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CHAPTER I

INTRODUCTION

, "Well in our country," sald Alice, still panting
a l1ttle, "you'd generally get to somewhere else - 1f you
ran very fast for a long time as we've béen doing."

“A slow sort of country!" sald the Queen. "Now,
here, you see, it takes all the running you can do, to
keep in the same place. If you want to get aa?ewhere else,
you must run at least twice as fast as that!"

" Was Lewis Carroll, so long ago, possessed with a
sufficlent amount of foresight and empathy to enable him
to share the dally thoughts of modern marketing executlves?
Or do the above verses merely sound that way. |

The anawer to this enlgma will of course never be
known, but it does seem true that most sales executives,
at one time or another feel somewhat trapped by this tread-
mill concept.

In recent years this feellng has no doubt been in-
tensified by the ever increasing complexity and competitive

nature of the distribution function.

1l lewis E. Carroll, Through The lLooking Glasa, Charles
Seribnert!s Sons, New York, p. 186, 1938.
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Although no definitive panacea seems in sight,
more effective sales productivity is availlable to those
executives willing to encourage the formulation and use
of adequate field sales supervision. Since this géneral
view seems to be shared by most of these same executives
and by students of marketing allke, 1t is disappointing
that so little literature has been written in this spe-
cific area.

It is true, of course, that a vast amount of lit-
erature dealing with sales management on the execuﬁive
level has been forthcoming. It is also true that many
worthwhile contributions dealing specifically with the su-
pervision of production personnel have been publisbed.

One reason for this apparent void in the litera-
ture may be the fact that most serious students of market-
ing lack a varled and extenslve practical background in
distribution and have, therefore, tended to overlook the
fertile area of field supervision.

On the other hand marketing executives who have
recognized the need in this specific area have often lacked
the time oﬁ»academic training required to produce a major
contridbution in this subject. '

In the firm belief, therefore, that the subject
of field sales supervision is unique and has been widely
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neglected by bcth students of marketing and sales execu-
tives alike, this work was undertaken and throughout the
remainder of this paper the rather unwieldy terminology
field sales supervision will be reduced to merely super-
vision.

Basio Tenets

It wlll be the intent and purpose of this paper,
therefore, to establish and apalyze two baslic tenets.
One: |

The marked lack of interest aﬁd neglect from
both atudénts of marketing and sales executives in this
specific area.
Iwo:

The premise that effective field supervision
represents one of the most important single 1links 4in the
total distribution function of organizations with a fleld

sales force,

Bacggggund‘gg Supgrviaggx Nég;ect

 Since shortly after the close of World War IT
. an ever Increasing amount of effort has been devoted
toward the application of scientific mmthoda in the so-
lution of sales problems. New ecientiric technique has



been applied, for example, to such general areas as
sales forecasting, traffic problems, product develop-
ment, and the initlal selection and training of sales-
men. This trend is encouraging and substantial progress
has been made by the use of sclentific methodology to
most of these general problems. The use of scientific
methods in the selection and training of salesmen 1is,
however, s step half taken, the other half, continued
and effective supervision must also be supplied if the |
initial investment of time, money and effort are to be
protected. Desplte thi'a general trend, however, the
£1eld of supervision remains widely neglected.

This neglect on the part of most sales execubtives
1s of importance because almofaf: 81l of these same sales
'execmtives seem to be in agreement as to iie value of
effective supervislion. Frequently, sales inanagers take
all of the other steps necessary to help thelr men sell
effectively, but either follow traditional practices of
supervision, imitate those of some other companies which
may not themselves be supervising well, or in general
ignore this vital phase of management in the marketing
field. A rather marked neglect of basic psychologlcal |
principles seems all too often to have been cammon. |
"Some students of distribution even go so far as to as-
sert that supervision constitutes the greatest neglected
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f£ield in the practice of professional sales management,"
Most sales organizations then are already ’in
possession of an untapped reservoir of potentially pro-.
ductive salespower, needing only the spark of effectlve,
creative supervision to make it a usable asaet._

g; of pg_e_ rI

chapter one has been }ntended primrily as an
introduction and Justification for the need of additional
contributions to the meager exiating stock of literature
on the ai:bjeat of fileld sales supervision. |

Since time was of necessity 8 limlting factor,
both the generai ‘background information and specific de-
‘tailed data were collected from the following sources.

{1) An extensive review of all published .m-‘
terial avauabie to the author. |
- {2) Iimited interviews with mcemsted, and
cooperative sales executives and ’studenta of marketing
in the general area of Richmond, Virginia.
{(3) The personal experience and views of the
writer in the fleld of saies management. |

2 Harold H. Maynard and Herman Nolen, Sales Management,
Ronald Press Company, New York, p. 230, 1950.
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Chapter IIX

BACKQROUND FOR THE NEOLECT OF SUPERVISION

Reasons for the Neglect of Supervision

Sincs the importance of supervision and its
need seem well recognized, its generel absence seems
daifficult, if not almoat lmpossoible to understand, A
closer look, however, discloses several almost obvious
reasons for this neglect, |

Supervision Not Required

In the firat place, many sales exsoutives over-
look the need for effective supervision because they
fully selected end initially trained their salesmen.
It is, however, an established principle of management
that even the most highly sitilled people utilize thelr
8kill most effectively only when under competent direc~
tion and supervision. 3

Difficulties of Superviston

Secondly, and certainly of equal importance, is
the inherent difficulty in effectively supervising field
sales persommel, Factory workers and inside production
personnel frequently occupy pnsiﬁm of such exacting

3 P, H. Hystrom, Morketing Handbook, Ronald Press Cow
pany, Hew York, p. 22, 1948,
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standards as to make performance comparisons relatively
simple, Even inside sales people and clerks are usually
in the immedlate proximity of their supervisors and direct
standards of somparisons are therefore simplified.

Geographic Complications
The wide variance in actual sales potentisl,

which may and often does exist between varilous sales
territorles within a given firm, complicates the job of
fleld supervision, In additlon, widespread geographical
distances between sales areas further compounds the
costs involved in both time and money. |

Supervision As An Abstract Function

Another important reason, which most marketing
executives aré not prone to admit, is that they secretly
question the advizadllity of supervision because 1t ap-
pears to them an abstract fimetion, In these instances
the direct cost of supervision 18 a readlly measurable
factor while the immediate results are not. This reason
alone may explain the incongruous attitudes of many mar-
keting exeeﬁtives who extend quick verbai recognition
concomitantly with a practical reluctance to accept a
working, comprehensive program of supervision with its
attendant costs in time and effort. |
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Despite the difficultles involved in supervise
ing rield salesmen, an encouraging trend 13 developing
toward closer supervision as its importance becomes more
widely acoeptcdi A revent and excellent example of this
was brought to light when the editors of Modern Industry,
in the autumn of 1959, asked thelr subscribers what
should be done to step up sales effleiency in a fulle
fledged buyers market. k'J.‘he number one ’ahawer, gi.vén by
sixty-rive ﬂer cent‘ of i;hoae who replied, was t_:etter Bu=
pervision,

Ostrich Attitude

Another attitude, which is difficult to correlate
with the caliber of men one usually assoclates with top
managenment, is the ostrich. Simply stated this group
merely overlooks the salesmen's prohlems on the apparent
assumption they will resolve themselves or disappear.
Closely allfed with these "progressive thinkers" are
those who flatly state ~- all dissatisfied salesmen will
merely be replaced, Whenever these basic sales philosoe
phies prevail, there will be, as & result, a high turn-~
over of salesmen and the existence of a sales organiza-
tion forced to function at a fraction of its total selling
efficlency. |

k H, R, Tosdal, Problems In Sales Management, Ronald
Press Company, New York, p. 578, 1948,
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Compensation Attitude
A sixth reason for some sales executives' neglect

of the supervision of their salesmen is their bellef

that if salesmen are pald well and in a fair manmner the
need for supervision will not exist, An adequate com-
pensation plan is helpful in motivating, stimulating

and ocontrolling the aotlions of salesmen, but it can never
replace adequate fleld supervision.

Methods .

An additional reason personal supervision 1is
 negleoted by some executives 1s that they believe all
the supervision necessary can be accomplished by mass
methods, Mass supervision carried on by sales meetings,
contests, and conventions often fulfills a dasic need,
The group éppmach eoconomizes the time of sales execu~
tives in imparting information that should de received
by the entire sales forbe. In addition it has the added
‘advantage of a simultaneous presentation, which for
purposes of timing may well be of utmost importance. In
some types of training the group method may even be more
effective, as group interaction may be of invaluable aid
in training. The ohief diffioculty, however, in supervising
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fleld sales personnel 1s not in the improper performance
of mass methods now used as might, perhaps, be charged
in the initial selection and training of salesmen, The
chief shortcoming is the lack of personal supervision,
Mass supervision is good as far as it goes; but many
exeoutives, because of their emphasis on mass sBupervie
slon, do not see the real need for personal supervision,
Mass supémuon entails dealing with all men by one
uniform method.}.} When the individuality of a salesman

is ignored, all the symptoma of a poor human relations
aituatiém, such as policy ureaking, and a rapid turnover
of personnel are apt to become prevalent,

Salesmen CObject To Supervision
A final reason for the neglect of supervision,

and the one which most sales executives do not openly
admit to belleving, is that salesmen themselves do not
want supervision, This last attitude will de dealt with
separately in the following chapter.

Summary of Chapter II
Chapter two has dealt with the broad acceptance,
by most people engaged in marketing, of the need for ade-

quate sales supervision.
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In additlion, the following eight reasona for the
neglect of adequate supervision were discpssed.

(1) Supervision Not Required
(2) Difficulties of Fleld Supervision
(3) Geographic Complications

(4) Supervision Seen By Management As An
Abstract Function

(5) Ostrich Attitude
(6) Compensation Attitude
{7) Mass Methods |
(B) Salesmen Object To Supervision
‘me hét: objection is so widely held énd generally
misunderstood that 1t becomes the basis for Chapter IIT.
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Chapter IIX

A

DO SALESMEN WANT SUPERVISION

Introduction

Each of the elght r&asons for the neglect of
supervision discussed in the previous chapter 13' con=-
sidered of importance, but the widely held view that
salesmen themselves do not want supervision has been
singled out for a more detalled analysis in this chap-
ter,

This view when held by marketing management,
whether logical or not, presents an almost insurmount-
able obstacle to the formation of an effective program
of fleld supervision. It seems reasonable to assume,
that since many of today's sales executives were them-
selves very successful salesmen in an era which extended
11ttle recognition to supervision, their attitude toward
this facet of management may have remained static. In
the periéd in which these leaders of today were develop-
ing skills in their chosen fleld, little study and less

attention was usually offered in the direction of effec-
| tive nupemﬁon. As & result, many of th_esa "self made
men" may tend to regard with subtle scorn a relatively
costly program designed to help, what may appear to them
to be, the weaker members of thelr organization.



The years between the late nineteen twenties
and the outhreak of World War II were years of transi-
tion in the seleotion and training of sales peopls, Dure
ing these years a management attitude of "sell or sink”
was not uncommon ~ in fact, it was often the rule, Age
gressive, successful survivors of this tough school of'-
ten diaplayed litile sympathy for those who fell by the
wayside. '

It may also be well to remember that many of these
executives were members of infant companies that had not
yet fell the need for supervision, since the fim's 1im-
ited slze made direotion from the home office both pos-
sible and meaningful. | |

During. these to:énative years of maxiy companies,
supervision programs grew awkwardly and slowly. Each
successive error during this period may well have added
fuel to dormant fires of resentment among the better
salesmen. From this same group, to a large degree, were
to ba dram the sales executlves of today.

Changing Views _ |
The sales envircnment which exists today, how=

ever, varies widely from that which existed prior to
World War II, Today's salesmen are more carefully selected
and trained and tend, within a given firm, to a more
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uniform and honogenous group. The market place in
which they compete haa' became more diverse, complex
and competitive and they are slowly making known their
desire for nore effective supervision, |

Through the paleamants eyes, fleld supervision
assumes new dimensions. Fleld salesmen operate in an
unusual environment in which thelr supervisors occupy
a eritical position, There 1s often considerable dis-
tance, both physical and mental, between the terxritorial
fapreaentative and their company headquarters. O0f neces=
8ity, therefore, the local manager 1s the company to
his salesmen in the field ~ their only official link
with the Home Office. Not only does the supervisor per-
sonify company authority, he 1s the individual to whom
the salesman must look for advics, encouragement, and
advancement, It seems axiomatic, then, that field su-
pervision involves a highly personal relationship between
the salesman and his supervisor - a relationship which
18 the very core of effective supervision.

§_t_xpervision‘From The Salesman's View

Effective management in the field, as a company
objective, 18 more than a satlisfying exercise in sound



personnel practices, it 1s the life blood of sales suc-
cess. The strategle position of fleld supervisors be-
comes more clearly evident when we examine the following
reasons, given by Dr. Robert T. Davis of Stanford Uni-
versity, as to'why salesnmen desire more effective supere
vision.

In a very real sense, salesmen are
"different." As compared with other com-
pany employees, they are subject to much
more pronounced emotlonal ups and downs -
not because they are peculliar individuals
but because of the nature of their jJobs.
The average fleld salesman works alones
alone he must bear the disappointments
of the lost sale, the frustrations of
the delayed sale, or, happlly, the ex-
hilaration of the well-earned sale.

He is not in constant contact with his
fellow employeess if he travels for ex-
tended periods, he doesn't even have a
famlly to return to each evening. Thus,
in addition to being the salesman's
major contact with the company the fleld
sales manager 1s the one person to whom
he can turm for counsel and encourage=
ment. For the salesman in the fleld,
the local manager replaces the colleagues
and constant inside supervision that the
office worker takes for granted. :

An equally significant characteris~
tic¢ of sales organizations is the fact
that the field sales manager establishes
the standards of performance and behavior
for his men. Selling 1s a Job replete
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-with intangiblessy there are no convenlent
dlals to set, formulas to calculate, or
tolerances to allow for. Selling is a
relationship between people; as such, it
can hardly be routinized, or standard-
ized. Hence, 1t 1s especlally important
that there be some standards of perform-
ance and behavior to guide the indivi-
dual salesman, And it is the field sales
manager who sets such standards - his
expectations, his attitudes which estabe
1ish beyond a doubt a working environe
ment that either alds or hinders his
subordinates., 9 |

Fleld Questionnalres

- Turning now to the last and perhaps most signifie
cant factor regarding whether salesmen do or do not de-
sire supervision, it seems pertinent to examine a rather
extensive fleld questionnaire study completed by Dr. Charles
Lapp.

"Three hundred and seventy-one salesmen were con=-
tacted in connection with the conduct of this study to
£ind out if they felt an increased amount of supervision -
that 1s, direction, motivation, continued training and
oontrol - would increase their selling effielency. Two

5 Robert T, Davis, The Field Sales Manager, American
Management Association, Inc., New York, p. 15, 1960,



17.

of the studies were made of insurance salesmen attending
the 1ife Inau:ance Marketing Institute at Purdue Univer-
4aity. A class of fifty-nine insurance salesmen, who had
been with their pfesent company one‘year or less, re~ -
plied in the following manner:

52.5% belleved an increased amnunt of supervi-
aion would increase their selling effi-
¢lency.

35% thought maybe an increased amount of su~
pgrviaion would help their selling effl-
¢lency.

12.5% only, believed that an increased amount
of supervision would not increase their
g8elling efficlency.

The replies of a class of forty insurance sales-
men attending the same institute, who had been with their

present companies two years or less, were as follows:

554  believed an increased amount of supervi-
slion would increase thelr selling effi-

clency.

20% thought maybe an inoreased amount of su~
pervision would increase thelr selling
efficlency.

258  believed that an increased amount of su-
pervision would not increase their selling
efficlency.
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The answers of the two groups of salesmen are
particularly significant for two reasons. One,  the top
insurance companies are generally considered to be mak-
'1ng a sclentific approach to the problems of sales man~
agement. Second, the salesmen contacted at the Life
Insurance Marketing Institute are considered by their
managers to be the salesmen most likely to succeed in -
the bdbusiness.

Sixty-seven salesmen of a closely supervised sales
force of two branches of a bakery company, operating on
the»hcuse~t0~house aaies basis, gave the following re-
plies:

61% definitely believed an increased amount
of supervision would increase their sell-
ing efficlency.

31% thought maybe 1ncreased.supervisiun uould
help then.

8% did not belleve increased supervision
would help them

Seventy malesmen, scattered throughout the United
states, representing a floor surfacing sales ccmpany,
plied to the same qnestion as follows:
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58.5% definitely believed an inoreased amount
of supervision would increase thelr selle

ing erriciency.

21,54 thought maybe an increased amount of sue-
pervision would inorease their selling
-efficlency,

20% °  belleved an increased amount of supervi-
: : slon would be of no help in increasing
their selling abllity.

The replies of more than half (53 per cent) of
135 salesinen geleoted at random and enéased in various
types of selling in the Ohlo and neighboring states, in -
answer to a 8lightly different question, "Do you desirs
more supervision than you are now receiving?” was a defi-
nite "Yes."® | |

Conclusions of Chapter III
The view that salesmen do not want supervision

seems invalid when considered in the light of available
evidence, As the body of evidence grows, in both degree
and depth, it may be assumed that the view will become
increasingly less vand.

It also seems obvious that individual replies to
field questionnaires could loglcally be expeoted to be

6 Charles L. Lapp, Personal Supervision of Outside
Salesmen, Ohlo State University, Columbus, Ohlo,

PPe 7, 8 & 9, 1952,



shaped by the 1ndividua1's desire for supervision in
the past. If thisvcdncluaion is sound, then a steady
over-all increase in the quality of field supervision
should elicit an even more favorable desire for.1n~

oreased supervision in the near future.

Summary Chapter III
Today 1t appears that a slowlyAgrowing body of

thoughtful, forward looking sales executives are beconm-
ing aware of the importance of effective fileld supervi-
slon, Iﬁ the sales field, manpower has been ruthlessly
squandered for years. The phllosophy has often been, if
a man doesn't make good, Just hire another one. During
World war II, company after dompany learned to maintaln
their sales, and in'ﬁany cases, to sell a larger volume,
with a smaller sales force, Thls deslre for more econom-
ical selling carried over to the post war and current era.
Some companies have been able to maintain a larger volume
with one-fourth to one-half as many salesmen, There seems,
however, to be a growing awareness of the costly waste of
a high turnover in salesmen, but there needs to be a greater
realization that a large and measurable amount of this tume
over can be a result of inadequate supervision,

If sales volume decreases, there will doubtless be

a tendéncy to pack sales forces with additional manpower,
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even though such a polloy has met with questionable suoc-
cess in the past. Guidance of many so-called unsuccess~-
ful salesmen may be much cheaper than the cost of hiring,
training and £iring large numbers of men jJjust hécause
others are available. ,

One sales authority estimates that the average
salesman, no matter how competent or well trained he may
be, utilizes only sixty per cent of his potential eapacity
to sell, | The othexr forty per cent represents lack of
know-how, laziness, lack of determination, and other fac-
tors inherent in most of us, which must be corrected to
secure maximum results.

To develop the forty per cent of latent eapacity
in his salesmen is the major responsibllity of the sales
executive., In the final analysis every sales executive
ias a teacher, an& the greater his efficiency as a teécher
the greater his efflciency as an executive. This alone
should be sufficient to challenge marketing executives
to improve the supervision of their salesmen,

7 John C, Aspley, Sales Managers Handbook, Dartnell
Corporation, Chicago, Illinois, p. 878, 1956.
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Chapter IV

SELECTION CRITERIA FOR SALESMEN

Introduction

~ The marketing executives who have anceptea the
need for, and importance of, a program of adequate sales
supervision will first need to consider, and then define,
thelr program's general and specific objectives.

In general, effsctive supervislon has a thrae
point purpose., First rrcm the stucmzdlder's, or owmer's,
view 1t should gerve primarily as an 8id to mcmaning
each Individual salesmant's esntrihutim to net profits.
Secondly, it should aild in improving service rendered or
merchandise value recelved by the ultimate consummer, and
third it should ald each salesman in him efforts to maxi-
mize his selling abllitles, thereby increasing his income
and helping satisfy his peychologleal contribution to his
firm's overall efforts and to soclety in general.

These three views are not only compatible, but are
aatually' complimentary. All three obJectives can be ac~
complished anly by the ereation of a profitable sales vol-
ume., Both management and salesman alike must realize that
improved selling technique, resulting from carefully defined
and well managed‘ programs of supervision, will conclude in-
creaaed‘ income, not only for themselves, but for their
£irm and stookholders as well.}
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Specific Techniques

The specific techniques for achieving the ob-
Jeotlves of an effeotive program of supervision will
vary in detall from one firm to another, but the fol-
lowing six point program is believed by this author to
be flexible and inclusive enough to fit almost all sales
organizations: |

(1) Seleotion

(2) Continued Training
(3) Pield Management

243 Morale

(5) motivation

(6) Flow of Responsibility

This six point prograin of specific technique will
be considered one step at a time, The balance of this
chapter will be devoted to an analysis of the first tech-
nique, selection, |

Selection of Fleld Personnel

_ The first objective must obviously be the proper
selection of the field personnel, One of the principal
tasks that confronts the marketlng executive is that of
constantly improving his sales force. Much thought and
effort are given to training methods and to proper super-
vision, equipment, sales aids and the advertising program,
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But the basic ability and intelligence of the man selected
establishes forever a constant upper limit to what can
be accomplished after he is employed. Unless ha is prop-
erly selected, therefore, he cannot be developed beyond
a certain limit; a 1limit which all too often falls far
short of that required to maintain a satisfactory level
of sales production. For this reason sales managers are
now giving increased thought to the problems of securing
the right man for a given Job in an effort to partially
solve the vexing problem of reducing the costs of distri-
bution. o

The costs of dlstributlon affect the sales depart-
ment in many ways. If the costs inocurred by an individual
firm are higher than those of its competitors, such costs
must be offset by lower costs of production or physical
distribution if the company is to compete effectively.

Costs of Poor Selection

Thers are also certain distinct losses which oc-
cur as a result of poor manpower selections, and these
should be kept in mind, One such loss is the high turn-
over which must follow poor selection. If the man em-
ployed does not have the proper physical and mental facili-
ties, or if his background of experience and trainins is
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inadequate, eventual separation from the firm is inevi=-
table. If he does not have the proper attitude toward
sales work, if he lacks personal initlative, drive or
courage, or if family or personal problems take too much
of his thought and time, success 1s unlikely. If selec~
tion methods can be used which will aid in determining
such limitatlions in advance, turnover rates may be sub~
atantially reduced.,

An excessively high rate of turnover within a
given firm obviously involves a number of costs. Flrst,
the expense of hlring and training is increased ierely
because 1t 1s necessary to repeat the pmocéss many tlimes.

Tréining costs per man vary as widely as the pro-
ducts of the firms who do the tralning. One text of Sales
Managemen® outlines a range of as little as $100.00 per
man to proggams involving an expenditure of $2,000.00 ox
even more. It should also be remembered that the salary
of the man being trained 1s one cost; however, an even
greater cost is usually the salary of the executive who is
carrying out the program. Although 1t 1s lmpossible to
measure the costs of disrupting their dally duties to take

8 Harold Maynard and Herman Nolen, Sales Management,

Ronald Press Company, New York, p. 230, 1950,



part 1in training programs, it is usually recognized that
adequate training draws upon the time of a number of execu-
tives whose time is valuable. ? |
Another important aspect of the cost of poor selec-
tion is that one never knows how much is lost by employ~
ing men who are Just below the level of effectiveness,
- which would have resulted from more effective selection
methods. Present methods of territory evaluations have
not gone far enough to enable a sales atatistical depart-
ment to say that one man is getting all he should from a
temtory or that another man is not working erfectively.
Much has been accompnahed in this direction, but it is
st1ll not possidble to say Just what the effect would be
if every man were well adapted to his territory, products
and his particular custamers. When this is not done, a
group of men‘wha{ are thought to be effective but, who in
reality, are only performing at a fraction of total ef-
fectiveness are carried mdefinitely. Both the men and
sales manament are satisfied because they neve™ o
what the resulta, would have been had the men been selected

9 E. C. Halsey, Supervising People, Harper and Brothers
Publishers, New York, p. 71, 1953.
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with more care and with the use of modern selectian tech-
nique.

Another cost to be considered is the effect of a
high turnover of salesmen on the prospects or customers.
Few men, when new in a territory, work ais efreetively as
they do after they have become accustomed to the products,
their uses, resale conditlons and customer attitudes. New
men often destroy good will which has been patiently built
over the years with the expenditure of much time and ef-
fort. Since they frequently do not know how to meet ob~
Jections, make adjustments, or do ereative sales work, the
customers often resent their coming. For these and other
basic reasons, this is perhaps an area of field supervision
of utmost importance. Even friends of the firm of long
standing may resent the coming of new salesmen, particularly
if his products ai'e complex, or technical, and lack of
knowledge prompts MGequate or even foolish statements
about his or competitive products. All such mistakes in-
volve a heavy loss of good willl but cannot be measured by
any accounting procedures. ‘ o |

A further cost of poor selectlon and one which em=
phasizes the positive aspects of selection 13 that ineffec-
tive performance disrupts the work of other departmenta

10 Paul H. Nystrom, Marketing Handbook, Ronald Press,
New York, p. 81, 1958.




within the firm. If 8 salesman 1s not tactful in securing
eredit information or in malking a8 collection, he not only
makes his own work harder but also decreases the effec
tiveness of the credit department. If he takes the point
of view of the cuatomer, who has been refused an adjust--_
ment or the privilege of cancelling a contract, he may
intensify the customer's }ieeling that he has not been
given proper treatment.

All the good effect of direct mail advertiaimg
may de lost if the salesman cannot carry out his part of
the saie.. Preliminary and often favorable attention has
been given to the product by the buyer through advertis-
ing. Poor sales tactics may destroy such good will in a
few minutes, even though the advertiser has been months,
or even years, creating it., The result is that the adver-
tising department 1s often unjustly criticized for inef-
fectiveness when the real problem is with the territory
salesman. Similarly, if the production department has
been given a schedule and has provided machinery, raw
materials and labor to produce according to the sales
forecast and sales do not follow as planned, loss is in-
evitable even though the production department has per=

formed its duties with marked efficlency. Since selection

11 Kraft Poods Company, Sales Supervisors Manual,
Chieago, Illinois, p. 63, 1958.



is so important it now seems pertinent to ask two ques-
tions. First, who should do the selecting, and second,
what techniques can be employed to increase selection ef-

fectiveness.

Who Does the Selecting
The slze and type of organization determines to
a large degree who carries out the process of selecting

salesmen. If the organization is small and a new man is
needed only at very infrequent intervals, the president
oﬁ geheral manager usually hires new salesmen, Jqst asg he
does other employees. Usually he is not guided by any
technique other than that which he has learned by experi-
ence. Often he may know a young high school, or college,
man in the area who has impressed him as being a good
type of sales prospect and he is hired without much fore
mality; The young man is often assigned to other initial
dutiea even though he is destined for an eventual trial
at sales work.

| When the organization is somewhat larger, the sales
department assumes the entire duty of seleoting new salese
men, Iﬁ is often.guided by policies laild doun‘by the presi-
dent or the hoard as to whether experienced or untried men
will be hired or how much may be paid to them, but the de-
tails are handled by the sales manager himself; Sometimes
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this functlon 1s assigned to division or district mana-
gers,‘but the sales manager usually makes final approval
of the men.

Stlll larger organizations have personnel de-
partments serving all divisions of the business. One
duty 1s that of selecting and sometimes training salese
men. The personnel department confers with the sales
managef as to policles, type and number of men to be se-
lecoted, bdut actual interviews, tests and all prel%ginary
selections are made by the personnel department,

 If the policy 1s that of recruiting relatively
untrained men from the colleges bj'advertising or £rom
employment offices, the personnel department is a par-
tiocularly valuable ald to the sales manager, for it can
sort over the applicants and bring only the best to the
attention of the sales manager. But when only a few
trained experienced salesmen are added, the sales mana-
ger usually carried out all of the steps himself.

Techniques Employed in Selection
Once it has been established who is to be primar-
11y responsible for selecting new salesmen, 1t then be-

comes necessary to look at the methods or techniques to

be employed.,

12 Harold H. Maynard and James H. Davlis, Sales Manage-
ment, Ronald Press, New York, p. 222, 1957.
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Forward-looking sales executives are rapidly
adopting the four point selection techniques first
developed by the manufacturing industries. This in-
volves, (1) first a jJob analysis, (2) second a Job
deseription, (3) third enumeration of Jjob specifica-
tions and (4) fourth the worker's qualifications,
The essential loglec of this selection technique ap-
pealed'to many sales managers and its adoption‘has
met with notable success in thousands of 1natances.
The progress in this area 1s encouraging bdecause most
students of marketing seem to believe that adapting
the job and the man to each other is the first step
in reducing the costs of distribution.

The 19_1_:_ Description and gécwcation :

The idea 1s almost deceptively simple. It is
that of analyzing a job, a task or occupation to deter-
mine just what an individual does, What are hia'dutiea?
The Job specification will outline what he needs to know,
what education, what tools or aids are used and what
special qualifications are demanded, such as those es-
sential for its performance.

It may be said that all this has been done for
centuries and, to some degree, this may be true, but un=-
less a formal analysis is made and the results put into
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form for use, often by others than the analyzer, the

modern concept of a Job analysis has not been met,

The Elements of a Job Description

Sufficlient literature 1s now avallabls concern=

ing sales Job descriptions to permit a statement of

the elements which seem to occur in almost all such

analyses.,

(1)
(2)
(3)

(1)
(5)
(6)

- -~

(7
(8)
(9)

The title used, usually salesman,
Range of aga,

Physical requirements, such as the abllity
to carry heavy sample cases, or drive for

ex%zgded periods of time in a light auto-

moblle,

The education level,
Experience required or preferred,

Conditions, if any, which make the Job
difficult; such as securing new accounts
tndexr diffiocult conditions or a low ratio
of sales to calls made, .

The type of selling.

The customers called on,

Other job details, instructions in retail
and wholesale methods, installation of

displays, location of new prospects, amount
and kinds of reports to be made,

(10) Opportunity for advancement. Does the Job

-

. loglcally prepare for one of greater op-

rtunity? What are the pay ranges for
gge Jobs ahead?
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When such an analysis 1is made, great assistance
is given to the individual who selects saleamen., He
can see at once some of the factors to bé considered.
If the most essentlal factors are incorporated in a man
specification blank, the selector!s task is easier. Such
a form states the requirements as to minimum age, educa«
tion, experience, absence of physical handidapa, ete.
which applicants must meet. Thus, a pleture of the man
who can be expected to do well in the Job is available.
Its value in hiring 1s obvious.

The Job Analysis in Training

| Job analysls 1s a guide in developing training
for the job., A logleal training program can be developed
only when the analysis sets forth the duties to be per-
formed, plus what men of the minimum educational or ex-
perience requirements will bring to the Job. If a
knowledge of cost accounting is essential, and if the
man'a'apecifications states that only college graduates
can qualify, the task of the tralning department becomes
that of glving the man the special knowledge of cost ac-
counting uhich the job may require, since it may be as-
sumed he knows the general fleld.

| If the analysis shows that a salesman of aluminum
ware must be able to cook simple meals for demonstrations
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the training department must either teach that skill

or test for its presence.

The Weighted Application Blank
Closely coupled to the jJob analysis as an im-
portant selection tool 1s the modern concept of a

welghted application blahk. Many selectors ot saleg-
men f£ind great value in the weighted application blank,
one of the newer tools of the selection process., The
principle 18 that of first ascertaining the relation
between certain objective fadts in the backgrounds of

a rather large group of salesmen and the success ob-
tained by each. When the importance of each factor, such
as age, home ownership, or graduation from a college of
pharmacy 1s determined, it is given a certain weight. A
study of the lowest factors in the sales force will in-
dicafe the lowest minimum score which was made by the
marginally successful salesmen., After this 1s done, new
applicants are not hired unless they make at least this
minimum score. If an exception is made, the action must
be fully Justified.
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Objuetive Measures

Although the prineiples involved are simple, the

procedures for seleeting the objectives Lo be measured
that predlet success wlll vary in accordance with the
particular selling situation, The firat step constitutes
seleeting a group of salesmen with well-estallished re-
gords, a group large enough to be cansidefed a valld sam=
ple, and divide it into fthree, four, or five sub«groups
on the basls of their selling success. This divlision may
be neﬁ accounts opened, the sale of proflitable ltems or
perhaps the ratlio between total direct sglling_costs and
salés-volume. Reeords alone may be used, or eombined with
the Judgment of sﬁpervisors, divisional or regional mana-
gers. The most commonly used objective measures age,
height, welght, education, time with present employer,
membership in various organizations, life insurance, or

savings owned or other similar items,

Determining the Welght of Factors

The nexﬁ step involves testing the degree to
which each objective fact 1s related to sales success
as indicated by the group into which each man falls,



Thus 1t may be discovered that there is a definite rela-
tionship between entering age and success or fallure,
between education and sales success or between such other
factors as home ownership or type of formal education
and sales success. Factors such as working one's way
through college, birth in the country, or holding of-
fice in various organizations may be found tb be of lit-
tle significance for work with one company, but of con-
siderable predictive value for another company whose
sales sltuations are somewhat different.

After the objeotive factors which bear on suc-
cess héve been determined by the study of the records
of the current sales force, only those factors which in-
dicate success or fallure are used in weighting the facts
on the application blank. | |

The only significant factors seem to be those
which assist in separating the good from the poor sales-
man, Samuel Poliak in his booklet, Rebullding The Sales
Staff, has suggested that although as many as fifty or
sixty factors may be weighted, a far smaller number, often
no move than twelve to fifteen can normally be used.

13 samuel Pollak, Rebuilding The Sales Staff, McGraw
Hill Book Company, New York, p. 132, 1947.




Once the factors to be used have been decided
upon, 1t is then necessary to assign a weight to each.
The weights are determined by correlating each item
with the degree of success it predicts. Thus, if a
company's records show 2 close relationship detween
entering age and success, & relatively high welght is
glven to the entering age level. But 1f age does not
seem to be predictive, that 1s 1f success can be ob=-
tained with equal ease regardless of entering age, lit-
tle welght 13 given to age.

Do Welghted Blanks Work?
The welghted blank works, and works well, which

seems surprising when one considers that the factors
which are measurable are not those considered the most
predictive of success. Motivation, for example, cannot
be measured, except in an abstract sense, and a weight
assigned to its various manifestations. Yet modern
analysts of succeasful salesmen invariably attach great
importance to the.preaence gg absence of the right kind
of motivation for selling. The other qualities which
one assoclates with good sales personality, such as

14 Norman L. Munn, Psychology, Houghton Mifflin Company,
Boston, p. 127, 19""6.
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liking to be with people, persuasive abllity and a
high drive for power and position are not usually
considered subject to being measured and weighted,

It should be emphaslized that this new device should
be used with resexrvations - but used it should be.

Its limltations lie in the fact of 1ts deoislveness
and i1ts inablility to take into consideration those
human personallty factors which must be considered in
the over-all selection process i1f a successful program
‘18 to be obtalned.

Summary
- Chapter IV has been devoted to a discussion of

the lmportance, methods, and technique of selection of
field sales personnel. Selection has been indicated

first, for rather obvious reasons, in a list of six

specific techniques for the attainment of an effective
program of sales supervision. Earlier in this chapter
mention was made of the fact that the basic abllity and
intelligence of men selected establishes forever a con-
stant upper 1limit to the individualls performance after
Aemplaymant. This fact gains added significance if the
firm in question follows a practice of internal promo-
tion, for eventually every level of management from the
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basle unlt of supervision to the highest policy mak-
ing office must remain confined within the limits in-
1tially set by the standards of employment selectlon.
This alone, 1t would seem, should serve as adequate
stimulus for marketing personnel to stress effective
techniques in thelr selectlon process.



Chapter V

CONTINUED TRAINING

Introduction

Mary Parker Follett, in her text FPreedom and
Coordination, has aptly described the importance of
continued training as follows:

The best leader does not persuade

men to follow his will. He shows them

- what is necessary for them to do, to
meet their responsibility, a responsi-
bllity which has been explicitly defined
to them, Such a leader is not one who
wishes to do people's thinking for
them, but one who trains them to think
for themselves.

Indeed the best leaders try to

train their fo} owers themselves to be-
come leaders.

Evaluating The Need For Continued Training

If the fleld sales manager is to achieve his
objectives through the efforts of other people, he
must first of all know how these people are peﬁform-
ing, both as a group and as individuals, To determine
how his salesmen are performing &s a group and indivi-
dually, the supervisor may avall himself of a large

15 Mary Parker Follett, Freedom and Coordination,
American Management Association, New York, p. 314,
1060.
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quantity of records and reports of performance as well
 as individual observations.

These reports, records and historical data
may then be equated against established standards in
order to determine current levels of performance.

Having determined how his salesmen are per-
forming, the supervisor must take a second step to-
ward the achlievement of his objectives through the ef-
forts of other people. He must get each salesmap to
improve that which he 1é now doing correctly and to h

do correctly that which he 1is not. '
| This, 1n essence, 1s the subject of chapter V;
the importance of continued training in an effective
program of flield supervision,

Basic Reasons For Continued Training

The previous chapter was devoted to a discus-
sion of the importance of an adequate selection process
in the formation of an effective sales organization.

Once selected the immediate concern of sales
management becomes the initial training of the new
representative. No effort will be made in this paper
to detall the importance of this vital phase of manage=~
ment, or to formulate a specific plan for an all inclu~

sive basic training program, since recognition seems
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universal among marketing executives of the paramount
importance of a thorough, well-planned basice training
program,

The only major difference of opinion in this
area seems to be the endless debating, both in and out
of print, of the pros and cons of on-the-job training
versus some type of classroom instruction as the best
means ot initial training. When these arguments give
the impression that the two types of training are in
opposition, or that one must be clearly superior to
the other under all eircumstances - they are mislead-
ing. Both types of training have thelr place in any
well-organiged salesman development program.

Individualized Continued Training

A systematized, well-organized program should
be outlined for continued training, Just as there has
been for initial training in most major companies, The

real work of making salesmen effective begins after they

are placed in a territory. An organized program does
not mean that training must be group rather than indivi.
dual, In fact, the greater part of continued training

should be an individual, on~the-job type. Such training

requires an organized program of personal visits with
each salesman, Training conducted in a mass or academle
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manner is helpful. However, the benefits can be much
greater if the classroom approach is supplemented by
a supervised program for the personal application of
what has been taught. | |

Since field conditions arevccmstantly changing,
the sales supervisor must also be constantly making
changes in the guldance of hls salesmen., Sales train-
ing to be truly effective must be tallored to each
spacific situation and each specific representative,
A periodic check of the Job duties, plus an evaluation
of how those duties are being performed will provide &
means of keeping abreast with each salesman's changing
responsibilities,

The Reasons Continued Training Is Necessary

The seleotion and initial training programs pro-
vide a preliminary survey of a salesman's potential, and
the long term manpower development program begins when
basic training ends, The fact that product information,
as well as application, sales procedure, and the ménner
in which a sales presentation should be made, were once
taught is certainly no assurance that salesmen will cone
tinue to put into practice that which was initially
learned. Once a successful procedure is learned, whether
it is a method of approach, a demonstration technique, or
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a closing procedure, a salesman may not continue its

use. This eonatltutes, wlthout questlion, one of the
most frustrating aspects of management for supervisors,
One by one, a salesman replaces a proven techniqpe or
takes short cuts which he thinks will make his work some-
what easler, This gradual de~tralning process, which seems
to a greater or lesser extent to occur with all salesmen,
is the basic reason all salesmen must be constantly and
continuously trained. An increasing degree of emphasis
must be placed on individual training as each salesman
matures, as no two may need help in the same areas. A
salesman attending a convention or a group sales meeting
in which a considerable amount of time 1s devoted to a
discussion of familiar products or ldeas often reacts by
declaring, "All they do 18 go over the same old things."
The part of the program that really seems important to
him are those areas in which he feels a need for specific
help. |

The editors of Purchasing Magazine asked pur-
6haéing agents, "Do you consider the salesmen now call-
ing on you better qualified to give you not only the
necessary information en thelr prodﬁcta, but detéils of
neﬁ products, procedures, ete. than ten yeare ago?”
Thirty-four per cent of the purchasing agents replied
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that salesmen calling gg them were less qualified than
ten years previously. This seems a sad comentary
Indeed about the effectiveness of many firms' continued

training programs - or lack of them.

Four Point Constructive Training
Simply checking or "overseeing" a salesmants work

will not necessarily bring about an improved sales per-
formance. An effort has been made throughout thia study

to emphasize the fact that supervision in order to be ef-
fective must be positive ‘and constructive. The trainer should
never say to a group of salesmen, "You are making improper
sales presentatlions," The constructive approach is one in
which the individual salesman is shown his shorteomings

and how to improve. This effort on the part of the trainer
should be a continuous four point program.

First: The supervisor must antiecipate and keep
abreast of all new problems his salesmen conétantly face,
This will demand a sympathetic understanding, in the field
of each new problem as it occurs, as well as a detailed
,knoisledge of competitive activity and general market or
territorial conditions.

.16 "Is Today's Salesmanship Equal To The Job,"
Purchasing Magazine, p. 57, August 1958,




Seconds He must determine how these problems
can best be solved,

Third: The salesmen must be taught how to meet
and solve the problems.

Fourth: The supervisor must continuously fol-
low up to make certain the technique suggested 1s be~

ing used.

Ten Point Fleld Training Program
Universal agreement among students of marketing

and sales executives seems to exist concermning both the
difficulties of continued field training, and the inher-
ent rewards of a well-managed program. In the Handbook
of Sales Training, the National Soclety of Sales Train-
ing Executives suggest an excellent ten point program

for the guidance of supervisory personnel in the execu-

tion of & field training program. This program 1is
quoted iIn full below and is believed by this author to
represent an effective outline for all personnel charged
with the responsibility of field training.

(1) One of the purposes of training is to teach
salesmen to plan a day's work. They should be shown
how to do it better, when necessary.
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(2) Check salesman's equipment before atart~’
ing the day's work. Teach him the habit of making sure
he has everything he needs before he starts out. Show
him how to pack41t neatly in his car.

(3) Check his briefease for the same reason,
Be sure he takes it with him on every call,

(4) When you want the trainee to do something,
don't tell him to do it. Ask or suggest that he do it.
Human nature resents commands. |

(5) Don't dominate., The best way to make your-
self important i1s by helping the other fellow succeed
in his jJob. That makes you really important to him,
makes him like you and want to cooperate with you.

(6) when you are uorking with a man to observe
how he operates, don't let him introduce you as his su-
pervisor or by any other title that puts you in a posi-
tion above him,

(7) Keep the trainee's interest in learning
alive. |

(8) To succeed in training, you must be very
patient.* You must also be understanding, be able to
see the other fellow's point of view and appreciate
his problems. You need to be tolerant and tactful.



(9) At the same time, be firm in matters of
policy and established procedures.

(10) Be thorough in your reports about the
men with whom you work, Above all, be honest and
frank, @ive the men all the credit that fi; due them,
Indicate additional help that 1s needed.

Building On Strengths
To the specifio ten point program listed above

one general statement might be added. When each indi-
vidual salesman was employed, the step was taksn be-

cause after ocareful consideration, 1t was found that

he possessed certain qualifications -~ lnowledge, skills,

experience, personal attrihutes, etc. - which seemed
to £1¢t him well for the particular sales Job in ques~
tion. Aloag with these strengths, of course, he had

certain wealmesses, and management was not unaware of

these when he was hired. It seems & rather obvious mls-

take to devote the bulk of the fleld sales training in

an attempt to correct these weaknesses since at the date

of employment his strong points were no dqubt conslidered

17 Handbook of Sales Training, Prentice~Hall, Ino.,
New York, pp. 67-69, 1959.



49,

important enough to compensate for his weaker points.
It would seem more sensible, therefore, to spend the
greater part of the fleld training time helping the
representative utilize his strengths as quickly and
effectively in the job as possible while improving

weaknesses,

Conclusion and Summary

The major objective of this chapter has been
to define the importance of a positive program of cone-
tinuous field training. To this end a detailed dis-
cussion of the need for such training was examined and
a specific ten point program outlined. cdntinued em=
phasis has been placed throughout this chapter on the
importance of bullding on the individual salesman's

strengths, rather than his weaknesses.
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Chaptexr VI

FIELD MANAGEMENT

Introduction

Chapter V was devoted to a discussion of cone-
tinued training, which by any practical consideration
cannot be entirely divorged from the management funce
tion. For purposes of this study, | however, 1t seemed .
best to separate gontinued t:réining and f£ield manage=-
ment into two specific areas in order to undertake a
nmore detalled analysis of each,

Fleld management, by definition, 1s concerned
with two general aspeots of the distribution function,
one = Planning and two =~ Control.

Some authors choose to add at least one other
factor, organization. This scems a rather fractional
definition, though, since organization is inherent in
both planning and control.

Planning is a method of looking ahead~--a con=-
structive reviewlng of future needs in order that pre-
sent actlons may be adjusted in ﬂew of the established
goal. Planning, at least some kind of plamning, must
always take place before doing, Most individual and
most group efforts are made more efficient by determining
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before any action takes place what shall be done, where,
how and who shall do 1it.

Control 1s a composite of the following four
baslio functions.

(1) Establishment of Standards

iei Report Back, or Effective Communications
fsj Evaluation of Performénce

(4) Corrective Action

It will have for its odbject pointing out weaknesses and
errors in order to rectify them and prevent recurrence.
It must then operate on everything; things, people and
actions.  |

Basic Fleld Responsibilities _

The basic requnsibility of the sales supervisor
is to direct the activitles of his salesmen to secure
the maximum, or optimum volume of sales within the ob-
Jective and poiicy framework established by executive
management, Within this simplifled deseription of the
‘sales supervisort's job lies a multitude of complex re-
sponsibilities which call for aptitudes and talents far
'baybnd those suggested by the simple phrase "keeping the

salesmen selling.,"
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Later in this text emphasis wlll be given to
the thought that superior performance a8s a salesman
1s frequently the major (and all too often the only)
eriterion used in aelecting men to the ranks of sales
supervislon, Rarely does the salesman on his way to
becoming a supervisor have the opportunity to develop
8kill or experience in the complex functions of plane-
ning and control, which are at the heart of the manage-
ment job., Once he is a manager, he must pursue his
obJectives largely through the efforts of other people,
He must quickly learn to do those things which cause
others to want {o take action in predetermined direc-
tions for predetermined purposes., In short he must
lead his group toward the assigned objectives, To
these ends, the supervisor must practlce the technique
of laying out the work to be done, assigning this work
to the people who are ﬁo do it, and then taking the ac~
tions required to see that it 1s dane properly. These,
in the simplest of terms, are the management functions
of planning and control.

While it is useful for purposes of discussion
‘to regard these two functions as separate and distinet
Iinds of activity, it seems equally important to recoge
nize that, in practlce, no such obvious separation exists.
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The management functions of planning and control over-
lap and are inseparably Jjoined. Supervisors musf, there-
fore, find themselves performing both functions concur-
rently |

18
Planning Activitles

Planning, simply stated, is the basic mental pro-
cess which precedes all purposeful action. It 1s.the
studlied determination of goals and objectives, and of the
nature and timing of the actions required to achlieve those
goals and objJectives. It is, 1n total, the work any mana-
ger does to identify and establish desirable courses of
future action for the people 1n his group.

In 468 most complete and perhaps most idealistlc
form, the planning process should include all of the fol-
lowing five functions.

{1) Setting Goals. The establishment of apecific
quantitative goals toward which all the efforts and activi-

ties of the organization will be directed.

18 Por z complete and somewhat detailed discusslion of
planning activities see, H. H. Maynard and James H.
Davis, Sales Management, The Ronald Press Company,
New York, pp. 127-197, 1957.




54,

{(2) Budgeting. The allocation of total re-
sources,'maney, all materials, manpower and all facil-
ities required to achieve the objectives established.

(3) Programming. The determination of specific
activities that will need to be performed, and the ex-
act sequence in which they will have to be performed.

{(4) Establishing Methods. The devising of

methods to be followed and means to be used in perform-
ing the actlivitlies required to achleve the objectives
established.

(5) Scheduling. The determination of the exact
points in time at which each programmed activity should
begin and end. .

At first glance the five factors of planning
presented above may seem somewhat academic. It is sug-
gested, however, that callectively they represent little
more than the considered actions of most capable deci-

slon makers.

Requirements of the Plan
Plans must be put into writing to be meaningful,

useful and clearly understood. Beyond this basic and

rather obvious requirement there seems little conslatency
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or general agreement between one company and another,
or frequently between the several segments of the sBame
company  Although consistency in the usage or wording
of the physical form plans take may seem rare, at least
certain elements seem common to all plans which have
proven effective management tools.
Dr. Robert T. Davis, In his detailed study of
- sales management in the field, lists the followlng nine
basic criteriz by which an effective sales plan may be
evaluated.
(1) Are the objectives clearly and un-
‘ - equivocally stated 1n quanitative
- terms?
{2) Are the specific objectives to be
. performed, and the sequence in
which they are to be performed,
indicated clearly?

(3) Are all necessary and related ele-
. ments included?

{4) Are the points in time specified
at which each activity should be-~
gin and end?

(5) Are all elements of cost (money,
. materials, manpower, and facili-
ties) budgeted?

(6) Have formal criteria been estab-

, lished for measuring and evaluat-
ing progress? Is the evaluation
procedure specified?



(7) Are alternative courses of action
provided for?

{8) Has provision been made for peri-
, pdic re-planning?

{(9) Are means of communicating the
. plan to the organization speci-
fied. 19
These nine baslc criteria seem to be an excel~
lent gulde 1ist for the evaluation of the adequacy of

any formal plan.

Broad Framswork‘gg All Planning

The planning function of the sales supervisor.
begins wlth thelestablishmsnt of specific goals ahd ob~
Jectives for thét portion of the fleld sales force ander»
his direction. Since the field subdlvision is a part
of the total males organization, its objectives must be
designed to fit within the framework of the over-all ob-
Jectives of thé prganization as a whole. |

Planning'at the field level must be confined
wlthin the somewhat inelastlc boundaries usually referred

to as company'objectives and company policles.

19 Robert T. Davis, Performance and Development of

Fileld Sales Managers, Harvard Press, Boston, Massa~
chusetts, p. 61, 1957. '
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Company objectives and policies are, therefore,
the starting point for all Balen planning, and the
supervisor must have both a detalled and camprehgnsive
understanding of each plan, however adequate its form-
ulation, 1f 1t 1s to meet with success. To this end,
management must insure that all pertinent information
is available to its field supervisors through an or-
ganized system of communications.

The Supervisor's Role in Planning

The boundaries of responsiblility for the super-
visor's sales planning will normally be constrained by
company pollcy and further limited by the e#tent to
which such planning is performed at the home office.
This will, quite obviously, vary widely between firms.

Regardless of the wlde variance in the planning
function between f£irms, in the end, the final responsi-
bility for interpreting the resulting plans in terms of
local conditions and accomodating them to local needs
must be borne by the supervisor. The amount of fleld
sales planning performed at the home office level ma&
1imit the extent to which the fleld sales manager is in-
“volved in certain areas of plamning; it may even limit
the degree to which he is able to interpret and adjust



the plans established but, to some degree, he will

always be involved in almost every major area of

field sales planning; either through active partici-
pation in the initial planning process or through the

translation of home office plans into action programs

designed to meef the particular need of his own seg-

ment of the market and his own sBales organization.

- There are five major types of planning in which

the sales supervisor will ordinarily be engaged and they

are:

(1)
{(2)
(3)
(4)
(5)

Pleld Sales Forecasting
Planning Territory Organization
Plannling Territory Coverage |
General Budget Planning
Program Planning

Each of the five major areas listed above will

be discussed briefly.

(1) PField Sales Forecasting
" The planning process begins with the establish-
ment of specific, quantitative goals toward which sll

the efforts and activities of the sales organizstion will

be directed.

In order to establish such goals, it is
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necessary first to determine the volume of sales which
can reasonably be expected during the period for which
the plans are to he developed.

In some companies the sales forecasting func-
tion begins st the home office 1evel; in most, however,
it begins in the fleld. Even among those companies in
which sales forecasting is performed entirely at the
home offlce levei, 1t is commonly considered desirable
for each sales manager to analyze his potential busi-
ness, market by market, customer by customer and assem-
ble his findings in forecast form.

EVery field sales supervisor has at his dis- .
posal a widespread source of information, both current -
and historical, dpcnvwhich he may base his sales fore-
cast, principal among these data are the fdllouing five

sources.

(1) Recbrda of previous years' sales for his
unit of énpervision. |

{(2) 1Individual territory, and specific account
sales records. ,

(3) Information concerning local competitive
strengths and weaknesses. ’

(4) Specific knowledge of various local economic

conditions expected to affect Bales expectancy.
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{(5) An intimate first-hand knowledge of the

plans of key customers.

All of the above locally availabdle information
must de carefully coupled by the supervisor with his
basic knouledgerar general business conditions. In ad-
dition, and perhaps even more important will be an in-
timate lmowledge of his compahy‘s plans for the period
ahead. It 1s the reaponsibility of executive manage-
ment at the home office level to provide each supervisor
in the field with this information. |

For the'purpases of this thesis a step by step
analysis of all functlons required in fleld sales roré~
casting is not important and the subject has been ade-
quately diacuaéed in a host of texts. 20 One aépecb,
however, the establishment of individual sales quotas,
almost always remains the singular reSponsibility ol
the fleld supervisor. S

All too cfte~ this vitally important function
of supervision is performed*in an off-hand, casual

fashion. Both the motivation aspect and the group's

20 An interesting, comprehenalve study of fleld Baies
forecasting 1s presented by D. Maynard Phelps and
J. Howard Vesting in, Marketing Management, Richard
D. Irwin, Inc., Homewood, Illinois, pp. 238-266, 1960.
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morale, which will be discussed separately in this
text, are vitally affected.

Impraperiy established sales quotas based on
inadequate, or inaccurate determinations of indivi-
dual territorial potentisl, can, and often will be,
a prinecipal Tactor in the erosion of the organiza-
tion's morale. ]

Dr. Harper W. Boyd and Dr. Ralph Westfall in
thelr text Marketing Research have ably outlined the
importance of this fleld function as follows:

Sales quotas should be set
after market potentials have been
derived and sales effort allocated.
In other words, the procedure should
be to establish market potentials;
to allocate sales effort on the ba-
8is of these potentlals; and then,
considering past sales performance,
changes to be made in the amount
of selling effort during the coming
year,; and anticlpated activities
of competitors, to establish sales
quotas. These are usually set for
each sales territory and for each
salesman. Quotas are ordinarily
not the same as potentials or even
of the same relative slze, One :
market may have twice the poten-
tial of another, but may have
local competitors that take a
lsrge share, so that a glven firm's
quota may be smaller there than
in the area with lesser potential.
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Sales quotas set 1n llght of
sales potentials furnish a much
bettexr basis for measuring the ef-
ficlency of salesmen than do quo-
tag get by the old rule of thumb -
last year's sales plus five per
cent. If two salesmen turn in
the same annual sales volume, they
are usually paid about the same
and are held in equal esteenm by
the sales manager. I market
analysis shows salesman A to have
a territory with far less poten-
tial than salesman B, the sales
manager may wonder 1f salesman
A may not not actually be superi-
or. A shift of the two might
lead to greater total sales. The
accompanyling table 1llustrates.

The difference in the per-
centage of potentlal obtalned
may be because of different abil-
itles, concentration on different
types of customers, different use
of advertising, different fre-
quency of e¢all, etc. Further
study should result In better
results in territory B. 21

Harper W. Boyd and Ralph Westfall, Marketing
Research, Richard D. Irwin, Inc¢., Homewood,
Illinols, pp. 626, 627, 1956.
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A COMPARISON OF TWO SAIES TERRITORIES -~ WITH DIFFERENT POTENTIAL

SALESMAN A | SALESMAN B
SALES LAST YEAR $ 148,000 $ 450,000

TERRITORY POTENTZAL - 1,164,000 4,034,000
PER CENT OF POTENTIAL 38.5% 11.2%

Source: Nielson Researcher, Vol., XIV (May, 1955), p. 6.
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Unfortunately this academic recognition of
a rather baslic sales principle is seldom found to
be the rule among field supervisors and the so-called
"rule of thumb" seems to generally persist.

Among those sales organizations wheré this
attitude prevalls, top management must assume the
responsibllity for its ramifications. Fleld super-
visors will, in general, be guided or directed in
this activity by the importance, or lack of 1it, the

firm's top level executives attach to this function.

22
Planning Territory Organization

With the establishment of individual territory

objectives, the next loglecal step 15 the formulation
of an effectlive plan for working the area.

| Designing an effective plan whereby each in-
dividual territory may be most effectively worked is
a major responsibllity of the field supervisor.

Selling efficlency, the total cost of distri-

bution, customer service and the attainment of sales
objectives are all strongly affected by the manner in

which sales territories are designed.

22 D, Maynard Phelps and J. Howard Westing, op. eit.,
For an exhaustive study of determination of sales
territories see pp. 595~617.
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‘ Since the nature of the selling function varies
significantly from one firm to another, it is difficult
to outline general rules for territorial planning which
would apply to all with equal vallidity. The following
basiec principles, intended as a broad guide, in the
opinion of this writer are appllcable o all salesa or-

ganizations.

(1) The headquarters of each territory should
be located at the center of maximum customer coﬁeentra-
tion. Since salesmen spend most of thelr time where
there are the most customers or potential customers,
travel time and expense wlll be less if their head-~
quarters are located at points of maximum concentration.
In addition most companies require their salesman to
live within a certain distance of their headquarters.

(2) Territories should be designed to minimize
travel time and expense.

(3) Territories should be designed in such a
way as to permdt salesmen to devote an amount of time
in each area commensurate with its sales potential.

(4) 1If possible, each territory should in-
elude some under~developed areas so that each salesman
willl have the opportunity and responsibility of mis-
sionary effort.



{5) Consideration should be given to the
desirable frequency of callas to each type of account
in the territory, the anticipated frequency of "egll-
backs," and the nature of the function performed on
each call. |

(6} Each salesman's work-load capacity should
be determined through careful analysis, including ap-
propriate provision for the various "non-selling”
functions he iﬁv:eqnife& to perform. When realistic
allowance is made for holidays, vacations, week-ends,
time spent in sttending sales meetings, making spe~
c¢ial surveys and handling other special assignments,
the 365-day calendar year may dwindle to 150-180 '
days of selling time. A salesman assigned a terri-
tory too large to be covere&'facea a fruatrating task
in an area in which the sales potential will never

be reached.

Planning Territory Coverage

Planning the manner in which salesmen are to
cover thelr assigned territories is equally as impor-
tant as planning the territory itself. The key tool
for such planning is a permanent i1tinerary. As this
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plan is moat frequently used, & salesman 18 asked
to develop a permanent plan of procedure for work-
ing his térritory. The plan should be for the pe-
riod of time (4 weeks, 5 weeks, 6 weeks, or what-
ever) that it takes him to cover his entire terri-
tory once. The supervisor then reviews each sales-
man's plan to make certain 1t represents the most
efficlent method of covering his territory. In
actual practice, fhe supervisor himself usually.
makes the plan for all new representatives, and
often continues to aid in 1its fbrmnlation for older
representatives. . | .

The permanent itinerary is not a restrictive
device. It should be regérded and used by the sales-
man only as & gulde, and it must be sufficiently flex-
idble to allow him to go where day~to-day changes in
conditions warrant. The greatest benefit 1s derived
when the permanent itinerary 1is regarded as the ideal
procedure for working the territory ~ a procedure that
1s to be followed as closely as, in the Judgment of
the saleaman, conditions will permlt.

It should be noted that with the adoption of
‘a permanent 1t1nerary any time lost from the field is
disregarded and no attempt is made to make up its

coverage. FPor example, if town A were to have been
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worked during the week of Aprlil 22 snd the represen-
tative was 111 this week, when work 1s resumed on
April 29 the current area of the permanent itinerary,
town B, will Ye worked allowlng towm A to wait its
proper turn.

Without the adoption of this principle (and
its adoption does not seem uni?eraal) the first work
Interruption invalidates the principle of a permanent
1tinerary, nrvat the least requires that it be recon~
structed. |

General Budget Planning

Budgeﬁ planning entalls the administration,
control and forecasting of sales expenses in the field.
When thls 1s done with a reasonable degree of accuracy
it becomes an invaluable tool for top management. This
planning is usually the determination and allocation of
all resources necessary to achleve the established sales

objectives. In its simplest terms, it consists in

23 A bhrief but detalled study of budget control is
presented by Ralph Currier Davis in, Industrial

Organization and Management, Harper and Brothers
Publishers, New York, pp. 864-873, 1957.




(1) placing a cost element on all controllable ele-
ments of money, manpower, materlals, and facllitles
that will be expended in attempting to achleve the
objectlives and {2) establishing the standards which
will form the baeis for controlling expenditures in
the operations of the field unit.

The field supervisor's responsibllities for
expense plamning usually encompass two broad areas,
manpower and traVBl,\ar field operational expenses.

Supervisors are frequently required to sub-
mit proposaé manpower expense budgets on an annual
basis. The chlef virtue of a manpower salary bud-
get system i=s that it provides a sound basis for .
predieting, and hence for qontrolling, manpower eXw-
pense. Factora affecting the size of salary budgets
wlll vary, of course, from one company to another
according to the nature of the cdmpenaabicn4poli~
e¢les pursued.

In addition to the manpower budget many su-
pervisors are required to submlt a detalled travel,
or operational budget for his unit of supervision.
Usually this entails an estimate of the travel ex~
pense {including transportation costs, the costs of
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meals, hotel accomodations and entertaining expenses)
which each salesman is expected o lncur in covering
his territory according to his permanent itinerary.
In making such estimates, the supervisor wlll find
1t helpful to refer to travel expense records of
previous years. Whatever the supervisorts approach,
it is Important that, after provision is made for all
known elements of expense, sultable allowance be made
for contingencles. If the travel expense budget comes
to be regarded as a restrictive device by the sales-
man, he may tend to consider expense first and sales
opportunity second - a viewpoint, surely, which few

pales managers wish tO»encourage*

24
Program Planning

Sales program planning is the very essence of -
the field sales supervisor's Jjob, Reduced to 1ts sim-
plest terms, saxés program planning consists of deter-
mining what each salesman must do and where and when
he must do it if the objectives of the fleld sales
unit as a whole are to be achleved.

23}  The reader may choose to refer to the following
text on the theory of planning for a definitive
discussion of this topic. Preéton P. LeBreton
and Dale A. Henning, FPlanning Theory, Prentice-
Hall, Inc. Englewood Cliffs, New Jersey, 1961.
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Although the supervisor may reeelve con-
slderable support and guidance from his immediate
superiors and the home office in the form of mer-~
ehandising programs, advertising and promotion came
paigns and the like, such support does not relieve
him of the responsibllity of sales program planning.
His responsibility entalls developing an action pro=-
gram for utilizing this home office and other support
in a manner designed to specifically £it the needs
of his particular field unit,

. The degree to which the plan will be effec~
tive will depend, of course, upon the degree to which
it is accepted. The salesmen who must carry out the
plan must understand it, belleve in it, and know the
relation of thelr part to the whole. Since sales-
men, as previously mentioned, are subject to much
less direct supervision and control than their counter-
parts in other areas>of the company, the need for ef-
fective communication of plans and objectives 1s es-

peclally urgent in the fleld sales organization.

25
Control Activitles

We now turn to the second aspect of field man-

agement; control.

25 For a broader review of control activities see,
Ralph Curriler Davis, op. eilt., pp. 379-570.
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As used in this text, control 13 intended to
mean the management functlon of determining whether
plans are belng properly carried out, and if not, tak-
ing the necessary actlon to correct the ailtuation.
This term was selected (for lack of a better one) af~-
ter much thought, and even then with some reserva-
tlons since 1t has strong connotations of domination
and restraint and 18 an extremely negative word. The
management functlon which 1t is intended to identify,
however, is more positive and more complex than the
word would seem to imply. The control phase of fleld
management involves four kinds of positive and dis-
tinet activity:

(1) Report of Performance

(2) Evaluation of Performance, as reported,
. as opposed to what was expected

{3) Evaluation of Variances
(%) Evaluation of Corrective Action

No detalled analysis of these four important
steps in the control phase of field management will be
attempted; however, a few words to ocutline the author's

position seems in order.
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It appears generally recognized that a pri-
mary function of supervision is evaluation of per-
formance; evaluatlon of performance of the sales
unit as a group, and evaluation of each individual
representative. Because most fleld sales activities
are 80 closely related to one another, both in per-
formance and in effect as to be virtually insepar-
able, the evaluation of performance in any one area
usually provides a valid measure of performance in
many others.

When the evaluation of performance indlcates
a major varliance in one or more areas, this wlll usu-
ally necegsitate exploration of all major areas to
determine the causes and seek clues to the corrective
action required.

Corrective actlon will then become the end
result of the control phase of fleld management. Un-
less appropriate corfective action is taken when indl-
cated, the evaluation of performance and evaluation of
variances is meaningless.

Whén the needs are made apparent to the indivi-
dual salesman, corrective action is often self-generated.
When variances are promptly identifled and properly
called to the attentlion of the individual salesﬁan,
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corrective action is frequently taken with no fur-

ther effort on the supervisor's part. When thls does
not happen, however, each variance must be carefully
analyzed to determine its cause or causes and appro-

priate corrective action directed by the supervisor.

Summary |
- This chapter has been devoted to one of the
most important aspects of fleld supervision - that of
fleld management. By definition alone this seéms rather
obvicusvaince field management is the heart and essence
of supervislon as defined in this text.

Throughout this chapter an attempt has been
made to siress the positivekside of field management
and to this end the basic functlion was divided into
two broad categorles, planning and control.

Planning was defined and the specific role of
the flield supervisor in this area outlined. A specific
five polnt program suggesting the role of the supervisor
was dlscussed at some length.

The second phase of field management was de-
fined as cantroldand an analysls was made of the four

evaluation procedures involved in 1its completion.
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Chapter VII

MORALE

Introduction

Any discussion dealing with the broad general
“topic of morale would do well to begin with a defini-
tion or description of 1ts meaning, For this purpose
it may be well to examine the views of Dr. Ross Stagner
as expressed in his téxt, Studlies in Personnel and Inw
dustrial Psychology. To quote:

Morale, I think must always be
expressed in terms of an individual
group relationship; 1t is an index
of the extent to which the indivi-
dual perceives a probabllity of
satisfying his own motives through
cooperation with the group. Ob-
viously, then, there is no such
phenomenon as morale in generals;
the state of an individual’s morale
must be Judged relative to some
specific group, such as his com~
pany, his informal group, or his
tmion .

Morale, to me, is not a mean-
ingful term if the individual 1s
seeking individual goals through
indlvidualistice action. At least
from the subjective or phenomenal
view, 1f he does not percelve him-
gelf as a member of a group, the
term morale simply is not relevant,
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Of course, he may be objectively
a member of a group, a8 when he
is an employee of a company; and
80 from an external point of view,
we may speak of his morale as a o
part of the employlng organiza-
tion. In this case, if he 1s act-
ing purely in an individualistiec
fashion, we must conclude that
his morale 1s low.

High morale exlists when the
individual percelves himself as
a member of & group, and percelves
a high probablillty of achieving
both individual and group goals
through a8 course of action., He
consclously aeeks to achleve the
goals of the group because these
are important to him « they have
become individual goals « or bee

e o oot SoarE Y i
not related to the group.

This definition, by Dr. Stagner, which was
drawn from a text on the morale of workers in the manu-
facturing Mduatries, may at first glance seem strange
and out of placé in a paper dealing u:!.th morale in
field sales organizations. The writer holdas that this
should not be 8o, however, and is in general agreement
{as will be pointed out in this chapter) with the views

26 Ross Stagner, Motivational Aspects of Industrial
Morale, The Dorsey Press, Inc., Homewood, Illinols,
~ p. 304, 1961,




of Dr. Stagner considering the importance of viewing
morale as primarily a group function.

The Vanishing Salesman

Of_ten heérd, and frequently seen today, 1s the
phrase, "The Vanishing Salesman,” This is usually in-
tended to deaeribe the changling responsibilities and
fuﬂctiom of the modem aalesmn, not a numerical re-
ducticn in the total numbem _

As the total distribution function has become
more complex within most sales organizations, the dutles
and functions of each of its individual members have
likewlse become more complex, | '

Today's salesman may well be éharged not only
with the basic responsibility of selling, but also with
specific responsibilities in such broad areas as 'adverw
tising, public relations, misslonary good will, public
speaking, speciéi product promotion work and certain
collection and credit functions to mention only a few.

As the tendency toward an expansion of responsi-
bilities for the individual grows within the sales organi-
zation, so also grows his importance andyreapmsibilﬁ.ty
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to the group as a whole. For this reason it will be
the intent throughout this chapter to stress the im-
portance of considering morale as a group function.
This does not seem to have been the case in most writ«
ings considering morale in sales organizations.

Estpritt de corps! |
"The common spirit pervading the members of a
group. It implies enthusiasm, devotion, and Jealous

regard for the honor of the group.”

The hob nails of military boots clang through
the streets of anclent Berlin - perfect unison - perfect
stride - perfect posture - pride, real and genuine, ra-
diates from every soldierts face; Hitler's finest troops
are on the move. |

No -~ a spectre has not risen from the past,
but this rather dramatic statement does serve to illus~
trate the point, es'prit! de corpst.

Since the days of the Roman Legilons the military
has always been aware of this powerful motivating foree.

Almost everyone is aware of one example of this., The

o7 Websters Collegiate Dictiomary, G. and C. Merriam Co.,
Publishers, Springfield, Massachusetts, U.S.A.; p. 651,

1947,
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‘coltish youngster inducted into the Marine Corps and
told repeatedly and positively that he 1s a member of
the greatest fighting force on earth, soon is a member
of the greatest fighting force on earth. |

Estprit! de corps'! should not be confined to
the military. This useful, frequently neglected, and
often underestimated technique of supervision should
be pressed into service in every sales organization.

This may seem 2 nalve and gross over simplifi~
cation of a highly complex management function, but the
goal 1tself 1s not complex and should not be allowed to
become so. |

After a11,>any improvement in individualts, and
hence group moi'ale, however slight, must by definition
henefit evary'mémher of every organization.

The Five Basie Drives of Man

Daniel Starch in his book, How To Develop Your
Executive Ability, has the followling to say about the
five basic drives of man. |

There are five basic drives in
human beings - five "I-wants-out®”
of which the whole drama of life

springs:



(1) Hunger - the need for food; in

I ancy the chlild cries out for
1%, In adulthood he strives to
earn 1t.

{2) Pain - the desire for comfort -
. Podlly and mental well being.

{3) Sex - the desire for a mate,
.. smﬁome,- chlldren and companion-
.p.‘

{4) Action - the desire for power,
. . &achievement, control over things,
forces and persons.

{5} Approbation - the desire for approv-
. . al, good will, and admiration of
onets fellow men,

The latter two represent the
broad area where through proper mo-
tivation the Mdividual’s morale may
be elevaged and sustalned at a high
level. 2

The writer is in accord with the definition of
the five baslc drives of man listed above. For purposes
of this study, however, the last two, Actlion and Appro-
batlon, will be sub-divided into three specific areas.
These three area‘_s will constitute the specific field in
which 1t 1s believed the field supervisor may motivate
the individual and group toward a deslrable level of morale.

28 Danlel Starch, How To Develop Your Executive Ability,

Harper and Brothers Publishers, New York, p. 100, 1943.
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Three Most Important Motives for supewisoi-z Consideration
| The author's fleld experlence has demonstrated
that there is often a marked contrast between what manage-
ment bellevesn to be the strongest motivating forces, and
the relstive mportmnca which the sales force attaches to
i:nese same forces, When such a situation exists, it may
usually be attributed to the fact that management has
falled to analyze, understand, or properly evaluate the
dominant motives which influence the attitude and the pere
formance of the employees. It 1s, however, possible to
identify the leading motives or desires which accompany
the thinking of most employees as they consider the posi-
tion they hold, and the degree to which it seems to make
1t possible for them to attain their goal in 1ife.

The following three domlnant motives are suggested
as of paramount importance to all members of the sales

organization.

(1) Security
(2) opportunity
(3} Recognition

No effort has been made to rank the three in order
of importance, since the strength of each varies with the
individual, and doubtless, from time to time in the thinking
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of the same individual. It may be well to note that
both security and opportunity are econamic in nature
and recognition is psychologlcal. The latter may, how~
ever, be just as strong an influencing motive as either
one of the first two. Each of the three dominant mo-
tives llsted above will be discussed separately.

Securl
The Influence of this important motive may best

be 11lustrated by a consideration of certain conditions
of employment which permit the securlty factor to exer-
cise elther a good or a restraining influence on the per~
formance of the salesman. It should be noted that each
of these practices, or the fallure to develop a policy
on which sound practices may be based, has a strong beér-
ing on the economic future of the salesman. Since it will
readily be granted that he has just as vital a stake in
his own economi¢ security as has any other worker in the
f£irm, the relatlion of the situation outlined dbelow to
the general level of morale is evident.

| There seems 1ittle doubt that a desive for economie
stablility and personal security is a strong motivating
force in human actions. Fear of what might happen should
onets employment be terminated and natural interest in the
postretirement perled are expressions of a worker'!s legiti-
mate concern for the economlc security of himself and his
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famlily. The development of annual wage plans came
about because of the day-to-day fears of workers. So-
ecial security coverages, industrial compensation awards,
and the growth of retirement provisions all grew from
this basic urge for security.
Salesﬁnn have In the past often been denied

many of the benefits mentioned. Often they have been
excluded from group insurance or hospitilization bene-
fits. Many companies seem to have deliberately attempted
to secure rulings which class their salesmen as "indepen-
dent contractors” in order to avold payments for social
security benefits. The growth of pension plans for out=-
side salesmen has been slow, as compared to similar pro-
teaction for plant and factory workers., One study showed
that in some organizatians»aaleaman are specifically ex~
cluded from company ﬁenaion plans. 2

| Another major factor contributing fo a feeling
of insecurity on the part: of many salesmen is the fact
that many management offlcials follow practieea which
'keep the men in an almost constaut state of fear. The
consequences of falling to meef one's quota are constantly

29 H. H. Maynard and Phillip McVey, Retirement Income
Plans for Outside Salesmen, National Sales Executives,
Inc., p. 9, 1953.




84,

“stressed. Salesmen often feel the complex statistical

~ procedures of establishing potentials are only for the
beneflf of the company and therefore are but one more
way of preventing them from obtaining their proper re-
ward. Fear seems to create fear; situations which
otherwise might not be noticed become important when

a salesman works with the handicap of fear. He might
find 1t difficult to analyze these fears, dbut they are
nevertheless real. Perhaps the basic problem grows out
of the necesslty of making sales to hold one's Job or:

| to receive an adequate compensation. Fear does not seenm
to arise in this same way in ingide Jobs, since most in-
side workers are not under the compulsion to work alone
and to secure satlisfactory .reaults almost entirel.v
through their mm ﬁnaided efforts, which is certainly
true of the job of most salesmen. When management does
not understand or appreciate these factors in the work of -
salesmen and does ncthing to alleviate their natural fears,
1t 1s likely that the effect on the work of the men will
be cumalatively bad. Inapirétional letters, talks, and
bulletins do very little to overcome this attitude when
it has been creaﬁed by unwise poliocies.
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The f£leld supervisor should lead his men to-
ward a feeling of security based on certain bellefs
about the conditions of thelr employment. When the
men realize that favorable condltions of empléyment
exist, as measured by such factors as compensation
plansy supervisory methods, and clearly understood
fringe benefits, their feeling of security will be
greatly enhanced.

@mrtunitx

Salesmen, as other workers, feel they have the
right to advancement 1f their efforts Justify such recog-
nition. The salesman beiieves that as he matures in ex~-
perieme and abilitzy, correspmding imreasea in his fi-
nancial remrﬁs should be available to him. He there-
fore resents any practlces which seem ta mdicaée that
the company has a policy of keeping the earnings of their
men within a certain limit. -
| One of the best kmown examples of such & policy
13 the practlce of reducing commission rates when sales
increase. This may, of course, be justified when the
increased saléa are due to some factor completely beyond

the salesman's control. A product may suddenly come into



general use, or a substitute may galn acceptance be-
cause the older product is not availabie. But even
then, it seéma questionable whether commissions should
be reduced. Cerbalnly they should not unless the salesg-
man has been consulted and an agreement reached which
ig falr to both him and the firm. Similar in its ef-
fect ig the reduction of a mants territory when saie.s
increase to a certain level. Té‘rritory splitting may
- be jJustified under & company policyl of intensive market
cultivation, but the saiesnan should be consulted by
his supervisor and an adJusﬁment in earnings provided
for, at ieast: in the initial perlod in the smaller terri-
tory. o | | |
Equal opportunity is believed by all salesmen
to be a prerequisite for falr empioyment, when the men
‘ feel that the potentials in their 'tem"i_tor'y are low as
compared to other territories in the same company, this
basle premise 1s violated. Much can be dome through
effective supervision at this point by showing the men
how potentials are measured and the relation of these
potentials to the work of each salesman, Conteats, for
example, should always have a direct, and understand-
able, relationship to potentials. |



Recognit;on

The third dominant motive, recognition,; repre«
gsents a form of psychological income and may well be
Just as Important a factor iIn the establishment of a
high level of morale as financial reward. A recognie
tion of the Justifiable "ego" of the salesman is an
important method of enhaneing the level of morale within
the sales group. Recognition of work well done, of ef-
forts to improve, or of similar pfogress made by the
salesman is a thoroughly justified policy. If the men
lmow that thelir supervisor z#of;es thelir forward pmogréss’
 and shares with them in the pleasure of sccomplishment,
morale is :mprovéd. - Thoughtful supefvisors know that
salesmen need this type of reward even more than do
other workers, since thelr work is often performed at
great distances from the factory and often under almoét
hostile conditions. Buyers can and do gilve many sales-~

men a c¢old receptian.‘ Salesmen are naturally prone to
be discouraged and to feel that they have a very lonely,
and perhaps even unappreciated job. In this comnection,
nothing is as powerful a stimulant or morale booster as
a personal visit from a capabie f1eld supervisor. But
if the superv:!‘.sor concelves the purpose of his visit to



his men 1n the fleld as that of giving them constant
stimulation and reprimands his visits may bear nega-
tive results. The effective supervisor knows he must

lead, not drive.

Summary and Concluéions

This chapter has attempted to deal with a diffi-
cult, hard to define and extremely important subject -~
morale. |

The thought (believed to be somewhat unique in
a sales group context) was 1ntroduéed concerning the im-
portance of viewing morale as a group function.

"Most salesmen belong to some unit of 1dent1fica~
tion, even if it 1s no smaller than the firm in general.
The development of a sense of esfbwit' de corps' is sug-
gested as a valuable, seldom used tool of supervision
in the development of a satisfactory level of morale,

The five basic drives of man were outlined, and
from them three 6om1nant motives for supervisory con=-
plderatlion were formulated. These three motives, Secur=

ity, Opportunity and Recognition were discussed in detall.
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Conclusion

A chapter on morale would seem incomplete, to
say the least, without mention of leadership. In a
sméll, rather unpretentious artlcle entitled, The Fleld
Sales Manager As A Leader, Dr, Samuel Stevens paints a

vivid, and moving picture of this management function
and 1ts direct relationship to the subject of morale

as follows:

Ieadershlp at its best, wher-
ever it 1s found, 1s always charac-
terized by an indefinable something
which can best be desceribed by the
single word "commitment." A truly
human concern for the well-being
of men inevitadbly results in man-
agement techniques and practices

- that create an environment in which
the individual, even as he serves
the interests of the organization,
finds opportunity to fulfill his
deepest needs. A by-product of
great soclal and spiritual signifi-
cance emerges from this process:

It has to do with loyalty; 1t is
manifest in the way the individual
identifles his own needs and as-
pirations with the organization's
goals and purposes; 1t 1is evident
to competitors in the difficulty
they experience in pirating good
people away; it produces measur-
able profits in the form of sug-
gestiona for improvement, and
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better work performance; it ulti-
mately finds expression in the
growth of better men for better
management.

Note: In addition to the texts cited in this
chapter, the reader interested in additional reading in
the general area of morale in business, should spee F, J.

Roethlisberger, Management and Morale, Harvard University

Press, Cambridge, Massachusetts, 1946,

30 Samuel N. Stevens, The Fleld Sales Manager As A

Leader, The Ronald Press Company, New York, p. 84,
1953.
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Chapter VIII

MOTIVATION

Introduction
The fourth specific technique in the proposed

supervisory.program is motivation - perhaps a very
brief definition of this function will help outline
its importance.

Websters Colleglate Dictionary provides the
following rather brief definition of the verb motivate,

"Motti-vate: to provide with a motive; to im-
pel; inclte ~ mo'=ti-val«tion, n." 3

Within this short definition lies the ver&
heart and essence of the fleld supervisor's primary
function, the motivation of the men under his direction =
correct motivation may be a more apt deseription since
motivation may take two directions, positive or nega-
tive.

This chapter will be devoted to a discussion of
the positive aspects of motivation. The term positive
aspects 1s not intended to preclude any steps toward

necessary discipline which 1is, of course, frequently

31 Websters Collegiate Dictionary, op. eit., p. 341.



required from the sales‘supervisor. In fact, it appears
to this writer that discipline, when fairly and honestly
administered, should bé considered a positive motivat-
ing factor. Most men appear to receive an increased
sense of security from the firm conviction that their
immediate superlor knows both them and their territory
well enough to correct any deviation from the expected
path of behavior, anest,.reasonable and consistant
firmness in discipline or restraint portrays a gesture
of respect for and interest in the individual.

Negative motivation will not be discussed in de-
tall because one primary tenet throughout this paper has
been the emphasis on dlscussling the positive aspects of
an effective program of sales superviaiob. 32

Mention should be made at this Juncture, however,
‘1f only by way of definition, of ﬁhat 18 intended or im-
plied by thé term negative motivation.

Negative Motlvation
Negative motivation is quite simply, in this

author's opinion, any action, direct or implied, which
impels or incites action in a dlrection counter to the

32 For an interesting discussion on motivation see:

Carl Heyel, Management for Modern Supervisors,

American Management Association, The Riverside
Press, New York, 1962,
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best interests or outlined objectives of the sales
organization.

Examples of negative motivation could be al-
most as endless as a list of possible human weaknesses,
but a few of the most important and obvious would in=-
clude the following:

(1) Basic Dishonesty
{2) Improper Personal Conduct

(3) Disloyalty

- -

More wlll be said iIn the last chapter of this
paper about the reverse aspects of these three factors,
since they will be discussed under criteria for the se-

lection of supervisory personnel.

Poslitive Motivation

In order to motivate salesmen successfully, the

saleé supervisor must:

(1) Thoroughly understand both company and local
obJectivés;

(2) Develop, or possess, the ability to equate
each salésﬁan's Job against the obJectlives through Job

analysis and descriptlon.

{(3) Possess a deep respect for the human per-

aonalityfaﬁd the uniqueness of each individual.
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With regard to the first of these requirements,
it appears that many organizations confine the informa~
tion about company objectives and progress toward them
locked in top management's private files. For all who
mast work under these conditions great sympathy should
be extended. Regardless, however, of how much, or how
1ittle information may filter down from above, each
supervisor must formulate his owﬁ specific objectives
congistant with his company's broader objectivea., It
is not pdssible to measure progress without same ¢lear
notlon of what one 1ls striving toward.

Once determined, these local or diastriet objec-
tives and the Job analyses and descrliptions based upon
them shbuld be put into writing. If wrltten descrip-
tions are not provided by the company, the fleld sales
vmanager must, in his own interest, develop them himself
after having performed a Jjob analysls for each of the
men'reaponsible to him.v In any single selling operation
the majority of the Jobs will be found to be quite simi-
lar, The supervisor will need, in most cases, only to
describe two or three types of Jdbs, and in some cases
even less. The process of making the analysls and pre-
paring the description should be a revealing experlence.
The supervisor wlll almost certalnly discover that his
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salesmen are not doing things they should be doing, and
in many cases that they are doing things he does not
kﬁow about.

Without an objective analysis and description
of each Job, the supervisor 1s handlcapped in his ate
tempts to motivate his men to develop the requisite
knowledge, attitudes, skills and habits.

The "Motivator" Himself
The establishment of reallstic objectives and

sound Job descriptions provides a bracket of reference
within which the supervisor must motivate his men to ac-
complishment. Yet such a statement of goals, howéier
well arrived at and stated, depends for achlevement upon
individual people.

The most noble intentions are headed for doom
unless they are/iaplemented with understanding and deep
respect for the human personality. This, to the writer,
is a basic tenet of motivation. Lest this sound pious
or presumptuous, it should be added that the only pro-
fundity to which the author lays clalm is thé profound
conviction that this 1s an ultimate truth in dealing
with people. ' ‘



In order to understand others one must first
understand oneself. Before one can like and respect
- others one must like and respect oneself. Unfortunately,
understanding oneself is not as easy as it may sound and
honestly liking oneself and one's motives is sometines
hard to face; but the only way one can understand others,
the only way one can grow, 1s by diligently seeking self-
understanding, however palinful the process may be, Al-
most everyone is familiar with the bldblieal quotation,
"Love thy.neighbpr as thine own self." On the'aurface,
this seems almost deceptively simple. In his excellent
text, The Passionate State of Mind, Eric Hoffer provokes
1nteregting thought for this age-~cld concept.

To quote: |

The remarkable thing is that we
really love our nelghbor as ourselves.
We do unto others as we do unto ourw
selves. We hate others when we hate
ourselves. We are tolerant toward
others when we tolerate ourselves.
We forgive others when we forgive
ourselves. We are prone to sacri-
£ice others when we are ready to
sacrifice ourselves., It is not love
of self but hatred of self which is
at the root of the troublea that
afflict our world., 33

33 Eric Hoffer, The Passionate State of Mind, Harper
and Brothers, New York, p. 61, 1955.




This is strong Ianguagé indeed, perhaps more

so than the reader will accept. But knowing oneself
and liking what one sees, 13 in the author's opinion,
the beginning of knowing and managing others; indeed
" 1t may well be the beginning of wisdom.

~ The word wisdom was chosen above with no re-
servaticns, because it was felt that wisdom, inherent .
or acquired, is a paramount requirement for the patient
day by day management of people.

The Individual as an Entity {

To a large degree, the success achieved in mo-
tivation by the field supex?v:!.sor wlll be measured by
his adillity to ¢bnsider each of his men as an indivi-
dual. This view is well outlined in an excellent pam-
phlet entiftled, Motivating Salesmen: Some Porscnal

Observations, by Rqﬁert P. Alberts, and a rather in-
teresting, if lengthy, quotation follows:

Managing salesmen is a sellin
Job; and I belleve it would be Eef%er

performed if more of us regarded 1¢
as such and approached our salesmen
with the same respect we do our cus~
tomers; do you treat every Presbyterlan
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1ike every other Presbyterian, every
Catholie like every other Catholic,
every Jew like every other Jew, every
redhead llke every other redhead, or
every fat man like every other fat
man? Obviously not. No one; to my
Inmowledge, ever sold anything to &
type; only individual people can sign
orders. Similarly, no one ever moti-
vated 8 group of salesmen as 2 single
lump of humanity; people learn and
are inspired only as individuals.

If I make no other point in this
discussion, I shall feel rewarded if
I get this message across: In traine
ing and motlivating, in everything you
do with your salesmen, you are dealing
with individuals. Each of these peo~
ple is unique, different from every
other. me this 1is the real wonder
and glory of the universe. I have a
very personal religion that holds that
individuals are worthwhille; that each
- of us is precious; that each of us
has vithin him a spark of the dlivine.
I do not belleve that this notion of
a comnon divinity need make us soft
or sloppily sentimental in our deal-
ings with people; certalnly Christ,
personlfication of love, was & re-.
alist. In our infinitely smaller
sphere we should at least be cap-
able of reasonableness in the face
of reality. 'Well, suppose I buy
that,” I hear the chorus come.
"what has it to do with the pro-
blem of motivating salesmen?
Quite simply, this: Whether your
company's annual gales are $2 mil-
1ion, $200 million, or $2 billion,




they are the result not of some
vague, nebulous, anonymous lump
called the “sales force," but of

the efforts of a number of unique,
wonderful, frequently strange and
aggravating precious individuals.
And it 1s the degree of success,
wlth which these individuals achleve
thelr individual objJectives - through
proper motivation « that will deter-
mine your success or fallure as a
t’iel& Sales manager.

Money The Mighty Motivator
The reader may well have wondered at the lack

of any mention so far of the "Mighty Motivator" money.
This has not been because its .ﬁnporténce has been un-
derestimated, hui: rather because it seems so obvious.
There seems to be with most men 2 limit as to
how far they will travel for éxf:ra compensation. Money
is important, certainly, hu{; 80 iﬁ pride: a man's good
opinion of himself. Most men having reached a plateau
of relative financial security will do for pride what
they would nevéﬁ do for profit., Pride thrives on ap-
propriate recogriitim - and this is motivation.

34 Robert P. Alberts, Motivating Salesmen: Some Personal

Observations, American Management Assocliation, New
York’ Pe 4, 1960.
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The Concept of Motivation

If this chapter has left the general impression
that an understanding of motivation is complex and diffi-
cult, it has partially fulfilled its mission.

It is interesting to examine, even briefly, the
opiniona of a noted psychologist concerning this rather
difficult concept of motivation. Dr. R, S. Peters has

this to says

For toleration will surely fol-
low the acceptance of the thesis that
the role of the Galileo of psychology
must be forever unoccupled, Psychol-
ogy has not soared lnto its Galllean
period as is so often thought, through
lack of bright ldeas, experimental

- ingenuity, oxr methodologlcal rigour.
It has remained earth-bound in mazes
and Skinner boxes because the highly
general theories which, 1t was hoped,
would emerge, are loglcally ilmpos-
gible. The fundamental mistake of
theorists like Lewin and Hull was
to agsume that what psychology re-
quires is a Galileo. VWhat would
be much more salutary would be a
more careful serutiny of the con-
ceptually 1lluminating start made
by Aristotle. 35

35 R, S. Peters, The Concept of Motivation, Rutledge
and Kegan Paul, London, pp. 156-157, 1958.
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Summary .

The major purpose of this chapter has been to
stress the Importance of motivation - positive motiva-
tion. To this end three important requirements for the
supervisor were suggested.

{1) Understanding objJectives

fai Equating each salesman's Job against
« » the objectives ,

(3) Respeoting the uniqueness of the 1n-
- d!.v:!.dual
A large section was devoted to & discussion of
the importance of self-evaluation and self-analysis of
the "mt;‘vatur” himself.

Conclusions

In concluding this chapter on motivation, it secems
appropriate to turn once more to the work of Robert P. Al=
berts, Motivating Salesmen: Some Personal Observations,
to quote:

X should llke to observe that
most of the highly successful peo-
ple I know exist in a state of emo-
tional imbalance. Their drive to- .
ward achlevement 1s fueled by above-
average emotional hungers. They have
problems and they create problems,
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They are almost invariably interest-
ing people. Thelr contributions are
80 enormous, proportionately, that
it makes good sense for us to learn
to live with them - and, where pos-
gible, to help them live with them-
selves, In no sense, therefore,
should my remarks be regarded as a
vglea for hiring salesmen who are
normal, perfectly adjusted" men,
(even if I were to concede that
there 1s any such creature as a
"normal” or "perfectly adjusted"
man - which I shall not,)

If the psychologlical test bat-
teries were as effectlve as some
psychologists and companies would
have us belleve, and they were able
to select prototypes of this per-
fectly adjusted individual, you and
I would be out of jobs, For I would
not be writing this, and you would
not be reading it, unless there was

- something eating at our ingides -
something that 1s driving us to
find the things our companies re-
quire, win ourselves approbation
in our communities, and slake our
psychic thirsts.

The perfectly adjusted man,
after all, would be in a state of
perfectly comfortable, perfectly
stable, perfectly useless equilib-
rium. Agd that doesn't move the
goods,. 3

36 Robert P, AlbertB, op. 9_;-_‘503 D. 10.
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Chapter IX

FLOW OF RESPONSIBILITY

Introduction
This chapter might well have been titled "Com~

munications," "Flow of Communications," "The Responsi-
bilities of the Supervisor in Communications" or one

or another of such titles from an almost endless list.
After careful and thoughtful deliberation the term
"Flow of Responsibility" was selected because it seemed
a much more definitive and encompassing term.

The purpose of this chapter willl be to outline
this responsibllity, its lmportance and its dual, or
two=-fold nature.

In order to illustrate best the total flow of
responsibility throughbut all of the various echelons
of the field structure, it may be best to turn for a
moment to a brief study of the usual pattern for organi-

zation of field management.
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Fleld Management Structure

If standard business practice is accepted as
a gulde, 1% secems possible to distinguish four major
levels of fleld sales management ~ though it must be
added in haste that all companies do not have all four
and some may have even more. Beginning at the top

level they are:

(1) Regional Managers
{2) npivisional, or Branch Managers
f 35 Supervisors, or District Managers

(lt) Senior Salesmen and Salesmen

{1) Reglonal Managers are typically closest
to the "policy-making" sales executives. From one point
of view, the regional manager's prime function is to
represent the home office in the fleld; from another
equally valid point of view, his prime function is to
represent the field at the home office. From any point
of view it is the reglonal manager who actually bridges
the gap between the home offlce and the field, Through

37 For an interesting discussion of fleld sales struc-
ture see: Kenneth R. Davls, Marketing Management,
The Ronald Press Company, New York, 1961.
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him the headquarters executives derive almost all of
thelr knowledge of customer!s needs, the acceptabllity
of the company's products and the activities of com-
petitora; through him local managers and the field sales
force derlve almost all of thelr knowledge of company
objectives, policles and plans. Obviously, his most
Important responsiblility is to maintain close liason
with both headquarters and the field, his most important
requirement to be able to think and communicate in both
the terms of the home ofz‘icﬁ executive and the terms

of the field salesman.

{2) Dpivisional, or Branch Managers, are pri-
marily responsible for the operation of basically homo=-
geneous sales districts. In the hierarchy of sales
management;, théy are the "doers"” - the implementers -
and are usually the interpreters of local market and
competitive conditions. In 'the Iérger divisions, or
branches, these managers frequently supervise considerw~
able non~selling personnel and related activities as
well. _

(3) Supervisors, or District Managers, are
those field managers who are charged with the responsi-
bilitles for the personal direction of salesmen and who
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have no responsibility for maintaining local or branch
offices., The éales supervisor ordlnarily reports to
the divisional, or branch manager, and is responalble
for a team of 3alemep and a group of accounts., In
any ae_veral-imred management organization, super-
visors represent the first level of management above
the salesman. They are also (it might be added, as
an aside) the reason for thé existance of this text.
{lt) Senior Saleamen often have certain limited
manageriél‘responaibiuties similar to those of =males
supervisors, but they usually represent a transitional
stage between selling and supervision. 'The senlor
salesman is an embryonic manager; although primarily
responsible for personal melling, he devotes a small
proportion of his time to directing the selling efforts
of one, two, or even three Jjunior salesmen. |

Organizational Varlations
The reader may have been guick to take exceptlion
to this neat categorization, since the hierarchy struc-

ture pictured here can, of course, be grossly misleading.
In field sales management, as elsewhere, titles vary
widely from one firm to another.
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In one large television fimm, for example,
those who are called "district managers” are in re~
ality senior palesmen; the management title affords
the customer a certaln amount of prestige and the
senlor Balesm@eg,r presumably, a certain amount of self=
satisfactlon. In contrast, the distrlict managers
of a large pharmaceutical vhauaev are an integral part
of top marketing managementﬂand participate actively
in major policy decislons.

There are, of course, other variations as well.
Among some of the largest companies field managers are
speciallists in one' aspect of sales supervision or
anothexr; among certain of their smaller competitbra,
these managers have considerably more authority and
responsibility. - - |

Altheugh' Job differences cannot always be at-
tributed fo industry or to company-size characteris-
tics, there are certaln general patterns that seem cone
gistent. Among mnuracturers of packaged consumexr goods,
for example, a number of the most successful companies

are advertising - and sales-pramotion-oriented. Theirs

A& B Both $1llustrations desacribed above are from the
authorts personal observation. A. The Motorola

Company. B. The Upjlohn Company.
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is a "Pull" strategy. They spend very large sums try-
ing to pre-sell customers and to make capital of "ime
pulse buying.” Under these conditions, obviously,
salesmen and thelr supervisors in the field have very
special responsibilities. The managers tend to con~
éentrate upon Be;i.ling the large accounts - wholesalers,
chain buying offices and major supermarkets. The sales~
men, at least in part, become store merchandisers who
must fight for shelf position, tle-in promotions, and
point-of-pnréha@ displays. Their efforts are aimed
primarily aﬁ méld.ng the company's over-all advertising
and sales promotion programs effective at the point of
purchase. In this scheme of things, line sales man~
agemeizt 1s secondary to product and advertlsing man~
agement - its dutles are to see that advertising ex-
penditures are successfully merchandised.

Among producers of "ethical" pharmaceuticals,
on the other hand, personal selling and service are the
key marketing :Lrjgredients. Advertising support 1s seconw
dary. Theirs!is a "Push" strategy which relies heavily
upon the personal sklills of fleld salesmen rather than
the effectiveness of maas-izedia communications. Obvi-
ously, field management dutles are not at all the same
in such organizations as they are in companies geared
to a "Pull" strategy.
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A third pattern exists among companles whose
products are sold from door to door. Here the problems
of ataffing are so great that the field sales manager's
key responsibility is personnel administration; the
recrulting, selection, training and supervision of
salesmen. 3 |

The significance of these distinctions is mani- -
fest, To the extent that the jJob of fleld aaies su-
pervision reflects important mérketing, strategy and
- manpower differences, it 1is dangerous to regard all
supervisors in terms of any single "common denoming-
tor.” Ways of thinking about these managers that de-
pend upon rules of thumb, rigid principles; or fixed
patterns of behavior are inadequate guldes for im-
proved selection, development and evaluation. In fileld
sales management, managerlal competence is a function

of the specific situation.

Management'’s View of Fleld Supervislon

Reference was made above to the differences in

the responsibilities of field supervisors from one firm

38 The three industry illustrations listed above were
drawn from the authort's personal experience and in-
clude, (1) a large soap company (2) a manufacturer
of preseription drugs and {3) door-to-door experi-
ence selling greeting cards.
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to another. Such differences suggest a third way of
looking at fleld sales organizations; namely, accord=-
ing to the degree of respons3iblility and authority
that 1s delegated to field salea management. In es=~
sence, this degree reflects top management's philos-
ophy with regard to local autonomy. The amount of,
or lack of, independence granted local managers may
be based upon such sound consideratlons as market,
product or manpower limitatlons, or it may'merely re-
flect some unreasoned but traditional executive ate
titudes, Whatever their origin,.such manifestations
of management pﬁilosophy ha?e important repercussions
in the field and profoundly affect the requirements
for and attractliveness of fleld sales supervisory posi-

tions.

- The Supervlisor and Communications
Regardless of the field structure and the simi-
larities or differences exilsting between the field su-~

pervisort!s Job among the various firms, one vital func-
tion, the two-way flow of essentlal information, remains
| common to all. So far emphasis has been placed on the

flow concept downward. No company, however, can thrive

long nor can management long remain informed if the flow
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of information is in one dlrection. Without an intelli-
gent upward flow of information from the field execu~
tive, management's "mahogany desk” would soon become a
sterlle area.

If reliable reports emanating from many branches
or districts are gradually distilled and then filtered
away, the residue of 1mportance remains, in fractional
parts, at the various levels of field management. The
"mahogany desk" area of executive.hanagement recelves
only the sterile»vapors of what vemains. This gains
added significance when it is noted that such reports
are important gulides in evéluating over=-all market trends,
competitive activity, product performance, the effective-
ness of service and poliecles,; and various elements of
the total enterprise., In fhe last analysis, every ac~
tivity carried on wlthin the company is designed to help
move the goods to the customer, since the divisional man~
ager or supervisor and his saleamen are closest to the
customer, they are in the unique position of Yeing able |
to discover many weaknesses and needs for 1mprovement

in nearly every segment of the company.
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The Opposite Side of the Coin
The opposite side of the coin, or the boétam

| (1f you choose) of the sales structure, presents a
salesman with his most perplexing and frustrating pro-
blems ~ created when the flow of responsibllities are
inadequate.

Among the most difficult of such problems is
the ability, or lack of 1t, to grasp and understand
the over-all problems and objectives of top manage-
ment. Not only is this difficult for many salesmen,
but it 1s often only a little less difficult for his
supervisor.

Top management would do well, in every case,
to clearly state not only its immediate and future ob~
Jectives, but also the reason, or reasons why they are
important. | |

Each man at'every level of the sales organiza-
tion should be glven, as preclsely as possible, the
reasons for each specific functlon he is required to
perform and how 1t relates to the organization as a
whole.

Unfortunately, in many firms the various echelons

of field management tend to react as small cliques or
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private clubs in thelr policy and decision making
meetings. The desirabllity and even necessity of
complete and honest reporting to the level of men
Just below them 18 overlooked or disregarded. Per-
haps examining a specifilc, if hypothetlcal, example
of such a gituation may prove helpful.

Frustration at the Base of the Pyramigd
In this illustration it will be assumed that the

long term planning of a pharmacéutical firm (accustomed
through years of practice to marketing products avail-~
able only on a prescription basis) decides to market a
steadily increasing number of ttems to be sold "over-
the-counter." The long run goal or objective of man-
agement in this sltuation is the establishment - when
sales volume of the new items ﬁarrants it - of a sub-
sldiary fimm to market only "over-the-counter" items.
This firmm's representatives, however, through-
out their tenure with the company, have been accustomed
to selling specific items in a specific way. Vhen sud-
denly charged wlth these allen sales techniques and
responsibllities they wlll tend to resent such action =~
unless they are led to thoroughly understand managementt's

reasong.
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Carefully outlined ilmmedlate and future ob~
Jectives formulated by management and explained by
first line supervision willl elininate this tendency
toward resentment. Indeed, in this illustration, it
might well serve as a powerful motivating force since
each salesman could be led to believe that he was shar-
ing in an exclting adventure ~ the creation of a future
Junlor firm. During the-years ahead, each man 8o mo~
tivated would no doudt point with considerable pride
to the £irm he "helped create." -

The importance to management of the supervisor's
ability, as & functional responsibllity, to convey exactly
the views of its objectives seems orystal-clear in this
1llustration,

The Same Situation in a Communicatlions Vacuum
This is in sharp contrast with the other rather

obvious alternative. Men requested to perform this ad-
ditional and unfamiliar function (of selling an "over-
the-counter" item) and glven no satisfactory explana-
tion for the requeat, except perhaps the rather inane
comment, 'just do it, the home office wants it done,"
will deeply resent this action. The resentment will
vary, of course, in direct proportion to the existing

variance of the indlviduals, but it seems conservative
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to say that at best the function will be performed
grudgingly.

Conclusion

It is not the purpose of this paper to examine
the reasons executive management so frequently seems
to operate behind the theory “"the greater the degree
of secrecy the better,” but where this situation does
exist the author's heartfelt sympathy 1s extended to
those forced to work bound by such shackles.

Even when such a disagreeable Bituaﬁion does
exist, it may be at least partially alleviated by cap-
able supervision and an actual dual flow of responsi=
bi11ty. o

Vhen exlsting problem situations and poor morale
are witnessed, this vital information and its suspected
reasons must reach fop management intact. Dilagnosis,
in thls case at the fleld supervisor's level, is of
paramount importance, but executive management's prog-
nosis and the situation’s eventual cure wlll not occur

without an uninterrupted, unfiltered flow of responsi-
bility.

Summary
Chapter IX has dlscussed the dual, or two-fold
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reaponslibllities of an effective flow of responsibility
within the fleld sales organization.

Typlcal field management structures were examined

and the basic responsidbilitiea of the following four ma=-

Jor levels were discussed:

(1)
(2)
(3)
(4)

-

Reglional Managers
Divisional, or Branch Managers
Supervisors, or District Managers

Senior Salesmen and Salesmen

In addition, organizational variations were out-
lined and three major "function orientated” types of

sales organizations examined.

The balance of this chapter was spent in a study

of the importance of an adequate flow of responsibill-

tles to both the top of the sales hilerarchy and the bot-

tom. The conclusion was intended to strengthen the ex-

pressed conviction of the dual responsibllity as a vital

1link of the supervisor in an effective flow of responsi-

bility.
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Chapter X

SELECTION CRITERIA FOR SUPEHVISORY PERSONNEL

Introduction and Rationale for this Chapter
I¢ was not within the original purpose of this

paper to consider, or discuss selectlion eriteria for
field supervisors. Aﬁ the study progressed, however,
it seemed evident that at least a briefly drawn frame-
work was in order, since only throuzh the proper selec~
tion of its fleld supervisors will management be able
to achieve the goal of effective field supervision.

A Flve Step Selection Procedure
Dr. Martin Shotzberger, in his dissertation,

Evaluation of Selection Criteria For Supervisory Per-
sonnel, outlines the following systematlc five step

process for the selection procedure.

{1) Job Analysis

{2) The Job Deseription
{3) The Job Specification
{4) vorker Qualifications
(5) Evaluation 3

.’

39 Martin Luther Shotzberger, Evaluation of Selection

Criteria For Supervisory Personnel, The Ohlo State
University, Columbus, Ohlo, pp. 26-29 & 45, 1960.
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The text quoted above is an exhaustive, and
comprehensive study of the technlques, methods and
- eriterla for selecting supervisory personnel in a
sﬁeeific manufacturing industry. Any attempt to
duplicate, even in a very minor sense, a work of this
nature within the confines of a single chapter would,
obviocualy, be impossible. | '

The authox feels that the ﬁ.rsf three steps
in the selection procedure (1) Job Analysis, (2) The
Job Description, and (3) The Job Spec:!.ﬂcatlaﬁ, “have
been discussed, in geﬁaiial terms throughout the first
nine chapters of this text. The balance of this chap~
ter, therefore, will be confined to the singular ex-
amination of one factor 1n the selection process,
(4) Worker Qualifications. '(5) The fifth step, eval-
uation, will be briefly discussed in the conclusion
of the cﬁapter.

General Qualiflcations

During the past several years a considerable
amount of intereist has bheen shown by marketing execu=-
tives in determining the best source of supervisory
m&npauex-. ';.'.duy 1t seems generally agreed that selec=
tion from within, when possible, 1s the soundest method
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of obtaining supervisory personnel, As previously
mentioned, however, this will only be possihle, to
a patisfactory degree, when careful selection and
sound training principles were applied at the level
of the salesmen.

When the time comes to select a supervisor,
too frequently the only qualifications considered are
the yearsycf service and success of the candldate, or
candidates as salesmen. The salesmen with the longer
service and superior sales record lz often selected for
management responsibllity, desplite the fact that he
may lack Important qualifications.

Success as an outside salesman should not be
assumed to be adequate preparation for the efficient
direction of others. In fact, an outstanding salesman
may 1ike traveling end direct contact with customers
to such an extent that a supervisory job will be boring.
Many sncceasfulwsaiesmen prefer to remain in active sell-
ing rather than to become sales supervisors of sales ex-
ecutives. From the standpoint of earnings, many sales~
men secure higher incomes than the sales administrators,
and for this reason alome prefer to continue as sales-
men. An average salesman, moreover, should not be dis-

qualified for consideration as a supervisor.
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It has been the general observation of the
writer that most men selected for pozsitions of in-
creased responsibilities (assuming they possessed
the necessary qualifications at the outset) tend to
grow in abllity through the pressure and stimuli of
their new positions. Many sales executives finding
themselves in the role of "selectors,” however, ap~
parently do not share this outlook since they tend
to view the men considered eleglble by the concept

of "ourrent performance only."

Five Specific Qualiricatiana

' The following five specific qualifications
for the seléction of supervisory persgsonnel are not
intended aé»a finite 1ist, rather it is suggested as
a broad framework within which each sales executive
may'fit his own liﬁt of minute and specific qualifi-
cations. ‘

No doubt the reader will be quick to discemn

that the following list of qualifications differs
(and differs widely in some respects) from any other
such list he may have read. This is due neither to
literary licence nor ignorance of other authors' views,
but instead to the personal convictions this writer has
gained through many years of fleld sales experience.
The five qualifications are:
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(1) Personal Integrity

(2) Loyalty

(3) . Empathy

{4) Business Competence

(5) ™Moderate" Extroversion

At first glance the list does not appear so
very much different, at least in outline, from other
~ such lists. A more detalled examination, however, of
each of the five qualifications may bring some basic
differences into sharp focus.

(1) Personal Integrity

o Placed at the head of the list with careful
deliberation was personal Integrity because lacking
this vital qualificatlon no man should be selected to
lead the business destiny of others. An absolute defi-
nltion, acceptable to all, of personal integrity, is
difficult at hest, but for the purposes of this paper
it is intended to encompass the following three major

factors.

{(a) Basic Honesty
Ebs Moral Soundness
(c} Emotional Stability
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The field supervisor who 1s not (a) daslcally
honeat cannot project a self image of (b) moral sound-
ness to the men under his direction. A lack of moral
soundness almost invariably leads to impropexr personal
conduct and results in negative motilvation. {Note:
this was discussed in Chapter VII.) *

The third factor of personal integrity (c) emo~
tional stability is consldered an essentlal characteris-
tic of supervisory personnel sinée in the day-to-day
Job difficulties will ocour, pressures arise and indi-
vidual c¢rises develop. Handling these sltuations re-
Qquires greater emotional stablllity on the part'of the
supervisor than is found in the average salesman. The
supervisor should be a sensitive Individual, but one
who can control and channel his emotions in such a way
as to aild rather than interfere in the handling of

salesnmen.

{2) royaity |
o This characteristic is treated by most authors
of sales management texts as a responaibility flowling
one wWay = upward_toward management and the company.
This, however, is not realistlc. Loyalty must flow
from the field supervisor two ways, down to the men he



leads and upward toward the management to whom he
is responslible.

At this point the writer wishes to state
the basic tenet {which may seem unorthodox in terms
of standard sales management theory) that between
the two flows of loyalty, the downward flow from the
supervisor to the men he leads is of pr.ﬁaary impore
tance.

Assuniing the supervisor ls a man of personal
integrity - the quiet and consistent demonstration
of loyalty extended to each man he leads will assure
him thelr admiration, respect and cooperation,

7 This view does not, of course, negate éhe in-
portance of the upward flow of loyalfy from the super-
visor to his firm. Without such loyalty toward his
company, a supervisor cannot exﬁzect to develop loyalty
in his saleaman. The loyalty of the supervisor will
be manifested in the manner in which he answers the
questions of his salesmen. In turn, the loyalty of
salesmen will be apparent in the manner 'm which they
answer the questions of their customers. The impor-
tance to the total enterprise seems evident.
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{3) Empathy

"I you must sell John Smith what John Smith buys,
You must sell John Smith through John Smith's eyes.”

Anonymous

Dy, Richard S. Hatch in an excellent and very
comprehensive dootoral dissertation entitled, An Evalua-

tion of a Forced-Choice Differential Accuracy Approach
to the Measurement of Supervisory Empathy, has the fol-
lowing to may concerning this important characteristic:

The above quotation is typical
of the common-sense "valldlity" which -
abounds in many applied filelds where
the concept of empathy 1s widely he-
lleved to have slgnificance in the
daily practical relationships be-
tween people. The "abllity to place
oneaself in another persons shoes,”
a8 empathy 1s often defined; is a
soclal skill belleved to have sig-
nificance at every level of the oce-
cupational hierarchy. The relation-
ships between salesmen and their :
customers, managers and their suboxr=-
dinates, e¢liniclans and thelir pa-
tients, teachers and thelr students,
politiclans and thelyr electorates,
and counselors and thelr counselees
are but a few examples from a long
1list which might be provided. Em~
pathy, or the accurate prediction
of the feelings, attitudes, or
opinions of another person, has
been deseribed by such processes
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Intattion, Inaight, understanding,
T and Sioamoetic’ ampatencs. 10
ViewEG’in the light of Dr. Hatch's interpreta-
tion, empathic ability 1s clearly a strong and vital
characteristic of supervisory perscnnel.
| In addition a ganuiné degree of empathic ablle
ity will tend téjrerine and regulate the supervisor's
Judgment and wili aid his'ability to reaecn.ané think
logically. ,Anather'important by=product of empathic
ability will be an increased measure of patience.
Helping salesmen accept different and frequently dif-

ficult ideas calls for an unusual amount of patience.

(R)'aniness Competence

o Earlier in this chapter it was stated that
"the best saleaman does not always make the best sales
manager.” This view 18, of course, still held; how-
ever, in order to lead effectively representatives in
the field, the supervisor must possess certaln funda-
mental elements of buslness competence. Chief among
these elements are the following: |

4 Richard S. Hatch, An Evaluation of & Forced-Choice

pifferential Accuracy Approach to the Measurement

of Supervisory Empathy, Prentlce Hall, Inc., Engle-

wood Cliffs, N. J., p. 1, 1962,
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(a) Personal Selling Ability - The super-
visor who is a truly pooxr salesman would find field
leadership difficult, if not actually frightening.

(h) Personnel and Organizational Knowledge =
The anpe§visor-mnst be able, within certain limits,
to appralse the abilities of his salesmen so that he
wlll not expect too little or too much, but will know
when a salesman is producing at his maximum effective~
ness. In addition, he must know how to create a de-
‘aire within men to do their best. The supervisor, in
order to direct men successfully, must know how and
be willing to delegate responsibllity and tq recon-
olle the viewpolnt of his salesmen and the viewpoint of
the top executives,

An awareness of the organization factors which
provide for willling and effectlve cooperation 1s es-
gsential, If rules and regulations are to be interpreted
to employees, an:appraclatian and the need for ccopera-~
tion with staff executives and other line executives
as well as the total organization structure is neces-
sary. |

(¢) Verbal, Writing and Reading Ability - Much
of a aupér%isor'svwnrk involves the communication of
$dean. He talks with his men, prepares ieporta, and



must read and understand written policies, orders and
Instructions. For these reasons, verbal and reading
ability are of obvious importance, although this is
not meant to imply that high abllity in this factor
alone is sufficlent to insure supervisory competence.

{(a) ZLearning Ability - Learning ability is
a basic requirement for the supervisor. This ability
must, of course, go beyond that required of the sazles
representative. Only those men who possess a satisfac~
tory degree of learning ability will be able to master
the following factor, teaching ability.

(e} Teaching Abllity - Teaching ability should
rank higﬁ meng the requirements for a superviso:;'. This
quality embodies many of those discussed previously, but
ehould be given special conslideration., To teach sales-
men, the snpervisor must be understanding, bﬁt not too
sympathetlic with salesmen who do not overcome weaknesses.
This 1is a supervisory quality that many succesaful sales-
men will lack, Not everyone who is capable of excellent
performance is equally capable of teaching others how
to perform. '
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{5) "Moderate” Extroversion
o Every student of marketing is familiar with
the terms "People~Minded" or "People~Oriented."

These ferms appear most frequently in regard to dé-
sirable traits in the selectlon of salesmen. Mést:
writers in the fleld of marketing list these fac-
tors as of equal importance as selection qualifica-
tions for supervisory personnel.

Mi1d issue will be taken at this point with
these writers {mild i1ssue only) because 1t 1s not
suggested theyware entirely m'fmg, but rather that
their emphasis in this direction is too strongly
placed, It is readily conceded that extroversion
12 an asset Lo a prospective salesman, and it is
also admitted that thils is true of the candidate
for sales supervision - bm: to a much lesser degree,

Supporting evidence for this postulation may
be drawn from the following phrase - "Selling 1s the
world's most lonesome Job." This, or a similar phrase,
is to be found in almoat any text on aalés selected
at random. Selling 1s a lonesome Job. Not only is
this conceded, but i1t has been previously discussed
in this paper. If selling is a lonesome job then
the task of supervising the man who does the seliing
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is even more s80.

| Restricted to hism own counsel, subject to
long and extensive travel and removed from his 'ram-
11y for extended periods of time the "moderate ex-
trovert” may well prove better adaptable to his en~
viromment than the gregarious "true extrovert” usu-
ally sought as a salesman.

Concluslons

It must be self-evident that few, if indeed
any, men will ever possess all of the worker qualifi-
cations for supervisory personnel ocutlined in this
chapter. Nevertheless, 1t does seem safe to general=-
ize that substantlal progress toward the goal of ime
proved supervision will be achieved by any sales or-
ganizaﬂm willling to devote the time and effort re-
quired to cmmd.ié specific worker qualifications, and
then evaluate these qualifications against the Jo‘bs
specirmations mvolved.

Unfortunately in sales organizaticna as appar—
ently in the manufacturing industries, this ideal sit-
uation has not always been the rule. |
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Concerning a specific manufacturing industry,
Dr. Shotzberger very aptly, and with typical wry humor,
states a situatlion thus: ‘

The supervisory Job is a big

one for which, by and large, little

men have been chosen and there has

been no significant attempt to bring

the men up to size. The result of

this lack of action can only mean

a degrad&gg of the supervisory jobdb
1tself.

Summary
Chapter ten began with a suggested five step
selection procedure as a broad outline, and immediately
suggested that step (4) four, worker qualifications,
would constitute the bulk of the chapter's discussion.
The following five specific qualifications
were sutmitted as criteria for the selectlion of fleld

sales supervisors.

(1) Personal Integrity

(2) Loyalty

(3) Empathy

(4) Business Competence

(5) "Moderate" Extroversion

41  Martin Luther Shotzberger, op. cit., p. 47.
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Each of the five specific qualifications sub-
mitted above was discussed In some detall, It was
further suggested that these f£ive major criteria for
the selectlon of field supervisors were "unlque,™

both in interpretation and order of Importance.
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Chapter XI

SUMMARY AND RECOMMENDATIONS

Introduction
This thesis has been a study of one of the

most Ilmportant single functions of sales management,
field supervislon.

At the outset of this discussion the follow-
ing two basic tenets were brought forth.

(1) A marked lack of interest, and resulting
neglect,‘fiam both students of marketing and sales
executives alike has occured in the area of fleld
sales supervision.

| (2) The premise was set forth that effective
fleld suﬁaivision represents one of the most important
single links in the total distribution function of or-
ganizations with a field sales force; furthermore, it
was noted that this area represents one of the most
effective techniques for increasing total sales produc-

tivity of a given sales force,

Background of Supervisory Neglect
The historical background for the neglect of

field supervision was examined and among the findings
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were the followling:

{1) Sales executives have often felt super=
vision wag not required.

{(2) Geographic difficultiea, imposed by widely
soattered %erritoriea., have lmposed restrictions on the
ease of supervision. |

{3) Sales management has often viewed field
supervision as an abstract function whose accomplish-
ments were difficult to equate in "dollars and cents,"

(%) The "compensatibn attitude" which, simply
stated, suggests that salesmen pald well and fairly
will not require supervision.
~ (5) A final reason for neglect of the function
of field supervision is the belief by some executives
that saleasmen themselves do not want supervision,

Do Salesmen Want Supervision?

A detalled study was undertaken at this polnt
in order to determine the attitudes and desires of
the salesmen themselves concerning the desirablility of
supervision.
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Among the findings, from avallable literature,
were three fleld questionnalres conducted by Dr. Charles
Lapp. These three fleld studies established a consis~
tent and definitive pattern in their replies -~ the
stated conclusion - a large majority of the salesmen
contacted felt a specific need for adequate field super-
vision.

A Six Point Mam of Specific Technicmes'

Vith the establistment of both the need and de-
sire for an adeduate program of field supervision, a
six point program of specific technlques was submitted
to aid menagement in accamplishing its objective; an
effective program of supervision. The six specific
techniques are:

(1) Selection

(2) Continued Training
235 Field Management

{4} Morale

(5) Motivation

{6} Flow of Responsibility
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Selection of Field Personnel

The importance of the proper selection of sales
personnel was discussed with especial emphasis being
placed on the future effects of the total enterprise,
1.e. future sales executive development 1s determined
by the upper limits of ability possessed by men hired
today.

CLontinued Training

An evaluation of the need for continued sales
training was examined at this point and the basic reaw
sons for its importance discussed. '

 Stress was placed on individusl rather than group,

or mass training technique and considerable importance
attached to field on-the~job type training.

A specific ten point program for field traine
Aing was suggested; the tea prineipal points are listed
below in outline form, |

{1) Tesching daily work planning

i2‘ Teaching the saleaman to pare his
f ) - equipment for the day's ug::le:

(3} Checking the salesman's briefcase

(4) Ask, ax‘ auggest; never tell mt vta do
{53 Never dominate
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(6) Never allow yourself to be Aintroduced
. ag the salesman'’s superior

(7) Keep the trainee's interest in learn~
. ing alive

(8) Be patient
(9) Be firm
(10) Be thorough

Using the ten point gulde above, 1t was strongly
advised that the field supervisor should constantly build
on the strengths of each salesman, in contraét to making
capital of his weaknesses,

Field Management
| A rather detailed study was made of the third
specific technique of fleld supervision, field manage-
ment. _ . 4
| The study was d:.vided into two general areas,
planning and control.

Planning was defined and the specific role of
the field supervisor in this area ocutlined., A specific
five polnt program detailing the role of the supervisor
was snggest‘ed.a%w ) B

The final phase of fleld management, control,
wag defined and an analysis made of the three evalua-

tion procedures involved in its completion.
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Motivation .
Motivation, for the purposes of this study,

was divided into positive and negative phases; however,
1t has been the purpose of the study to explore only

its positive aspects. In this connection considerable
attention was devoted to the importance of the "Motivator"
knowing, and likihg himself,

Morale
The primary aspects of the wviews this paper pre-
sented on the subject of morale was in its unique ine |
sistence on morale belng conslidered a group, not an in-
dividual function within the sales force.
The five basic drives of man were outlined, and
from them three dominant motives for supervisory con-

slderation formulated.

Flow of Responsibility

The dual or two=-fold nature of the flow of respon-
8lbllity was discussed at this Juncture, and a typlocal
fleld management structure examined, In addition the ime
portance, to both the top and bottom of the sales organ-
1zation, of an effective flow of responsibility was stud-
led.,
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Sélection Criteria for Supervisory Personnel
This area of the study has dealt with a specific
five point 1list of qualifications for the selectlon of

supervigory personncl. The five specific points studied

are a8 follows:

A(l) Personal Integrity
(2) Loyalty |
(3) Empathy

(4$ Business Competence

tSS "Moderate" Extroversion

Summary and Recommendatilons
Throughout this study a sincere effort has been

made to stress the importance of a poﬁitive program of
field supervision. |

The whole area of supervising outside salesmen
1s a fertlile field for study.‘ The sales executive that
will experiment in this area, and will study in a truly
scientific manner the eost in both time and money of
utilizing specific methods and tools of supervision in
relation to net proflt reallzed, will gain a distinct
competitive advantage resulting from the 1ncreésed ef-

fectivenass in the utilization of manpoWer.
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