Company Ian 17
G. E. Supply Company Yes 8
Graybar Electric Co., Inc. Tes 6

Westinghouse Supply Company Yes L
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¥ote that distributors with only a few salesmen encourage
further scholastic training in schools and colleges.

The subject of further training cutside the company is dis-
cussed in Chapter VIII -~ "Installation of "The Training Program".

10. Financial Aid

Only General Electric Supply Company and Allied Appliance
Company replied that finsncial aid lis offersed to saleamen for further
schooling.

In both cases, financial aid is offered if prior approval is
received for a course Judged to be helpful in the salesman's work in
the company. DBoth distributors require that the salesman receive a
passing grade in the course before the tuition is refunded. Cost of

boeks is borme by the student,

1l, Sales Manual

In the answers to this question seven of the nine distrib-
utors replying reported the use of a sales manual, Unfortunately,
there was some confusion on this question., The meaning of the word
f"gales manual" was not clear.

Sales manuals are discussed in detail in this report in
Chapter VIIT - "Installation of the Training Program". Sales manuals
are defined as %a growping of all information which the salesman should
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possess in order to sell his products®, No distributor sales manager
interviewsd had such a manual for his salesmen. There were sales cat—-
alogs, of course, since these might be considered a necessity for any
szlesman. These contained product illustrations and price sheets. iIn
no case did the author ses a complete sales nianual.

It may be sald that no complets sales manuals a&re in use by

diatributors in the greater Boston area.

12, Revision of Training Programs

Six of the nine distributors questioned reported that they
had not revised their training program in the last year.

This report brings cut the necessity for a continual eval-
uation and revision of the training program in Chapter IX - "Evalu-
ation of the Training Program"., It highlights the fact that marketing
conditions are changing rapidly - that new and improved methods of
distributing products are being plammed. In addition, the importance
of new products in the total sales volume of electric appliances is
1Justrated in Exhibit B, page four,

With these current changes in methods apd products, there
would appear to be a need for at least an annual revision of any
training program. Only two distributors interviewed, currently
review thelr training program at least once a year for necessary

changes.
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13. GComments About Sales Training Programs

The last question gave the ssles manager an opportunity to
offer any comments he might wish to make about sales training programs
in general. Only one comment was received. Douglas Sloane, general
sales manager of Bigelow and Dowse Company, commented as follows:

Most compenles in our field do not give suf-

ficient training in the items listed under

question eight. We find few men today who

will complete an adequate training program

prior to placing them in & territory.

This distributor organization gmploys men for the purpose of
training them for future sales Jobs. Although a high school education
is required, there is no standard requirement regarding previocus ex-
perience. As Mr. Sloane reported to the author:

We employ men as sales trainees who work for

a period of one to three years in our ware-

house, office, and inside sales,

The problem would seem to be one of covering all of the sub-
Jects under question eight, in addition to training these high school
graduates in a period of one to three yesars. Can this be done? Laird,
in his recent book, answered the questionit:

A salesman never graduates. To kesp from

slipping back, he must keep on studying his

field, learning about new products, keeping

tabs on consumer needs and tastes, and polish-

ing his technique for geiting along with cus-
tomers,

* 12, p. 49



It is unfortunate that other distributor sales managers did
not offer written comments regarding sales training. However, the
personal interviews did bring out some of their thoughts on the sub-

Ject, and these are reported throughout the thesis.

B, -Summary of Data From Questionnaire For Distributor Salesmen

The following is a summary of replies received from eighteen

electrical appliance distributor salesmen in the greater Boston area:

1, Do You Sell Small Electrical Appliances

Before obtaining information relative to training programs,
it was necessary that affirmative answers be obtained to this question.

All eipghteen distributor salesmen reported in the affirmative,

2. Number of Retail COutlets

The answers to this question ranged from cne hundred to two
hundred accounts. The greatest number of salesmen, however, called on

approximately one hundred twenty-five accounts:

Number of Number of

Accounts Salesmen
100-12}4 L
125-149 8
150-174 H
175~200 2
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With most distributor salesmen reporting an aversge of one

hundred twenty-five accounts, the necessity for a salesman to plan his

calls is evident. For example, z& salesman with this number of accounts,

sveraging ten calls a day, five days a week, will take almost three

weeks to cover his agsigned accounts. Some accounts will need more

frequent calls. It is only through proper planning of salss cells that

the salesmen will become proficlent in the handling of these accounts.
This subject is discussed in Chapter VII - "Contents of The
Training Program®, Special reference is made to Exhibit G, which il-

lustrates how the average salesman's time is spent,

3. Percentage of Success

Salesmen were asked, ™what per cent of accounts do you feel
you are successful with?" The answers to this question ranged from
forty per cent to seventy-five per cent of accounts called on, in
which the sslesman believed he had met with success.

The most confident salesman of the group reporied he was
successful, on the average, with only three out of four accounts,
This realization on the part of salesmen of their shortcomings, would
seem to indicate their desire for assistance in their sales work.
This assumption is further indicsted by salesmen's comments on train-
ing progrems in general, as reported under questionsnins and ten of

this section of the report.
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4. Types of Dealers

The answers to this question indicate the wide diversifica-
tion of accounts for which distributor salesmen are responsible.
Elghteen replies are summarized herewlith:

Type of §tore Ssleamen

Appliance 18 .
Furniture 18
Jewelry 18
Department Store 15
Hardwars 15
Drug 12
Ttility 9
Chain Store 8
Discount House 8
Variety Store 5

The need for flexibility and empathy with customers on the
part of distributor salesmen is indicated by the replies to this ques-
tion. Studies of buying motives and sales sppeals, based on the needs
of the various types of retail outlets, should be -considered in the
training program. The replies gppear to point out the need for train-
ing of salesmen in many subjects if they are to be respensible for
such-a variety of retail outlets. This subject is covered in Chapter
VII -*"Contents of The Training Program®,

S. Training Received oo

The following answers were received from salesmen relative te
the type of training they recsived when starting on their preasent jobs

in the distributor organization for which they are now working:

L1

[ ———



42

Type of Training Salesmen
Sales maetings 16
On-the-job training 10
None 5

Office training
Tarehouse training
¥isc, product information

e

The replies point to the prevalence of sales meetings and
on~the=3job training programs in distributor organizations throughout
the greater Boston area. Five of eighteen sglesmen reported that they
received no training when commencing thelr sales jobs. It appears that
where training does exist, distributors are relying on sales meetings
and on-the=job training for this function. The use of formsl training
programs does not appear to be prevalent in the greater Boston area

gince no salesman reported receiwving any such training.

6. Subjects in Waich Training Is Received

Salesmen reported receiving training in the following sub-
Jectsz
Subject Salesmen

Product knowledge
Securing new accounts
Knowledge of the company
Demonstration methods
Salesmanship

Conducting ssles meetings
Basic business procedure
Sales promotion

Route planning
Advertising

HF"F"\I'I.UL\J'I.ULO\O\E.)



Three important facts may be gleaned from the above replies,
First, all salesmen received training in product knowledge, probably
through sales meetings and on-the-jeb training. Second, training in
other subjects was recelved by one-third or less of the salesmen,
Third, although sales managers reported giving training in the follow-
ing subjects, salesmen reported receiving no such training:
Distributor Salesmen's

Sub ject Questionnaire Questionnaire
Knowledge of buyers L 0
Training of others L 0
Effective displsays 3 0
Consumer buying motives 2 0

These replies scem to bear out the belief that training in
distributor organizations consists primarily of one or two subjects.
The basic need for training in a variety of subjects is covered in

Chepter VII - “Contents of The Training Program".

T. Previous Sales Expsrience

0f eighteen replies received, only four galesmen reported
having had previocus sales experience befors starting on their present
jobs. The average experience of these salesmen was four years. All
others had no previous males experience. This fact .appears to sub-
stantiate the replies received to qusstion four of the Questionnaire
for Distributors in which distributor ssles managers reported requir-
ing little or no previous experience for sales applicants. It indi-
cates that the average salesman had little, if any, previous experience




when starting on hiszs present job. The lmportance of this subject is
discussed in the anslysis of the replies to the Questionnaire for

Distributors on pages thirty and thirty-one of. this report.

8. ZTraining Received Now

Fifteen salesmen reported that they are now receiving some
training through sales meetings. Five reported on~the-job training.
This asubstsntiates the answers received to question five of the
Questionnaire for Distributor Szlssmen as reported on page forty-two
of this report, in which distributor salesmen reported receiving most
of their training in sales meetings and in field training. Other
methods of training distributor selesmen appear to be neglected in the
greater Boston area. Additional methods of training which may be em~
ployed by distributors are explained in Chapter VIII - "Installation
of The Training Program®.

9+ Satisfaction With Training Received

Only two salesmen reported that they were satisfied with the
training received. The dissatisfaction on the pabt of most s=alesmen
reveals their apparent desire for & more complete tralning progrem in

many subjects.



The comments relative to this question were interesting and
informative. Same of the more pertinant comments are reported here-
with:

Need more help on how, when, and with whom to
"give® for volume. Need help to learn to sell.

Would like to attend company-conducted school.

I believe that there should be a training session

at least once a year, for possibly three days,

and not just on preduct kmowledge.

It is evident from statements such as these that there will

be little necessity for "szelling”™ the sslesmen on a training program.

10. Improvement.of Training Program

This last question gave the salesmen an opportunity to com-
ment on how the training program might be improved. The comments were
varied and interesting. Some of the more important comments are as
follows:

Need much cloger cooperation between by manage-~
ment in all phases of the business.

Need training program.

There should be more initial training with each
new territory taken over from previcus salesmen.
i.e.t personal introductions by previocus salese-
man. This speeds up pleasant relations with the
right pecple and helps the scmetime painful pro-
ceag of changing salesmen, Flrst lmpressions are
extremely important and they are usually improved
by the appearance of a mutual friend.

# This would appear to substantiate the need for training in the secur—
ing of new amccounts. See Chapter VII for a discussion of this subject.
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I believe that it would be difficult to outline a
program for our type of selling, because in a dual
distribution set-up such as ours your selling price
more than anything else is the important factor in
sales.

Need help of my own management in the field with
problem gccounts and problem products.

Need assistance in the field by sales manager.

Need help but not by factory represeritatives,

The author, after personally interviewing the eighteen sales=
men replying to the Questionnaire for Distributer Salesmen, is convinced
that these salesmen are cognizant of the need for complete training in
all phases of their work. These salesmen, he is convinced, desire
further training. The many interesting commentis on this gquestion, as
indicated above, appear to substantiate this conviction. Salesmen are
aware of their training needs.

0. Conclusion= Resulting From Interviews and Questionnaires

After analyzing the answers to the itwo questionnaires and
the results of personal interviews, one comes to two conclusions.
First, it appesrs that there is a lack of planned training among dis-
tributor organizations in the greater Boston area. Second, it appears
that salesmen, more than sales managers, are aware of their need for
training in a variety of subjects. They want a complete training pro-

gram,
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It is not the intention of the author to review the ques-—
tiomnaires agein. The results, as previocusly reported, are fairly
obvious and speak for themselves, The replies indicate that salesmen
are trained either through sales meetings or on-the-job training pro-
grams. It appears that many important subjects are neglected in the
training of distributor salesmen.

Yet, when one analyzes the replies to the salesmen's ques-
tionnaire, one becomes zware of the salesmen's desire for more train-
ing. They are desirous of tralning in subjects other than product
knowledge, Some salesmen's comments actually urge mansgement to help
them in this respect. It must be remembered that this survey indi-
cates the average salesmen started with no previocus sales ‘experience,
He is now responsible for one hundred twenty~five accounts. These
accounts range from small drug and herdware stores to large department
stores and discount houses. It is not difficult to comprehend why an
intelligent, energetic salemman would welcome any tralning which might
help him in his complex Job.

The results of this survey show a lack of complete training
in the greater Boston area., They indicate the need and desire on the
part of wholesals salesmen for such training. It will be the purpose
of this thesis to outline a training program suitsable for wholesale
distributors, large or small. It is hoped that sales managers in
studying the suggested subjects and methods which may be used in a
training program, will-be encouraged to use them. The benefits, al-
though perhaps not immediately apparent, should more than offset the

efforts of installing and maintaining such a program.
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V. THE CASE FOR A TRATNING PROGRAM

A. "Born or Made" Controversy

Tha 0ld belief that sslesmen are born, not made,retains its
vogus with scme sales manasgers today. They believe with conviction
that certain men are endowed with abilities at birth, and that sales
training is a waste of time and money. Other sales executives believe
that in selling, as in many activities, most individuals are success-—
ful because certaln natural gifts have been conditioned and directed
by proper training. "Born" salesmen may develop and exercise their
gifts unconsciously, but the average sslesman must do so knowingly and
preferably with guidance. As Thorpe sald#:

A salesman is made, not born. A salesmen may be

born with many of the qualities that make him a

good salesman: a liking for people, a natural

effervescence, a2 competitive splirit, a persuasive

tongue. But if 8 man should be born with all

these qualities, he still would have to learn his

trade before he could become a salesman,

Good salesmanship does not come about by charfce, but by
training in the knowledge, skills, attitudes and habits required by

the job. Eastman, in Psychology of Salesmanship, had this to say

sbout the necessity for trainingw:

The srt of selling may be acquired by blind imi-
tation of other's methods of selling and by more
or less haphazard methods of trisl and error. The

* 18, P+ h9
# 7, pe 12



methoda that succeed are adopted, without know-
ing why they fail or succeed. Such a process

of acquiring knowledge and skill lacks the guid-

ing light of intelligence. Even when one has

gained practicsal success by this method, he dces

not know why one attempt succesded and the other

failed,

(ne -migh't. say, after reading the gbove statement from a stu-
dent of salesmanship, that the old idea, Yexperience is the best teach-
er" is no loriger held by training specialists. Specialists recognize
that experience ,alcne is both costly and ineffective. They do not
discount the Importance of actual field selling, but they know that
the salezman who is forced to learn only from experience is at a dis-
tinct disadvantage in comparison with one who learns through experience
plus. & planned training program. As Esstman ssid#:

The theory of salesmanship endeavors to bring

into clear consciousness & knowledge of the

‘whats' and the 'hows', the 'whys' and the

'wherefores' of the art of selling., It sims,

not at a theory divorced from practice, but

at a system of general principles which will

furnish helpful guidance to the various prac-

tical activities of the salesman.

Star salesmen are probably born - there are geniuses in all
walke of life - but they are successful because their natural gifts
and gbilities have been trained in the work they are to do. "Industry
no longer completely accepts the myth of the tborn' sslesman, but it
does recognize that the most brilllant training program and advertise
ing campaign will not compensate for inadequacies in the basic ability
of the salesman "%, Certain natural gifts must be developed by proper
training if a salesman is to reach his maximum sccomplishment in his job.

* 7, ps 12
*% 20, p. 9
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B. Ty Training

At one time the salesman's job was to sell the company's
product and little else was expected of him. Today, however, secur-
ing an order marks the beginning of customer interest and does not

insure continuing success, As Robert A. Gopel stated, in his book

Managing Sale smen¥:

If a salesman can be taught to develop further
customer friendship and trust by offering
thoughtful service and assistance, which often
can be done with little time and effort, then
the interests which he has started will develop
into & long and successful businessz relation~
ship.

Williem M. Maxwell, in his book The Training of A Salesman,

written almost fifty years ago, statedst:
Salesmanship is not alone the art of making

people want to buy. It is alsc the art of
making it very difficult for them to resist

buying,

Salesmen must know their productd and how to demonstrate
their merits to prospective buyers. They must be zble to convince
such buyers that their products fill certain needs. They must develop
their territories and be slert to market conditions, through continu=-
ous study and planning. It is clear that salesmen must be better
equipped for these tasks than nature and circumstances have provided.
Training, it might be ssid, iz of vital importance in the work of de-
veloping an effective sales organization.

* 10, p. 51
¢ 16, p, 15
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What are the results of training? Laird reported the results
of a survey made in 1950, which disclosed the effect of training on
earnings of retail saiespeople*: .

Statistics reported to the National Retail Dry

Goods Assoclation show the following average
weekly ssles by various groups of retail sales-

people:
Yeekly ssles

Untraiked, and not tested for

sales ability when employed $200
Selected for sales ability, but

not given sales training 260
Selected and glso trained to get

along with and handie customers 340

It would appear that if such results were obtained through
training retail personnel, similar improvement in sales volume would
be obtained by training wholesale salesmen.

The Handbook of Szles Training, published by the Naticnal

Socisty of Sales Training Executives, goes into detail on the results
of training, Thege are summarized as followswr
1. Increased sales through better selling methods.

2. Reduced selling-costs‘by averaging more sales
per call.

3. Increased individusl earnings resulting from
more salaes,

li. Reduced personnel turnover because of more
successful salesmen.

5. Reduced nsed for supervision, since salesmen
have more interest in their joba.

* 12, p. 50
¢ 22, p. 28
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6. Bstter employee morale through increased
interest in salesmen by management.

7. Elimingtion of misfits by tranaferring
those unable to grasp the training
program to other jobs in the company.

8. Better customer relationships through
more efficient and cepable salesmen.

The results of good training, as outlined above are many.
These resulis, in the final analysis, should lead to more successful
salesmen, Since the success of salesaen has such an effect on the
success of a distributor organization, does it not follew that train-
ing is necessary for the distributor if it is to grow and prosper?
Surely, we can conclude that training should help the distributor
organization to becowe more important to those whom 1t serves, the

manufacturer and the retailer.



VI. BASIS FOR A TRAINING PROGRAM

A, Job Anslysis

An effective sales training program must be tailor-made for
the task it is to sgcomplish, The starting point for any training proe-
gram is a careful anglysis of the job that is to be done. From this a
job description is written, and the sales trainer need no longer guess
28 to what is required of the salesmen, -

Information covering the job analysis is usually based upen
the followlingh:

1., Interviews with salesmen - such a method should
reveal the salesmen's duties,

2, Observation of the selesmen in the field - the
sales manager or, better still, some detached
person should observe various salésmen in

their daily rounds. He should be able to
tell what the salesman does, how he does it,
and when he -does it better than the salésmanj
himself. This should be a great help in writ-
ing the job description.

o3

3+ Interviews with exscutives - they should offer
suggestions as to what they desire the sales-
men to do.

From the job analysis, information is dexrived which will
allow one to write a complete job description, From the job descrip-
tion, it is possible to analysze the qualifications required of sales-

men for each sales job.

# 16, p. 38
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This is a positive method of determining the training needs
for a particular selling task. The job description ls most helpful in
many other wsya in the distributor organization, some of which are as
followsit:

1. Reference for selection of new salesmen.

2. Aid in placement and transfers.

3. Guide for development of individual salesmen.

4. Guide for revising sales jobs.

5. Blues for policy formulation and revision,

6. Source of information for reorganizing the
sales department.

The first step, then, in deciding what the training program
is to cover, 1s to make & complete Job analysis of the galesmen's work,
followed by a Jjob description, From this information the needs of the
salesmen, relative to their jobs, will be disclosed. Training should

be based upon thase needs.

B. Studies of Success.and Failurse

The studies of the causes of success and fallure of salesmsn
who hav:e attempted a selling task may be used to supplement the in-
formation cbtained by the job analysis.

Information relative to the needs of zalesmen may be obtalned
through discussions with experienced, successful salesmen and sales ex~

ecutives. These men, quite frequently, can point out desirable qualifi-

* 22, pp. 38-39



cations necessary for success in a particular selling task. From these
qualifications, as from the job analysis, it is possible to base the
training program on the needs of salesmen,

Another method of obtaining information relative to the needs
of salesmen in a training program, is through an analysis of the causes
of failures. It is possible, after a study of the reasons for failures,
to determine scme of the subjects which should be taught to avoid these
failures, This information mey be obtained through the keeping of
termination records, similar to the sample Separation Report for Sales-
men, BExhibit F, on pages fifty-six and fifty-seven of this report. A
study of these records will reveal with some sccuracy why salesmen quit
their Jjobs or were released. Such informstion shounld furnish a fairly
good index on the reasons for fajilure.

In 8 survey made in 1954 by the American Managemsnt Associa-
tion, the weaknesses most frequently found in salesmen were disclosed
by replies received from cne hundred forty-three companieg:

Number of companies
mentioning in

first place

Poor planning and organization of
time and effort. . . . . . . Lo

Lack of effort, ambition, aggressive-
nesg, stamina, motivation . .. . . 3L

Failure to make sufficient calls, develop
prospects and get new accounts . . . 10

Uncooperative attitude; fallure to get
along with colleagues and custcomers. . 9

* 20, p. 17
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EXHIBIT F

SEPARATION REPORT FOR SALESMEN

Divigion

Territory
Salesman's Name . Manager
Date Employed 19 Selected by Date 19

Interviewerts conclusion — real reason for leaving

I underatand that you are leaving. How long have you werked here?

¥hat are your real reasons for your resignation?

¥hy right now?

Did other reascns contribute?

Do you feel that you are better fitted for another type of work?
What and why?

How do you feel about these factors in your work:
Your initial training

Your field training
Sales meetings

Sales promotien materials

Contacts with your manager

Quality of producta

Compatitive position of products

Pricing and terms

Comparny policies




EXHIBIT F (CONTINUED)

Support by managemsnt

Reports and records

Deliveries

Service

Advertising

Compensation

Expanse allowanchs

Did you like your manager?

Other department heads?

What did your wife and family think of your position?

Your dissatisfactions appsar to come from?

If these could be cleared would you like to continus to work for this

firm?

Other ccoments:

Interviewed by i Date

AHHEHHRHHEEIHEEOHEEMOHHEHBHHEEGHEELUHEHHEHEHNOREHGHOEHEMSHREOROEHE

Source: Gopel, Robert A.: MNanaging Salesmen
Pleuanzville, N. Y., Printers Ink Books, 1955
Pp. 49-50
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Number of compsnlies

mentioning in
first place
Ingufficient study of new products and
applications, and failure to push them 8
Failure to conduct self properly (drink-
ing, excessive enteriaining, general
irresponsibility). . + .« .+ . 7

From studies such as these, and from studies of sales jobs,
certain basic training needs will be disclesed., Time snd money should
not be wasted on subjects which are not necessary in a particular
training program. Each company muet decide for itself what subjects
are applicable to its peculiar needs. Thigs can only be done after
ccapleta and detailed studies ars made,



VII. CONTENTS OF THE TRAINING PROGRAM

Benjamin Disraeli, who for six years was Prime Minister of
England, once sald, "I have obszerved that the most successful man in
any undertaking is the man who has the most information®. Mere knowl-
edge of goods is not sufficient for the wholesale gppliance salesman
of today, though all too few salesmen are well equipped in this direc-
tion. The salesman who is effective must teach the dealer to be &
merchant, He must know how successful dealers achieve quick turnover,
handle accounts, use advertising snd store displays, train ssles per-
sonnel, and assist the retsil merchant throygh his knowledge of mer-
chandising.

Salesmen, &s a group, are always on the alert for new ideas.
They eagerly compare experlences with one another wherever they meet.
As Herbert G. EKenagy said in hie bock The Selection and Training of

Salesment:

Salesmen will welcome training based on actusl

practical experience. The training should not

be based on 'how it ocught to be done', rather

on exactly 'how it is being done successiully

in the field’'.

The contents of a training progrem are determined by the
needs of the salesmen through job analysis. Many subjects may be
helpful in a particular distributor training program for salesmen.
Such subjects are usually ranked in order of importance to the dis-

tributor organization, The most important subjects usually receive

# 11, p. 16
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prior attention. It is possible, however, that when the needs of sales-
men are analyzed, scme minor subjects may need to be considered at once,
and may take precedence over subjects which seemingly are the mors im-
portant ones. In this instance, the minor subjects would make up the
first part of the training program.

The subjects which follow are analyzed in detail. They are
the results of interviews with aales managers and salesmen, snd numer—
ous studies of current literature, After itwelve years of sales exper-
ience, the author believes that sach of these subjects is important to
wholesale appliance salesmen, He suggests that each subject be con-
sidered on the basis of need. Each distributor organisation will base

its program upon the peculiar needs of its own salesmen.

A. Selling Techniques

Selling techniques, or "salesmanship", as the subject is
more commonly known, is an important subject in any training program
for wholessle salesmen., A training course should emphasize the ne-
cesslity for a salesman to study salesmanship. Salesmanship, even in
this age of ma&ss production and mass distribution, i= & personal, man-
to-man proposition,

There are many texts on the subject of salesmanship.

E. K. Strong, in his bock The Psychology of Selling Life Insurance,

suggested that the following points be conslidered in drawing up a

good plan of salesmanshipi:

# 17, pe 13



1. Prospect - to whom am 1 selling?
2. Proposition - what ém I selling?

3. Convictions - what convictions must the
prospect have before he will buy?

L. Impulses - what impulses wust the prospect
have before he will buy? .

5. Appeals - what ideas and incitements must
I present so that the prospect will have
the necessary convictions and impulses
to buy? -
Studies such as these should be helpful in improving the
selling technique of distributor asslesmen. Salesmanship is not the

easiest subject to teach. Tosdal, in his book Intnoduction to Sales

Management, referred to the subject of salesmanship as follows*:

The most difficult portion of the training of

salesmen relatez to the teaching of salesman-

ship, that is, teaching a salesman to use his

knowledge of the product and his knewledge of

the market in such a way as to accomplish the

purpcses for which he was hired,

Yet, it does not seem that the teaching of this subject is
as difficult as Tosdal would have us bélieve. The dramatizing of
saleg technigues snd the relating of actual experiences, make this an
interesting subject to most sslesmen. It is the author's belief,
after an intensive study, that today's malesman wants to learn. He
will welcome instruction in selling techniques, provided this instruc-
tion relates to his own problems and is carried on in an interesting

and constructive manner,

* 19, pp. 287-288
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B. Knowledge of Products

Too much dependence should not be placed on the idea that
the "sirength™ which a manufacturer has put inte his line through
brend name should be easily recognized by the dealer, and that this
will, of 1tself, consumeate a sals., Unless the sslesman knows his
line, the hidden merits of products sre lost. Many retail outlets
still recognize an article by its price, regardless of its actual
quality. It is not every salésman that can surmount this obstacle,
The best salesmen séll through a knowledge of their products and not
price alcne. Charlés H, Fernald saids:

These are reasons why the man who i3 selling

should have thiszs knowledge of the gocds he

sells. It gives him the other essentisle of

success: confidence in his goods, and en-

thusiasm about them., He tells his story with

contaglous enthusgiamm,

With the current expansion of chain stores and large dis-
count houses, and with the increase in larger business units, trained
buyers are more in evidence. Professional buyers msy often ask a
score of embarrassing questions about construction smd use values of
& product if 2 salegman iz inadequately trained.

How much muet the saleaman know sbout the products he is
gelling? Thie is a controversial question among sales msanagers, sas
well az salesmen., Some say, "You can't know too much about the prode
ucta®, whilé others say, "It's a waste of time to get a salesman in-

volved in a discussion of a 'nuts and bolts! story". It would appear

* B, p. L2
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logical to lay down the rule that the salesman should know enough

" about his products to enable him to sell them, He must not only be
able to sell them under ordinary circumstances, but to make that un-
usual sale, which he might otherwlise miss.

It will be wise to offer an cpportunity for ealesmen to ob-
tain adequate product knowledge in-a training course. In analyzing
the needs of & salea ferce, one might ask the following questiona:
Does he know what the product is made of, its ocutstanding features
of material and design? Does he know how to use the product? Does
he know how it compares with competition? Does he know that the par-
ticular product was designed and produced after years of research?
Does he know what the potentisl sales are for the product?

Some sales executives hesitate to give too much product ine
formation, They fear that their salesmen will bore prospects with
technical explanations in which the prospect is not interested. They
fear that the prospect will be bored to the point where the order is
lost, TYet, if the salesman is given product information and is also
taught how to present this information to his prospects briefly,
simply, and interestingly, such information can be used to advantage.
As Hugh E. Agnew stated#:

The salesman ia expected to approach his prospect

with a feeling that he has something definite to

offer, not that he is merely asking for something.

He sghould go with the definite feeling that one

who denies him an interview is losing something of

value, In other words, he has sufficient knowledge
of his product and of conditions in his particular

*1, p. 173



industry so that he can readily meke it worth while
to the buyer to listen to his proposition. He offers
something in an intelligent and forceful way that
will be to the buyer's interest to accept. To make
this an actuslity, the salesman must have confidence
in his goods through complete product knowledgs.

C. Knowledge of the House

No salesman can be brimming over with enthusiasm or full of
ambtition unless he thinks that he is working for the best concern of
its kind in the country. To get that faith, he must know the policies
and principles upon which his company was foundeds, The salesman should
know the history of his company. With this information he will have at
his command & set of facts that will give him confidence in the company
which he represents, in the goods which he sells, and confidence in
himself,

Every concern cperates to provide some economic need. It
mist have been organized for some definite purpose, which was greater
and more noble than just the making of money for its owners., No en-
terprise which fails to supply some need or render a real economic
service can succeed. It is to the advantage of the salesman to know
what the underlying factors were in the founding of his organisation.
There is always some outstanding feature in the founding and develop-
ment of a company which mekes it distinctive or different from the
others, Many reputations have besen built on such & background. The
salesman should find that feature in his company and by all means

capitalize on it.
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A training course, therefore, should give trainees a back-
ground regarding the distributorship for which they work., It is possi-
ble that some salesmen have this background, especially same of the old
timers, and an analysis of the salesmen's needs will decide the neces-
sity for such training. A surprising nmmber of salesmen know very little
ebout the concern which they represent, To allow them to complete thelr
training without gaining thils knowledge would appear to be a sericus
mistake. It breeds the type of salesman who builds up a personal clien-
tele, loyal only to himself, and a clientele which could go with the
nalesman 1f he should take a position elsewhers.

Any comprehensive training course should include a knowledge
of the’ company, of its history, of its accomplishments, and of its
plade in its particular field. The human equation and the human quality
should be stressed. The salesman can then pressnt the company to proa=

pects as a living organization of humen beings ready to serve,

D. Enowledge of Market Conditions and Competition

L

" 7 - The salesman who is posted on his own goods alone i not fit
for intensive selling., There are few prospects who will not ask ques-
tions regarding the comparative merits of competing lines. The sales-
man without this knowledge is like a ship without a sail for, even
though he knows his own product thoroughly, he is unable -to convince a
dealer that he should buy one product in preference to another. The

merits of his proposition may not be found in the product itself, They



ray lie in the comparative value of his proposition over competition in
such fields as asdvertising, terms of sale, or one of many services that
may prove advantsgeous to the particular buyer. A good salesman is not
content to seek only the strong points of his own merchandise, for if
there are any weak pointa, those whom he interviews are sure to find
them and question him concerning them.. No article is made that does
not possess some weakness, The salesman should recognize this fact

and be able to show how the strong points more than counter-balance

the minor wesk ones. A knowledge of competitive products and policies
is essential if the salesmsn is to be convincing.

It appears that the omission of 4raining in relation to mar-
ket conditions ies usually a weak point in distributor organizations.
Trade journals and publications often contain much valuable market in-
formation. An Informed salesman with facts on local market conditions
frequently can offer sound advice and information to his dealers,

The retailer must buy goods that he feels very certain he
can gell, Hie profits depend upon his rate of stock turnover. Pur-
chases cannot be based on mere price. The salssman with a basic knowl-
edge of conditions in the market place and competitive offerings will
be in & position to offer merchandise with conflidence and enthusiasme.
The buyer will have confidence in a well-informed szalesman., He will

gee results in increased turnover and profits.
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E. Basic Knowledge of Buyers

A salesman should study the buyers of his products. He
should know who the buyers are and how to find new ones. A -training
course should provide some basic methods of acquiring this informa-
tion. New salesmen, especially, should have access to the distribu-
torts records of dealers in his territory as a guide to future plams,
Too often the sales manager does not furnish significant data about
customers or classes of prospective huyers.

A knowledge of the types of buyers and prospects will make
it possible for the salesman to arrange his sales presentation accord-
ingly. He must appeal to each class of buyer., More than one appeal
will be necessary. For exsmple, a Jewelry buyer would be interested
in different products and require a different sales sppeal than 2 hard-
ware buyer., The salesman must formulate a different sales presentation
for each of these types of buyers.

A jewelry account, for example, would be interested in such
products as electric shavers, batter quality electric clocks, and some
high quality radios, to mention a few, Samples of these products
ghould be presented so that the guality and appearance of this merchan-
disze can be used as a part of the sales presentation., Most jewelry ac-
counts offer liberal credit terms to retail customers. They require a
high margin of profit. The salesman must coffer products on which the
jeweler can realize a profit margin of from thirty-five to forty-five

per cent, ¥Extra deting is welcomed by Jewelers because of their owm



liberal credit terms.

The sales appesls for a jewelry store cannot be -used for a
hardware store, A hardware atore of any considerable size sellsz many
items in addition to electrical asppliances, This outlet is interested
in traffic items such as toasters, irons, and heaters; i.e, those
small electrical appliances that invite traffic into the store to buy
other merchandise. For this reason many products will sppesl to this
type of outlet despite the fact that the margin rate may be as low as
twenty~five per cent. Price is usually more Important than lengthy
credit terms. The buyer will purchase in rather lerge quantities to
obtain price concessions.

From these rather sketchy examples, it would seem that a
salesman's training should include a study of buyers., Differences
apply to buyers in each type of retail outlet. Fach class is an ime
portant customer for the wholesale appliance distributor. This fact
was substantiated in the replies to the Questionnaire for Distributor
Salesmen, particularly those outlined on page forty-one of this re—

port,

F. Methods of Securing New Accounts

Most distributor salesmen are responsible for a specific
group of customers, These deslers require as much time as salesmen
can afford to give them, ILittle thought is given, therefore, to the

securing of new accounts, Idttle time is spent seeking new outlets
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for the distributor's merchandise. If the salesman does spend scme of
his valuable time securing new accounis, his sales figures are scme-
times adversely affected, since many calls are fruitless at first. The
sales manager, unaware of the fact that this particular salesman is at-
tempting to obtain new accounts, frequently questions the salesman's
performance, Because he is spending time developing new accounts hid
sales figures suffer. His performance does not appear to be more than
mediocre, since the sales menager looks at sales figures, alone. The
salesman, therefore, .is tempted to "go where the orders are", The ur-
gency of today's sales figures weakens his search for future busineas.

It would seem that wholesale salesmen should be encouraged
to secure new accounts, If this is so, then the broad subject of find-
ing proapective customers should be included in a wholesale salesmen's
training program., There are definite ways in which salesmen can be
instructed in the securing of new accounts. Most sales managers visu-
alize, when the subject of locating new dealers is mentioned, the now
outdated method of Ycold canvass", They visualize the salesman look-
ing for prospects by going up one side of the street and down the
other, celling on all stores, large or sm2ll, prosperous or poor, So
long as they are a prospect. If the salesman obtains any orders by
thie method, chances are the .credit department will reject the ma-~
jority of them. The day spent canvassing for dealers would turn out
to be a complete waste of time.

The author is familiar with a successful method for obtain-

ing new.dealers, This method utilizes a good credit manusl, such as



the Reference Book of Dun and Bradstreet - State Edition. This handy

cradit reference book, small enough to carry in onets pocket, lists
dealers by tomms and cities, and classifies them according to type of
store and merchandise handled, giving their credit rating in most
cases, With this information, it 1s possible for z salesman to ob-
tain a good list of prospects by analyzing dealers in each towmm. He
obtains the names of additional dealers and weeds out the bad risks
through credit information. This is one example of a succesaful
method of locating new accounts.

Salesmen can secure a list of prospects by analyzing ship-
ments into their territories, as evidenced by order copies or copies
of invoices. Telephone orders and over-the-counter orders should be
analyzed. These frequently provide names of prospective customers.
Theas records should be made available to salesmen.

The use of direct mail by distributors is becoming increas-
ingly important today. The returns derived therefrom will freguently
offer a 1list of good prospects.

Inquiries resulting from newspaper, radio or television ad-
vertising provide additlonsl prospects. Factories wlill frequently re-
ceive inquiries from dealers and retail customers. These leads, when
turned over to logcal distributors, should be given to salesmen for
follow-up. _

Trade Journals and magazines often furnish leads for sales-
men. Articles about successful dealers in certain areas provide names

of possible customers. Dealer listings on certain products in news-
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papsr adveriisements, represent prospects for similar or compestitive
lines, For exsmple, a newspaper advertisement might list the author-
ized dealers for a specific line of power mowers, It is possible
these dealers will be interested in another line of power mowers in a
different price class. In addition;, this list represents possible
customers for other products which this type of retail outlet might
handle, .Such products as garden supplies, outdoor furniture, ounidoor
grills, power tools, and other similar merchandise for suburban home
omers should be presented to these dealers., Dealers appearing in
such advertisements are usually most deairable becsuse they are pro-
motionally minded,

If a distributor organization is to grow, it vwould seem
logicsl that wholesale salesmen should be encouraged to locate new
dealers., This subject should be made a part of the training program.
Proven methods for the securing of new accounts should be offered to
distributor salesmsn, Salesmen should be encouraged, through instruce
tion and training, to sllocate .a definite part of their time for the
locating of new customers. One new customer per week adds up to fifty
dealers in a year's time finding their way onto the books of a die~
tributor. These dealers could have been lost to competition. A good

training program, it seems, camnot omit this important subject.



72

G. Promoticnal Functions

1A distributor salesman has not done his job until the dealer
has scld the merchandise bought from him and is in z position to re-
order. Dealers do not like to feel that a salesman's sole intereat in
them is in getting merchandise off the distributor's hands, If a dis-
tributor salesman is to be a merchandising counsellor, he must be able
to assist his dealsrs in advertising and other promotional functions
to help move merchandise on to the ultimate consumer,

One important promotional function of distributor salesmen
is the training of retail salespeopls. If these individuals sell the
distributor's preducts, the dealer has to buy., The distributor sales-
man should participate in regular dealer sales meatings. If these
mestings are not being held, he should initiate them and show the
dealer how to carry them on. The salesman should see that sales
clerks possess a basic knowledge of his productis.

Another promotional function of distributor salesmen centers
around the subject of cooperative advertising. Manufacturers, dis-
tributors and dealers share in the cost of newspaper, radic and tele-
vision advertising. Unfortunately, advertising ies a subject which
many wholesale sppliance salesmen shun., This evasivenessa is usually
caused by their lack of training on the subject. The salesman must
be familiar with cooperative advertising plans offered by his company
and by competitors. He should know the various advertising media,

their rates snd their value to his dealers. He should know how to



calculate the cost of an advertisement either on a rate-per-line or
per-inch basis, He ahould know what mats are available and furnish
these to the dealer. He should suggest the use of certain scripts
for radic and television advertisements. When business is good, there
is a tendency for dealers to become callous to promotions. The good
wholesgsale salesman does not allow his dealers to become complacent.
He encourages the dealer to advertise and promote regularly. With
sufficient training, the distributor salesman will not avoid the sub-
ject of advertising. He will learn to use it as a means of merchan-
dising his products through the retail ocutlet into the hands of the
ultimate consunmer,

Another promotional subject which may be discussed in a
training program, is the effective use of meirchandise displays. Dis=
tributor salesmen should constantly urge their dealers to expose cer-
tain merchandise in store windows and on counters. They should fur-
nish window and counter display material and help ingtall these dip-
pPlays in dealera' stores, Effective use of avallable displays should
be encouraged.

Most mamufacturers offer line folders, specificaticn sheets,
and envelope stuffers on their line, The distributor salesman should
mske use of these, Dealers should be urged to employ line folders by
having them available on their counters. Envelope stuffers should be
used in mallings to customers. The sslesman should check periodically
to ascertain that such literature is current and that it promoles pmd-

ucts which are available for delivery,

13



An important promotional function of the distributor sales-
man is that of product demonstration., He should know how to demon-
strate his products to dealer sales personnel and to the retail cus-
tomer. He should be ghle to teach‘ demonstration techniques for each
product to his dealers' salss personnel,

These are the more important promotional functions with
which distributor salesmen should be familiar. This vital subject
should be considered when formulating the curriculum of & training

Program.
H. Use of Time

From the ragults of distributor surveys, it seems spparent
that little is being done to instruct distributor salesmen in the
proper use of their time. This subject, although frequently over-

locked, ie an important one. ILaird, in Practical Sales Psychology,

illustrated *how ths traveling salesmakers' work day is spentn#, He
reported that only fifteen per cent of the salesman's working hours
are gpent in actusl selling time. This is illustrated in Exhibit G,
page seventy-five,

Actually, the problem of use of time appears to be two-
fold, as indicated by two questions John C. Aspley asked of salesmen,
the first of which is as follows¥**:

* 12’ p. 76
= 3, p. 684
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Source:

EXHIBIT G

HOW THE TRAVELING SALESMAKFR'S

WORK DAY IS SPERT

Practical Sales ngchol%g
Hleanor C, Laird. HNew Yor
Cempany, 1952

by Donald A. Leird amd

ik, McGraw Hill Book
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Have you recently made a time study of your work

to see what proportion of your average month is

non-productive? Are you systematically working

to reduce this percentage of non-profitable time,

and increase the percentage of time you spend

face to fact with probable buyers?

The first problem involves the arranging of territories and
the planning of calls 8o that an increasingly greater proportion of
tine is spent in actual selling. This analysis requires that terri-~
tories be assigned to permit the most efficient use of time. Salesmen
should then be trained in the proper analysis and planning of dealer
calls to avold doubling back over territories.

The second problem is aptly inferred from John C, Asplay's
quote¥*:

Are you dissipating too much time on 'fringe!

business? Do you keep a time record to make

sure that you are getting enough business from

each account to repay you for time invested?

This problem indicates the need for a study of dealers to
ascertain the amount of time each dealer warrants, based upon his po-
tential business for the distributor salesman. Some dealers, particu-
larly important ones, may be worth weekly calls, Some small dealers,
on the other hand, are worth only a few calls a year. It is possible
that an ansalysls of dealer potentdal may disclese certain accounts
which are not worth calling upon. In a recent interview with a local
sales manager, the author learned that such & study of this particular

distributor's dealers disclosed that it was economically unsound to

* 3, p. 684
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call on small retail outlets of a particular size, This study of
deglers relative to potential sales, costs, and margin rates, resulted
in the decision that no salssman was to call upon a deazler unless his
potential business was at least two thousand dollars annually. All
other accounts were to be handled through direct mail and by telephone
solicitation.

Salesmen should be trsined to analyze their time to increase-
profitable selling time. They should be instructed in methods of an~
alyzing their degler calls to ascertain that time is spent on worth-
while prospects, not on questionable accounts. Aspley asked of salea-
mem*: "Are you constantly striving to make those hours of selling
more and more productive of signed orders?® It would seem that the

answer to this question lies in the overall subject of *use of time™.

I. Baesic Business Procedure

Before a new salesman goes to work for a distributor, re-
gardless of his background, experience, or success in his field, he
should be thoroughly indoctrinated in the basic business procedure of
his company. He should becoms thoroughly familiar with the methods
and procedures used. e should know and understand the policies of
the company. He should have a general knowledge of credit and col-
lection work so that when calling upon new or marginal accounts, he

will be familiar with this phase of the business. He should know and

* 3, P. 68)4
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understand terms of sale, discount structures, invoice due dates and
transportation policies. He should know how to handle the retwrn of
merchandise and the company policy regarding such returns. He should
know and understand the types of reports required, how and why they
are used, when they are to be submitted, and in what form. He should
know the members of the organization by name and their respensibili-
ties. ’IhQI_; p:"oblema arise he should be able to contact the proper
individuals because of his familiarity with them.

Each distributership is as varied in its businese procedure
as are the individuals working for that distributor. It is important,
especially for new employees, that thoroigh training be received in
the business routines and pclicies of the company. Freguently, much
of this training can be accomplished through the use of sales manuals,
as discussed in Chapter VIII - "Training Aids®,
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VIITI. INSTALLATION OF THE TRAINING PROGRAM

The previous Chapter of this report outlines various sub-
jects which might be considered in a training program for wholesale
distributor salesmen, Each subject must be. considered in ite rela-
tionship to the needs of the salesmen, The needs are determined through
job analysis and other studies, as previocusly explained in this report..

It is entirely possible that a particular training course
will not ineclude all of the subjects outlined heretofore. Perhaps one
or two subjects will be completely excluded. Others may be touched on
briefly. Some may require a great deal of instruction, The needs of
the salesmen and the feasibility of teaching the subjects will likely
be the determining factors as to what will be ‘included in a complete
training program.

Once the subject matter of the training progrsm has beesn de-
cided vpon, planning for the sctual installation of the training pro-
gram can begin, This involves numerous decisions. The question of
how courses should be presented is one procblem that encompasses nmum-
erous minor problems such as location of .classes, when classes should
be held, who should teach, and how much training should be given, All
of these questicns are coverad in this section of the report which
covers the importent step of installing the training progrsm for dis-

tributor salesmen,



A, Methods of Training

1. Formal Training Courses

Numerous firms have found it advantageous and profitable to
establish formal training courses for salesmen. Some maznufactuyrers
offer these courses at the factory, while scme distributors hold such
courses at thelr place of businesns,

An outstanding exsmple of a speclalized formal training
program is one sponsored by the National Association .of Electrical
Distributors. This "Sales Builder" program, developed for electrical
distributors' salesmen, is outlined in Exhibit H, pages eighty-one
through eighty=fcur. It incorporates such methods of instruction as
role playing, phonograph recordings, and flip charts. These methods,
along with others, are discussed in scme detail in this report in
Chapter VIII - "Installation of the Training Program". This particular
courze is an excellent example of a formal training course, developed
for a specific industry. A distributor organization using such a
course will have to adapt 1t to its own particular needs,

Under a formal training course, the most natural step after
deciding on the curriculum, is to set up classes similar to those in
schools or colleges. Trom studies of various texts and cases, and
from personal interviews, the author offers the following suggestions
for consideration in the establishment of formel training courses in

a distributor organization:



AT LAST...
a complete, easy-to-stage

~ SALES
TRAINING
 PROGRAM

FOR ELECTRICAL DISTRIBUTORS' SALESMEN
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-

This 1§ your new SALES BUILDFR 2ropam
oped by professional sales: lrainers under
guidance of the NAED Education Committee anv
produced exclusively for our industry by the
NATIONAL ASSOCIATION OF ELECTRICAL ©f5TRIEL " gis
200 MADISON AVENUE — NEW YORK 17, NEW. YURK
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IT'S DIFFERENT!

This is a far cry from the usval “selling tips” approach. This new SALES
BUILDER course enables you 1o give o your men, in brief conference sessions,
@ complete education in wholesale selling to all markets.

IT'S SPECIFIC!

Months of research and planning, guided by NAED's own Educution Com-
mitlee and carried out by professional sales trainers, have gone into 1h.
course. It deols with your salesmen’s problems, specific to our industry. It
talks their language. it builds otcophd selling methods, using succmfui
salesmen’s experiences as a base.

IT'S DRAMATIC!

IT'S SOUND!

These lively conference-type sessions use audience participation...phono-
graph recordings...sure-fire case histories...to guarantee fast-moving ses-
sions. Everyone gefs into the act. It's impossible for anyone to be bored. Your
solesmen will actually look forward to the pext meeting.

Created for NAED by Porter Henry & Co., Inc., sales training specialisis who
have produced outstandingly successful programs for National Electrice!
Contrattors Association, National Lighting Bureau, Nafional Elecirics!

. Manvufocturers Association, Edison Electric Institute and many others, Theswe

people know how 1o malrlnlnnon want training — and how 1o make then
training stick,

IT'S FOR YOII !

- Whether you have four salesmen of 30, you muﬂly put on fact-filled
SALES BUILDER sessions. Complete instructions for the conference leader.
plus a full kit of materials, assure maximum results with minimum effort,









1, Avolid convential classroom furniture -
small desks, blackboards, or a "teacher's
desk", These make many men feel awkward -
and silly, and there is no need for such “
furniture. <

f
7

2. Saleszen's classwork should not be made un- L
duly formal. They should ba "talked with™,
not "lactured to"., Find out how much they
know before boring them with material which
is too elementsl - remember the curriculum
should be based on the men's needs,

3. Encourage the men totalk freely, eapecially
if they keep within the scope of the lesson.
The best teaching is to get the men, so far
as possible, to teach one another,

“ag,

Li. The case method has been used successfully in
many schools and colleges, and iz recommended
in the treining course. Emphasis should be
on ™hat should be done® rather than "how it
should be done", The cases should be decid-
edly practical.

S. 1f the company has developed a standard sales
presentation, this may be rehearsed. The
instructor, with the aid of students, will
dramatize problems and situgtions,

In discussing this phase of personal training in an inter-
view with a local sales manager, the author learned of an outstand-
ing five-week formal. training course for distributor salesmen being
offered by the Westinghouse Electric Corporatiom. This course, held
at the factory for outstanding distributor salesmen, 1s divided into

four major classifications:

1. Dealer Covarage - distribution and market
analysis,

2., Selling the Dealer - analysis of dealers!
needs.
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3. Dealer Development- - methods of increasing
dealer sales agud profits.

L4. Training Retail Salesmen - product demon-
strations, sales and training methods,

These broad subjects are covered by the Westinghouse Electric
Corporation in a five-meek"s formal training course at the factory.

Such formal courses, either at the factory or in distributorst
headquarters, provide opportunities to train salesmen in many subjects.
Some of these subjects cannot be taught very well by any other method.
Formal courses can be made both interesting and educational. Yet,
such courses require a great deal of planning.

A formal training course requires study to determine the
best curriculum inasmuch as a group of salesmen will be involved in
class work., The sub;ect cannot be too broad, or it will not be effeac-
tive. It must be one of interest to the particular group being trained.

One must be particularly careful when using s general training
course, such as the one previocusly mentioned for electrical distributor
salesmen, The category, "electrical distributor salesmen®, in itself,
covers such a broad field that this course must be adspted to the pe-
culiar needs and interests of a specific group being tralned. It ie
quite evident that electrical distributor salesmen selling large appli-
ances will not require the identical training course that electrical
distributer salesmen who sell small electrical appliances will need.
Both of these groups are compoged of electrical distributor salesmen,
for whom the course was developed. Yet, each group will require a

specific program based upon its peculiar needs and interests.
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From the problems outlined above, 1t is clear that formal
treining programs require a great deal of planning. This planning
should be done far enough in advance so that the subject matter in~

volved, and the technigues of presentation to be used, are sound.

2. Field or Road Training

\

Some distributors give their salesmen field or on-the~job

training only. Others, however, precede field training with a formal
training course, such as previously outlined. Fleld training then be-
comes supervised application of the prir;'ciplea and practices learnsd
in the formal training courses.

The most common method of furnishing field training is to
place inexperienced men under the tutelage of older, more sxperienced
salesmen, The ret::ruits galn a great deal from close observation of
the work of thé older men. The experienced salesman will often allow
the recruit to try some customer himself, giving him constructive sug-
gestions and criticlsms afterward. The advantages of this method are
rather obvious, Both salesmen learn through actual practice. How-
ever, the success of such a method depends upon the abllity of the
older men, not only as a saleasman, but particularly as a teacher and
coach. As Hugh E. Agnew pointed out*:

If the senior salesman is scmething of a teacher

and tskes an interest in developing the new man,
this may work satisfactorily. But if he is not a

* 1, P 173
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type to impart information, if he regards him-

self as & posseasor of some valuable secrets

about the art of selling, he will probably

give the newcomer very litile help. Besides,

any bad habits of salesmen tend to be per-

petuated with this plen,

Not every successful salesman is a successful tescher,
The man who has been a crack salesman for a long period may have
forgotten his difficulties and may lack patience and be completely
out of sympathy with the salesman's problems. Experienced sales-
men, too, &re inclined to dispense with rules and even ridicule the
youngster if he tries to apply methods learned in the training course
at the office. e

Another method of giving field sales training is to have
the sales manager work with salesmen in the field. In so doing, the
sales manager becomes better acquainted with his salesmen and with
dealer attitudes and problems, However, the sales manager should re-
member that his main objective is not to make sales himself, but to
instruct the salesman so as to increase the effectiveneas of those
who look to him for suggeétions and-corrections. Many experienced
sales managers believe it is best to remain in the background where
they can observe and analyze the salesman's performance. They wait
untll after the presentation when they réturn to the salesman's car
to take corrective steps. At this point is held what is commenly

referred to as a "curbstone conference" and suggestions for conducting



iy
a discussion of this type after each sales presentation are as

followsasts:

1. It should be held immediately after each
sales presentation. \

2. It should cover only ore idea at a time.

&
3. It should take the fom{\of suggestion
rather than criticismror ridicule.

4. The suggested method should be correctly
understood by the salesman bsfore leaving
the subject.

-

On-t.he-job training is 'Y(requently accomplished through
the use of manufacturer's representatives, Most manufacturers en-
courage their representatives to work with distributor salesmen.
Usually these men ars only too willing to assist in the training of
salesmen on their particular products. L. H. Brendell had thisz to
say about on-the~job training with factory representativesit:

We encourage our salesmen to make csalls with
manufacturer's representatives. I1If the rep-
resentative is capable and is well informed
about his products, the saleaman can learm a
great deal about selling. This kind of train~
ing is far more effective than any kind of
sales meeting, We offer the follewing sugges-
tions to factory representatives in distribu-
tor work: {1) Schedule in advance -~ three
weeks necessary; (2) Be punctusl; (3) Be help-
ful ad allow the salesmen to promoté other
lines on the calls; {4) Be interesting -
salesmen are inclined to sell producta they
like.

# 11, p. 38
* 30



It is interesting to note that in the replies received from
the Questionnaire for Distributors*, only one out of nine sales manag-
ars interviewed did not believe factory representatives helpful in
sales training work. This speaks well for factory representatives.
The opinion of most sales managers is that the effectiveness of this
training is greatly dependent upon the abilitiez and attitudes of
factory repreasentatives.

The value of on~the-job training is quite apparent. A
salesmen may be inefficient in just one technique of his jeb., It
is not practical to call a sales meeting of the entire sales force
to overcome these particular shorteomings. The answer, then, is
individual training which can be accomplished economically and ef-
ficiently in the field. Most distributors now use some on-the-job

trainitig, This type of training can be made an effective part of =z

complete training program,

3. Sales Meetings

Some companies consider sales meetings as the place for
their training courses. From intsrviews with distributor sales
managers in the Boston area, the amthor leamed that sales meetings
are the most important part of local sales training programs. These
meetings are held primarily to furnish product information to the

gsalesmen, Scmetimes demonstrations on particular products are

* 35
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presented. The use of sales meetings for training purposes appaars to
have both advantages and disadvantages. The principal advantage of
using sales meetings as a place for itraining courses is the saving of
time and money. Periodic meetings of distributor salesmen are a neces-
sity. Saleasmen must be kept regularly informed of product and policy
changes. Rather than attempt to impart this information on an indi-

. vidual basis, szles meetings offer an opportunity to reach the great-
est number in the shortest time. The disadvantage of utilizing szles
meetings for training is that such meetings become too lengthy to zc-
complish thelr purpose. They often become so broad in scope that any
effort made at basic training is usually wasted.

If it is planned to employ #ales meetings as a place for
training, it would seem wise to attempt only one subject at esach meet~
ing., Like a good salesmarn going after an corder, the sales manager
should plan hiz meeting well in advance, ﬁe should not attempt %o
cover %’;o mich. He ashould make certain that his meetings never drift
from the subjects to be covered.

If others are called upon to address the group, they should
be advised of their subject matter far enough in advance for ample
preparation. They should be checked some time before the actual pres-
entation to ascertain that the presentation is desirable,

Added interest may be obtained by having variety in the
presantation of various subjects. The use of films, slides, skits,

demonstrations, speskers and other media are helpful in this respect,
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Sessions should start on time, be short, and should close
on time. One sales manager interviewsd by the author disclosed his
plan for holding such meetings to a definite time schedule. He made

arrangements for an alarm clock to sound when the meeting time was

cver, No matter who was f.alking at the tims, when the ala;m sounded,

the meseting was brought to a swift close, This plan, according to
the sales manager, assured the salesmen they were not attending s
long dramn~out meeting. He was quite emphatic in his praise of a
definite time schedule for sales mesetings. He reported that as a
result, his salesmen participated in the meetings with more inter—
est and enthusiasm than when meetings were continued indefinitely.
It would seen wise, therefere, to arrange a definite time schedule,
sdequate to cover important subject matter, yet not too long to un~
duly lengthen sales meetings.

Sales meetinga are a necessity. They can form an impor-
tant part of a basic training program. They should not, however,
take the place of other more adequate methods of training simply
because they are more convenient or less costly. The tendency to-
day appesars to be one of relying almost completely on sales meet-
ings as the media for instruction and training*. Distributors
should question this development. They should consider .other train-
ing methods which are more suitable for specific subjects. The most

efficient method is ususlly the least costly method.

* 35, 36
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L4+ Role Playing

A method of training that has in recent years been used to
great advantage is that of role playing. Under this method & group
of salesmen meet in conference, and two or more are selected to act
out soms situation which is commonly encountered. For example, the
situation may be that of a dealer who 1s bringing up & sales obstacle
in the form of a price objection., One of the sglesmen is assigned
the role of the dealer and the sscond becomes the salesman. A few
pertinent fucts are decided upon, and then the two, without rehearsel,
act out how the dealer and the salesman would react. As the two act,
the members of the group observe, meke mental notes, and evaluate the
performance. After the drama is completed, others may be selected to
act out the same situation, or the acting thus far may be reviewed,
Sosetimes a recording is made so that the salesmen can review their

own performance. Allan H. Tyler, in The Handbock of. Sales Training,

listed the desirable features of role playing as follows#:

l. The learner learns by doing., He puts what
he has leamed into immediate practice.

2. The trainee assists in training himself,
He can ohserve, sometimes for the first
time, his-own actione in a critical way.

3. Sound recording encourages self development.
Hearing his omn voice seems to have a power-
ful effect on a person.

. There iz a high degree of leaming by obser-
vation. and listening.

* 21
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5. Then a salesman tekes a dealer!s part in a
skit, it gives him a real approach to the
dealer’s position in a difficuli problem.

6. The whole procedure does an excellent job of
improving the salesman's ability to be con-
vineing. The salesman must continually
seck acceptance of his sales talks Jjust as
his job normally requires him to do.

7. Enables management to ssparate those who do
well from those who show little ability.

Today's alm in role playing is to glve the trainees ease in
meeting successfully any unexpected situation in any form of inter—
personal relations where they may be required to carry out a businese
objective. G. R. Stahl stated#:

It affords the candidate a chance to translats

into action the words, motions, situaticns -

and sbove all the thinking — he has leamed in

theory and to do a1l this under conditions where

a mistake will not ruin & business deal. It is

frequently successful in lmproving attitudes as

there are many different approaches to a given

situation.

Role playing can he used in & training program to sdvantage. It helps
to season men so that when they do get into the field, they are not
flustered, but can start to think in an orderly and sales fashion.
Errors in technique are detected before a sale is losat,

The author cannot attempt to go into the technique of em-
ploying role playing in training programs. Many pages could be written
on this subject. In fact, there are many recent texts which present
detailed procedures to be followed in role playing. Some of the out-

standing texts on this subject are listed in the bibliography at the

* 31



end of the thesis. Distributors should learn of the possibilities, at
least, of the use of role playing in their training programs. This
recent development in training methods has definite advsntages in many

well-rounded training programs.

5. Office and Warehouse Training

From interviews with several Boston distributor sales man-
agers, the author learned that in those companies new recruits without
exception are given office or warehouse treining before embarking on a
territorial assignment, These future salesmen receive instruction in
basic business procedure, knowledge of products, and a knowledge of
the house and its personnel, The advantages of such training are many
arnd so obvious they need not be discussed at this point. Howsver,
some trainees become bored after a week or two in the office or ware-
house. They may eventually lose interest to the point where they are
learming littles, if anything, of value., Thia is especlally true if
the trainees receive little or no guidance or supervision,

It is suggested that before any such apprenticeship i=
undertaken, the trainee be made cognizant of his need for this prac-
tical training. He should be informed of the perliod for which he will
be subject to this type of training. He should know that if he applies
himgelf and learns well, at the end of a specified period he will be
allowed to take his place on the road. Some distributors arrange for

experienced salesmen to take the trainee with them occasionally during
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the office and warehouse tralning pericd. This procedure will break
the monotony of such training and will usually impress upon the
trainee the lumportance of the basic training he is receiving.

If the sales recruit is one of the distributor's om per-
sonnel, the length of this time of training will depend upon the,
nseds of the individual invelved, He will, at least, require.gome
time to study past records of the accounts to which he will be asz-
signed, and to plan the coverage of his territory.

Salesmen should receive some basic warehouse and offiie
training. This training should be well planned. It must be based
upon the needs of the gales trainee. It must be well supervised to

be affective. It should have a definite time limit. -

6. Correspondence Courses

Another method of training availeble for distributors is
training by correspondence. Correspondence training, especially for
the older recruite, can becomes a part of the machinery for the con-
tinuous stimulation and inspiration of these men. One advantage of
training by correspondence is that such training can be conducted
with comparatively small expense. Another advantage is that it en-
. ables the salesmen to put the prineciples imparted by it immediately

into practice. The salemman on the road can study a correspondence

lesson when he returns home at night, consider it in the light of his

past experience, and anzwer the review questions usually required.
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He can then go forth in the morning prepared to apply his newly ac-
quired knowledge in the day's work. In this way the salesman obtains
a little knowledge each night. Material is not crammed into his head
in a three or four day formal training program.

Companies employing this method usually devise close checks
to insure that the student iz actually absorbing the material. He is
required tc pass examinations and to make extensive reporis on what he
studies. The student sglesman who studies a correspondence course and
then in his reports and examinations actuslly writes out for his man-~
ager what he has learned, will most likely have an exact knowledge of
the content of hie course.

There are many correspondence courses available for sales-
men. Scme manufacturers issue sales training courses of their omn.
The General Electric Company, for example, recently published a three-
months! training course for distributor salesmen on the 2ale of radios
and television sets, FEach salesman completing the three-months' course
received a certificate of sccomplishment and a smsll gift in the form
of a pen and pencil set. Prizes were awarded to those receiving out~
atanding grades; This course evoked considerable comment from par-
ticipating salesmen. Many points of interest were discussed for months
after the course had been completed. It was felt that this course, in
addition to imparting knowledge on sales principles, had its effest on
the salesmen by making them aware of the necessity for analyzing their

work., It was considered a definite success.
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Distributors aay look inte the possibility of training by
correspordence. Although this type of training is more or less on
theoretical princlples, the theory can be followed up by more prac-
tical instruction in sales meetings and on-the-job training. Based
on the needs of a particular distributor, cdrrespondence courses can

frequently fit into en over—all training program.

7. Stendardized Selling Talk

One of the oldest controversies in the field of selling
centers around the use of so called "standardized® or %canned" sales
talke as a method of training. The opponents of this method think of
it as & method that seeks to prescribe virtually every word the salesg~
man is to spesk in making the sale, and the order in which it is spo-
ken., The proponents of standardized sales talks, on the other hand,
overccme the objections by recommending that the salesman use words
gnd phrases thet are natural to his omm personality rather than & pre-
pared set of words, They propose that the points to be covered, the
order in which they are best presented, and the mamer of their pre-
sentation, all dre carefully detailed. The words will differ in vary-
ing degree, and each man will develop amall modifications, but the
content and approasch will not differ substantially from one salesman

to snother.
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Saul Polisk had this to =ay about =standardized sales talksk:

The inevitable consequence of sound training is the .
development of a standardized or organized sales PSR

b

talk that in all its essentials, if not in actual :,;-“'""" TR

words, is substantlally identical for all the sale,sg-
men of a given company or given sales department, w2 |
If the training progrsm is projected on the basis"'é.f

seeking to arrive at a pooling of the best practiceg — J .7/

and experience of the company's best salesmen and*ﬁ"

all sslesmen are then trained sgainst the resulti 4, -
standards, then obvicusly if the training program is” i“-.__..-"

to be succesaful, it must effect a standard approsch

by all the company's saleamen in their efforts to —

achieve the company's cbjectives. If you accept the

idea that sales training is desirable, then you must
' necessarily accept the stendardized sales telk as de-

sirable,
Proponents of the standardized sales presentation present the follow-
ing arguements. There is only one best way to sell a product - a way
determined by observing the most successful salesmen of the product.
The restlts of these observations assembled in permanent form, con~
stitute standardized sgles presentations. "The plein truth is that
most salesmen consciously or unconsciously use & 'canned! sales talk
anyway®ie®, This is the result: of the salesman's unguided experience,
The fcanned" presentation prepared by the office is a result of the
valuable experience of the best salesmen, sifted, anslyzed, and mold-
ed into a whole by the best and most expert brains in the company,

Each salesman would most likely put his own personality in-

to a standardized sales presentation, just as any actor gives a certain
individual interpretstion. Seme proponents of standardized sales talks

* 16, Pe hOO
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suggest that after the initial presentation has been memorized, the

salesman can then forget it, since the p@ints in the sales arguements
will be remembered, The salesman should then be able to inject his
own personalit& into the sale more effectively becsuse he is not con-
fined to a definite way ;E; saying things. Mere memoriszing is not
enough, they state. The selling talk must.contain the personality
of the salesman, himself,

y Such, briefly, are the advantages of standardized sales
presentations. This method of training can be used by wholesale dis-
tributor salesmen. Sales managers might consider the use of this

method in their basic training program.

B. Location of Tralning Program

Clearly, the location of the training program is dependent
upont the training methods to be used. The various methods previously
discussed in this report are as follows?

l. CGroup training:

(a) Formal training courses

(b) ‘Sales meetings

(c) Role playing

2. Individual training:

(a) Pield or on-the-job training

(b) Office and warehouse training
Group training methods will of necessity be held in meeting rooms,
Theze may be at the factory, in a distributor's headquarters, or at

a local hotel. There are advantages to each of these locaticns.



101

Having an occasional meeting at the factory gives the sales-
men &n opportunity to see the products being manufactured. They receive
first-hand knowledge of products, a knowledge which could not be 8o ad=
equately cbtained in any other location. These meetings provide an oft-
needed change in surroundings for the men. They provide an opportunity
to meet factory personnel and management. They are helpful in boosting
sal esmen's morale, and their confidence in the company. '

Training meetings at the distributor's place of business have
the advantages of convenience and economy. ALl of the necessary prod—
ucts and materials for the sales meeting are usually available., In ad-
dition, the meeting room is at hand, ready for use. No expense will be
involved in the rental of rooms. There will be no problem of hotel res-
ervations which usually are made far in advance of a meeting,

Mach can be said for occasional meetings at a local hotel,

In the first place, nieetings held during the day will be sibject to
fewer interruptions at & hotel than if held at the regular place of
business. Secondly, if factory representatives are to present preducts
at these meetings, it 1s usually more convenient at a hotel hecause of
facilities for storage and for the setiing up of displays. ILuncheon
and ldinner can usually be served more conveniently than at the distrib-
vtor's place of business.

Plans for such meetings should be made well enough in advance
to assure smple accommodations for sall involved. If cooperative funds
are available from manufacturers to offset the cost of formal meetings

at hotels, prior approval of such plans will usually be required.



These factory ceoperative funds frequently cover the major share
of such expenses. They offer a strong arguement in favor of hotel
meetings.

Individual training will, in mosi cases, determine the
location of such training, since the particular subject to be cov-
ertﬂ will have its effect upon the location. On-the-jeb training
wlill be c;rried on in the field; office and warehouse training
will, of necessity, be carried ;;'\a.‘b ths required locations.

The location of the training prograem is arn important
consideration because proper accommodations snd convenience will
contribute to the success of any program. Individusl training
will be carried on in the field; group training, carried em in
a variety of lecationa. Each location should be weighed from the
standpoint of the needs of the individuals involved.in the training

program. The most convenient and acceptable location for the major-

ity should be chosen.

C. Time of Training

Training should be a continuous process. If this ia truse,
then’ there is only one answer to the question of when the training

should be given. In one form or another it should start when the
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salesman is selectad and continue as long as he remains with the com-
pany. Laird stated*:

Today, the salesman who thinks he is done with his train-

ing is done. Training has to be kept up, year after

year, because men tend to become careless, and because

sales situations change as time goms on. As with vita-

mins, steady doses are needed,

In carrying out a continuous training program, various types of train-
ing are involved. Indoctrination or orientation training should be
glven immediately upon hiring the salesman. Scme initial training
nust be given before the salesman can be expected to do even a minimum
job alone in the territory. Periodie or refresher training should be
glven at intervals during his selling career. Continuous training, in
the form of sales meetings and on-the~job training, should bs a matter
of almost dally concemn,

Group training, unlike on-the-job training, should seldom be
carried on during regular working hours., The salesman's time is much
too valuable, actual selling time too short, to call him from his sales
task to a meeting. In discussing this subject with local sales manag-
ers, the author leamed that some distributors have a weekly sales
meeting on Saturday mornings, during the winter months. These meetings
are ascheduled on Friday evenings during the summer, for the convenience
of salesmen. Some distributors schedule their sales meetings during
the evening after working hours; some early in the morning before sell-
ing time. Some meetings are scheduled during actual working hours, .
There does not appear to bs any definite pattern with relation to time

for sales meetings in the greater Boston area.

# 12, p. 48



It is the author's belief, after several years of experience,
that from the salssman's point of view there are two reguirements in
determining the actual time for sales meetings:

l. The time Ehould be most convenient for the

majority of the salesmen involved, based
on business and personal reasons.

2. The schedule for the meetings should be an-
nounced far enough in advance so that plans
can be made by the salesmen to attend with-
out undue inconvenience because of personal
engagements.,

In summary, training should be s continuous process. As
Laird so aptly stated, "a salesman never gradudtes™®. A well-rounded
training program will offer szlesmen opportunities for continuous
atudy. It will encourage salesmen to analyze their work and to im-

prove their techniques continuocusly.

D. Who Should Do the Training

Training programs, conceived and dev"eloped on sound prin-
ciples, can fall short of thelr bright promises if no one individual
in the organization is responsible for the program. If; is evident
that if there is a failure to delegate responsibility, and along with
it the authority to develop & training program, the entire program may
end in failure., It is suggested, therefore, that some one individual

be made responsible for the training program. The question of whom

* 12, p. 49
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this individual should be, presents itself. Msndell, in a research
project for the American Management Association, surveyed a broad group
ochoupanies and found the following individuals responsible for the
selsction and training program in their companyi:

Sales Department:

Sales manager. . e e » L8
Regional, district sales offices .« . 17
Sales personnel department . . . 10
Vice president ~ sales . . . 9
Home and territorial offices together 3
Manager of sales engineering . . 1
No particular sales group or individual
specified . . . .+ .+ . . _33
Total -~ Sales department 121
Personnel Department . . . . . 3l
Persconel and Sales Departments together 15
. oﬂ-lers [ ] - - - [ ] . - z
Companies surveyed 171

It ;hould be noted that in mére than twe-thirds of the companies sur-
veyed, the sales department is responsible for this function.’h The
reason for this is apparent. This department is responsible to man—
agement for the supervision and control of salesmen. The sales super—
visor or sales manager, &s he 1s most frequently called, is the logicsl
individual, therefore, for the assignment of the responsibility for
training the salesmen, He is in a position to translate the potential
valuss of & training progrem into actuval practice. No one else in the

organization is in as favorable a position as he, relative to the sales

forSe, to accomplish this purpose.

* 20, p:. 99
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The sales supervisor, responsible for the training program,
will, of course, call upon others to aasist him. The selection of
those who will do the actusl training will likely depend upon such
factors as: (1) personnel availgble for this task and their quelifi-
cations, and (2) available time for this task from capable salesmen,
supervisors, sales manapgers, factory representatives, and other per-
sonnel, The selection of trainsrs will also be affected by the con-
téents of the training program, i.s., ths subject matter. TFor example,
the following subjects would likely be taught by specialists, as in-

dicated below:

Subject Teacher
1. Enowledge of products Factory representatives,
salesmen
2. Knowledge of the house Distributor operating
manager
' 3. Promotional functions Sales promotion msnager,

advertising agency
L. Basic business procedure Office manager, credit

manager, warehouse

supervisor

5. On-the-job training Salesmen, sales managers,
factory representatives

Many individuals will be brought into the tralning function.
This has definite advantages. Sslesmen will recognize tha authority
with vhich each teacher spesks, since each is a speclalist in hia omn
particular subject. In addition, the variety of speakers will make the

program more interesting.



The question of who should do the training should be answered
by the supervisor of the training program. Be will require many indi-
viduals to carry out effective training methods. The selection of these
individuals should be based upon their qualifications to teach specific
sub;]‘ects. Each distributorshlp should choose indivliduals based upon

the peculiar needs of its omm training progream.

E., How Much Training Should be Given

It is possible for & company to overdo a training program.
Giving the same amount of training to &ll salesmen, regardless of
previous training, experience and background is a waste of time and
effort. One should be cautious to avoid these pitfalls in trainingh:
1. Devoting toco much time to general information
on company background, policy, and thseory,
much of which is of no practical value to the
salesmen.,
2. Davoting too much time to minor technical de-
taila of products which will never be used in
salling.
3. Devoting too much time to involved courses in
szl.es paychology not itied in with practical
sales problems of the men involved.
The amount of training must be decided by the needs of the salesmen
involved in the program. Some salesmen will require detailed training
in the various phases of selling. Others, with years of sales exper—
ience, might be wasting their time on minor details of such training.

Surely a new recruit would require a more complete training program

* 22
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than an experienced salesman. Esch individual salesman's requirements
should determine whether he takes part in a particular section of the
training program. After a job analysis has been completed, it should
ba possible to ¢classify galesmen by subjects, based upon their train-
ing needs.

It is interesting to note that in the replies to the Question-
naire for Distributors, eight of nine distributor sales managers re=-
ported that they give the same training to all salesmer®, From this
information, it seems clear that there is a basic deficlency in local
training programs, If the amount of training is to be based upon the
neads of salesmen, it is evident that with varying degrees of experience
and ability, all salesmen do not require the same zmount of training.

The amount of training salesmen should receive is based on
the needs of the men., Unless each distributor bases its training pro-

gram on this firm foundation, it cannot hope for the desired results,

Fo Training Aids

1. Sales Manuals, The definition of a sales mamual is,

"a grouping of all information which the salesman should possess in
order to sell his products, line or proposition™#t, Broadly, there
are two major cbjectives involved in the devélopment of a sales
manual: (1) to contrive a truly worthy snd helpful tool for'the

* 35
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saleemen; snd (2) to enéburage the salesmen to use it, The effective~
nesg of the ssles matmal is very largely determined by how well the
manual is integrated into the company training program and philosophy.

The sales mamial is highly individual and peculiar to the
specific needs of a distributor organization. OCbviously, the speci-
fying of exactly whalt shall go intc a sdles manual can be done only in
the case of a particular company, and then only when the needa and
conditions of that company are thoroughly known. The author, based
upon studies of recent texts, summarizes subjects which a typical dis-
tributor sales manual should contain:

1. Selling techniques:

(dT-Tnstruction in elements of succeesful salesman—

ship
(b) Sales objections and answers

2. Enowmledpge of the house:
(a) History of the company, including scmething of
the history of the industry
(b) Organization charts
(¢} Individuals to contact on variocus problems

3. Knowledge of products:
(s) Information regarding types of products sold
(b) Service information ~ location of service
centers and service policies

i, Market conditions and comps tition:

(a) Definite description of company policies,
particularly concerning various trade
practices, such a&s discounts, rebates,
transportation allowances

(b) Testimonial letters from satisfied users

5. Basic knowledge of buyers:
(a) Information concerning company's more im-
portant types of customers -~ their needs
and deslres
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6. Promotional functions:
(a) Information concerning company's advertising
policiés end programs °
(b) Detailed instrnction regayding advertising
ponmitments ‘undexr cooperative program

7. Bazic business procedurs:

(ag Reports required -~ how and where to submit

(b) Information concerning equipment saleamen
must carry,. such as samples, foms, etc.

(¢) Handling of sample accounts

(d) Handling of expense accounts

(e) Instructions cericerning the filling ocut of
order forms

The contents of & specific manusl,will, of necessity, vary
from those listed heretofore':. Suggested areas of coverage, however,
may be developed from this basic list. The Job analysis should furnish
information for the sales manual. Az previously pointed out in this
report, one primary objective of the job analysis is to narrow training
material domm to the specific requirements of the individuals involved,
If the contents of the sales manual are based on job snalysis it is
likely that everything essential to the most effective performance of
the salesman’s job will be included. Contrariwise, everything irrel-
evant, however attractive it may be in theory, will be excluded.

The most successful methods of obtaining this material for
manuals is to: (1) draw up a tentative skeleton outline of what in-
formation is to be included; and (2) gather this material from the best
possible sources, some of which are summsrized by the author as followss

1l. Interviews with successful salesmen

2. Studies of salesmen in the field

3. Use of questionnsires for salesmen

L. Studies of available sales material and

other sales manuals
5. Help from other members of the organization



The sales manual must be attractively presented. If mamals
are to be effective, they must be easily read, to the point, and help~
ful. Mamuals are of no service 1f salesmen will not read them. In
most companies, getting salesmen to use the msnual is a far mors dif-
ficult problem than its preparation. One method of assuring the use
of the manual is to use it as a text in the formal or informsl train-
ing course. It ﬁay be well to make the mamual a text for sales con-
ferences and informal sales get=-togethers. It should bs the basis for
discussion at such gatherings. Obviously, the character of the company's
sales organization snd the nature of controls over salesmen will dictate
the proceéfure to be used. Some companies send weekly bulletins to sales-
men to call their attention to one important section of the sales manual,
or to point to the sales manual as a valuable tool in their selling ef-
forta.

If the sgles manugl 18 bzsed on the results of job analysis
it will equip the salesman with much of the information he requirea to
do his job most satisfactorily. It will omit nothing essential to the
performance of the salesman's duties. It will contain nothing which is
obviously irrelevant to the sales job. If these conditions are carried
out, the sales manual can be an instrument of value, & sales training

device which is immediately and continually effective,

2. Mdio-visual aids. By visual aids is meant such me—

chanics as motion pictures, slide films, charts, illustrations, models
and other such training alds. Visual alds are just that - aids, They
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cannot do the whole 'training job or a major part of it. They are not
training methods, but training aids, and their proper relationship to
other and perhaps more important tcols must be recognized and estab-
lished. The use of visual aids implies group training, class room
training, formal or informal. Visual aids must be characterized by
the limitations of the class room method of training.

Thez;e are several outstanding organizations offering train-
ing programs through the use of audio-visual aids. The Dartnell Corp-
oration has developed a series of seven ten-minute slide films called
"Strategy in Selling" for this purpose. Seven booklets for the films
are alse available. The ssquence of pictures is so arranged that it
leads into a specisl tie~in talk by ithe group leader. The coat of
the films md training material is about seventy dollaras. The Jam
Handy-Organization of Detroit, Michigan, offers s complete six session
¥ sales course on film, entitled "Stars of Selling". Fourteen top sales
managers show how they go about getting an order. This course consista
of six halfihour films.

It is also possible to borrow or rent sales training films
produced by manufacturers for their own products, but which dramatize
fundamentals applicable to selling any product. These films, if
soundly conceived and judicicusly used, deserve consideration for at
least incidental inclusion in the training program.

The value of visual aids for training will vary considerably,
depending on several factors, notsbly the character of the specific
subject matter under consideration and the training methods employed by

the company.
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Charts Lllustrating the various features of the assignment
are valuable teacilling aids. The type or lettering on them should be
large enough to b' read easily by all the students in the claas, even
by those in the last row. They should be simple and clesr. They
should tie in completely with the subject matter,

Forms and records used by various companies can frequently
be used to good nt)gvant.age in the discussion of certain subjects. It
is poasible to enlarge forms so that they can be readily seen by mem—
berg of the class. PFurthermore, it should be remembered that filled-
in forms are more Jcrtt.'l.uable than blank ones. Photographs are scmetimes
excellent in bringing out the physical aspscts of certain products,
Some photographs can bs used during a lecture by beir;g projected on a
screen by means ofla delineascope.

Samples, ‘of course, are important aids in training. Their
extensive use for ;tings needs no further discussion. Samples
should be availabl i at the opening of the meeting, set up, in working
order, and attract.iyely displayed so that their trus value will be -
deme strated beforeh the group.

3. Tape Recorders. Although tape recorders are rather

limited in their us?, they can be helpful in the role=playing method
of instruction. Sound recording encourages self-development. Hearing
one's om voice semlls to have a powerful effact on & perscn. Record-

ings give salesmen H.rl opportunity to make a critical analysis of their

|
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presentations, anq thus evaluate their performance and the performance
of a colleague.

Tape recordsrs do have a place in training programs. The
particul ar methods!by'which they are used is wholy dependent upon the

needs of the group

he Courses at Local Schools and Colleges. Those who reside
|
in the greater Boston area are fortunate, indeed, because of the prox-
imity to outstanding s=chools and colleges available for further study.
Although these local educational institutions should not take the place
of a training program, they are supplementary aids in the develcopment
of salesmen, Suchilocal schools as the Bentley School of Accounting,
Boston College, Boston University, and Northeastern University should
be considered by d:il.stributors for their salesmen, Most courses can be
taken during the evening. Laird had this to say regarding the further
education of salesmenh:
The educsgtional standards of all occupations have
been rising, but the standards for selling nay
have risen more than for most other commercial
occupatidns. The salesman represents the company
to the p\iblic. Both salesman and compsny stand
to profiq from his better sducation,
!
Salesmen can increase their effectiveness through further
study in various marketing subjects. Salesmanship, sales management,
ot
marketing policies, market research, and many other subjects are taught

in évening sessions, The salesman will find that most marketing

#* 12, p. 12




instructors in the .evening division are men, who like they, are inter-

ested in furthering the sales proféssion.

|
5. Trade Publications and Msgasines, Salesmen should be en—

eouraged to read trade publicatlons and at least one geperal business

magasine such as 1jims, Buginess Week, Fortune or Natlons Business.

Some distributor a%ales managers pointed out in interviews with the

suthor, that they subscribe to trade publications for their =alemmen.
These are delivered to the salesman's home. Scms of the recogmended
publications for wholesale # pliance distributor salesmen in the New

England area are: | New England Television and Appliande News,

Desl8fscope, New England Hardware, Home Furnishings Daily, Electrical

MefcHandising, and Sales Wenagement. PRach of these publicaticns plays

an important part fin increasing the knowledge of. sale mzen,
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IX. EVALUATION OF THE TRAINING PROGRAM

2. Necessity for Pariodical Check—up

If a training program is to continue in its effectiveness, it
must be continually evaluated. Measuring the effectiveness of the train-
ing program and activities gives an indication of what is being accom~
plished. As a2 result, vwhat should or should not be done in the future

can bé determined more accurately. In the Handbook of Sales Trainimg,

the follow ng suggested outline for an analysis of ssles effectiveness

is printedns
8ix Months Six Months
1957 1958
Salesman
Territory

Number of working day=s
Number of calls
Average daily calls
Total gross billing
Total cost to =ell
Per cent cost to sell
Cost per call

Cost per order

Volume per call

New custcmers

Sales pramotion work

* 22
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This information, when analyzed, can form the basis for an evaluatien
of the effectiveness of the training program in terms of profits.

This information is helpful to the sales manager in convineing manage-
ment of the value of a training progrem.

Other studieas can be conducted on particular subjects. For
example, the credit manager can evaluate results of the program from
his viewpoint. The operating manager can evaluate the program on the
basis of how the routine work of salesmen, insofar .as office methods
are concerned, has improved. Evaluation of the training program will
embrace the services of various individuals or groups. Unless there
is & periodical check-up, the entire training program may become astag~
nant and ineffective. It is recommended that provision be made for

sych studies,
N

B. Evaluation gg Results

- The field of evaluation is so broad and the evaluation of
results of such a program so difficult, that this particular subject
should require considerable study. Kenagy in The Selection and Train-

ing of Sslesmen reported the results of training as followsk:

1l., Increased knowledge of salesmen

2. Practical dsmonstreble skill by sslesmen
3. Improved customer relations

li» Reduction in complaints

S. Greater sase of performance by salesmen
6. lYore effective use of salesmen's time

# 11, p. 394
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He summarized the resulis of training as increasing over-&ll production

and profits.

"This is brought sbout by more orders, a larger share of

the potential market, and greater sale of quality products™#,

The contribution of the training program to the attainment of

these results cannot be sharply delinested. Kenagy stated#:

If a salesman's total sales increase steadily as he
is trained, can it be indisputably demonstrated that
training alone is responsible, or even to what degree,
training is responsible? Even without training he
might have shown a consistant increase in sales,
through the sheer passage of time snd improvement in
business conditions.

There 1s, however, certain data which may provide measure-

ments both quantitative and qualitative by which one can do this work

of evalvation.

From studies, the author summarizes the more important

data as followst

1l. Questionnaires which may be used to ascertain

the salesman's reaction to the sales training
program a8 & whole., These will indicate the °
attitude of the salesmen toward the training
course and suggestions for deletiong of ad-"
ditions.

2+ Tests to determine the results of certain teach-

ing. The answers to certain questions will
give a good indication as to how much of the
lesson materisl has been absorbed by the sales-
men.

3. Severance interviews, as outlined on pages fifty-

# 11, p. 3%

six and fifty-seven of this report, held with
salesmen who are about to leave the company.
These records give a good evaluation of the
training program. If the program is really
effective, the turnover rate of sslesmen would
likely be reduced.



L. Analysis of salesmen's performance., The effect
of training on performance iz difficult to
measure, However, certain indicative trends
will be helpful in the evaluation of the pro-

. gram, Trends should be studied relative to
(2) Sales volume

(b) Number of dealer calls

(c) Use of time

(d) Working habits

(e) Cooperation with other personnel

(£) Promotional activities with dealers

(g) General overall attitude of the salesmen

The results of & training program can be evaluated. It may
be impossibls to be as specific in this evaluation as desired, Yet,
a training progrem, if it 1s effective, should effect certain benefits

to the distributor orgsnization over a period of time,
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X. SUMMARY AND CONCLUSICONS

A, Restatement of the Findings'of the Thesis

In sarlier chapters we have examined sales training as it is
now presented by distributors in the greater Boston area. I§ have
looked at possible areas of training for wholesale distributor salesmen.
We have examined the methods and principles of actually installing a
complete training program.

Examination of the results of questiomnaires and interviews
of sales managers locelly, have indicated these facts:

1. High school education is the basic requirement.

2. Previcus experience usually is required.

3. Training generally, is handled through on-the-job

instruction and formal sales meetings with a
variety of individuals doing the training.

i, Same basic training is received by all salesmen,
primarily in product knowledge and demonstration
mathods.

5. Lack of encouragement by distributors of sales-
men te pursue further education in schools or
colleges. Tew offer financial aid.

6. Lack of inter#st'in subject of training.

Examination of the results of questionnaires and interviews

of wholesale applisnce salesmen in the greater Boston area have

indicated thesa facts:
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l. Number of retail outlets called on by salesmen
varies from one hundred to two hundred.

2. Salesmen rate thelr success with dealers from
forty to seventy-five per cent effective.
!

3. Variety of‘classea of accounts called upon by
sverage salesmen is broad.

L. Training received has been through on~-the-job
instruction and sales meetings.

5. Product knowledge training is generally received
by all salesmen,

6. Few saleamen had previous sales experience,
although distributors require it.

7. Dissatisfaction with training being received -
desire for more and varied training.

From the results indicated, it appears that training of wholesale

distributor salesmen 1n the greater Boston area consists primarily
of product knowledge through sales meetings, and on-the-job train-
ing. These efforts, we have leamed, do not constitute a complete
training program. They do not aid in developing salesmen from much
more than routine order-~takers. It appears, also, that there is a
general lack of interest among distributor sales managers in a com~
plete training program. This appears to be due to the fac? that most
distributors have only a few salesmen, most of whom are old hands in
the business - men who have lsamed through trial and error methods.
The salesmen, on the other hdnd, appear to be dissatisfied
with the training received. They seem to be aware of their need for
instruction in more than mere product knonledge; and are desirous of

& broad training program.



In this final chapter, the author will bring together rele-
vant facts from preceeding chapters. From these fscts it should be
possible to arrive at a possible solution to the problem of instal-

ling & sultable training program for wholesale distributor sslesmen.

Be. The Need for Training

This report has previously pointed out the importance of the
wholesale salesmen in the economic picture. To the customer the sgles—
man is the wholesaler, the key man in that organization, representing
his companyat every call he makea, If, then, this man 1s ao iwmportant,
the final verdict as to the value of wholesale distributors in general
could well rest upon his performance in the field., We may expect,
then, an ever incrsasing need for training if these men are to perform
their important duties so as to justify their very existance.

Sales managers should be encouraged to give serlous thought
to the subject of training. 'Iﬁey will be tempted under today's com—
petitive conditions to short-cut or compromise on inadequate programs.
They will be called upon more than once to justify an expense, the
regults of which, like advertising, are so difficult to measure. TYet,
if one considers the many responsibilities of the salesman which are
20 basic to the contimmance of the distributor organization, it seems
likely that any forward-looking sales manager can convince management
of the necessity for a basic training progrem. It is this distributor

who will adyance; the others will eventually fall by the wayside,
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C. The Need for a Plan

It iz quite evident that no training program will be success-
ful without a plan and some individual responsible for the execution of
that plan. A good tralning program should be planned to meet the needs
of a particular distributor organization. Some cne individual should
be given the responsibility and authority to see that this plan is car-
ried on steadily and efficiently, at the least cost snd in the shortest
length of time., Training must be a continuous process. The results
must be appraised periodieglly through various means as explained in
this report. The program should not be burdenseme in time or money for
any distributor. It should pay its own way. The results should over-
balance the costs.

Programs vary in scope primsrily because of management's at-
titude towards training in general. If management's attitude is to be
faverabls, a logical plan of action must be presented.

In the following section a suggested basic training plan for
sn average Boston area wholesale appliance distributor is outlined.
Thie is the type of plan that ¢an be presented to management for ap-
proval, and can form the basis for further study on the important sub-
ject of training.
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D. _S_t__lggested Training Program for an Average Distributor

Sales managers are, on the whole, highly practical men, not
accustomed to dealing in theory. "Let's look at the facts™, they say.
Therefore any suggested training program must be practicsl. It must
be worthy of consideration, and upon being considered, must be able te

prove lits worth,.
The following suggested prograsm ocutline is predicated on the

basis of practicability:

l. Congider the needs: There are two parts to this
firast step. Find out:

(a) What are the needs of the salesmen to do their
job well. This is obtained through job
analysis and other atudies.

(b) How much of this the salesmen already know.

(c) The difference between what the salesmen need
to know and what they already know i= the
basis of the training program. This is
what remains to be taught.

2. Determine the subject matiter:r Suggested subjects
outlined in the report are:

(ag Selling techniques

(b} Knowledge of products

(¢) Knowledge of the house

(d) Knowledge of market conditions and competition

Ee) Basic knowledge of buyers

£) Methods of securing new accounts

(g) Promotional functions

(h) Use of time

(1) Basic bueiness knowledge

From the analysis of salesmen's needs in step one above,
subjects are selected which should be covered in the pro-
gram, Selection of subjects is based on their importance
to the salesmen and feasability of teaching. In other
words, scme subject of importance may not be sslected now
because no one is available to teach it. It will have to
wsit its turn and some other, less important subject be

taught,




Selling

3. Start the training: After deciding what subjects
are to be taught, the training is begun. Methods
of teaching are based upon the subject itself, and
the numbar of salesmen to be tanght.
methoda of teaching various subjects are outlined

balow:

Schools Corres.
and Courses

Trade

Rﬂg's-

Colleg.

Techniques X X X

Knowledge
of Pred.

Knowledge
of Heuse-

Knowledge
of ¥Market

Basic
Enowledge
Buyers

Ssouring
New
Acéouhte
Fromotion
Functions

Uge of
Time

Basic
Business

Enowledge

X X

On
Jeb

Role
Play-

Aud.
Vis.

Suggested

Lec—

Written
tures Material

Trg. ing Aid

X

X

X

b
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For example, if only cne or two salesmen need to
be taught "selling techniques” the lecture methed
would be ruled out as impracticable. Methods of
presentation should be varied, hased on afficiency
and practicability.

4. Evaluate results: Through an analysis of the
results, find the best subjects to teach and
the most successful methods of teaching them.

E. Conclusions

The installation of a training program, regardless of how
simple, will fulfill a need which most distributor salesmen have
evidenced. Today this need must be met by forward-looking distrib-
utors, if only from the selfish standpoint of survival. Good train-
ing will bring results in which every distributor is interesied:

(1) greater sales volume because of fewer lo=t sales, more sales per
call, better customer and manufacturer relations; and (2) lower ssles
costs through efficiency, increased calls per salesman and better
exmployes morgleit,

Increased sales and lower costs are desired by every dis-
tributor organization, Any program which pointes to the achievement
of these results should be giveﬁ an opportunity to prove itself.

It is hoped that this thesis will, at least, stimulate a
genuine interest on the part of distributors in the field of sales
training, It is a broad field, with many ramifications. TYet, it

is a field in which one may help his fellow man to develop and

* 11, p. 39,



become more valuable to himself, his family, hia job, and his country.
Christian Nestell Bovee, the noted American guthor, once gald regarding
cne's personal development, "The grandest of all laws is the law of
progreasive development ~ under it, in the wide sweep of things, men

grow wiser as they grow older,; and societiss bettert.
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