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Bolkow mg these comments, Griftith thanked the
Dartcpants tor then mput and adjourned the meeting,
On g © s room, he reflected on the suggestions
presented dunng the meeting and his own behiefs. He
Koew he must begin to formulate an action plan imme-
drately since the A0-day deadline was drawing near.

ndix A

Conclusions of Study of Area
Manager Attitudes

MGH Associates, management consultants, was retained
by WICS to investigate attitudes and opinions of field
personnel and sanitary supply distributors. Initially,
MGH conducted lengthy interviews with selected indi-
viduals, followed by the administration of a compre-
hensive questionnaire. The results below identify role
expectations and attitudes toward their reasonableness.

Territory Manager’s

Role Expectations

MGH Associates’s interviews included territory man-
agers because the territory manager is really the only
management level contact the distributor has.

The territory manager interprets his or her role to be
that of an overseer, to assure that WICS objectives are
achieved and that quotas are met.

The territory manager interprets his or her role to
include,

* Training the area managers to sell WICS products.
* Training and motivating the distributor sales force.

* Coordinating area manager activities with head-
quarters in Lincoln.

* Hiring and firing area managers.

* Striving for new product commitments from the
distributors.
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«  Submitting the study to the regional
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Area Manager’s
Role Expectations

B

The following 18 the area manager’s View

f the .
: e :
he or she believes WICS management Tole

pcrlnrmcd: ’

« Multiply sales effort through distribugors sales fop.
(listed first because it was consistently Mentioned ﬁr\;e
St),

« Teach and motivate the distributor’s sales
sell WICS products.

* Introduce new products to the market through:
* Direct calls on end-users.

force ¢

e Distributors.

* Keep margins high to keep distributors happy. s
they are happy, they will push WICS.

* Follow through on direct sales responsibilities
* Collect information for management.
* Fulfill responsibilities relating to incentives:

* New gallon sales.

* Repeat gallon sales.

* Demonstrations.

* 30, 35, 40? calls/week.

* Major account calls.

* Cold calls—“to develop business the distributor
is reluctant to go after.”

Area Manager’s Role Problems

The area managers perception of what managemet
expects does not imply that the area manager feels
anagement’s approach is working. In general the

salgs force appears frustrated by a sales role they 5
as meffective:

A sales role that stresses:
* New gallon sales.
Cold calls on end-users.
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Area Manager’s Role:
Making Cold Calls

e of the causes of area manager frustration is the

b

semeral ineffectiveness of their cold calls sales role:

e 8 3

he area manager makes cold calls on end-users

S 'S distributor, with the
ot presently sold by the WICS distributor, g
difficult objective of moving these account
WICS distributor. .

this account

all that the

If the area manager succeeds in moving
over to WICS products, chances arc Sm
distributor will keep the business:
: - account
* Without a major portion of the acc
T st cRnDOt SOOI
purchases, the distributor car
tinue to call on the account.

. ’ s
Distributor sales rep is on commiss!
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* ARer five calls, will stop calling if purchases
have not begun to increase.

The distributor that lost the account will try
extremely hard to get back the business. This may
mean giving the product away to keep control of the
account—maintain majority of the account’s pur-
chases. Past experience indicates it 1s very difficult
{0 move distributors outside their window.

Appendix B
Conclusions of Study of WICS Sanitary
Supply Distributor Attitudes

WICS Distributor’s Role
Exgectations

The following is the WICS distributors role as outlined
by WICS management and sales force:

* Act as an extension of the WICS sales force.

* Push and promote WICS product line in a specified
area:

* Sell WICS over other brands.

* Always sell the premium benefits of WICS

products to the end-user, instead of distributor’s
private label.

* Be aware that the WICS line could be lost if
private label sales grow too large.

» Actively market new WICS products.

Distributor’s Role Problems

Distributors have been angered by WICS’s attempt
to run their businesses (“WICS is trying to tell me

what to do”).

«  WICS makes demands—*“uses pressure tactics”:
« Distributors say they are told “our way or no way.”

« Distributors feel they are forced to carry prod-
ucts they don’t want:
« High minimum buy-ins.
« “Won'’t see area manager if we don’t carry the

new product.”
. Distributors say WICS management doesn’t
«realize we make our living selling all our
products—not just WICS.” |
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486 Part Six Comprehensive Cases

« Communication is poor with WICS management. Distributor's Role Selhng Costs
. —______—___________——————____——_-—-——\\
« One way—"Our opinions never reach Lincoln.” ' :
“WICS uses the distributor as a testing ground for Distributors have shown concern over the high cost of ;
selling WICS products. Sales costs are approximately ¥
; {

new products’™:

« Distributor is not told what to expect.

e After 14-week blitz, “You never hear about the
product again.”

. The distributor sales force is not trained to sell
to, and cannot afford to call on, certain segments

of the market.

Growth takes the distributor into new geographical
market areas, and WICS may elect not to go/grow

with the distributor:

« New branch in different city.

Growth may take distributor sales personnel out of
area manager’s district:

 Receives no support from WICS.

Worst case—distributor sales rep’s territory is com-
pletely outside district:

« No WICS representative at any accounts.

Prefer to sell other than WICS.

WICS does not realize that a distributor’s total business
extends beyond “its own backyard” in many markets.

45 percent of the total operating costs.

“WICS products are basically no better than anyone

else’s.”
e Yet WICS asks distributors to switch competitor’s
accounts over to WICS products:

« Price advantage 1s very rare.
« A problem must exist.
« A demonstration is required.

« All these make the “problem-solving” sale time-
consuming and costly.

. Result: When a WICS product is sold, it is easy for
competitive WICS distributors to cut price to try 1
get the business:

« They have very low sales costs.

« Required action: Original distributor must cut mar-
gin to keep the business:
« This frustrates distributor salespeople.

« Causes them to sell private label.





