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PREFACE

So much has already been written about salesmanshi.g that
the only justification for another book is that it presents a new
approach to the subject. This volume is a departure from the
usual text on salesmanship in that it is neither inspirational,
anecdotal, psychological, nor economic.

The unique aim of this book is to present successful salesman-
ship as a simple process of overcoming twenty fundamental
problems commonly encountered in selling goods and services.
The author’s conception of selling is that it is essentially a
method of dealing with difficulties which are created by a sales-
man himsclf, his product, and his prospects. A successful
salesman experiences little trouble in surmounting these prob-
lems; an unsuccessful salesman fails because he cannot overcome
these basic difficulties met in selling.

These fundamental problems arc experienced in selling every
variety of product and service and with all types of prospects.
They often are present before a salesman comes face to face with
a prospective customer and they often exist long after an order
has been secured. Many of the problems confronting an indi-
vidual salesman are of his own making, arising from his
personality, habits, health, education, and attitude. Other
problems are created for him by prospective purchasers and
are a result of their experience, personality, education, needs,
ability to buy, and authority.

After critical observation of the work of many salesmen of
numerous products and services, consultation with many types
of buyers, conferences with salesmen and sales executives, and
consideration of the author’s personal experience as a salesman,
sales executive, and trainer of salesmen, twenty of the most
common problems encountered in this occupation were selected
as representative of the difficulties met by salesmen in selling all
kinds of products and services. Each of these problems is repre-
sented by a chapter in this book.

v



vi PREFACE

After these twenty basic problems of salesmen were selected,
genuine sales situations, depicting the methods employed by
salesmen in dealing with these fundamental problems, next were
sought. Several unique methods were employed in procuring
actual interviews between salesmen and prospects. Micro-
phones were installed in the offices of buyers of various types of
products and services and the actual conversations between
salesmen and thesc buyers were recorded on wax cylinders in
adjoining offices. These records were obtained without knowl-
edge of the salesmen. Transcriptions from these records pro-
duced several hundred pages of verbatim sales conversations.
In addition, investigators, equipped with dictographs and car
phones, listened in on hundreds of sales interviews and rated the
difficulties of salesmen on eighty separate points, including open-
ing remarks, personality factors, objections encountered, strategy
in dealing with price, competition, closing the sale, ete.

Investigators were assigned also to accompany salesmen on
the job to record their remarks, methods, time employment, and
difficulties encountered. Posing as purchasers, investigators also
shopped retail stores and made verbatim records of the presenta-
tions of retail salesmen and the problems encountered by them
in a wide variety of retail establishments. Critical observations
were made of the methods used by these salesmen in meeting
these problems.

As a result of these investigations carried on over a period of
two years, many genuine records of sales interviews illustrating
the twenty common problems encountered by salesmen were
secured, and two or more are included with each chapter. These
interviews are the first actual records of what salesmen say to
buyers that have been published in book form. Many of them
have appcared in Advertising & Selling, through whose cooper-
ation they are reproduced here.

Salesmen and students of selling will find that a study of these
actual problems dispels the impractical aspect of a purely theo-
retical approach to a knowledge of salesmanship. These prob-
lems challenge the imagination and, since they are susceptible
of several interpretations, they readily provoke group discussion
and exchange of opinion which stimulates constructive thinking.
All details of the interviews arc genuine. Only individual and
company names and locations are fictitious, Each problem is
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followed by a list of questions to guide the reader in arriving at a
sound solution of the difficulties found in each sales interview.
These questions also serve to test the reader’s judgment as well
as stimulate his thought on the problem.

Although it is important that salesmen become familiar with
the fundamental difficulties or problems encountered in selling,
it is equally important that the tried and tested practices of suc-
cessful salesmen in overcoming these problems be understood.
Accordingly, the problems in each chapter are preceded by a
description of the practices of outstanding salesmen in dealing
with these specific problems. To sccure the best solutions to
these common problems, ficld obscrvers watched salesmen at
work and recorded their methods, and purchasing agents reported
and rated the performance of salesmen calling upon them. The
actual time employment of salesmen travcling by automobile
was determined by installing graphic recorders in salesmen’s
cars, and the starting time, stopping time, travel time, waiting
time, number of stops made, and other significant features of
salesmen’s typical city, suburban, and rural automobile travel
were obtained. Foot travel also was measured by pedometers
carried by salesmen over a period of several months and the
number of miles walked daily by salesmen in city, suburban, and
rural work was determined.

In addition to this extensive field research, the practices of
successful salesmen in solving these problems were determined
through interviews with salesmen, from the writings of outstand-
ing salesmen and sales executives, and from the sales training
programs of progressive sales organizations. The selling prac-
tices deseribed in this book are not of the author’s devising but
have been collected from hundreds of salesmen and organized
and presented here for the benefit of other salesmen. These
proved practices apply equally well to every type of salesman.

To aid salesmen in applying the practices described in each
chapter, they have becn organized into simple outlines or ‘rou-
tines”” which are included in each chapter. This unique feature
of the book makes it possible for a salesman to put his knowledge
of how to solve a selling problem into practice by memorizing
these routines, which are based on the methods of outstanding
salesmen, and by practicing them in interviews with prospects
and customers. When confronted with a basic sales problem, a
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salesman who has familiarized himself with the routine for attack-
ing that problem has no hesitancy in dealing with it. Selling
proficicncy comes from developing good selling habits which can
be quickly acquired by following the “routines” suggested in cach
chapter.

Here, for the first time in one volume, a description of the
practices of outstanding salesmen has been brought together
and corrclated with actual sales problems. !

Each chapter is followed by a list of reading references to
supplement the material in the chapter and to serve as a source
of additional information bearing on the problems included
therein.

This book is designed to enable salesmen who want to improve
their performance and earnings to profit from the practices of
successful salesmen; to aid sales excecutives in carrying out their
sales training programs; and to serve as a textbook for courses
in salesmanship in schools and colleges.

The author is indebted to numerous students who have aided
in the ficld research; to sales executives who have cooperated in
investigating the problems and methods of their salesmen; to the
purchasing agents of numerous corporations; to the publishers
of sales magazines, particularly Advertising & Selling, Printers’
Ink, and the Dartnell Corporation; to the authors of books on
sales and advertising; and to my wife who has given invaluable
aid in the preparation of the manusecript.

BERTRAND R. CANFIELD.
BasoN Park, Mass.,
September, 1940, .
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SALESMANSHIP

CHAPTER I
THE SALESMAN’S JOB

What Is a Salesman’s Job?—In general, the job of a salesman
is to locate individuals or organizations that have legitimate needs
for, as well as the ability to buy, his product or service; to aid such
prospective purchasers in reaching a decision to buy by telling and
showing them how the product or service meets their needs; and
to see that the customer obtains the satisfaction from the pur-
chase to which he is entitled.

Types of Salesmen’s Jobs.—Sales jobs may be classified in
NUMCrous ways:

1. By type of buyer, including industrial selling of raw materials,
installation equipment, operating supplies, accessory goods to
manufacturers and industrial consumers; institution selling of
operating supplies and equipment to hotels, hospitals, asylums,
and educational institutions; professional selling to physicians,
architects, engineers who specify the purchase of commodities by
consumers; and individual consumer sclling, which includes all
retail selling in mercantile establishments, by telephone, and in
person by house-to-house canvassing.

2. By type of distributor, including wholesale selling of all types
of commodities by wholesalers or jobbers to retailers, large indi-
vidual consumers, industries, or coopcratives. Manufacturers’
representatives selling to wholesale outlets are sometimes called
‘“‘wholesale’’ salesmen. Retail selling includes sales to ultimate
consumers by retail establishments of various types.

3. By geographical area, including city selling wherein the
activities of the salesman are confined to the city or suburbs where

the office from which he works is located; country or field selling
1



2 SALESMANSHIP

in which the salesman travels in rural arcas or from town to town
throughout the country; foreign sclling in which the salesman
travels into foreign countries selling at export.

4. By rank, including junior sclling which involves assisting
with promotional and missionary work, keeping records, and
other activitics associated with selling; senior sclling which
involves complete responsibility for handling a full line through
the performance of all selling functions.

5. By type of commodity, including staple selling of products
bought largely on a price or utility basis; specialty selling of
products possessing style or novel features other than price;
technical selling of products of a mechanical character.

6. By function, including missionary selling which involves
assisting distributors with advertising, demonstrating, and
improving their sales, or aiding customers in securing the service
which they are entitled to receive from their purchase; engineer-
ing selling involving the use of highly specialized, technical knowl-
edge in the solution of problems of industrial purchasers; specialty
selling involving the specialization of sales effort in the introduc-
tion of new products or in reviving the sale of old items sold
through distributors or dircet to industrial consumers.

ANALYZING THE SALESMAN’S JOB

For more than thirty ycars, factory managers have been mak-
ing systematic analyses of the methods of workers in manu-
facturing and have prepared detailed descriptions of the duties
performed by efficient operators in various jobs in numerous
industries. These factory-job deseriptions have enabled indus-
trial engineers to establish the best methods of performing various
tasks, secure greater working efficicncy, effect economies, and
increase output.

Profiting by the experience of industrial engineers, progressive
sales executives have made similar studies of the duties of out-
standing salesmen engaged in various types of selling so that all
salesmen may know exactly what duties must be performed in a
specific sales job and poor salesmen may profit by executing the
same duties as successful salesmen. Unfortunately, many sales-
men have little more than a general impression of the duties
required of them. A salesman’s conception of his specifiec duties
often differs from that of his manager, who may have only a



THE SALESMAN’S JOB 3

mental picture of the sales job. Salesmen in the same organiza-
tion frequently perform widely different duties.

Salesmen who have an exact statement of their responsibilitics
will work harder and more happily because they know exactly
what is expected of them. They can locate their weaknesses by
checking their opcrations against their job description to discover
those duties which are being neglected.

SALES-JOB DESCRIPTIONS

To show the specific duties of salesmen engaged in various types
of sales activity, the following job descriptions have been pre-
pared with the cooperation of well-known sales organizations.
Although these descriptions omit obvious and minor duties, they
include all the major tasks involved in the following principal
types of sales jobs: (1) house-to-house, direct-to-consumer sales-
man, representing a manufacturer of food products; (2) wholesale
salesman of specialty food products selling for a manufacturer to
retail food merchants; (3) rctail salesman of automobiles selling
for a retailer direct to consumers; (4) export salesman of rubber
tires and sundrics sclling for a domestic manufacturer to distribu-
tors abroad; (5) industrial salesman representing a manufacturer
of accounting machines sclling direct to business organizations;
(6) wholesale salesman of surgical dressings and packaged drug
sundrics representing a manufacturer selling direct to retail
druggists; (7) retail salesman sclling to ultimate consumers in
a retail department store; (8) typical inside retail salesperson.

These sales-job descriptions were obtained by interviewing
salesmen, asking them questions as to how, why, and what they
do; interviewing field sales supervisors, branch managers, and
gencral sales managers; obscrving salesmen at work; reviewing
printed sales training material; and examining salesmen’s reports
of field work.

Expericnced salesmen may profit from study of these job
descriptions by checking their methods with those of successful
salesmen in the various lines. Beginner salesmen should find in
them a comprehensive picture of their duties and responsibilities
and a guide to profitable activity.

1. House-to-house, Direct-to-consumer Salesman, Repre-
senting a Manufacturer of Food Products.—The salesman of a
national manufacturer of packaged food products, sold and
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delivered direct to ultimate consumers, performs the following
duties:

I. Selling duties.
A. Procedure with active customers.
1. Deliver previous order; collect; post customer’s house
card; post route book.
Sell order for future delivery.
Sell coffee.
Sell bargain group of products.
Discuss premium offer; show premium; deliver company
advertisement; ask for prospect.
B. Procedure for sccuring new customer.
1. Desceribe premium offer.
2. Show premiums. .
3. Show company house organ.
4. Demonstrate coffee mortar.
5. Give calendar house card.
C. Procedure for getting back inactive customers.
1. Review inactive accounts before going on territory.
2. Determine objections that may be encountered.
3. Decide on approach to be used.
D. Procedure for house calls.
1. Carry neat, clean display basket with fresh samples.
2. Set basket and premium on floor.
3. Pick up one article at a time and hand to custowmer.
4. Be sure customer knows how to use product.
5. Make coffee once for e¢very customer.
II. Routine dulies.
A. Post route book and house card after each sale.
B. Balance ecash.
(. Record collections.
D. Prepare remittance to district office.
E. Perform sales-car duties.
1. Load.
2. Check performance.
3. Wipe clean.
4. Fill tires.
5. Refuel.
II1. Ezxecutive duties.
A. Make first call at 8 A.m.
B. Average 60 calls, 40 deliveries daily.
C. Preparc route to call every two weeks on each customer.
D. Keep informed on merits of each product.
E. Spend minimum of cight productive hours daily in field.
IV. Good-will duties.
A. Adjust complaints.
B. Be punctual and regular on calls.

SN
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This analysis of a house-to-house salesman’s duties reveals that
nothing has been left to chance to ensure a thorough selling job.
Instead of relying upon the momentary inspiration or skill of the
salesman to obtain good interviews, this company made an
analysis of the work of their best salesmen in dealing with active,
inactive, and new customers. The practices of these outstanding
men were incorporated in procedures or routines for handling each
type of buyer. All salesmen are trained to perform the specific
routines and their performance is judged by the way they carry
out the various steps as outlined in the description.

The least imaginative and unresourceful salesman is sure to
conduct an acceptable interview if he adheres to the procedures
that have been established. Standard selling talks have also
been prepared to accompany cach step in the procedures.

While the character of selling in this case obviously lends itself
to standard proccdures, the profitable performance of salesmen of
this company proves the merit of organizing and regularizing the
salesman’s job for this type of sales work.

Definite daily objectives are set for these salesmen, based on
the number of calls, deliveries, and hours spent in the field, which
guarantee a greater measure of accomplishment.

2. Wholesale Salesman of Specialty Food Products Selling for
a Manufacturer to Retail Food Merchants.—The salecsman of a
national manufacturer and distributor of packaged specialty food
products, who calls upon food retailers and takes orders for
delivery by food wholesalers, performs the following dutics in
addition to the obvious customary functions of selling volume,
getting orders, and making contacts:

1. Primary duties.

Build floor, counter, and window displays.
Price stock correctly.

Prepare advertising for handbill or newspaper.
Hold consumer sales in retail store.

Know retail merchant’s problems and be able to give helpful
suggestions about his store.

Check stock in the retail store.

Interest salespeople in the company’s products.
Be firm with merchant when refusing a request.
Plan sales work.

Know company policies and guarantees.

Study company publication.

Al ol
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I1. Secondary duties.
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Contact printers for dealer advertising.

Call on wholesalers.

Call on C.C.C. camps and army posts.

Call on hotels and restaurants.

Conduct food shows.

Drive a company car.

Purchase stock from wholesalers when nccessary.
Fill orders for cash from company car.

Care for company automobile.

Handle damaged merchandise.

. Adjust consumer complaints.

. Know all company products and discuss them intelligently.

. Know direct prices on all company products.

. Know and discuss percentage of profit to merchant on company

products at retailers’ prices.

. Arrange material in company sales car for most efficient
g

operation.

Know and read code dates on packages of company
products.

Know company and competitive merchandising activities in
territory.

Know prices of all competitive products.

Know voluntary chain operations in territory.

Know retailers’ objections to premiums for consumers.

Check wholesalers’ stocks of company products.

ITI. Reporting dutzes.

NS TR WO

Prepare a report on cach call.

Prepare a daily summary report on all calls.

Answer correspondence from supervisors and district offices.
Prepare a weekly route list.

Prepare reports on store sales.

Prepare weekly expense and automobile-operation report.
Write automobile accident reports, when necessary.

Write automobile fire and theft reports, when necessary.

This description of the duties of a salesman of specialty food
products sold through retail merchants indicates the growing
amount of missionary or scrvice selling to promote the resale of
nationally advertised products. Salesmen to dealers are no
longer chiefly concerned with writing orders; they perform a
multiplicity of merchandising duties for retailers, such as building
displays, preparing advertising, holding consumer sales, training
salespcople, and advising on management problems.

Further evidence of greater sales service to retailers is the prac-
tice of this company’s salesmen in purchasing company products
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SALES INTERVIEW OBSERVATION RECORD
I. Observer check interview on following points.

A. Original or follow-up call.
B. Salesman-—known or unknown to buyer.
C. Product or service offered.

D. Appointment—by phone By Letter
E. Cold canvass. Referred to Buyer
F. Immediately heard Waited (time)

@. Was business card used?
IL. Opening interview—technique.

. Verify buyer’s identity.

Announce name and company.

Initiative in shaking hands.

Handling of scating.

*Breaking ice,’’ how?

Does salesman divert buyer from previous work? How?
How does salesman handle buyer who continuex working?
Opening statement of salesman.

How does sulesman handle third party at interview?

J. Does salesman use entering wedge of clipping, picture, ete.?

II1. Interview technique.

A. Does salesman have apparent purpose in calling? What?
Does he know needs of buyer?

Does he seek to discover needs? How?

Does he interrupt buyer?

Does he do all talking?

Does he engage in irrelevant, conversation?

Does he argue?

H. Does he apparently have a standard story?

1IV. Visual material technique.

A. Does he use visual material? What?
B. Does he introduce it naturally?

C. Does he keep control of it?

D. Does he use it mechanically?

RN T ISIN TS
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V. Demonstration technique

Did salesman demonstrate all or any feature of product?

Did buyer take part in demonstration?

Was it introduced naturally?

Was talk mechanical—too rapid?

Was demonstration directly related to buyer’s needs and interests?
Were materials in good order?

What questions were asked by buyer?

QaESabE

VI. Meeting objectinns technique.

Did salesman apparently forestall objections in sales talk?

Were objections met calmly, respectfully?

What were principal objections of buyer?

How did salesman answer each objection?

Were objections dispoaed of immediately or answers deferred?

Did salesman seek to minimize objection? How?

Did salesman ascertam that his answer was satisfactory? IHow?

W}t:.s salesn';an ‘thrown off the track’’ by the objection or did he swing back o
18 story?

I. Did salesman distinguish between real obstacles and excuses?

VII. Closing technique.

Did salesman test prospect’s interest in his proposition? How?
Did he try to secure an order? How?

Was the trial premature?

How many closing attempts were made?

If sale was not closed, why?

Was further effort planned?

Was order blank introduced naturally?

Did buyer take initiative in buying?

Was a payment required with order? How was payment obtained?
Was buyer’s signature secured? How?

Was a trial order secured?

Sales interview observation record used by a sales supervisor in checking the
performance of a salesman hefore a prospect. This form lists the general duties
that must be performed by salesmen in presenting products or services to pros-
pects. A salesman can discover his weaknesses and take the first step toward
improving his interviewing methods by having his presentation rated on these
pointe.
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from wholesalers and reselling them for cash to retailers as an
accommodation.

The considerable amount of paper work to be done by salesmen
is revealed in this job description. There are eight types of
reports ranging from individual call reports to accounts of firc and
theft of sales cars. Although these reports may be necessary to
good supervision in this case, a job description indicates records
that may be eliminated or combined with a saving in time for the
salesmen.

The gencral use of automobiles in transporting salesmen creates
added responsibilities for them in the operation and care of their
cars and the arrangement of stock and promotion materials
therein.

3. Retail Salesman of Automobiles Selling for a Retailer Direct
to Consumers.—Analysis of the methods of outstanding salesmen
of a well-known manufacturer provided material for the following
job description of automobile selling.

The salesmen whose work is described are employed by success-
ful retail automobile dealers in all parts of the country.

I. Selling duties.
A. Locate prospect’s needs.

1. Discover number in family; which members drive; how
car is used; approximate price prospect can afford.

2. Use portfolio, catalogue, or other visual sales aid to help
prospect clarify in his mind the qualities in a car that are
most important to him, such as appearance, safety, com-
fort, and economy.

3. Ask questions to discover facts that bear on fitting car to
prospect’s needs.

B. Tell how product fits needs of prospect.

1. Use portfolio or visual material.

2. Discuss each need and get a decision on one quality at a
time.

C. Show how product fits needs of prospect.
1. Demonstrate.
a. Have a plan for demonstration.
(1) Get car in condition.
(2) Plan demonstration route.
D. Get prospect’s agreement on each point as it 18 made, i.e.,
“close” the sale on that point.
E. Answer or, preferably, forestall objections, including those
growing out of competition.
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F. Take first opportunity to get:an order; seck an order in every
interview.

G. Handle trade-ins. .

1. Sell new car thoroughly, including demonstration, before
making a trade-in offer.

2. Examine used car thoroughly in prospect’s presence to
avoid suspicion of guessing at price.

H. Secll accessories.

II. Routine duties.

A. Report, daily, names of new prospects with address, telephone
number, car owned, model interested in, and sources.

B. Report, daily, calis on prospects, owners, suspects, with names,
addresses, telephone numbers, result of calls, time spent with
cach, date for next work, and remarks.

C. Prepare summary of daily sales efforts classified as productive
and nonproductive work.

D. Prepare file card for each prospect secured and file by days of
month for follow-up.

E. Prepare daily call schedule of prospects, owners, and suspects,
listing addresses and telephone numbers.

II1. Ezecutive dulies.

Mail advertising to prospects in advance of calls.

Secure names of prospects from customers and friends, and
by canvassing, observation, and consulting registration list.
Set a daily objective of calls, demonstrations, appraisals, and
hours in the field.

Make a daily work plan each night for the succeeding day.
Qualify prospcets by telephone and in person.

Keep informed about the industry, company, product, buyer’s
motives, company advertising, and competitive products.

G. Attend sales meetings.

IV. Service duties.

A. Deliver service policy in person or be present when it is deliv-
ercd and explained by service manager.

B. Show and discuss service policy during sales interview.

C. Make follow-up call in person and by telephone once a month
to remind customers to get service provided in policy.

V. Good-will duties.

A. Call on owners several times during the first three weeks after

delivery, and at least once a month thereafter.

NED o kb

The trend toward ‘‘ planned selling”’ of specialties is emphasized
in this job description of automobile selling. The eight steps
outlined in detail organize a salesman’s presentation with suffi-
cient flexibility for the first call on every type of automobile
prospect. Definite objectives are given the salesman to enable



10 SALESMANSHIP

him to control the interview, to focus discussion on the features of
the product of greatest interest to the prospect, to test his inter-
est, and to seck action.  This plan provides an orderly presenta-
tion, yet lecaves the salesman free to adjust his story to the
individual prospect.

A salesman following this procedure is not guided largely by
questions asked by the prospects. This plan keeps him on
the track and saves the time of both parties to the interview.
Unplanned interviews often lead into ‘“‘dead ends’ or time-wast-
ing side trips leading to a vague promise to ‘‘think it over.”

The emphasis in this sales specification is on the prospect, his
nceds and interests, rather than on the salesman and the car.
This “flank attack’” strategy is superseding the traditional
“frontal attack” in sclling specialties. Salesmen using it seldom
talk about what their product s, its specifications and construc-
tion; they get enthusiastic about what it does, its comfort, safety,
economy, or performance for the owner.

The importance of planned activity as well as planned inter-
views 1s emphasized by this job description. To make the best
use of selling time, the duties of the salesman call for the prepara-
tion of a daily work plan cach night. A daily call schedule of
prospects and owners is required and a daily objective of calls,
demonstrations, and appraisals, based on a definite number of
hours in the ficld. Such a systematic program reduces waste
time and increases sales.

4. Export Salesman of Rubber Tires and Sundries Selling for a
Domestic Manufacturer to Distributors Abroad.—The export
salesman, of a large domestic producer of tires and rubber goods,
who sells to distributors located in foreign countries, performs the
following duties:

1. Selecting distributors.

1. Study qualifications of interested firms.

2. Secure complete information ahout them.

3. Recommend to factory, firms to be approached.

I1. Contacting distributors.

Provide distributor with product information.
See that personnel is of right type and organized efficiently.
Make consumer and dealer calls with distributor’s salesmen.
Aid distributor in analyzing market and establishing quotas.
Aid distributor in getting prompt service from factory on

shipments, documents, credit, etec.
Act as buffer between factory and distributor.

o O

e
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8.

9.
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Create good spirit in distribdtor’s organization.
Check distributor’s contract to ensure
a. Proper execution.
b. Clear understanding.
¢. Satisfactory execution.
Check distributor’s stock and take monthly orders to avoid
shortages.

II1. Contacting dealers.

CRENIP RN~

10.

Secure new dealers for distributors.

Identify dealer with advertising.

Keep dealers adequately stocked.

See that dealer’s prices, terms, service are competitive.
Check character of distributor’s service.

Aid dealer in promoting consumer sales.

Give dealers product information,

Securc dealer’s preferred attention to line.

Create good will of dealer.

See that automobile importers speeify company tires.

IV. Competitor relations.

1.

2.

Analyze competitive situation to ensure that prices, discounts,
terms, advertising are competitive.

Cooperate with reciprocating competitors to ensure that dis-
tributors do not undersell competitors and that dealer terms
arc exchanged with cooperating competitors.

V. Advertising.

1.

Stk N
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Check advertising expenditures of distributors in approved
media in specified period.

See that dealers have store and window displays.

Secure publication of publicity stories.

Aid distributor in erecting outdoor signs.

Induce distributor to match company appropriation for retail
advertising.

Supply distributor with advertising material.

See that distributor sends in proofs and bills for advertising.
Aid dealers and distributors in preparing mailing lists.

. Report on competitors’ advertising.

VI. Sthmng duties, charges, tazes, laws.

1.
2.
3.

4.

5.

Investigate shipping charges periodically.

Notify company of changes in shipping charges.

Provide company with copy of freight tariffs in native
language.

Examine consular declarations to ensure that importations are
classified to secure minimum rates.

Supply company with pamphlets covering local laws and taxes.

VII. Credit and financral.

1.

2.

Report on credit standing of new and old customers.
Make credit reports on history, type of business, character of
managers, references, and reputation of customers.
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VIII. Claims and adjustments.
1. Inspect each article submitted for adjustment.
2. Determine amount to be charged in replacement.
3. Report on adjustments to home office.
4, Check distributor’s willingness to make adjustmente.
IX. Reporting duties.
1. Be sure that correspondence
a. Is clear and brief.
b. Has a separate letter for cach subject.
¢. Refers to previous correspondence.
Report on competition, monthly.
Report on expenses, weekly.
Report in general, annually.
Report on estimated sales, annually.
Report itinerary.
Report on advertising to advertising department.
Make special reports as required.

PNSRo AN

The complex responsibilities of salesmen in foreign markets are
illustrated by the job description of a rubber-tire export salesman.
Not only do overscas salesmen perform the same duties as
domestic salesmen, but in addition they are held accountable for
shipments and must watch import duties, tariffs, taxes, shipping
charges, and laws in the countries in which they are operating.
Their duties include contacts with retail dealers as well as whole-
sale distributors. Settlement of claims is in their hands, as well
as an important credit responsibility. Operating at long dis-
tances from their domestic headquarters, export salesmen usually
have a large measure of supervision of all phases of distribution in
their territorics, not shared by salesmen in this country.

Much attention must be paid by salesmen abroad to the com-
petitive situation as indicated by this job specification. The
cmploying company in this case is a member of a combination
export association authorized under the Webb-Pomerene Act
which permits cooperation among competitors to fix prices and
standardize sales terms in foreign markets. Accordingly, the
salesmen of this company cooperate closely with competitors.

The advertising functions of foreign salesmen are more numer-
ous than those of domestic salesmen.  Wholesale as well as retail,
advertising must be run and distributors given aid in establishing
appropriations, controlling expenditures, and using the manufac-
turer’s advertising helps. Competitors’ advertising efforts must
also be reported.
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6. Industrial Salesman Representing a Manufacturer of
Accounting Machines Selling Direct to Business Organizations.

I. Securing interviews.

1.
2.

Seclect right man to see.
Prepare for interview.

II. Conducting interviews.

COLORXNSIA N

Gain attention of prospect.

Arouse interest of prospect.

Obtain a knowledge of the prospect’s problem.
Secure facts from the prospect.

Explain principle of machines clearly.

Discuss machines with prospect.

Obtain the confidence of the prospect.

Establish prestige for the company.

Create a desire in the prospect for the machines.
Show examples of satisfied customers by means of the classified
users’ list.

. Establish conviction of prospects.

Secure permission to make survey.
Secure permission to demonstrate.

. Meet objections.
15.

Secure orders.

I11. Conducting demonstrations.

Ll
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10.
11.
12.
13.

Demonstrate to prospects by appointment at company office.
Demonstrate to prospects by appointment at prospect’s office.
Demonstrate applications to prospect after a survey.
Demonstrate after a survey to scll the idea originally pre-
sented.

Demonstrate additional applications to customers.

Make a standard demonstration.

Prepare for demonstration.

Explain principle of company’s machines.

Know machines.

Create desire for the equipment.

Obtain conviction of the prospect.

Establish prestige of the company.

Obtain action following demonstration.

IV. Conducting surveys.

1.

Make survey at proper time.

.& Contact right individual for survey.

9.

0 N o e

Secure receptivity of prospect to survey.

Obtain cooperation of prospect in survey.

Obtdin an accurate understanding of the prospect’s situation.
Get the facts about the prospect’s problem.

Obtain the prospect’s confirmation to the facts obtained.
Talk the prospect’s language.

Prepare for the survey.
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10.
11.
12.
13.
14.
15.
16.
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Create the confidence of the prospect in the survey.
Obtain the cooperation of the prospect’s employees.
Analyze the prospect’s present situation.

Keep the ultimate objective of the survey in view.
Determine fruitful results.

Develop a definite plan.

Check the plan with the known needs of the prospect.

V. Presenting the proposition.

1.
2.

10.

© XN O W

Make preliminary oral presentation.

Present proposition during first approach; demonstrate, while
getting facts, checking facts, developing plan, or establishing
a prospect’s needs.

Use exhibits.

Determine proper executive to get proposition. -

Forestall delay to take action.

Use list of users of product.

Explain company policies.

Explain contract.

Show results with picturcs rather than technical details.
Close the sale.

VI. Servicing customers.

1.
2.

NS ;e w

9.
10.
11.
12.
13.

Know customer responsibilities and company policies.
Provide new customers with detailed write-up of directions
for using machines.

Supervise preparation of proper codes by customer.

Establish proper control.

Aid customer in selection of proper personnel.

Educate customer’s personnel.

Supervise primary operation of equipment including source of
data, flow of documents, coding, punching, verifying, and
scheduling production.

Aid customer in scheduling reports and determining their
number, sequence, distribution.

Review reports with executives.

Aid customer in providing filing facilities.

Continuously check up with customers’ cxecutives.

Make a continual study of customer’s business.

Advise customers of latest equipment and methods, users in
competitive industries, company publications, and accessory
services.

VII. Performing routine and executive duties.

1.
2.
3.
4,
5.
6.

Prepare call reports and special customer reports.

Schedule work and make proper use of time.

Get acquainted with several key men in each business.
Analyze territory opportunities.

Use files for call reports, surveys, and correspondence.

Learn manufacturing processes, products, and problems of
prospects.
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7. Capitalize on reputation of company executives.
8. Pursue outside activities which will contribute to business
success and participate in civic and community affairs.
9. Consult newspapers for leads.
10. Maintain list of active prospects.
11. Study continuously to learn all possible about every prospect
and customer.
12. Study company machines, applications, exccutive talks, edu-
cational material, publications, sales helps.
13. Know proper use of salesman’s equipment.
14. Contact former and competitive product users.
15. Make a monthly schedule of calls.
16. Know the company’s creed for salesmen.
17. Know how to organize work to make it automatic.
18. Know competitive products, their limitations, and the claims
of competitors.
19. Attend company sales meetings.
20. Attend National Association of Cost Accountants meetings and
keep posted on their activities.
21. Prepare forecasts of sales.
22. Prepare machine specifications.
23. Know company policies, contracts, and prices.
24. Know company sales plans.
25. Know factory organization.
26. Attend group meetings of C.P.A., Comptrollers Institute,
Business Clubs, and Associations.
VIII. Using company advertising and sales ards.
Know operations of company’s educational department.
Know company’s customer training program.
Use reprints of executives’ speeches.
Use classified list of users.
Know and use company publications.
Know services of company’s commercial research department.
Know functions of special representatives on national accounts.

NSOt W~

The above description of the job of a salesman of businecss
machines emphasizes the importance of adequate preparation in
advance of a sales interview through the medium of a thorough
survey of a prospect’s nceds. Although the numerous applica-
tions for this type of product demand that a salesman be con-
versant with a prospect’s business problems in order to adapt the
product to his needs, the desirability of advance knowledge of a
prospect’s situation gained through a survey is hecoming recog-
nized as fundamental to the successful selling of many commodi-
tics. In this case, a salesman must perform sixteen operations in
making a survey from the proper timing of the survey to the
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formulation of a complete plan checked against the known needs
of the prospect. Such a survey must be sold to a prospect and
his cooperation secured in carrying it out. Possessed of the facts
disclosed by the investigation, a salesman is in an excellent posi-
tion to present his product, from the standpoint of the prospect’s
problem, and meet objections effectively. The salesman’s
time and expense involved in making a preliminary survey
are justified by increased sales resulting from the usc of the facts
obtained.

The importance of showing advantages by means of demonstra-
tion in addition to telling about them is emphasized in this job
description. In the sale of all types of mechanical equipment a
demonstration 1s a most effective selling tool. The thirteen
demonstrating duties required of salesmen of this company
cnsure that prospects shall understand thc applications of the
product to the solution of their problems.

The growing necessity for salesmen to study is indicated here.
Salesmen must study not only the processes, products, and prob-
lems of their prospects, but the machines, applications, executive
talks, educational material, publications, and sales helps of their
company. The importance of study of company policies, prod-
ucts, plans, and organization is cmphasized by this company in
common with other progressive sales organizations.

6. Wholesale Salesman of Surgical Dressings and Drug Sun-
dries Representing a Manufacturer Selling Direct to Retail
Druggists.

I. Maintain sales of established items.
1. Remind buyer of all items in line which he can possibly
carry by
a. Showing photograph album.
b. Describing the line and enumerating all classes as well as
prominent individual items.
3. Check dealer’s stock, if he does not do so himself.
3. Use inventory check shcet.
4. Write order for items not stocked.
I1. Sell items not now stocked by buyer.
Show one or more pocket samples.
Get one item not now stocked started in each store every trip.
Discover items which buyer should order but does not.
Present item not now stocked.
Use this item as a ‘““call leader,” ‘“‘feature item,” ‘‘opener,” or

¢finisher,”

Al
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II1. Present dealer fized or flexible merchamdising assortments, units, deals,
or offers.
1. Work these into order before or after review of the line.
2. Study sales arguments on these features.
3. Sccure coaching on presentation.
IV. Introduce sales helps.
Carry selling helps in sales car.
Set up counter displays.
Use sales promotional material list.
Call dealer’s attention to company advertising.
Order sales helps to be shipped to dealer.
Set up mass merchandising displays.
Introduce counter cards, price tickets, window displays, etc.
V. Sell company merchandising plan.
Sell stock rotation sale idea.
Sell value of open mass display with price tickets.
Emphasize many uscs for company’s products.
Stress importance of turnover in earning profits.
Get products out in front where they will sell.
Sell large quantitics or case lots of fastest moving mer-
chandising sizcs.
VI. Make adjustments.
1. Correct errors and misunderstandings.
2. Arrange for return of merchandise for replacement.
3. Know adjustment policy of company.
4. Leave no loose threads in customer relationships after calls.
VII. Make collections.
1. Collect from dealers who buy dircet when they have not
remitted within 60 days of invoice date.
VIII. Call on distributors.
1. Contact wholesalers, surgical supply dealers, hospitals, institu-
tions, industrials, and miscellancous retailers.
2. Employ tact, polish, and a thorough knowledge of items and
prices in this work.

NSOk N~
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The above instructions for a salesman of surgical dressings
emphasize the importance of maintaining sales of items already
stocked by dealer customers. In their desire to sell new items or
those not stocked by a buyer, salesmen often ignore products that
have been previously stocked by a decaler customer. Sales of
established items should not be taken for granted; a salesman
selling regularly to a dealer should check the dealer’s stock, use an
inventory check sheet, and seek a reorder for items previously
stocked. .

The resale of established items is also stressed by this company
by selling dealers on stock rotation, open mass display, preferred
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display position, and the importance of turnover in earning
profits.

The duty of a salesman to make adjustments and correct mis-
understandings with customers is included in this sales-job
description. Knowledge of the customer and his probicms ena-
bles a salesman to handle adjustments to the mutual satisfaction
of both buyer and seller.

In this case, salesmen make collections from dealers who buy
direct from the manufacturer. This is customary for salesmen
representing direct scllers.

Salesmen who call principally upon. retailers also frequently
contact wholesalers and institutions, particularly in lines dis-
tributing through a limited number of outlets.

7. Retail Salesman Selling to Ultimate Consumers in a Retail
Department Store.—This description of the selling duties of a
retail salesperson is a composite deseription resulting from obser-
vations of more than 1,200 department store salespersons made
by the Research Bureau for Retail Training.

1. Sizing up the customer.
. Notice the customer’s carriage.
2. Notice the customer’s actions and expressions.
3. Notice the customer’s conversation,
4, Notice the customer’s general appearance.
5. Watch and listen attentively.
6. Act friendly and intercsted.
1I. Approaching the customer.
Be alert; show the customer you are ready to wait upon him.
Smile and look good-natured.
Look at the customer.
Stop all care of stock and go up to customer.
Leave other salespeople and go up to customer.
Ask the customer to be seated when possible.
Avoid using same phrases over and over; make words of
greeting cordial.
8. Call the customer by name, if possible.
III. Finding out what the customer wanis.
1. Ask questions about use or purpose of article wanted.
2. Display merchandise and watch expressions and actions of
customer as he looks at goods.
3. Listen attentively to what customer asks for.
4. Listen to customer’s questions and comments about mer-
chandise.

[y
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IV. Displaying merchandise. '

1. Make room to display merchandise.

2. Sclect merchandise to be shown first which should be that
which has been requested or is particularly suited to customer
or has been advertised or is on display or is medium-priced.
Display cnough merchandise to afford sufficient selection.
Show only a few samples at one time.

Stop showing merchandise as soon as customer shows interest.
Show how the merchandise would look i use.
Get mcrchandise to customer quickly.
Handle merchandise to create impression of value.
V. Presenting sales arguments.
Know the merchandise thoroughly.
Make concrete statements about the merchandise.
Call attention to interesting facts about the goods.
Meet customer’s objections and answer questions.
Avoid talking too much.
Emphasize most suitable features for customer.
. See what qualities customer is interested in and discuss them.
VI. C’losmg the sale.
Center attention on one or two articles.
Review the selling points of the articles under consideration.
Meet objections.
Create good will for future, through courtesy, alertness.
Make out sales check.
Deliver package.
Return change.
Answer questions about delivery and holding goods.
. Handle two customers at once.
VII. Practzcmg suggestive selling.
1. Offer a substitute when article requested is out.
2. Suggest buying in larger quantities.
3. Suggest other merchandise in the same department.
4, Suggest merchandise in other departments.
5. Suggest merchandise to mecet customer’s needs.

PN
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In this description of the duties of a retail department store
salesperson, it is significant that nearly half of the duties outlined
require the salesman to get the customer’s viewpoint. This prac-
tice of ‘‘sizing up the customer,” ‘‘approaching the customer,”
and ‘‘finding out what the customer wants,” is rightfully placing
the emphasis in selling on the buyer and his problem rather than
upon the salesman and his offering.

Many of the duties of store salespeople are also assumed by
consumer salesmen of specialties such as automobiles, refrigera-
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tors, radios, when engaged in showroom selling; particularly,
those duties involving the display of merchandisc may be effec-
tively applied to the work of salesmen in the display room.

The desirability of suggestive selling of related items, which has
long been practiced by aggressive retail merchandisers, is recog-
nized in this outline and several ways in which this selling strategy
may be applied arc suggested.

8. An Inside Salesperson.—This outline of typical duties per-
formed by salespersons is based on information gathered by
trained ficld analysts employed by the U. S. Employment Service,
the Job Analysis and Information Section, from actual observa-
tion of typical retail inside-selling jobs. This description, when
combined with the preceding one, gives a complete description of
store-selling duties.

I. Determines merchandise desired by customer; ascertains make, type,
size, pattern or design, quantity wanted, and approximate price the cus-
tomer is willing to pay.

II. Displays merchandise and assists customer to make a selection by
suggestions and explanations; emphasizes the chief selling point of the
article, be it quality, style, durability, popularity, utility, taste, appcarance,
freshness, or price; may tell or show customer how to use the article; attempts
to encourage the sale of higher priced articles.

As it is usually to the worker’s interest to sell as much as possible, every
attempt is made to suggest articles that might be used in connection with
the article purchased and to consummate each sale in & minimum of time.

IIT. Writes out sales slip in duplicate or triplicate (store policies vary)
designating the merchandise and its price, his own identifying number, and
sometimes the name and address of the customer; if the sale is to be charged
or sent C.0.D., procures customer’s signature on sales slip. In some estab-
lishments, no sales slip is used for cash sales. In establishments where
merchandisc is sold on a time payment plan, the worker may fill out a sales
contract for the customer’s signature instead of a sales slip.

IV. Receives payment or secures credit authorization, and gives wrapped
article to customer or arranges for its delivery.

A. If sale is cash, receives money and

1. Wraps article, rings up sale on cash register, and makes
change, or

2. Gives article to a cashier-wrapper who makes change and
wraps article, or

3. Sends money and sales slips to a central (cashier’s office) via
a pneumatic tube system or overhead carrier. Cashier’s
office returns receipted sales slips and change (merchandise
may be sent with the sales slips and money to the office).
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B. If a sale is to be charged, cither ,

1. Sends sales slips to credit department via a pneumatic tube
system or overhead carrier for approval of account and
return, or

2. Places sales slips in holder of charge phone, presses signal
button to call credit authorizer, verbally gives name and
address of customer, and removes sales slips from holder
when they have been stamped and perforated (by a stamp
and punch actuated by credit authorizer) to indicate credit
approval, or

3. Procures written approval of account by floorman or depart-
ment manager.

The original copy of the sales slip goes to the credit office if the sale is
charge, or to the cashicr’s office if the sale is ecash or C.0.D.; the duplicate
is wrapped with the merchandise; and the triplicate is retained until the
end of the day when it is sent, together with an itemized list of the day’s
sales, to the store accounting office. In stores where sales slips are written
in duplicate, the original copy is sent at the end of the day to the accounting
office. Merchandise that is to be delivered is wrapped and routed to the
delivery department. Usually the portion of the duplicate sales slip
bearing the customer’s name and address is detached and used as an address
label.

V. Cares for stock on sales floor; places new merchandise on shelves,
racks, or stands according to a predetermined order; keeps stock necat,
orderly, and dusted during the day, requisitioning replacements of staple
articles of merchandise from stockroom as necessary, or informing buyer or
department head of shortages as they occur; may cover stock or remove it
from counters at night; at end of day fills out a merchandise order slip or
want slip recording, for the information of the buyer, articles of merchandise
called for by customers but not carried in stock, and merchandise, the stock
of which is running low.

VI. Writes out accommodation slips (in cases where merchandise is
returned by the customer for altcration, repair, or some other rcason, but
where the customer retains ownership of the merchandise) indicating the
disposition of the merchandisc and whether the alteration or repair is a
free service or will be charged to the customer.

VII. May trim showcases on sales floor according to directions of depart-
ment head or window trimmer.

VIII. Takes periodic inventories of stock, calling out items to another
worker who records them on an inventory sheet.

L\ 4

This general job description issupplemented by specific descrip-
tions of the work of salespersons in the principal departments in
retail stores including books, china and glassware, floor coverings,
furniture, flowers, furs, groceries, jewelry, in the U.S. Employ-
ment Service study of sales occupations.
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SALES DIFFICULTIES REVEAL SALESMAN’S JOB

Selling is not a repetitive activity; each new situation contains
a different combination of common operations. A description of
the duties of a salesman as detailed in the preceding descriptions
does not give a complete picture of the actual mental and physical
activities of a salesman since these operations vary according to
the circumstances encountered in each sales interview.

Even if a salesman follows faithfully the duties outlined in a
sales-job description as for example, ‘‘Suggest buying in larger
quantitics,” he still must be prepared to meet the objections of
the prospect to that suggestion. Such objections or problems
which must be met and overcome by a salesman form the heart of
his job; the fact that they differ in ¢very sales interview makes his
work a complex occupation.

Success in selling is measured not so much by the routine
performance of definite dutics as by the ability to solve variable
problems. Good salesmen experience few such problems; poor
salesmen encounter numerous insurmountable problems or diffi-
culties. Accordingly the picture of a salesman’s job cannot
be complete until it includes a list of the principal difficultics
encountered by salesmen and the methods used in meeting those
difficultics.

These difficulties may be classified as:

1. Personality difficulties, including lack of confidence, poor
appearance, lack of self-control, discourtesy, indifference, lazi-
ness, poor voice, and tactlessness.

2. Knowledge difficulties, created by ignorance of product fea-
tures and applications, company history, organization, personnel,
policies, competition.

3. System difficulties, resulting from failure to keep records of
sales activitics, promiscs to customers, routing, time control,
etc.

4. Selling-technique difficulties, resulting from lack of plan, no
information about prospect, failure to answer objections, faulty
demonstration, weakness in closing.

5. Trade difficulties, arising out of preferential treatment, price
cutting, special concessions, competition between distributors.

6. Product difficulties, including deterioration, poor construc-
tion, spoilage, improper packaging.
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SALESMAN'S DIFFICULTY.ANALYSIS FORM

Excel- Good Fair Poor Bad

lent p

A. Personality difficulties:

L §3of1ﬁdence
Self control

Aggressiveness
Appearance
" Physique
" Alertness
Tact
Sociability
‘Sincerity
7 Enthusiasm
Voice quality

Courtesy
Sense of humor

B. Knowledge difficulties:

“Product knowledge
Compuiﬂniiwkdge
Price knowledge

" Advertising knowledge
Service knowledge
Comf);t;mh knowledge

* Customer needs
" Delivery knowledge

b. System difficulties:

Reports
Time employment

- Planning work

D. Sales-technique difficulties:

Contact with prospect
Descniption of product
" Comparison - - . T
" Demonstration of i)r—&iuct,

" Meeting objections
Getting decision

) Arranging (-letails. T ’ - N
E. Miscellaneous difficulties:

Product difficulties

Price difficulties
"7 "Customer personality problems

Competition problems

Delivery difficulties

Service problems

Credit difficulties

Sales-difficulty-analysis form used in rating the personality, knowledge, sys-
tem, and sales-technique difficulties of a salesman. This form may be used by a
salesman in checking his technique; or a salesman’s manager, customers, or
friends may be asked to rate his work on this form.
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These faults may be determined by having salesmen list diffi-
culties as they are encountered in their work; observation of
salesmen at work reveals numerous difficulties; consultations with
sales executives produce more problems; customers may disclose
difficulties of salesmen who call upon them; an examination of
sales reports will show other obstacles met by salesmen.

A difficulty-analysis check sheet is used by observers in check-
ing the shortcomings of salesmen of various types of product.
Typical difficulties obscrved follow:

1. A salesman of a wholesale grocery company, interviewing
buyer of a stcamship company, experienced the following:

Personality difficulties: lack of confidence, listlessness, and lack of
enthusiasm.

Knowledge difficulties: ignorance of buyer’s requirements.

Sales-technique difficulties: rambling presentation, inadequate answers to
objections.

2. A salesman of typewriters, interviewing the buyer of a large
industrial organization, experienced the following:

Personality difficulties: poor voice, no sense of humor, lack of enthusiasm.

Knowledge difficulties: lack of information about competing machines
and the needs of the prospect.

Sales-technique difficulties: no attempt to discover prospect’s requirc-
ments; overcmphasis on price.

3. A salesman of shoe polish, interviewing buyer of industrial
corporation operating retail stores in foreign countries, experi-
enced the following:

Personality difficulties: poor voice, lack of enthusiasm and aggressiveness.
Knowledge difficulties: no knowledge of buyer’s market for product

offered.
Sales-technique difficulties: irrelevant talk, politics, foreign customs; no

presentation of product; inability to meet objections.

4. A salesman of electrical cquipment, interviewing the pur-
chasing agent of a transportation company, experienced the
following:

Personality difficulties: argumentativeness; poor voice quality.

Knowledge difficulties: poor product knowledge in respect to application
of prospect.

Sales-technique difficultics: overemphasis on price; weakness in meeting
objections; control of interview lost.
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5. Three salesmen, representing three ' competing manufac-
turers of belting, calling upon the purchasing agent of a large
manufacturer of machine tools experienced the following:

Personality difficulties:
Salesman A: poor appcarance, too aggressive.
Salesman B: lack of enthusiasm, aggressiveness, and self-control.
Salesman C: not alert; poor in use of English.

Knowledge difficulties:
Salesman A: uniformly good knowledge.
Salesman B: poor knowledge of product and prospect’s requirements.
Salesman C: lack of knowledge of prospect’s needs.

Sales-technique difficulties:
Salesman A: uniformly good sales technique.
Salesman B: weak in answering objections and getting action.
Salesman C: poor in describing product, in answering objections, and

in getting action.

6. Twenty-five salesmen of a large heating equipment manufac-
turer were observed and 256 separatc difficulties were listed, of
which the following were the principal ones:

Personality difficulties: too aggressive; unaggressive; discouraged; ill
health; pride; lack of confidence; lack of convincingness; takes too
much for granted.

Knowledge difficulties: lacks product and application knowledge; cannot
estimate; does not know advertising, price change policy, competition,
heating engineering.

Sales-technique difficulties: poor in opening interview; interviews wrong
party; gets into arguments; too talkative; afraid of prospect; too blunt;
discusses competition too freely; too familiar; cannot mecet objections;
fails to suit talk to neceds of prospect; sidetracked by interruptions.

System difficulties: irregular calls; too many contacts; stays at home
frequently; spends too much time on few prospects; inadequate calls;
wastes Saturday mornings; improper use of reports; equipment in poor
order; no system for call backs; poor routing.

Trade difficulties: prospect a stockholder in competing company; dis-
tributor’s salesmen not cooperative; price cutting; misrepresentation by
competitors; competitors stronger.

Product difficultics: price too high; parts defective.

7. Retail salespersons in department stores experience the fol-
lowing difficulties as observed by trained investigators:

Personality difficulties: indifference; laziness; inattentiveness; unfriendli-
ness; listlessness; annoyance; lack of confidence; talkativeness; dis-
courtesy; carelessness in dress.
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Knowledge difficulties: does not know what goods to display; is unfamiliar
with stock; lacks information about goods; does not know what goods

to suggest.

Sales-technique difficulties: fails to discover customer’s wants; fails to
display goods effectively; suggests goods unsuitable to customer; hurries
in closing; fails to mect objections; does not bring out proper goods;
brings out too much or too little merchandise; is too slow in bringing out
merchandise; does not listen to customer; asks the wrong questions.

8. Three wholesale salesmen of lubricating oil, representing
three competing oil companics and calling on the purchasing
agent of a large industrial concern, experienced the following:

Personality difficulties:
Salesman A: poor appearance; weak voice; poor usc of English.
Salesman B: poor appearance; lack of enthusiasm.,
Salesman C: tactless.
Knowledge difficulties:
Salesman A: lacks knowledge of price, customer’s requirements,
competition.
Salesman B: lacks knowledge of price, customer’s needs, competition.
Salesman C: does not know operation of prospect’s product; lacks
mechanical knowledge and knowledge of competition.
Sales-technique difficulties:
Salesman A: poor in opening sale and making good impression.
Salesman B: weak in opening sale and answering objections.
Salesman C: weak in answering objections.

SOLUTIONS TO SALES DIFFICULTIES

To obtain a full description of the job, the methods employed
by successful salesmen in meeting the difficultics as described
above should next be secured. Methods of solving difficulties
may be obtained by personal interviews or by means of question-
naires, stating the specific difficultics and asking, ‘“ How do you
meet this difficulty?” Methods may also be discussed in group
sales meetings.

A typical “difficulty” and its solution by a good salesman
illustrate how answers may be found to such problems.

The difficulty: Salesman not prepared for interview with facts
concerning prospect’s problem.

A solution to this problem by a successful salesman:

In working out an interview in advance of a call, I first review all
correspondence and other information available concerning the matter
to be discussed in the interview.
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The next thing is to determine what object, or objects, I wish to
accomplish in making the call. These I fix firmly in mind so that they
can be introduced at the proper time and in sequence.

I then collect and organize such supporting data as I shall need and
take with me also such literature as is pertinent to the subject to be
discussed.

Lastly, I endeavor to put myself in the place of the person I am about
to call upon and imagine what arguments or objections he may interpose
and how those may best be met and overcome.

No attempt will be made in this chapter to describe in detail
the solutions to specific sales difficulties since that is the purpose
of the succeeding chapters—to describe the methods of successful
salesmen in meeting the most common difficulties encountered in
the sale of various types of goods and services.

.

IMPORTANCE OF KNOWLEDGE OF SALESMAN’S JOB

If a salesman is to be successful, it i8 obvious that he should
know in detail all the duties he is expected to perform, the difficul-
ties commonly encountered in carrying them out, and the best
methods of meeting such difficulties.

Achievement in selling begins with the duties and difficulties
of the job; if these are clearly understood at the outset, many of
the problems involved in securing signed orders will take care of
themselves. Knowing what should be done is equally as impor-
tant as knowing how to do it. Yet in anxiety for action and
enthusiasm, salesmen overlook the more commonplace but
equally important fundamentals of the simple duties and obstacles
that make the job what it is.

Nor is it sufficient to know what to do; a good salesman also
knows why he is called upon to do the things that his job demands.
A knowledge of the reasons for doing a task and the implications
or consequences of the action should be fully understood if he is
to carry on his work with an intelligent understanding of his job
and a cheerful compliance with its requirements.

In addition, a sales manager should use a duty and difficulty
analysis as a basis for selecting salesmen and measuring the
qualifications of applicants, and as material for training courses,
locating and correcting salesmen’s weaknesses, and improving
methods of distribution.
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Problem I

Dury ANALYSIS OF SALESMAN’s JoB

Frederick C. Dayton, representing Bedford Tire and Rubber
Corporation

Frederick C. Dayton has been employed as a general-line sales-
man of the Bedford Tire and Rubber Corporation, Akron, Ohio,
with headquarters at Philadelphia, since 1938. He is one of 200
salesmen selling Bedford tractor, truck, and passenger-car tires,
tubes, and automobile accessories, lawn hose, and rubber soles
ard heels direct to retailers of automobile accessories, automo-
biles, implements, gasoline and oil, hardware, and large industrial
concerns. Dayton’s territory includes eastern Pennsylvania.

The Bedford Company has made a thorough analysis of the
work of its general-line salesmen and has prepared the following
job description. Dayton was given these definite written instruc-
tions in regard to his duties when he was engaged by the company:

Duries oF BEDFORD GENERAL-LINE SALESMAN

I. In retaining present volume and improving dealer’s merchandising
methods.
1. Call on dealers regularly.
2. Discuss new products, and products that require frequent
follow-up.
Explain Bedford advertising and promotion plans.
Help dealer work out local advertising program.
Review Bedford’s outstanding advantages regularly.
See that Bedford Retailer’s Merchandising Manual is used in
the following seven ways:
Analysis of possibilities.
Store location, layout, equipment.
Man power.
Inside selling.
Outside selling.
Advertising.
Recording results.
7. Discuss management problems, credits, collections, resale pro-
gram, etc.
8. Discuss new selling features, like time payments, farm tractor
sales, tubes, accessories, and campaigns on new products.
9. Inventory dealer’s stocks specified by district manager.
a. Point out to dealer what is needed to balance stock
b. Take orders for stock dealer requires.

o o oo
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10. Develop associate dealer and petroleum outlets.
11. Hold dealer meetings.
II. In securing new dealer where no representation erists.
Make territory analysis on form provided.
Seclect important problem towns.
Observe active competing dealers.
Select most desirable dealer prospect.
a. Estimate number of tires sold in town, annually.
b. Determine who is seclling them.
c. Rank dealer prospects as to desirability.
d. Decide which should be obtained.
5. Get acquainted with dealer prospects.
Make preliminary call.
Determine what interests prospect.
Throw out ‘‘teaser’’ information.
List advantages of dealer’s present deal vs. Bedford
advantages.
e. Decide vulnerable points.
J. Plan your attack.
6. Present Bedford franchise.
a. Arrange uninterrupted meeting.
b. Use company advertising.
c. Cover advantages thoroughly.
7. Ask for prospect’s business; get contract.
II1. In contacting car, truck, and implement dealers and obtaining specifi-
cations.
1. Keep above, using original equipment, posted on new develop-
ments in Bedford products.
2. Establish good-will contact and rclationship with local Bedford
dealer.
3. Obtain speccifications where advisable.
IV. Concerning consumer accounts.
1. Have limited list of most important consumer accounts in
territory, call on these.
2. Sell important consumers.
V. In knowing competing practices and dealers.
1. Know and call upon compectitive dealers.
2. Check their resale practices.
3. Be familiar with new activities of competitors, sales plans,
products, advertising, etc.
V1. About miscellaneous functions.
1. Check delivery service on orders placed; be familiar with back-
order situation.
2. Contact company store, if any.
3. Contact newspaper offices, keeping their good will and getting
publicity.
4. Keep dealer informed and enthusiastic en newspaper and
. billboard advertising.
5. Check current dealer campaigns advocated by Bedford.

LR s
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VII. In making reports and carrying on correspondence.
Daily reports.

Route lists.

Expense reports.

Specifications.

Reports on sales campaigns.

Study of reports received.

Analysis of time employment.

NS W=

During the past year, sales in the territory have declined and
the district sales manager has made a study of Dayton’s daily call
reports on dealers, a typical number of which follow:

January 15. Call No. 1. Martin Auto Supply Co., dealer. Dis-
cussed new safety tubes. Took order for three batteries. Made
adjustment on a 5.00-16 four-ply casing. Checked delivery on last
order.

Call No. 2. Wilson Department Store. Tried to close sale for ten
truck casings and tubes as a trial order. Must call back later.

Call No. 3. Lane Oil Co. Operates four stations. Tried to interest
manager in distributing our tires. Call interrupted.

Call No. 4. Jones & DBates, dealer. Discussed our time-pay-
ment plan. Took order for dozen new safety tubes. Talked to their
salesmen.

Call No. 5. Mudge & Mltche]l, prospective dealer. First call.
Presented our franchise.

Call No. 6. Bainter & Mason, a competitive dealer. Live wires.
Not interested in taking on other line.

Four calls. Buyers out.

January 16. Call No. 1. Johnson Perry, dealer. Discussed time-
payment plan. Complaining about poor business. Secured no
business.

Call No. 2. Tom Watson, dealer. Overstocked. See on next trip.

Call No. 3. Newton Smith, competitive dealer. Is enthusiastic
about present line, not interested in making a change. However, may
take on battery line in spring.

Call No. 4. David Miller, dealer. Placed order for tires and tubes,
amounting to $180. Inquired about advertising.

Call No. 5. Allen Manufacturing Co. Discussed truck tires with
purchasing agent. May consider later.

Call No. 6. Blake County Bus Lines. Satisfied with bus tires now
using.

Five calls, buyers out.

January 18. Call No. 1. T. L. Jefferson, possible dealer. Dis-
cussed our line. Not financed adequately to give us volume.



THE SALESMAN’S JOB 31

Call No. 2. Morgan & Co., dealer. Reviewed advantages of our
line. Stocked up. May buy later.

Call No. 3. Bruce McCormick, competing dealer. May consider our
line later.

Call No. 4. Y. K. Yount, dealer. Ordered two motorcycle casings,
five passenger casings, and two all-solid tires.

Call No. 5. Spring & McCutchinson, dealers. Sales poor. Com-
plaining no business. May liquidate tires and concentrate on gas and
oil business.

Call No. 6. Bounter Oil Co., prospective dealer. Presented com-
pany franchise. Will consider and I shall call back later.

Call No. 7. MecArthur & Co. Moving and trucking concern. Now
using competitor’s tires. Not interested in changing.

Three calls, buyers out.

Salesman Dayton maintains that he is making a good number
of calls, is securing some business, and is attempting to locate new
dealers as well as maintain the volume of present dealers. He
claims that he is contacting important consumer tirc accounts in
his territory. Declining sales are caused by poor business condi-
tions, he believes.

The district sales manager believes that Dayton is not doing a
thorough job in developing present dealers and has not followed
the duties outlined in his job description.

Questions

1. Is salesman Dayton doing a thorough job of selling as indicated by the
typical call reports compared with the job description quoted in the problem?

2. Compare Dayton’s call reports with his job desecription and list the
duties required which are not being performed.

3. What other duties should be included in the Bedford sales-job
description?

Problem II

DirricuLTty ANALYSIS AND SOLUTIONS TO DIFFICULTIES OF
. SALESMAN’S JoB

Howard R. Parker, representing Lincoln, Baker & Co.,
Investments

Howard R. Parker, representing Lincoln, Baker & Co., Invest-
ments, New York City, sells securitics to banks, trust companies,
institutions, and large individual investors in metropolitan New
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York. The company is represented by 60 men who operate out
of the home office as well as from branches in Boston, Philadel-
phia, and Chicago.

Faced with a weak investment market and declining sales
volume, the sales executives of Lincoln, Baker & Co. investigated
the principal difficulties encountered by its reprcsentatives and
called upon the most successful salesmen to describe how they
overcame these difficulties involving prospecting, preparing for
interviews, and conducting intervicws.

As one of the ten top men in the sales organization, Howard
Parker has been asked to describe his method of meeting the
following difficulties which are representative of those confronting
salesmen of the company:

Sales Difficulty: Sales interviews are not planned ; salesman has
no objective in calling; interviews lapse into irrelevant discussions
of politics, business conditions, or sports.

Solution to Sales Difficulty, by Howard Parker:

I make a definite plan for a minimum of three interviews a day. I
telephone my prospect several days in advance to see whether he can be
interviewed at a definite time. I next determine what particular
securities I shall try to sell him. Sometimes, I send the prospect a
letter reminding him of my telephone appointment and paving the way
for my call by putting a few ideas to him. If the sale may be large and
the prospect is important, I sometimes prepare a written proposition
to submit to the prospect. Or if I do not write a proposition, I prepare
a brief outline of the main selling points which I expect to cover. My
records are consulted to get information concerning the prospect and his
needs or I talk with one of his friends or associates about his investment
situation. I try to figure out what objections he may raise and prepare
to anticipate them.

Sales Difficulty: Salesman is handicapped by lack of informa-
tion about prospects with the result that often the wrong invest-
ment is recommended to the wrong prospect at the wrong time.

Solution to Sales Difficulty, by Howard Parker:

I seek to obtain much information about prospects in advance of
interviews from my customers, bankers, commercial credit ratings,
friends and acquaintances of prospect, other salesmen, news items in
local newspapers, and by observation. Some of the information which
I seek about a prospect includes: his business connections, outdoor
activities, education, principal business interests, participation in com-
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munity affairs, whether he is married and has children, present invest-
ments owned, solicited by competitors. When I possess as much of
this information as I can secure, I am better able to present my story to
a prospect.

Sales Difficulty: Salesman has difficulty in securing quantity
and quality of prospects and often is at a loss as to whom to see

next.
Solution to Sales Difficulty, by Howard Parker:

Prospecting is a regular daily activity with me. At the beginning of
each month I prepare a list of 50 prospects to be seen during the month.
These prospects are secured through present satisfied customers, influ-
ential friends in the community, lists of investors, social, civic and
business meetings, newspaper items. I frequently take customers to
lunch and seek their cooperation by describing to them the type of
prospect which I am seeking. I believe that it is necessary to have a
definite picture of a natural prospect in mind when seeking prospects.
In seeking prospects, I attempt to subordinate my self-interest and point
out to my customers how they can aid their friends to experience the
same satisfaction from investing which my customers have enjoyed
through my service.

Sales Difficulty: Salesman has difficulty in making prospects
recognize their needs.
Solution to Sales Difficulty, by Howard Parker:

To get prospects to recognize their need for the investments I offer, I
paint a negative picture of the returns an investor is experiencing with
his present investments and point out to him the losses which he is
suffering from failure to purchase securities which will pay him a fair
return consistent with safety., I hammer on these points until the
prospect admits them.

Sales Difficulty: Salesman is easily put off by prospect and is
hesitant in closing sales.
Solution to Sales Difficulty, by Howard Parker:

I close sales by summing up all the points that I have made during the
interview and secure the agreement of the prospect to each point. I
make strong appeals to whatever motives the prospect may have, such as
security, desire to speculate, or conservativeness. I figure out with a
pencil before the prospect the return on the investment under considera-
tion. - Several attempts are made to get the order. If I am unsuccess-
ful, I make an appointment for a return call and leave the door open for
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future discussion. Sometimes, I write down the main points that the
prospect admits in favor of the investment. If the objections of the
prospect are not clear, I attempt to draw these out and answer them.

Sales Difficulty: Salesman is unable to meet competition of life

insurance as an investment.
Solution to Sales Difficulty, by Howard Parker:

In meeting this competition, I say, ‘“Life insurance is a splendid
investment, but I think you also agree that you should put a portion
of your funds into a diversified list of bonds and stocks. The only
question, it seems to me, is what portion of your capital should go into
each form of investment.”

Sales Difficulty: Salesman does not make good use of his time
and travels excessively.
Solution to Sales Difficulty, by Howard Parker:

I make a timetable for each day’s work, setting down in time order the
names of prospects and customers whom I expect to see during the day.
I make up this schedule every evening before I leave the office. To
provide for prospects who may be out when I call, I also make an
emergency list of prospects in the same building or neighborhood who
should be seen. I force myself to follow my schedule as closely as
practical. I also zone my calls to save time running around over the
city. Then I prepare my schedule so that each prospect may be reached
conveniently in order of coverage. This plan conserves my time and, I
figure, saves me many selling hours during the course of a year.

The other outstanding salesmen in the organization were also
asked for their solutions to these and other difficultics. Some of
them discounted the value of the solutions to the common difficul-
tiecs on the ground that territories and prospceets differed so
widely that a successful solution in one area or with one prospect
would not be generally applicable in all territories or with all
prospects.

The management admitted that areas and prospects differed
but maintained that the several solutions of outstanding salesmen
to a certain difficulty would give a variety of ways to approach
the problem which could be applied in any territory or to almost
any prospect.

Questions

1. Do the solutions to common sales difficulties serve a useful purpose in
clarifying the duties and responsibilities of the salesmen of Lincoln, Baker
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& Co.? Give your reasons for or against this method of obtaining a better
knowledge of a salesman’s task.

2. Prepare a partial job description or duty analysis for salesmen of
Lincoln, Baker & Co. by studying the methods of salesman Parker in
meeting common difficulties; present in outline the duties of the salesmen
under the hcadings: (1) Preparing to sell, (2) Conducting the sales inter-
view, (3) Routine or systematizing duties.

8. Criticize salesman Parker’s methods of meeting difficulties.

Problem III

DirrFicULTY ANALYSIS OF SALESMAN’S JOB
Paul H. Mason, representing Allen-Lawson Machine Company

Paul H. Mason, representing the Allen-Lawson Machine Co.,
Chicago, manufacturers and distributors of adding, accounting,
and tabulating machines, sells direct to banks, stores, whole-
salers, manufacturers, utilities, and other types of commercial
organizations in northern Illinois and Wisconsin. The company
employs 200 salesmen operating out of the home office and
branches in New York, Boston, Philadelphia, and San Francisco.

To help Paul Mason and other members of the sales organiza-
tion obtain a better understanding of their work and increase their
sales, the company has sent two of its sales executives into the
field to observe the difficulties encountered by a representative
number of the salesmen and to record them. Mason has been
sclected as one of the salesmen for observation since he covers a
representative territory and is typical of a majority of men in the
company from the standpoint of sales and results.

After accompanying Mason on his calls on customers and
prospects for several days, the investigator made the following
report:

He is too argumentative and in some cases is so talkative that pros-
pects become bored and lose interest in the points discussed. His voice
is often too loud and irritates not only the prospect but others in the
same office. By interrupting prospects, he shows a disregard of the
opinions of prospects. A limited vocabulary and poor use of English
make a negative impression in some cases.

He does not make use of his interview portfolio. He did not have
complete portfolio with him as he is remodeling it.

He does not get the prospect to assent to the points which he makes.
Little attempt is made to emphasize the service which the company
offers to customers to ensure satisfactory use of equipment.
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In conducting demonstrations, he does not instruct the prospect in
the proper operation of the machine by making difficult operations
clear. The prospect does not take much part in the demonstration and
the salesman does not dramatize and completely display varied features
of the machine, its serviceability, durability, ete.

He stresses only three or four specific uses of the machine ignoring the
many other useful applications of the equipment which should be of
interest to a prospect.

In closing a sale, the salesman’s attitude lacks positiveness and he
fails to lead a prospect quickly toward the close of a deal. He fails to
visualize possession and lacks an attitude of assurance to create con-
fidence with the prospect.

Letters of recommendation of users are not used and samples of
figure work of customers are not introduced to show proof of performance.

He fails to write down for prospects the specific uses of the machine
which the prospect admits apply to his business.

Orders are not requested as the salesman plans to delay securing the
order until the prospect has tried the machine.

He does not take machine with him when he calls on a prospective
buyer interested in a certain machine.

Late morning starts limit selling time and salesman spends an average
of only five hours a day in the field. An average of eight calls are made
during a typical day and two interviews result.

No good-will calls are made on old customers to check their satisfaction.

No plans are made by salesman in advance of interviews to discover
needs of prospect or assemble figure work which may apply to his
business.

The route followed by salesman was not planned and resulted in lost
time through backtracking and excessive mileage traveled.

Salesman does not make appointments with prospects and conse-
quently wastes considerable time waiting or calling back.

He does not maintain a good filing system for recording prospects so
that he is unable to recall the results of previous contacts.

He has difficulty in meeting such objections of prospects as: “I want
to buy a second-hand machine,” “ My bookkeeper has plenty of time,”
‘‘ Business is too small,” “I’'m going to move,” ‘‘I’m going to liquidate
my business.”

He fails to link up return calls with previous calls.

Salesman does not make definite appointments for return calls on
prospects.

When he gets a prospect to the closing point, he fails to make all terms
and conditions clear to avoid a possibility of misunderstanding when the

machine is delivered.
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Pencil and paper are not used in figuring out for a prospect the low
daily cost of the machine.

The weak points in the accounting systems of prospects are not dis-
covered to use as a point of attack in the sales interview.

He does not determine the best time to approach prospects and often
makes calls at hours when prospects are not in their offices.

The personality, hobbies, and interests of prospects are not discovered
and employed in conducting interviews.

Prospects are not invited to visit satisfied customers in the prospect’s
line of business to observe how the machine meets their needs.

He fails to leave with the prospects advertising data and literature
about the machine or applications in which prospects are interested.

The salesman spends time in the office during hours when calls and
interviews might be conducted.

He does not use letters of recommendation from manager as an intro-
duction to new prospects.

He fails to get permission from prospects to use their names in inter-
viewing referred prospects.

Secretaries, information clerks, and office boys prove to be difficult
barriers to salesman in securing interviews with prospects. He has no
plan for getting past these obstacles to interviews.

The salesman’s knowledge of competitive products is limited and he is
unable to make satisfactory comparisons with competitive machines.

The executive who accompanied Paul Mason also observed
numerous commendable methods which were recorded for future
discussion with all salesmen in the organization.

When shown his list of difficulties, Mason admitted that the
criticisms of his work were fair, but maintained that many of
them were of little consequence in the successful conduct of a
sales interview and that there was little to be gained by attempt-
ing to correct many of the deficiencies recorded.

Questions

1. Did the difficulty analysis of salesman Mason’s job serve a useful
purpose in clarifying the duties and responsibilities of his work? Give your
reasons for or against this method of obtaining a better knowledge of a
salesman’s task.

2. Prepare a partial job description for salesmen of the Allen-Lawson Co.
by analyzing Mason’s difficulties and presenting in outline the duties of the
salesmen under the following sections: (1) Preparation for sales, (2) Con-
ducting sales interviews, (3) Routine duties, (4) Systematizing work, (5)
Following up customer.
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8. Select the six outstanding difficulties of salesman Mason and describe
in detail the best method of correcting these shortcomings.
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CHAPTER 11
PERSONAL QUALIFICATIONS FOR SELLING

Recognition of the close relationship between the personal
qualifications of an individual and his success as a salesman is one
of the most significant developments in salesmanship in recent
years. Today, age, education, expericnce, and marital status
have a definitely predictable bearing on a man’s success or failure
in the sale of numerous products and services.

Heretofore, salesmen and sales managers have had no standard,
other than their personal opinion, by which to judge the relation
of personal traits and expericnce to sales success. However,
through analyses of the traits of outstanding salesmen and
through the development of aptitude tests and psychological
measurcs, much progress has been made in evaluating personal
qualifications for this work. Standard qualifications are being
established for specific sales jobs and a more eritical examination
of the qualitics that make for sales achievement is supplementing
individual opinion as the sole determining factor in judging the
fitness of an individual for sales work. ‘I'rial-and-error methods
are gradually being displaced by a more scientific approach to
qualifying salesmen. On account of the many variable personal-
ity factors involved, progress in the exact measurcment and test-
ing of personal qualifications for selling must necessarily be slow,
but the time may not be far distant when the traits and experience
of a salesman can be weighed and measured with as much exact-
ness as are raw materials, iron and coal, used in manufacturing.
Until that time arrives, individual judgment must largely dictate
the qualifications for selling.

THE SALES JOB DETERMINES THE QUALIFICATIONS
OF THE SALESMAN

Personal qualiﬁcations must be considered in relation to the
sale of a specific product or service and a definite sales job. The

qualifications of a competent insurance salesman are unlikely to
39
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be the same as those of a good automobile salesman, as the duties
and responsibilities of the two men are not comparable. Little is
to be gained by generalizing qualifications. The specific demands
of the individual job dictate the qualities necessary for succeeding
in it.

An analysis should first be made of the job for which the sales-
man is to be qualified, and written job specifications prepared
detailing the activities involved. Several job descriptions appear
in Chap. I. To illustrate how the personal qualifications, ncces-
sary to perform a certain sales job successfully, may be drawn
from such descriptions, the following table shows in the first
column the activities to be performed and in the second column
the personal qualities necessary in performing those activities.

DuTiEs AND PARALLEL QUALIFICATIONS OF A RETAIL AUTOMOBILE

SALESMAN
Salesman’s Duties Salesman’s Qualifications
I. TLocate prospect’s needs by Initiative.
a. Getting information about prospect’s Tact.
car and driving habits. Curiosity.
b. Using visual sales material. Imagination.
¢. Questioning prospect. Resourcefulness.

Analysis.
IT. Tell how product fits needs of prospect. Voice.
Use of Lnglish.
Enthusiasm.
Knowledge.
ITI. Show how product fits needs of prospect. = Enthusiasm.
Sincerity.
Imagination.
Knowledge.
IV. Get prospect’s agreement on each point as  Sincerity.
it is made. Tact.
Persistency.
Resourcefulness.
V. Answer or forestall objections. Self-control.
Alertness.
Confidence.
Patience.
Knowledge.
Tact.
Loyalty.
VI. Close sales. Aggressiveness. '
Determination.
Persistence.
Sincerity.
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DuTies AND PARALLEL QUALIFICATIONS OF 'A RETAIL AUTOMOBILE

SaLEsMAN.—(Continued)

Salesman’s Duties
VII. Handle trade-ins.

Salesman’s Qualifications
Tact.

Honesty.
Knowledge.
VIII. Routine reports daily on calls, interviews, Honesty.
prospects; prepare daily call schedule. System.
Accuracy.
IX. Executive duties; mail advertising to Industry.
prospects; set daily call quota; make daily System.
work plan; keep informed about industry, Organization.
company, product, competition.
X. Create good will by following up cus- Friendliness.
tomers to see that they get service. Health-energy.
Unselfishness.
Courtesy.

The 30 personal traits required by a retail automobile salesman
in carrying out the duties described above may be classified as

Salesman’s Rating

Salesman 5—Outstanding Date:
4—Above Average
Symbols | 3_Average
2—Below Average
Branch, 1—Weak
Rated by:

NOTE: mdcﬁmmhllowmgeadno(me ts below are explanatory only. They are piven for the
pose of umiform interpretation of uu"?.";m qualities to be gvmdu:d u€not mw:derlho
restrict you in your considerations.

1 CAPA(,ITY FOR GROWTH: Is he inteligently ambitsous? Does he have good business judgment?
b|ht to have executive ability? Can he develop to the pownt where he can assume greater re-
W‘Sl y

2. GEN;‘&AALSALESABILITY R " 8
a, ts consciousness k! ta:
8} Datnnton ol product (6) Knowiedse ofour products ané pobees (1) Detas

VALUE

ability

gem!h buyers

3. PERSONALITY AND APPEARANCE® Populanty with organization and trade, courtesy,
physque, health, vitality, neatness, cleanliness. v act

4. CHARACTER: Loyalty, integrity, moral handling of p ] affairs.

5. DEPENDABILITY: Does he follow instructions? Will he do what you expect him to do and do 1t con-
scentiously and thoroughly?

6 MENTALITY: Intelligence, mental alertness, judgment.

7. ANALYTICAL SENSE: Natural inclination to analyse aituations and reports. Aility to reach con-
clunons and make decimons based on the facts.

8. ENTHUSIASM AND FORCE: Ability to generate enthusiasm and to convince others, energy, aggres-
siveness, and conustency of purpose.

9. ORIGINALITY, IMAGINATION, RB&)URCEFULNES Alertness for development of new and
hm:wynddmnnhko lmthuwlnpuwnuh-nmm

10. EXPRESSION: Voice; clasity, both verbally and in writing.

(See reverse side for Numencal Key of Values)

Form used by a large packing corporation in rating the personal qualifications
of salesmen. This form shows the characteristics required for this type of whole-

sale selling to retail food stores.

follows: Hard traits: industry, persistency, aggressiveness, deter-
mination, loyalty, confidence, alertness, honesty, knowledge.
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Soft qualities: tact, patience, friendliness, unselfishness, sincerity,
imagination, curiosity, self-control. Business traits: system,
organization, resourcefulness, accuracy, analysis.

These traits may also be considered from the standpoint of the
development of a salesman’s personality as tangible traits, or
those which lie within the power of the salesman to determine;
and intangible traits, or those which in some degree must be
possessed as natural characteristics. Tangible traits are largely
the hard qualities of honesty, industry, knowledge, determina-
tion, confidence, all of which can be cultivated. Intangible traits
are such soft qualities as friendliness, patience, tact, sincerity,
unselfishness, which are largely natural characteristics and not so
easily developed.

To illustrate the personal characteristics demanded by another
type of selling job, the duties of a wholesale salesman of tires and
rubber goods are paralleled by the personal qualifications required
for this specific work, as follows:

DuriEs AND PARALLEL QUALIFICATIONS OF A WHOLESALE SALESMAN OF
Tires AND RuBBER Goobps, SELLING TO RETAIL MERCHANTS

Salesman’s Duties Salesman’s Qualifications
I. Call on dealers regularly. Industry.
I1. Discuss new products. Knowledge of product.
ILI. Explain advertising and promotion Knowledge of advertis-
plans. ing.
IV. Help dealer with local advertising. Unselfishness.
V. Aid dcalers in:
1. Analyzing market possibilities. Analysis.
2. Evaluating store location, layout, Knowledge of retailing.
equipment.
. 3. Inside and outside selling. Retail sales experience.
VI. Discuss retail credits, collections. Knowledge of credits and
collections.
VI1I. Explain new selling features of line. Voice; use of English.
Enthusiasm.
Knowledge.
VIII. Inventory dealers’ stocks. System.
Detail, attention to.
IX. Develop associate dealer outlets. Initiative.
X. Hold dealer meetings. Leadership.
Voice.
Helpfulness.

XI. Secure new dealers.
1. Make territory analysis. Analysis.
2. Select iinportant problem towns. Discernment.
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DuTies AND PARALLEL QUALIFICATIONS OF A'WHOLESALE SALESMAN OF
Tires AND RuBBER GooDs, SELLING TO RETAIL MERCHANTS.— (Continued)
Salesman’s Duties Salesman’s Qualifications
3. Observe competing dealers. Observation.
4, Select desirable dealer prospects. Judgment.
6. Get acquainted with prospects. Sociability.
a. Determine prospect’s inter- Curiosity.
ests.
b. List advantages of present System.
dealers vs. your advantages.

¢. Plan attack. Organization.
Knowledge.
6. Present company franchise. Persuasiveness.
7. Close contract. Sincerity.
Forcefulness.
Persistency.
XII. Get dealers of cars, trucks, implements Friendliness.
to specify tires as original equipment. Persuasiveness.
XIII. Sell important consumers. Knowledge.
Sincerity.
Alertness.
Convincingness.
XIV. Know competing practices and dealers. Knowledge.
Observation.
XYV. Check delivery service. Thoroughness.
XVI. Contact newspapers for publicity. Tact.
XVII. Make reports and correspond. System.
Detail, attention to.
Organization.
Method.

QUALIFICATIONS FOR SELLING DETERMINED BY RATING
PERSONAL-HISTORY FACTORS

Salesmen have always been asked by prospective employers
what they have done during their business or school careers,
whether they are married or single, their age, and numerous other
questions about their personal history. These questions are
asked in the belief that past performance is a good indication of
what may be expected in the future. However, in thus judging
the fitness of a person for sales work, it is difficult to determine
how much weight to give to the different factors of personal his-
tory. If a prospective salesman is over forty years of age, should
he be automatically disqualified? If he has had five jobs in the
past five years, has six children, or has completed only the sixth
grade in school, should he be given consideration?
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Progressive organizations answer these questions by establish-
ing standard salesmen’s qualifications. The qualifications of pro-
spective salesmen are compared with the standard. A company
or industry determines standard qualifications by comparing the
personal history records of numerous successful and unsuccessful
salesmen. Ratings or scores arc established for these factors
based on the significance of each in the personal histories of out-
standing and poor salesmen. Separate scores arc established for
age, education, dependents, cte.

The personal-history factors of age, education, marital status
of a prospective saleman are usually recorded by applicants on a
special form. Each item on it is evaluated or scored. The
scores of the various items are totaled and a gross numerical score
is obtained. This is compared with a critical score, above which
are listed the greater part of the successes and below which are
listed the greater portion of the failures. If the total score of a
prospective salesman is greater than the critical score, he is
considered qualified for the particular job. If his score is less
than the critical, he must be sufficiently outstanding in other
respects to offsct the deficiency. Personal history factors must
be judged, however, in respect to the job of selling a specific
product or service.

RATING PrrsoNAL HISTORIES TO DETERMINE QUALIFICATIONS
FOR [LIFE INSURANCE SELLING

An outstanding example of how qualifications for selling may be
determined by comparing the personal histories of successful and
unsuccessful salesmen is found in the study of the histories of
more than 10,000 salesmen employed by eleven life insurance
companies from 1933 to 1935, made by the Life Insurance Sales
Researck Bureau. Ten personal-history items were scleeted and
a scoring system was devised to give the best predictions of first-
and sccond-year sales production, as follows: (1) dependents,
(2) occupation, (3) employment status, (4) time with present
employer, (5) present membership in organizations, (6) officer
in organizations, (7) net worth, (8) minimum current living
expenses, (9) amount of life insurance owned, (10) length of
negotiations.

The score established for each factor follows:
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1. Dependents: no dependents, 3; one dependent, 4; two dependents,
6; three dependents, 8; four dependents, 8; five dependents, 7; six or
more dependents, 4.

2. Occupalion: executive, not in retail business, 10; retail business
executive, 8; office worker, semiexecutive, 8; salesman of intangibles or
real estate, 6; professional, 6; retail store employee, 5; salesman of
tangibles, 4; office worker, clerical, 4; engineer, 1; manual work, skilled
or unskilled, 1; miscellaneous, 3.

3. Employment status: employed, 6; unemployed less than one month,
8; unemployed one month, 7; unemployed two months, 5; unemployed
three months, 4; unemployed four months, 4; unemployed five months,
3; unemployed six months or more, 2. Men who have recently become
unemployed have a much better chance of success than do those who
have remained unemployed for a considerable time. Men who have
been unemployed for a very short time receive even higher scores than
those who are now employed and are willing to make a change and enter
the life insurance business.

4, Time with present employer: less than three months, 3; three to
eight months, 4; nine to twenty-three months, 5; two years to three
years, eleven months, 6; four years to five years, eleven months, 7;
six years to seven years, eleven months, 8; eight years or more, 9. The
man who has worked a long time for his present employer will not only
be more likely to remain in the business but his production is likely to be
above average also.

5. Present membership in organizations: none, 3; one, 3; two, 4; three,
8; four or more, 11. Active membership provides a valuable means
of contact with prospective clients.

6. Officer in organizations: no offices, 4; offices in one organization, 7;
offices in two or more organizations, 13. The man who holds office in
the organizations to which he belongs is more likely to succeed than the
man who is merely a member.

7. Net worth: $0 to $999, score 2; $1,000 to $5,999, score 4; $6,000 to
$9,999, score 6; $10,000 to $14,000, score 8; $15,000 or more, score 10.
The man who has greater financial resources is more likely to make a
success of the life insurance business.

8. Minimum current living expenses: less than $50 a month 1; $50 to
$99 a month, 2; $100 to $149 a month, 4; $150 to $199 a month, 9; $200
a month or more, 14. The higher the standard of living, the higher is
the average production of a new insurance salesman and the more likely
he is to remain in the business.

9. Amount of life insurance owned: $0 to $1,999, score 1; $2,000 to
$3,999, score 2; $4,000 to $4,999, score 3; $5,000 to $5,999, score 4;
$6,000 to $6,999, score 6; $7,000 to $7,999, score 7; $8,000 to $8,999,
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score 8; $9,000 to $9,999, score 9; $10,000 to $19,999, score 10; $20,000
or more, score 11. The man who owns an inadequate amount of insur-
ance on his own life cannot usually possess the requirements needed to
become a successful salesman.

10. Length of megoliations: less than one month 4; one month 6; two
months or more, 8. A man who enters the business in haste may
do so because he is incompetent or cannot secure any other type of
employment.

After scoring a prospective salesman on each of these ten items
and obtaining the total score, this number must next be inter-
preted in terms of his probable success. Since a man’s age will
affect the points credited for almost every item, his numerical
score is interpreted in terms of his age.

Next the numerical scores considered in respect to age are rated
as exccllent, very good, good, fair, and poor. A table is used in
making these comparisons. Representative scores follow:

Age Poor Fair Good Very good Excellent

22 24 to 40 41 to 45 46 to 51 52 to 57 58 and over
29 24 to 36 37 to 42 43 to 48 49 to 56 57 and over
34 24 to 33 34 to 39 40 to 46 47 to 55 56 and over
39 24 to 33 34 to 39 40 to 47 48 to 54 55 and over
44 24 to 37 38 to 42 43 to 49 50 to 56 57 and over
49 24 to 43 44 to 47 48 to 53 54 to 58 59 and over
55 24 to 50 51 to 53 54 to 57 58 to 62 63 and over

For example: a man has two dependents, score 6; principal
previous occupation, salesman of automobiles, no experience sell-
ing life insurance, score 4; at present employed, score 6; worked
for present employer two years, three months, score 6; member of
two social organizations, score 4; official of one organization,
score 7; approximate net worth $500, score 2; minimum current
living expenses, $175 a month, score 9; insurance owned $5,000,
score 4; length of negotiations, one month, score 6. Total score,
54. This man thirty-two years of age would be classed ‘‘very
good.”

To determine the effectiveness of these scores, the Life Insur-
ance Sales Research Bureau tested 408 men and found that those
who survive one year with ‘‘excellent’’ ratings sell one and one-
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half times as much as the average man and three times as much as
‘““poor’’ men.

Similar studies have been made by such companics as the
Phoenix Mutual Life Insurance Company and the Guardian Life
Insurance Company.

Numerical Key of Values
for Salesman’s Rating Symbols
Ovttanding) | (Above Aversge) | (Avernge) | (Blow Rverape) | cweany
1 120 108 96 84 72
2 120 108 96 84 72
3 120 108 96 84 72
4 120 108 96 84 7.2
5 100 920 8.0 70 6.0
6 100 90 80 70 60
7 * 80 72 64 56 48
8 ' 80 72 64 5.6 48
9 8.0 7.2 6.4 66 48
10 80 7.2 6.4 5.6 4.8

The total value, i.e., by addition of the values on each of the 10 pounts, establishes the rating as follows:

100='"Outstanding”  i.e., No. 6
90=="Above Average” ie., No. 4

80=="Average” ie,No3
70-="Below Average™ |.e., No. 2
60w='"Weak" 1e, No. 1

Numerical key of values applied in rating salesmen by the large packing cor-
poration which uses the Salesman’s rating form, page 41. If a salesman, for
example, is rated 3 on ‘‘ capacity for growth,’”’ this chart shows that his value on
this factor is 9.6. A salesman’s total value is obtained by adding the values
which he is rated on each of the ten points.

Although few concerns have, up to this time, evaluated per-
sonal-history factors in qualifying prospective salesmen, the
studics that have been made and the ratings that have been
established are significant contributions toward a better knowl-
edge of the perspnal qualifications demanded for various types
of sales work.

QUALIFICATIONS FOR SELLING DETERMINED BY
PSYCHOLOGICAL TESTS

1]

While no psychological or aptitude test has as yct been devised
that can conclusively indicate whether a person will succeed or
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fail in selling, numerous tests have been developed that reveal
personal traits closely associated with proficiency in selling. The
fact that many large employers of salesmen use these tests to
check their other measures for determining a prospective sales-
man’s capacity is evidence that they have merit.

Tests are available for measuring the personality factors that
contribute to success in selling, such as intelligence, selling apti-
tude, dominance, social intelligence, introversion, extroversion,
confidence, observation, memory, and vocabulary.

INTELLIGENCE TESTS

The need for intelligence in selling varies with the nature of the
job and the type of buyer to be sold. In routine order taking,
greater than average intelligence is not required and may even be
a disadvantage. A man of superior intellect would not long be
content to work at a routine sales task which made little demand
on his mental powers. On the other hand, complex selling of
technical specialty products or intangible services calls for high
intelligence.

Intelligence may be measured by a number of mental tests, of
which the Otis Sclf-administering Test Form A is outstanding.
This test, composed of 75 items, measures the speed and accuracy
of perception and the difficulty level on which a person is capable
of thinking. The Army Alpha examination, revised form 5, is
especially prepared for business use.

SELLING-APTITUDE TESTS

A number of tests have been devised to cvaluate selling apti-
tude, of which the Vocational Interest Test, prepared by Dr. E. K.
Strong, Jr., Stanford University, has been used extensively in
qualifying life insurance salesmen. Two-thirds of 283 salesmen
who received an A interest rating on this test are successful sales-
men; only 6 per cent of those who received a C rating have been
successful. In one life insurance company, 102 salesmen took
this test; the table shown on page 49 shows the close correla-
tion between the results and the average annual sales.

.Another aptitude test for life insurance salesmen has been
prepared by Dr. Verne Steward and is a composite inventory of
mental ability, personality, and background knowledge.
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Lire INSURANCE SALES INTEREST RATINGS

Number of men | Rating | Annual sales, per man

C $169,000
B— |. 236 ,000
B 270,000
B+ 186,000
A 209,000

O Ok NN

ay =

Retail selling aptitude may be tested by the F. A. Moss test
which measures judgment, memory for faces and names, observa-
tion, knowledge of merchandise, and ability to follow directions.

The Vocational Aptitude Examination for sales groups, by
Cleeton and Mason, aids in discovering differences in ability and
the vocational inclinations of men.

The Vocational Interest Schedule, by L. L. Thurstone, is also
used in testing interest in selling. The subject is required to rate
72 occupations according to liking, indifference, or dislike.

On the other hand, experiments with psychological tests for
selecting department store salespcople werc conducted by the
Research Bureau for Retail Training, University of Pittsburgh,
over a period of three years. Twenty-six separate tests were
used, including tests of judgment in selling, ability to meet objec-
tions, color naming, block counting, and optical illusion; all failed
to distinguish between good and poor salespersons.

PErsoNALITY TESTS

Personality plays such an important part in all types of selling
that several personality tests have been used in measuring quali-
fications for this work.

The Personality Inventory, prepared by Robert G. Bernreuter,
is designed to measure six aspects of personality: neurotic tend-
ency, self-sufficiency, introversion-extroversion, dominance-sub-
mission, sociability, and confidence.

The A-S Rehaction Study, by G. W. and F. H. Allport, tests the
tendency of an individual toward domination or submission in his
social relationships. Men and women who are convincing and
aggressive, able to persuade and control others, manifest strong
ascendance reactions on this test and reveal personality qualifica-
tions commonly associated with success in selling. In a group of
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52 men, recently out of college and selected for training in sales-
manship, the average score was +13.9 as compared with an
average score of —0.9 for a group of 31 water-meter readers.

To measure the introversion or extroversion tendencies of an
individual, the Psychological Interview, prepared by R. D.
MacNitt, may be used. A similar test has been prepared by
A. R. Root, called the New Introversion-Extroversion Test.
These tests measure the propensity of a person for finding his
satisfaction in the inner life of thought and fancy or in external
things. Extroversion, or interest in external, is commonly asso-
ciated with a favorable sales personality.

VOCABULARY TESTS

As selling is carried on by means of the spoken word, the correct
use of English, a proper choice of words, and an ample vocabulary
are fundamental to a salesman’s ability to describe the benefits of
his product or service. To evaluate an individual’s vocabulary,
several tests arc uscd.

The Cooperative English Test, prepared by Carpenter, Lind-
quist, Cook, Paterson, Beers, and Spaulding and sponsorcd by
the American Council on Education, is an outstanding test for
measuring English usage, spclling, and vocabulary. This test of
14 pages may be completed in 70 minutes.

Candidates for sales work may check their qualifications for
selling as well as their interest in and aptitude for the work by
taking the tests previously described under the supervision of a
vocational counsel or psychologist. The tests may be procured
from the Psychological Corporation, New York, or the Coopcra-
tive Test Service, New York. Executives may also use these
tests in measuring the qualifications of applicants for sales
work.

The authors of many of these tests frankly state that the scores
obtained should be regarded as suggestive rather than conclusive.
However, the individual who desires a better understanding of
himself and an evaluation of his traits in respect to sales work may
profit from taking them. The results must, of course, be supple-
mented by interviews with sales executives, by other objective
opinions, or by the experience records of employers in the field in
which the individual is interested.
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SALESMEN’S QUALIFICATIONS SOUGHT BY EMPLOYERS

The personal qualifications of salesmen sought by employers
for various types of sales work are also revealed by an analysis of
the judgment forms used by sales executives in recording their
impressions of candidates. The personality traits listed on these
forms may be accepted as significant in determining the qualifica-
tions necessary for success in certain types of selling.

QUALIFICATIONS FOR SELLING AUTOMOBILES

One of the “big three”” manufacturers of automobiles prefers
wholesale salesmen who are (1) enthusiastic; (2) able to express
their thoughts in a convincing and intclligent manner; (3)
industrious.

Retail salesmen of automobiles should have the following char-
acteristics, according to a large motor-car manufacturer: (1)
integrity; (2) thoroughness; (3) industry; (4) accuracy; (5) sys-
tem; (6) ambition; (7) initiative; (8) teamwork; (9) courtesy;
(10) knowledge; (11) resourcefulness; (12) courage.

PERSONAL QUALIFICATIONS SOUGHT IN LIFE INSURANCE
SALESMEN

A large life insurance company requires agency managers who
interview prospects to rate each applicant on the following per-
sonal characteristics, which may be applied also to similar
types of specialty selling:

1. What is his character and integrity? (a) Absolutely trustworthy.
(b) High character. (c¢) Good as general average. (d) Somewhat
doubtful. (e) Unreliable.

2. Is he sincere? (a) Insincere. (b) Some doubt as to sincerity.
(¢) No impression. (d) Usually creates confidence. (¢) Absolutely
sincere.

" 3. Is he sold on life insurance as a profession? (a) Dubious as to
advantages of this work. (b) No definite attitude. (c) Believes in it
as a profession.

4. Does he possess enthusiasm, imagination, and ambition? Does
he look ahead? (a) Keen interest in the world and his own future.
(b) Some enthusiasm and ambition. (c¢) Vague interest in life and in his
own future. (d) Apathetic.
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5. Does he possess self-confidence and determination and can he stand
punishment? (a) Self-confidence in the face of difficulties. (b) Shows
grit. (c) Somewhat easily discouraged and apt to lean on others. (d)
Gives up in the face of difficulties.

6. Does he give evidence of industry? (a) May loaf on the job.
(b) Will tend to take things easily. (c¢) Will be fair worker. (d) Will
work systematically. (e¢) Will be consistent hard worker.

7. Does he possess the ability to convince others? (a) Very con-
vincing. (b) Frequently able to bring others to his point of view. (c)
Clear but not persuasive. (d) Fails to put his ideas across. (e¢) Tends
to be swayed rather than to sway others.

8. Is he intelligent and familiar with current history and modern
business? (a) Quick to grasp situations and use knowledge. (b)
Limited grasp of facts and situations. (c) Unable to understand and
absorb information.

9. Has he a good command of English? (a) Makes obvious mistakes.
(b) Does not express himself well. (¢) Unnoticed. (d) Fair command
of English. (e) Speaks well and forcefully.

10. Was he successful in his last job? (a) Failure. (b) Poor. (c)
Fair. (d) Somewhat successful. (e) Successful.

11. Does he like meeting people and has he social instincts? (a)
Really enjoys meeting people. (b) Meets people easily. (¢) Shows
some strain in meeting people. (d) Dislikes meeting people.

12. Does he have a pleasing personality, good appearance, and bear-
ing? (a) Pleasing personality and favorable first impression. (b)
Satisfactory appearance. (c) Colorless. (d) Somewhat unfavorable
impression. (e) Unpleasant personality and poor appearance.

13. Does he have good health and physical endurance? (a) Poor
health. (b) Health only fair and not much endurance. (c) Average
health and endurance. (d) Good health. (e) Excellent health.

PERSONAL QUALIFICATIONS SOUGHT IN DEALER SALESMEN OF
PAPER SPECIALTIES

An important manufacturer of paper specialties requires his
branch sales managers to rate each candidate for selling to retail
dealers as excellent, good, fair, poor, bad on each of the following
factors, which may be considered typical qualifications of sales-
men to the retail stationery and notions trade:

Apparent physical condition.
Apparent education.
Bearing.

Personal appearance.

Value of previous experience.

SN
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6. Character.

7. Resourcefulness and imagination.
8. Cheerfulness.

9. Courtesy.

10. Industry.

11. Sense of humor.

12. Tact.

PERSONAL QUALIFICATIONS SOUGHT IN DEALER SALESMEN
OF SOAP

In interviewing prospective salesmen, the executives of a large
manufacturer of soap and grocery specialties look for the follow-
ing positive and negative personal qualifications which may be
considered typical for salesmen to the retail grocery trade:

1. What is his facial expression, physique, carriage, neatness, and
appearance? (a) Makes poor appearance. (b) Gives somewhat
unfavorable impression. (¢) Appearance satisfactory. (d) Good
appearance. (e) Creates fine impression.

2. What degree of determination does he seem to possess? (a) Gives
up in face of small difficulties. (b) Somewhat easily discouraged. (c)
Shows determination. (d) Strong determination in spite of difficulties.

3. What is his character and integrity? Is he frank and straight-
forward? (a) Character somewhat doubtful. (b) Character as good as
general average. (c) Character high. (d) Absolutely trustworthy.

4, How do his manners impress? (a) Rough and grating. (b)
Awkward, ill at ease. (¢) Not outstanding. (d) Agreeable. (e)
Cultivated, pleasing.

5. Does he show initiative, originate ideas? (a) Waits to be directed.
(b) Keeps up hic end of conversation. (c) Originates ideas readily;
strikes out for himself.

6. Is he physically fit for strenuous sales work? (a) Anemic, sickly,
too fat; can’t stand hard work or bad weather. (b) Fair health, little
reserve energy, subject to minor ills. (c¢) Good physical trim, energetic,
eyes bright, skin clear. (d) Great stamina; will almost never lose a day
from work.

7. How would you describe his voice? (a) Disagreeable, grating.
(b) Slightly unpleasant. (¢) Not outstanding. (d) Agreeable. (e)
Very pleasant. '

8. Does he know modern retail merchandising problems? (a) No
experience, no knowledge, no interest. (b) Has given retailing some
thought; has hazy ideas. (¢) Some retail experience; knows dealers’
troubles. (d) Wide retail experience; serious student of problems.
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9. Has he good command of language; speaks good English? (a)
Limited vocabulary; makes common grammatical errors. (b) Often
at loss for words; expresses himself poorly. (c) Expresses himself well.
(d) Talks easily; uses wide vocabulary.

10. Is he decisive; does he know his own mind? (a) Indecisive; has
difficulty in making up his mind. () Does not weigh his decisions; is
easily confused. (c) Fairly sure of himself. (d) Arrives at conclusions
logically; is sure of himself.

CHARACTERISTICS SOUGHT BY EMPLOYERS OF RETAIL
SALESPERSONS

An investigation made by the National Vocational Guidance
Association of the qualifications of salespersons in retail stores
showed that a majority of the cmployers preferred salespersons
with the following qualifications:

Age: minimum, 18 to 21 years.

Eduecation: minimum, high-school graduate.

Experience: not required.

Physical qualities: good health; average height and weight.
Personal qualities: courtesy, helpfulness, interest in people, honesty.

SALESMAN’S QUALIFICATIONS JUDGED BY BUYERS

The buyer is the final judge of a salesman’s personal qualifica-
tions. The traits that make favorable impressions on buyers are
those characteristics whose possession contributes to the success
of salesmen and whose absence accounts to a great extent for
their failure. An evaluation of the traits of successful salesmen
of industrial oroducts was made by the professional purchasing
agents of seven large industrial corporations who rated 141 sales-
men representing producers of metals, machine tools, machinery,
rubber goods, leather products, oil, chemicals, and a wide variety
of industrial supplies.

Eleven factors of personality were rated by these buyers,
including self-confidence, appearance, voice control, aggressive-
ness, tact, sincerity, courtesy, use of English, enthusiasm, and
alertness, in addition to 13 other factors of the salesman’s pre-
sentation. Each quality of the 74 successful and 67 unsuccessful
salesmen was rated on a scale of 100 points.

The personal characteristics of the 74 successful salesmen, rated
by buyers and arranged in order of importance, were as follows:
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Rank Quality Rating
1 | Sincerity 82
1 | Courtesy 82
3 | Enthusiasm 80
4 | Self-confidence 79
5 | Self-control 77
5 | Alertness 77
7 | Appearance 76
8 [ Tact 75
9 | Use of English 74

10 | Aggressiveness 73
11 | Voice quality 69 -

The strongest personal qualitics of able industrial salesmen,
according to these ratings, are sincerity, courtesy, and enthusi-
asm; their weakest traits are voice quality, aggressiveness, and
usc of English.

The variation in personal characteristics of salesmen of the
same type of product is shown in the ratings of three above-
average salesmen, representing three competing manufacturers of
belting, who called on the same day upon the buyer for a large
maker of machine tools.

Rating of belting salesmen
Quality

A B C
Self-confidence............................ 90 70 90
Appearance.......... ... .. . . i, 70 50 70
Voice quality............ ... ... ... .. ... 85 50 65
Self-control............... ... ... 85 50 65
AgEIessiVeNesS. . oo it 70 50 70
Tact......coo it 90 70 70
Sincerity...........o i i 90 70 50
Courtesy....oov ittt 90 70 50
Useof English............................ 85 70 25
Enthusiasm........ D 85 50 75
Alertness............ .o, 85 50 10

A study of the personality ratings of three inefficient salesmen
by three other purchasing agents revealed decided weaknesses.
Salesman X represented a maker of metal castings; Y, a maker
of paper boxes; Z, a producer of bearings.
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Rating of salesmen
Quality

X Y Z
Self-confidence............................ 50 920 90
Appearance.............coviiiiiinininan.n. 30 30 50
Voice quality...................ccovn.... 30 10 30
Self-control............................... 50 30 10
Aggressiveness.............covviniinnnan.. 50 70 90
Tact...coovveiiii i i 30 10 10
Sincerity..............c i il 30 50 70
Courtesy........oooiiiiiiiiiii .. 30 30 30
Enthusiasm............................... 30 50 90
Alertress............ ... ... .. 30 30 10
Useof English............................ 30 30 50

These salesmen showed self-confidence and aggressiveness but
a lack of tact and alertness.

CusTOMERS RATE RETAIL SALESPERSONS

The characteristics of rctail salespersons were similarly rated
by customers of large retail stores in a study made by the
Research Burcau for Retail Trainiiig to determine which qualities
were considered most important. In order of importance they
rated as follows: (1) courtesy; (2) friendliness; (3) willingness;
(4) appearance; (5) scrviccableness; (6) tact; (7) intelligence; (8)
adaptability; (9) sincerity; (10) imagination; (11) patience;
(12) memory; (13) alertness; (14) enthusiasm; (15) forcefulness;
(16) honesty; (17) industriousness; (18) concentration; (19)
loyalty; (20) self-confidence; (21) initiative; (22) health; (23)
ambition; (24) cooperation; (25) dependability.

In another study of the characteristics of retail salespersons,
conducted by Cook and Manson, customers rated personal traits
in the following order of importance: (1) interest in customer;
(2) ability to display merchandise; (3) alertness; (4) knowledge of
merchandise; (5) courtesy.

SALESMAN’S QUALIFICATIONS AS DETERMINED BY ANALYSIS OF
SUCCESSFUL AND UNSUCCESSFUL MEN

Progressive employers of salesmen have made analyses of the
characteristics of their successful and unsuccessful salesmen,
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revealing those traits possessed by good men engaged in certain
types of selling. _

The Monarch Life Insurance Company asked its general agents
to rate the character, mental ability, dominant qualities, persua-
sive qualities, staying qualities, and appearance of their successful
and unsuccessful agents.

Of the successful salesmen, 54 per ecent possessed the dominant
qualities of courage, aggressivencss, confidence, persistency, and
determination; 22 per cent possessed the persuasive qualities of
sincerity, enthusiasm, tact, self-control, and friendliness; 10 per
cent possessed the staying qualitics of cnergy, paticnee,
endurance, hcalth, and concentration. The thrce factors of
dominance, persuasiveness, and persistence represented 86 per
cent of the total reasons given for the success of the salesmen
analyzed.

Analysis of the failures in the same company showed that 11
per cent of the salesmen failed because of lack of character includ-
ing honesty, reliability, morals; 14 per cent because of lack of
incentive to work; 16 per cent because of the financial factors of
indecbtedness, extravagance, cte.; 45 per cent because of the lack
of dominant, persuasive, and staying qualities.

A similar analysis of the reasons why salesmen fail was made
by J. C. Aspley, who asked 103 members of the Chicago Sales
Executives Club why some of their salesmen did not suceeed.
The principal reason for failurc among the 624 men reported
upon was ‘‘lack of industry,” which accounted for 196, or 31
per cent, of the failures. Next in importance was ‘“failure to
follow instructions,” for which reason 72, or 12 per cent, were
discharged. ‘‘Inadequate knowledge’ was responsible for the
failure of 72, or 12 per cent of the total. Ten per cent lost out for
“lack of fighting spirit.”” ‘Lack of determination’ was the
reason for dropping 65, or 10 per cent of the men. Eight per
cent, or 52, of the salesmen were dishonest. A similar number
failed through ‘“‘lack of enthusiasm.” ‘‘Lack of tact and cour-
tesy’’ accounted for the failure of 4 per cent and drinking and
gambling for a similar number.

SALESMEN’S QUALIFICATIONS REQUIRED BY SALES MANAGERS

An investigation by the Sales Managers Club of Boston into
the personal qualifications desired in salesmen for various types of
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product showed that sales managers emphasize certain traits as
desirable for selling specific products.

Retail electric-appliance salesmen should possess the following
characteristics, in order of importance, according to the sales
manager of a large appliance sales organization: (1) personality;
(2) health; (3) loyalty; (4) intelligence; (5) imagination; (6)
optimism; (7) courage; (8) creativencss; (9) sincerity; (10)
confidence.

Pharmaceutical specialty salesmen should have the following
personal traits,in the opinion of the head of a pharmaccutical sales
organization: (1) health; (2) aptitude; (3) imagination; (4) enthu-
siasm; (5) honesty; (6) application; (7) reliability; (8) sincerity;
(9) intelligence; (10) personality; (11) courage.

Automobile-truck salesmen should have: (1) gocd health; (2)
personality; (3) ambition; (4) intelligence; (5) courage; (6) self-
confidence; (7) enthusiasm; (8) tact; (9) application; (10) poise:
This is the opinion of the manager of a truck sales organization.

In the opinion of a retail air-conditioning cquipment sales
executive, their salesmen should be: (1) honest; (2) enthusiastic;
(3) intelligent; (4) friendly; (5) self-respecting; (6) tactful; (7)
considerate; (8) temperate; (9) loyal; (10) determined.

The manager of a large food sales force says that their salesmen
should possess: (1) industry; (2) confidence; (3) judgment; (4)
system; (5) tact; (6) personality; (7) optimism; (8) willingness to
learn; (9) loyalty; (10) mneatness; (11) resourcefulness; (12)
helpfulness.

The qualities necessary for success in the sale of office equip-
ment are indicated by lcading equipment manufacturers.

Successful selling of addressing and duplicating machines
demands the following characteristics in the salesmen: (1) health;
(2) honesty; (3) ability; (4) industry; (5) courage. Other charac-
teristics considered desirable are good mental attitude, self-
vespect, personal appearance, courtesy and good manners, tact,
resourcefulness, open-mindedness, initiative, loyalty.

Dictating-machine salesmen should possess traits of: (1) obser-
vation; (2) imagination; (3) speech; (4) self-confidence; (5) per-
sonality; (6) unselfishness.

ANALYZING AN INDIVIDUAL'S SELLING QUALIFICATIONS

The first step in determining a man’s fitness for a specific sales
job is to list the personal qualities found necessary for success in
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the job; next, to take stock of his personal assets and liabilities
with respect to those qualities.

The individual should first rate himself frankly and without
egotism on cach of the qualities, using a self-analysis rating
form. When he has taken stock of his strengths and weaknesses,
he should discuss his ratings with his sales manager or someone
familiar with the sales job. '

Since it is difficult for an individual to rate his own personality
without prejudice, close friends or associates should be asked to
pass judgment on the factors listed on the self-analysis form,
returning the ratings by mail, unsigned.

In considering the ratings, the traits marked lowest should be
singled out for development. The cause of the deficiencies should
be determined and exercises carried out to strengthen them.
Conferences for personal development should be repeated as often
as necessary.

Single out one weakness at a time for improvement. For
example, poor memory for names and faces may be improved by
following exercises:

1. When introduced, be sure to catch the name clearly; if you
do not, ask that it be repeated.

2. Repeat the name in the ensuing conversation as often as
possible without making it conspicuous.

3. Write down the names of everyone met cach day.

4. Make sharp mental notec of the man’s appearance, features,
build, mannerisms.

5. Break hard-to-remember names into syllables; as Mr.
Bowkowski, man bowing to a cow with skis on.

6. Make comparisons; as, Mr. Crane is a bird and a lifting
machine.

SUMMARY

The material in this chapter shows that there is no single
characteristic or group of characteristics that ensures success in
selling. There are, however, certain outstanding traits common
to practically all kinds of sales work which may be considered
essentials. These may be classified as mental and physical quali-
ties. The principal physical qualities arc health and appcarance;
the chief mental attributes are sclf-confidence, enthusiasm, sin-
cerity, courtesy, initiative, and tact.
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Physical Qualities.—Hcalth is the basic physical quality for
salesmen since it affects not only the physical but the mental
attitudes of a man, particularly his industry, confidence, enthusi-
asm, and initiative. Poor appcarance, posture, and bearing are
directly related to health. Selling is hard physical work and
demands that a salesman cat proper food, secure adequate sleep,
and get relaxation.

A good personal appearance is also fundamental. It means
neat, clean, and inconspicuous dress, clean linen, shoes shined,
hair cut, and bearing erect. An unknown salesman is only what
he seems to be in the mind’s eye of the prospect. If a salesman
looks well, the prospect is willing to listen.

Body control is just as important to a salesman as to a baseball
pitcher. The salesman who exhibits during interviews such
nervous mannerisms as pulling his nose, rubbing his head, and
twirling his thumbs detracts from his presentation and annoys his
prospects.

Mental Qualities.—Confidence is one of the primary mental
attributes of a successful salesman. Salesmen are constantly
subjected to rebuffs, discouragement, and opposition; unless they
are fortified with a good measure of courage and confidence, they
will succumb to fear and failure. Knowledge of the market, the
praoduct, and the prospect’s problem is the surest developer of
confidence in a salesman.

Enthusiasm is an indispensable characteristic.  Unless a sales-
man is emotionally aroused about his product, service, company,
and proposition, he cannot make others interested in his offerings.
Enthusiasm coupled with sincerity converts a monotonous recita-
tion into a glowing, cnergized story which commands attention
and arouses interest.

The insincerity of many poor salecsmen has created a general
skepticism, in the minds of many buyers, of the veracity of all
salesmen’s statements. The sincere salesman wins the confidence
of customers and secures their business becausc they know where
he stands. Sincerity creates that confidence which is the founda-
tion of permanent buyer-seller relations.

Courtesy and good manners characterize successful salesmen
who listen attentively, speak considerately, and defer respectfully
to the opinions of others. Courtesy is indispensable in creating
good will through friendliness and unselfish service.
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Initiative or self-reliance is indispensable to success in selling.
Salesmen must be sclf-starters since they have no one constantly
by their side to supervise and motivate them, as in the case of
officc and factory workers. They must seek out new customers,
discover new ways to sell old customers, and pioneer new markets
by employing new methods.

Tact is the ability to deal with others without giving offense
and a vital characteristic of salesmen who must see cach sales
problem from the buyer’s viewpoint. Differences of opinion
arise in every sales interview; unless a salesman adjusts his think-
ing to that of his prospect, tension develops, friction results, and
the sales presentation stalls.

Problem I
PERSONAL QUALIFICATIONS OF SALESMAN
Clifford K. Greene, representing Lustre-Sheen Hosiery Co.

Clifford K. Greene, representing the Lustre-Sheen Hosiery Co.,
Philadelphia, Pa., manufacturers and distributors of women'’s silk
hosiery, men’s silk hose, silk underwear, nightwear, and neckties,
sells direct to individual consumers in Portland, Me. Greene is
one of 5,000 salesmen employed by his company. He is twenty-
five years of age and earned $2,597.77 in commissions during the
past year, which is above average for men in his organization.
He began work with his company five years ago as its youngest
representative.

Salesman Greene keeps a diary of his daily activities, recording
informally the prospects interviewed, sales made, and customers
serviced. Two typical days from his diary are quoted verbatim
here to illustrate his personal qualifications for this type of sales
work.

Friday: Left home at 9 A.m.

1. Called on Mr. C., but reached his office ahead of him. Waited
ten minutes until he came in. He didn’t want a thing except money,
80 no sale was made.. Saw a girl going into an apartment house wearing
a white uniform of a nurse. I watched the door she went into and in
about half an hour called back at the same house. Called on a first-
floor apartment and found out where she lived and got her name, and
went up three flights of stairs and knocked at the door. A figure clad
in a negligee answered. She was embarrassed to be caught so, but I
asked her if I might step in now after telling her who I was. I got in,
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and sold her an crder of stockings, and also got about four names of her
friends, as leads. One was going to be married soon.

2. Saw the first lead she had given me. Made a sale. I went up the
street to call on the girl who is to be married. She was in bed, but her
mother came to the door. She was a very sweet person and told me
all about her daughter and her future son-in-law. She was very happy
over the whole thing. I complimented her on having such a charming
daughter—I had seen her picture in the paper. She finally told me to
call Saturday, and she would make the appointment for me.

3. Called on Mr. B. He will want something later. Mr. S. was out,
call back. Mr. I.. was out, call back. Miss H. C. another one of the
nurses. Call back as she will be in at 7 p.M.

4. Mrs. H. wanted me to call back Saturday to see her about 9 A.M.

5. Called back at 7 p.mM. on Miss H. C. Sold. So far two of my four
leads were good for sales, and I have an appointment with the other for
Saturday.

6. Saturday: Having an appointment at 9 A.m. with Miss F., I was
sure to be on time. Rang the bell at 9 A.m. exactly. Her mother came
to the door again. She said that she was very sorry, but she guessed
that her daughter wouldn’t need a thing. While she was out she had
bought everything that she needed, including one dozen pairs of hosiery.
Well, things Jooked bad here. I thought I would have a sure appoint-
ment, and now I haven’t even met the girl.

7. So, I said to her mother, * You wouldn’t mind if I met your daugh-
ter, would you? I've heard so much about her.” She could see no
reason not to, so in I went. In a few minutes out came the young lady.
I could see that she was as lovely as her mother had described her. I
began to talk of her coming marriage and edged over to my product.
She became interested and wanted to see the hosiery. I finally ended
up by selling three dozen pairs of our best hosiery, eight slips, six night-
gowns, and two dozen pieces of other lingerie garments. It totaled
$197.67—paying me a very good commission. So that was the third
lead from the same nurse of the day before. I went directly to the
office, quite determined to have special care taken in sending this order
s0 as to have no mistake made.

8. In the afternoon, I went to Sandy Beach and looked over my
summer territory. Came back in town and made some calls. Made
some appointments for Monday night and also collected a deposit from
a nurse.

Questions

1. What desirable personal characteristics are revealed by tie preceding
quotation from the sales diary of salesman Greenc? What undesirable

personal characteristics?
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2. What personal characteristics are necessary for the successful perform-
ance of the type of sales work in which Greene is engaged ?

8. Do you consider Greene qualificd for the sales work he is doing? Give
your reasons.

4. How can an individual determine his fitness for this type of sales work?

Problem II

PERSONAL QUALIFICATIONS OF SALESMAN

Guy T. Morgan, representing Industrial Supply Corporation

Guy T. Morgan, representing the Industrial Supply Corpora-
tion, Boston, Mass., wholesale distributors of pipe, valves, and
fittings, sells aireet to large industrial corporations and plumbing
contractors in New England. The company employs five sales-
men operating out of the Boston office.

T'o gain a more complete knowledge of their salesmen’s methods
with the intention of aiding them in improving their techniques,
the Industrial Supply Corporation has placed microphones and
sound-recording equipment in the offices of purchasing agents of
industrial concerns who have agreed to cooperate with the com-
pany in securing verbatim records of salesmen’s presentations.
Kvery word of the salesman is intercepted by the microphone
hidden on the buyer’s desk and transmitted to the recording
equipment in an adjoining room where it is recorded on wax
cylinders and later transcribed into typewritten form.

The following is an authentic transcription of the conversation
of salesman Guy Morgan with the purchasing agent of a large
transportation company:

1. SALEsMAN: How do you do, sir?

2. Buyer: Good morning.

3. SaLEsMAN: Well, you'’re a busy man this morning, I take it.

4. BuyEer: Yes, I am,

5. SALEsMAN: I’'m with Industrial Supply Corporation.

6. Buyer: Yeh.

7. SaLEsMAN: We did business with you this quarter and also last
quarter and you suggested that I come in in January some time.
Thought it possible that you might be able to give us some
business.

8. Buyer: Well, you quoted on fittings?

9. SALESMAN: Yes.

10. BuyERr: And valves?
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11. SALEsMAN: Yes.

12. Buyer: I sce. Well, your prices on fittings were not attractive.
We couldn’t do anything on them. We got a better proposition
from a manufacturer or jobber or what not. That’s the way the
thing stands at the minute. It's up to you to have the right
price.

13. SaLesmMaN: On fittings? Yes, I suppose that’s so. And I just
thought that from time to time you could pick up some fittings
from us. We have that in mind. We’d like to get some of those
pickups.

14. Buyer: Yeh, we have an occasional pickup, but they’re not the rule.

15. SarLesMAN: No, I don’t suppose so. But we hope that you might
be able to find some way to give us some business. We’re using
your service, but we wouldn’t cause you to declare any extra
dividends. All business or half business, we would like a little of
it. We’re located near you and can give you as guod service as
the next fellow.

16. Buyer: Well, it’s a terrible job for us to try to satisfy everybody
because we’ve only got a limited amount of husiness, and it’s
difficult for us to spread it around thin enough to take in every-
body. We've got cight or ten different people now and they’re
all kicking because they aren’t getting enough. They’re all
getting something,.

17, SaLesmaN: Well, we'd like a little of that something. We’re looking
for business and if we can use more of your service, we’d like to
have a little business.

18. Buykr: I'll keep the thing in mind.

19. SarLesmaN: All right, thanks, good-by.

Questions

1. What desirable personal characteristics are revealed by the preceding
sales interview of salesman Morgan? What undesirable traits?

2. What personal characteristics are necessary for the successful perform-
ance of the type of sales work in which Morgan is engaged?

8. Do you consider Morgun qualified from the standpoint of personality
for the sales work he is doing?

4. How can Morgan improve his personal impression on prospects?
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CHAPTER III
PRESENTING THE COMPANY

In the process of making a sale, the reputation of the selling
company is often a significant factor. Impressed by names which
have become ‘“‘buy-words’ through the expenditure of millions
of advertising dollars, customers are yielding to the magic of
company prestige. Unconcerned with ‘“reasons why’’ or unable
to judge the intrinsic merits of a product or a service, buyers are
accepting the good name of a seller as ample guarantec of future
satisfaction. With price, quality, and construction of many
products almost identical, the deciding factor in many sales
transactions is the reputation of the seller to give satisfactory
service. The expansion of delivery, maintenance, supply, repair,
installation, distribution, and other services by sellers has shifted
the emphasis in many cases from the intrinsic merit of the product
to the ability of the selling company to provide thesc accommoda-
tions.

A recent survey of buyers’ motives confirmed the importance
of company prestige by showing that the qualities of a product
entered into a sales transaction to the extent of only 15 per cent;
85 per cent of the motives that induce purchasing are the standing
of the seller, good will for the company, reputation for service, and
similar factors.

The sales importance of company reputation and policies varies
with the type of product sold. In a sale to individual consumers,
of necessities and unbranded staples of small unit sale price such
as pins, cloth, and writing paper, the standing of the selling com-
pany is of little importance. However, in the sale of luxuries and
specialty products, the reputation and policy of the scller are of
real concern to buyers. In purchasing mechanical spccialties, the
reputation of the selling company for giving satisfactory mechani-
cal service is of primary significance to the purchasecr.

Intangible services are sold largely upon the reputation of the
selling company fur delivering the service promised. Such intan-
gibles as insurance, investments, and advertising are sold largely
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through the confidence of the buyer in the offering company, its
personnel and policics.

The significance of the standing of a sclling company in a
transaction varies also with the type of purchaser. Industrial
buyers of technical goods as well as of large quantitics of raw
materials and supplies are vitally concerned with the resources,
policies, and facilities of their principal suppliers. Individual
consumers, on the other hand, are little concerned with company
reputation except in the purchase of large units of sales price
items.

Wholesale and retail distributors who purchase specialties from
manufacturers for resale are much interested in the size, location,
resources, personnel, and policies of companics whose products
they distribute. Exclusive distributors of large sale price com-
modities arc especially concerned with the responsibility of the
manufacturers whom they represent.

The reputation of a company has become such an important
factor in selling that many firms have established a definite book
value representing the good will of their customers. The com-
pany name and prestige of a large tobacco-products concern is
valued at fifty-four million dollars. A large automobile manufac-
turer estimates its name is worth fifty-one million dollars; another
motor-car producer values its company reputation at twenty-five
million dollars. These values do not represent the tangible
assets of these companies, their plants, and physical equipment,
but merely the worth of their corporate names. These values
have becn created by the confidence of buyers in the principles
and policies of these organizations.

IMPORTANCE OF COMPANY KNOWLEDGE TO SALESMAN

Not only are the resources, policies, and reputation of a selling
company important considerations to many buyers, but a knowl-
edge of these company valucs is of equal concern to the morale
and loyalty of the salcsmen who represent it. The loyalty, faith,
and enthusiasm of a salesman have their inception in a thorough
knowledge of his company’s history, policies, resources, and per-
sonnel. Until a salesman knows that his company is headed by
the type of men he can trust and respect and that its success is
founded on sound policies, he cannot successfully sell his house to
a prospect.
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The confidence of a salesman in his house comes through his
knowledge that the founders of the business adhered to principles
of right dealing, quality materials, fair prices, and equitable
distributing policies during good times and bad for many years.

The interest of a salesman is aroused by his acquaintance with
the history and personnel of his organization. His enthusiasm is
stimulated by the knowledge that the business had a small begin-
ning, expericnced early failures, and finally won success. Such
knowledge creates in him an intangible regard for his firm and a
respect for its founders. X

A salesman’s familiarity with his company’s progress and per-
sonnel also creates an emotional bond between the man and his
organization and gives him a feeling of belonging to his firm which
manifests itself in his enthusiasm and dealings with prospects and
customers.

Knowledge of company organization also shows him his oppor-
tunities for advancement, reveals his relation to other personnel
in the company, and creates confidence in the scope of the
business.

WHAT A SALESMAN SHOULD KNOW ABOUT HIS COMPANY

Analysis of the sales training programs of America’s leading
sales organizations shows that these progressive companies expeet
their salesmen to be informed about the following features of the
company: (1) history of the company; (2) executive personnel;
(3) personnel and labor relations; (4) plants and branches; (5)
financial status; (6) management policies; (7) distributing
methods; (8) organization; (9) rescarch and inventions; (10) com-
petitive position; (11) sales volume and prices; (12) office routines;
(13) social responsibilities.

1. History of the Company.—The history of every successful
business is replete with numerous interesting incidents of the
courage, initiative, and resourcefulness of the founders, which
serve as excellent illustrative material in sales presentations and
at the same time stimulate the morale and heighten the pride of
salesmen in an organization.

Salesmen should be informed about the following features:

1. When, why, and how company was established.
2. The conditions under which the business was started, financial, terri-
torial, trade, etec.
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3. The founder and his principles.

4. Location and size of original plant.

5. Products originally made and type of trade served.
6. The difficulties encountered in establishing the business.
7. Methods of distribution first employed.
8. Labor relations.

9. Advertising and publicity campaigns.

10. Mergers and expansions,

11. Sales policies.

12. Growth and development of the business.
13. Changes in nature of business.

14. Addition of new lines and brands.

15. Changes in territories and markets covered.
16. Interesting incidents in early history.

17. Start and development of foreign trade.

18. Plant expansions.

19. Changes in official personnel.

Company history may be compiled by exccutives long asso-
ciated with the organization, the advertising department, or
professional writers and published in sales manuals; formal his-
tories are sometimes issued, such as ‘““The Medal of Gold,”
written by W. C. Edgar and published by the Washburn Crosby
Co.

Incidents from the history of a company illustrate the princi-
ples of the founders which make it distinctive. An example of
such an incident, from the history of the Studebaker Corporation,
shows how a historical ancedote may be used to convince pros-
pects and inspire salesmen of the soundness of company policies.

John M. Studebaker, one of the founders and for many years
head of the Studebaker organization, would never read any of the
thousands of letters of praise that came from the owners of Stude-
baker wagons and finc carriages and, later, automobiles made by
the company. He instructed that they be courtcously acknowl-
edged by an assistant. On the other hand, he insisted that every
letter of complaint be brought to his personal attention. The
reason that he gawe was that letters of congratulation were likely
to make him too well satisfied with the product as it was made,
and he knew that such an attitude would be fatal.

2. Executive Personnel.—A hundred years ago, the head of a
business was personally acquainted with all his trade and
employecs. The customers of the village shoemaker had respect
for the man and regard for his products because they knew him
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intimately. However, with the expansion of business organiza-
tions, the personal relationships between seller and buyer and
employer and worker, in many cases, have disappeared. In a
few companies the personalitics of the cxecutive heads have not
been submerged.

Henry Ford and his son, Edsel, personalize the Ford Motor
Company. The late Charles M. Schwab personalized the Beth-
lehem Steel Corporation. The personality of the late Walter P.
Chrysler was publicized by the Chrysler Motor Company to keep
alive the spirit of personal relationship between producer and
consumer.

Buyers prefer to deal with individuals rather than inanimate
corporations. Salesmen can individualize their oganizations by
interesting prospects and customers in the personalities of major
executives and, in this way, can revive the spirit of loyalty and
good will which once characterized the personal relationships
between buyers and sellers.

The loyalty of salesmen may also be enhanced by acquainting
them with the accomplishments of company executives. Sales-
men should have the following information about them, including
directors, administrative staff, field officers, and department
heads:

1. Age.

2. Place of birth.

Education.

Other business connections.
Interests and hobbies.

Official position in company.
Progress in company, positions held.
Memberships in organizations.
Honors received.

10. Club memberships.
11. Family history.

CRONS O W

Anecdotes about the founder or head of a business illustrate the
character of the executive personnel and serve as an inspiration
to salesmen and customers. An example, from the history of the
George E. Keith Company, shoe manufacturers, recounts the
early experience of the founder as follows:

George E. Keith, at the age of ten, began making shoes with his
father in a little back room in his home. He worked at the bench
until twenty-one years of age, when, having saved about $1,000,
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he established a business of his own, giving employment to ten
people. From this humble beginning has grown the present
plant which now employs 7,000 people and manufactures more
than 20,000 pairs of shoes daily. .

3. Personnel and Labor Relations.—The number of employees
in all departments of a business and the increase in personnel
during the time the company has been in existence arc facts that
should be known and used by salesmen as cvidence of the scope
and expansion of their organization.

The number of veteran employees with a company testify to
the stability of the firm and fairness of its labor policics. Many
companies have twenty-five-year clubs, composed of employees
who have been with the company a quarter century or more.
One shoe manufacturer has 164 employees in this class, two of
whom have been with the company fifty years, one for forty-
seven years, and 21 for forty to forty-five years.

If employces are well paid, steady, and efficient, the qual-
ity of the products which they make will reflect the com-
pany’s fair treatment of the workers. Profit-sharing plans, group
life insurance, home-ownership plans, pension and retirement
programs, relief and loan associations, and cducational activities,
all for the purpose of improving the welfare of employees, are
excellent sales material. The facts about such programs should
be known and used by salesmen.

The labor relations of a company give evidence of the soundness
of its policies and the attitude of workers affects the quality of the
product very materially. A fair rate of pay, regular employ-
ment, and freedom from strikes, all contribute to sound employee
relations, which mean a better product, better service for cus-
tomers, and substantial selling facts for salesmen.

4. Plants and Branches.—The size¢, number, and 'ocation of
the plants and branches of a company reveal not only producing
and distributing resources, but also the ability to give prompt
service and fair prices to customers,

Plant and branch location has a definite bearing on prices as
affected by transportation charges on incoming raw materials and
outgoing finished products. The factory located near the hub
rather than on the rim of the market is in a position to enjoy low
delivery costs—a strong sales argument. The factory located
near the source of its raw materials has a cost advantage which
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may be reflected in its prices. Location also gives an advantage
in the handling of shipments by rail, water, or truck.

An abundant supply of skilled labor is often dependent on plant
location. A shoc plant located in eastern Massachusetts may
make a high quality product by employing workers whose families
have made high-grade shocs for several generations. Sglesmen
who sell goods produced in arcas where skilled labor is available
have strong quality sales points.

A large food-products concern, whose plant is located in the
country, has found sales advantages in manufacturing where clean
air and sunshine furnish ideal sanitary conditions, where operat-
ing expenses are reduced, and where employees are freed from the
difficulties of commuting to the city.

Salesmen should be familiar with plant capacities which are
indicative of company size and ability to satisfy unusual demands.
The total square feet of floor space occupied, the number of
buildings, acreage covered, number of machines, shipping facili-
ties, all create a favorable impression on salesmen and prove to
prospects the seller’s capacity to serve.

b. Financial Status.—Buyers of large sale price commodities
and services are interested in the financial responsibility of com-
panies from which they purchase. They are concerncd that a
snpplier may suffer financial reverses, go out of business, and fail
to make deliveries to customers according to contract. Distribu-
tors and consumers may be left with an orphan product for which
there is no demand, parts, or service. Salesmen must be
acquainted with their company’s financial condition to enable
them to prove its permanence and financial soundness.

Salesmen should be informed about the following features of
company finance:

Present capital structure.

Regular dividend rate.

Extra dividends.

Comparative sales, earnings, and taxes for several years.
Earnings per share of present stock.

Number of stockholders.

Total assets and liabilities.

Increase in assets by years.
Reserves.

6. Management Policies.—The management policies of a com-
pany are definite rules which have been adopted to guide it in its

© RN N



PRESENTING THE COMPANY 73

dealings with employees, suppliers, distributors, and consumers.
Since some of these policies are involved in every sales transac-
tion, it is imperative that salesmen be thoroughly familiar with all
of them and know how to use them to support claims, answer
objections, and secure orders. Sales policies are usually found
printed in policy books or manuals for the information of salesmen
and cxccutives.

The basic company policies that should be completely under-
stood by salesmen include the following:

1. Profits. 8. Competition.

2. Prices and terms of sale. 9. Mechaniecal service.

3. Claims and adjustments. 10. Advertising and promotion.
4. Quality of product. 11. Personnel relations.

5. Credits and collections. 12. Guarantee.

6. Exclusive sale. 13. Export.

7. Mcthod of distribution. 14. Brand.

An illustration of how a basic profit policy may serve as a
strong- sales argument is found in the casc of a well-known auto-
mobile manufacturing company which for many years has had a
policy of limiting its own profits in order to give greater value to
the buyers of its cars. This company maintains that it has not
taken more than 10.6 per cent profit from the customer’s dollar
while few competitors have taken less than 15 per cent. This
policy is used effectively by the salesmen of this company in
sclling its product.

Not only is it necessary for salemen to know company policies,
but these policies must be explained to salcsmen so that they will
understand their merits and realize why they are superior to the
policies of competitors.

7. Distributing Methods.—The distribution policy of a manu-
facturer of household appliances is to sell exclusively direct to
consumers. All competitors distribute through wholesalers and
retailers. The company explains its policy of direct selling to its
salesmen so that they may defend it in discussions with prespects
and customers as follows:

We sell direct: (1) because there are so many items in our line which
have a wide variety of uses that they require personal salesmanship and
demonstration in the home; (2) because our line has proved of sufficient
importance to warrant our training men to become expert in demon-
strating in the home; (3) because direct selling permits an actual
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demonstration in the home and helps the customer to appreciate the
value of the product; (4) because the past experience of the company is
evidence that the public values our selling direct.

8. Organization.—Busincss organization is necessary to ensure
proper supervision, to allocate responsibility, and to prevent
duplication or repetition of duties. So that salesmen may know
their relationship to other members of their company organiza-
tion, it is important that they be provided with company organ-
ization charts upon which are drawn the relative positions of
major executives, staff officers, executive assistants, field and
branch managers, supervisors, and salesmen. Detailed descrip-
tions of the duties of each of the executives shown on the charts
will clarify their functions in the organization.

Such charts also serve as an incentive to salesmen by revealing
the opportunities for advancement in the company. Further-
more, salesmen are given greater confidence in their organization
through a better knowledge of its scope and relationships.

9. Research and Inventions.—Research and product develop-
ment are two of the most significant features of the work of
progressive industrial companies today. Improved products,
greater variety of uscs, lower costs are all of interest to buyers and
originate in company laboratories.

Every salesman should know and use the facts of his com-
pany’s research and new product developments. Prospects and
customers should be told the amount of the company’s annual
investment in research, number of rcsearch personnel, value of
equipment used in experiments, experience of the technical staff,
organization for product improvement, and other dctails of its
research equipment as well as accomplishments.

The following description of the activities of a well-known
manufacturer of floor coverings illustrates the facts that salesmen
should know about company research activities:

A very important department in the business is called the “ Planning
and Development Department.”” This department has two main divi-
sions, the first of which deals with research engineering, that is, the
development of entirely new types of plant machinery; and the second
deals with various classes of typical research work, such as labora-
tory, market, and product research. The personnel of this department
comprises men of inventive and investigative turn of mind. The
Laboratory Research Division of the Planning and Development Depart-~



PRESENTING THE COMPANY 75

ment is cénstantly endeavoring to better existing formulas or to create
entirely new ones. The production and engineering departments are
also on the lookout, first, for better machinery and, secondly, for better
methods of operating and controlling what we already have.

In its instructions to salesmen, a large motor-car manu-
facturer says,

Our engineers have in the past pioneered a great many of the improve-
ments which are accepted as standard in most cars today. Yet during
the past few years the amount spent annually for research and engineer-
ing has been trebled. Besides this, millions have been spent on engineer-
ing and research buildings, laboratories, equipment, and a million-dollar
proving ground.

Aside from the value of this information in closing sales, no
more stimulating facts can be cited to improve the morale of the
salesmen of this company and give them confidence in the
product. . ,

10. Competitive Position.—To meet competition effectively,
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