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ED IT ORIAL DEPART MENT N OT E
T here is undoubted va lu e, a t times, in seeing ou rselves
throu gh the eyes of others. Things look yellow or blu e
or green to the man who looks through gla ss of that
color and many mistakes in judgment are ma de because
he does not k now tha t the color is in the gla ss. So every
individual needs periodically to see himself throu gh
others' gla sses; his own may be too rosy, too dark, or
too red according to individu al cha ra cteristics. T he present pa per presents a pictu re of wha t the a ccou nta nt ou ght
to be a s seen throu gh the eyes of a sa les promotion man
a nd th e a u th or is a g ood salesman. He k no ws th e pr ob lems of distribution both in theory and practice, and
appreciates the economic consequences of present distributive methods. His a ppea l to the a ccou nta nt to k now
selling costs is being heeded in many places today and
more intelligent sa les effort is the resu lt.
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known as the largest letter shop in t he wo rld.
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Among these ma y be menti oned, the Direct Mail Advertising Associa tion Interna tiona l; the National Council of
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the Associated Advertising Clubs.
He is the a u thor of a book entitled "Science of Ma rk eting by Mail."
T his paper was presented before the September, 1927,
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RELATI ON BE TWEEN SALES PROM OTION
AND ACC OUNT ING
with me has been a hobby. I have been freA CCOUNTING
quently asked by young men, and by fathers of young men
who sought to enter the field of advertising, to give them what
in my opinion would be the qualifications for a young man entering advertising work. I have startled a number of fathers by
enumerating four outstanding qualifications for a young man
looking forward to a successful career in advertising or in sales
management work.
1. He should have a knowledge of cost accounting and finance.
2. He should have a knowledge of marketing and merchandising.
By "marketing and merchandising" I mean a knowledge of
mark -up and turn -over, the relation of sales to costs, and a
complete understanding of marketing channels in a restricted
and intensified field.
3. He should understand the mechanics of advertising and sales.
4. He should understand how to write good copy or know what
constitutes good copy.
Now you will observe that J put first that he should have a
knowledge of costs, accounting, and financing. I say to you gentlemen with all sincerity that the advertising and sales manager of
the future will have to base his career on a much broader foundation than has been necessary in the past. And the future means
from this day on, because we are in a period of intensive selling
the like of which very few men in this room have ever encountered
before. Most of you men have lived to see the old order of things
change. You have seen the time, in 1919, 1920, and 1921, when
the American business man was selling in cold blood and buying
with enthusiasm. We have seen that thing change completely and
we have gone back into the market, where merchants are buying
in cold blood. What we need today is a complete and comprehensive understanding as to how to sell merchandise on a scientific
basis and sell it with enthusiasm.
Mr. Edward N. Hurley, when he was chairman of the Federal
Trade Commission, made a remarkable statement at one time that
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sunk into me pretty deep, and I have found it to be absolutely
true in my check -up in business. He said 50% of American
business men would do better by shaking dice; they do not know
their costs. That sounds like a rather facetious statement, and to
a man in a large business it is a facetious statement, but let me
call this to your attention. In the United States we have 250,000
corporations and less than 207x' are making more than 67o' on
their investment. This is a startling thing. Yet it is true. You
men are indentified very largely with the 2017o—the larger type of
corporations, with ratings beginning at $200,000 and going up
into millions. But if you study the statistical readings of the
more than 75% below $200,000 —they are down in the $10,000,
$20,000, $50,000, $75,000 and $100,000 classes —they do not have
cost accountants. Vey few of them have auditors. Very few of
them employ the services of an outside auditing firm even to audit
the books, and frequently those concerns are not big enough to
employ an advertising manager, and not altogether infrequently
not even a sales manager. Sales are handled in the business very
largely by some executive. He may be the secretary of the company,
also interested in traffic, and he looks after a dozen and one things
in the business; he is a "Jack of all trades."
We are in a period of high costs of selling, and I see an opportunity for the cost accountant and the auditor to do a job he never
did before. Sales promotion men and sales managers need figures
with understanding; they need figures analyzed that mean something. What do I mean by that? Let me give you a concrete
case. Several years ago I was called upon by the National School
Supply Jobbers' Association to deliver an address for them at the
Auditorium Hotel and my subject was the fundamentals of mail
order business. After my talk a gentleman followed me out of the
meeting room and said "Mr. Buckley, I have been very much impressed with some of your remarks this evening. We have a very
interesting school supply business in a town in northern Wisconsin.
We travel about twelve salesmen, making northwestern states. We
find it difficult to go into the smaller town to get business, and we
rather systematically and promiscuously circulate a catalog among
the small town schools and institutions to get business direct by
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mail." "But," he said, "I am convinced from what you told us in
this talk that we could do a much better job by creating a real mail
order department. I would like to know if it would be possible
for you to come up to our town and help us install a mail order
department to do the kind of job referred to this afternoon."
I told him it would cost him $ioo a day and expenses. I thought
I had him floored, but to my surprise he said, "When can you
come ?" We arranged the appointment and I found myself on
the way up there on a cold winter morning with snow about three
inches deep, to a town about sixty miles this side of Minneapolis.
I found they operated a retail store on the main floor. They had
a 3 -story building with about a 75 -foot frontage, and the two
upper floors devoted to a wholesale jobbing business. After going
through the preliminaries of formal introduction to the different
heads of departments, the sales manager and officers, the president
invited me into a room and we sat down to discuss the mail order
department, and the first thing I asked for after he said, "Mr.
Buckley, the floor is yours —tell me what you want," were his
sales records. He brought on his sales records, and I found he
had a daily record of sales, a weekly record of sales, a monthly
record of sales, a quarterly record of sales, a semi - annual record
of sales, and a yearly record of sales. I said, "How many departments have you?"
"Nine."
"Let me see your department sales records."
"We don't keep our sales by departments."
"How much of a volume of business are you doing ?"
"Six hundred thousand dollars."
"How much income tax did you pay last year ?"
"Thirty -five thousand dollars."
I said, "That's a very healthy business."
Now when I go into a business I talk very little advertising; I
talk their business. I ask a dozen to fifteen questions, all of which
have to do with their business. I was very fortunate as a young
man, I was associated with Marshall Field & Co., first in the advertising department and later in their merchandising department.
The merchandising manager was taken rather critically ill and confined to his home for quite a long period of time. I was a
927

N. A. C. A. Bulletin

April 15, 1928

youngster in the office with him, and it fell to me to study the
figures of the various departments of that store, and I used t o
have to visit his home at night and take out these figures. At the
time I thought I was abused, but I was getting a rather practical
education. Figures became a necessity with me at the time, and
later proved a valuable asset, because they enabled me to apply
figures to sales promotion. And that is why when this man said
to me, "We don't keep our sales records by departments," or any
business man says he does not keep his records on a scientific
basis, I immediately asked for the financial statement.
They brought on the balance sheet. I took my pencil and went
down the assets and liabilities columns, and I asked, "Don't you
pay any rent here ?"
"No, we own this building."
"Who does your auditing for you ?"
"We have our bookkeeper pull our trial balance every month."
Some people's idea of an audit is a trial balance every month.
You would be surprised, going up and down Main Street, in the
business houses of America, how many people confuse a trial
balance with an audit. I said, "Do you have any check -up on
this ?"
"Yes, across the street is the factory of the Blank Co. We have
their bookkeeper come over and check our bookkeeper's figures."
"Do you have any outside help?"
"Oh no, just ourselves."
To ma ke a lon g story sh or t, I spent two days in that plant
putting in a cost accounting system. At the end of th e second
day, I had the sales by departments for the nine departments of
that business for the preceding year, and I showed them where
one department of their business alone had lost $14,000 that year
a n d t h ey n ever kn ew it ; an d th a t same department in this
cata log tha t th ey were sh ooti ng out to smal l t own dea lers of
the country had taken over 307o' of the cata log pages. T h e
result wa s we put them on a right accountin g basis. We c ut
out the 209o' unprofitable line; we re- arranged the mark -up on
some departments that were not going right. Some of the departments had a mark -up at least 307x' higher than before. I put their
mark -up on a basis that was sound, and then we went out with our

928

April 15, 1928

N. A. C. A. Bulletin

merchandise knowing what our costs were, knowing what our selling costs would be. We set a definite percentage of sales costs,
and went out to build up department by department.
I will give you another concrete instance. I hope you will pardon
the personal references, and I will make a confession to you as I
go along. I have only learned this by sad experience. I have
been twenty -one years in sales promotion and advertising work.
About two years ago Mr. Ralph Rosenthal of Lord & Thomas
called me on the telephone. "Mr. Buckley, there is a gentleman
in my office who wants to do some advertising. He came up
here from an Indiana town. The firm voted $15,000 for advertising and he came to Lord and Thomas."
You know there is a great advantage in having a national reputation in any business, because the green horn heads right for you,
and of course Lord & Thomas get a large share. They drift into
these large institutions; they drift into Ayers in Philadelphia, and
Lord & Thomas in Chicago and other large agencies around the
country. There was a time when they took a lot of that money,
but the wise advertising agent today is not taking it. There are
some yet who are taking it. He said to me over the telephone,
"This man has traveled all the way up here. but we can't do anything for him."
In the course of half an hour this man came in. He was from
Indianapolis and he was manufacturing industrial mops for sale to
railroads, office buildings, institutions — strictly an industrial field.
His market was about 35,000 very substantial prospects, and that
was the whole sum of his prospects. I found he had been in business about two years. I found he had one standard unit in different sizes, and I said to him, "What does it cost you to make
these mops (pointing to one) ?" He looked at me in rather a surprised way and said,
"Mr. Buckley, what has that to do with advertising ?"
I said,
"Just this, the relationship between your cost price and your
selling price determines how long you are going to stay in
business."
"Well," he said, "I have talked to a number of advertising men
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and nobody has ever said anything like that to me before. About
$4.85 a dozen."
"Did you say `about ?' How did you arrive at this cost ?" So
he attempted to tell me how he arrived at the cost, and after hearing his method I knew he did not know his costs. They had
$15,000 to spend. "How did you arrive at your selling price ?"
"Well," he said, "when we started in business we canvassed the
competitive field thoroughly; we got the price of all competitors
and we got an average price of $9.00 a dozen. We have a little
patent device, and we made our cost $9.25."
And yet I have found in many concerns that prices are allowed
to be made where the auditor, who knows better, sits back and
allows those things to go or,. I say the auditor and the cost accountant of the future must have a sales viewpoint as he never had
it before. He has got to be the strong right arm of the sales department. He has got to understand the sales viewpoint to the
extent that he will do more than lay down the figures. Too many
cost accountants and auditors are content to bring in figures and
say, "Here are your costs." They are not big enough to step out
in front and help make the price, based on cost. And when the
sales department in the anxiety to get orders does things that the
cost accounting will not permit it to do, they ought to be big and
courageous enough to say, "Gentlemen, you cannot do that," and
they should be able to prove to the sales department that it is unsound and uneconomic. What is the difference between a bookkeeper and an accountant? Many of you may have heard that.
The answer is this: The bookkeeper is a bookkeeper because he
knows how to do it; but an accountant is an accountant because
he knows why he does it. Are the accountants and auditors going
to be just in the position of knowing how to do it, or are they
going to be in the position of knowing why they do it? Analyze
your figures, help the sales department to analyze them, give them
an explanation with each cost. The average executive —sales or
administrative —in any statement you bring, goes to only one place,
the bottom. What is the net? He passes over all this mass unless you have the sales vision or the sales viewpoint sufficiently in
mind to make it explanatory. Tell him what he can do and what
he cannot do. The day is no longer here when you can bring in
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the statements and say, "Here they are." I believe sincerely that
the auditor and cost accountant who qualifies himself with the
fundamental knowledge of business from the sales and administrative standpoint, and particularly from sales, has a better opportunity for going on and up to the head of that business than any
other man in the business. I think he is a more valuable man in
the house. The best salesman I have in my organization is a man
who cannot write a piece of advertising copy. I can buy advertising copy written at $50, $75, $100 and $150 a week. I can buy
the best brains in this town to write this copy at that price, but I
cannot buy men who can analyze statements. When a business
executive calls me in and says, "Sales are slipping. We want to do
some advertising," he needs more than a copywriter; he needs
somebody to analyze his business. Give me the balance sheet, and
nine times out of ten I can put my finger on what is wrong. We
want more cost accountants in business who can do this, who can
tell what is wrong from the sales viewpoint; show the possibilities
of getting orders; analyze the costs in different branches of sales;
take the orders from this territory and orders from that territory,
the orders for this product and for that product; show where the
profit is and check it up with the sales. And when you can do
that you can go ahead. Executives are hungry for that kind of
information; they are begging for it and cannot get it.
To this mop manufacturer I said, after I heard his story, "Instead of spending $15,000 in advertising now, let me suggest
that you take $500 or $1,000 and let us make a very thorough
audit of your costs. You have a new business here, two years old;
you want to put yourself on the right basis before you get in too
deep." Well, he was disappointed. I could see his chin drop.
He had made a special trip to Chicago to see Lord & Thomas, to
place his advertising with them, and he probably had visions of
the great success of Palm Olive and other things, and he thought
he was going to launch right into the same thing. Here he found
himself in a strange advertising office, and the man was advising
him not to advertise but to spend $500 or $1,000 before he did.
You can imagine yourself under such conditions. He agreed to
it, but I did not know when he left my office that he was not going
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to head for somebody else. Do you know what would have happened ten or twelve years ago? If that man had come into my
office ten or twelve years ago and had said he had $15,000 to
spend in advertising, I would have taken him into the conference
room, and called in a copywriter, and arranged for a booklet, a
folder or a broadside, and had his signature on the dotted line just
as fast as I could have worked. That is the way I operated ten
to fifteen years ago, because I only saw advertising_ I was interested in copy, color, type, lay -out, photography and engraving.
I was interested in snappy headlines, in coining phrases and
slogans. I coined a lot of them, and they are in the graveyard;
they are in the graveyard of despair and disillusion. Why? Because the slogans were bad? No,they were good slogans. Because the copy was not good? No, the copy was good. Because
the art work was not good? No, the art work was excellent; I
paid a high price for it. What was wrong? The structure was
wrong. There were too many men starting out to advertise like
the man who would start to build a house. Can you imagine a
man starting out to build a $25,000 or $50,000 home, and deciding
that the first man he is going to call in is the interior decorator?
That is what is happening in most firms in sales promotion work.
They call in artists and copywriters. I have seen big executives
—mark you this —I have seen big executives spend half an hour
or an hour deciding on a piece of art work for a front cover —
whether the hand should be this way or that. I have been in
the offices of some of the biggest executives in this country and
seen them trying to decide on such a momentous question, instead
of giving more attention to the fundamentals.
Well, in the case of this mop manufacturer, we sent a man down
to Indianapolis. We got an auditor in town to go over with us
and get some figures. We found they were occupying two floors
in a loft space in a section of Indianapolis that might be comparable to Wabash Avenue and Van Buren. We found they were
paying $1.50 per square foot for rental, and they had two floors,
7,000 square feet, so they were paying a high rental. That rental
was about 6% higher than it should be. We found the two principals were drawing $50 a week —a very commendable thing in a
business to put yourself on a low drawing account. They had no
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depreciation set up for replacement of a good deal of their equipment. They had no reserve for bad accounts. We showed him
his costs were $7.16 a dozen. I said to him, "If I had taken your
money and trebled your business, next year you would be in bankruptcy. If I could actually treble your sales, the more business
you get from now on, the deeper you are going to be in." I venture
to say that more than 507x' of the businesses in America, particularly in the manufacturing field, which are recorded as failing by
Dun's and by Bradstreet's are failing for that reason, and because they do not have enough capital to meet the situation when
sales are increasing and profits are not; not knowing their costs
or not having those perfectly understood.
I have been instrumental, as a result of the teaching and practice I have been giving the last few years in having the University
of Wisconsin make it obligatory upon every young man taking a
course in advertising and selling in their School of Commerce to
major in accountancy —not to become a C. P. A., but to have a
better knowledge of it. I want more young men in the United
States to study accounting —not as a vocation, I think probably
both of those have been overdone as vocations, but think how
much better it would be if business executives had an appreciation
of the value and importance of accounting and advertising as a
business matter —we would have a better understanding of things.
The first recommendation I made to this man was that he get
out of his high rental place. I told him, "You are located wrong;
you are hauling your raw material eight miles from the freight
depot, and you are going back eight miles with your finished
product. That should be absolutely wiped out. You are paying
a rental all out of proportion to your type of business,"
"What do your propose?"
"How long is your lease ?" He told me "n" years.
"I propose that you sell your lease. I am going to take you out
of town." I had a fight on to convince him that that was the
right thing to do. I wrote a letter on our firm's stationery to the
Chambers of Commerce of about sixty towns within a radius of
75 miles of Indianapolis, and the letter, in substance, read something like this:
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"Chamber of Commerce,
Evansville, Ind.
Gentlemen:—
We have a client doing a very satisfactory volume of
business, employing about 18 people at the present time,
but they have a potential possibility of bringing that up to
zooor 15o within a few years' time if the business is put
in the right location. We are going to locate this factory
in a small town where they will have a building, with sidetrack facilities. Will you please survey the situation and
see what you can offer."

is

I had thirty invitations for this factory, and one of them was located in a little town where they could get rent for five years free
if we would bring that factory in, in a building that had recently
been vacated by an industry which was a branch of an eastern
factory that had sustained some reverses, and they wanted to keep
the building going. Nine months afterwards we were able to sell
that lease, and we sold the lease for $1.85 a foot —they were paying $1.50. Instead of depending on a real estate agent we got a
list of potential prospects, and we circularized this list, telling the
problem straight, that we were moving the factory into a smaller
community, and we sold the lease for $1.85, made a profit for
hi m on th a t, took hi m in t o t h i s t own , an d br ough t hi s cost
down to $3.35 a dozen, and then we were ready for advertising.
Advertising
an economic waste when not applied intelligently,
but do you know what the greatest economic waste in business today is? It is personal selling. More money, more sales opportunities are lost by the sales staff of an organization today than
can possibly ever be recorded. When the average business executive will stand up in the height of his enthusiasm for personal
selling and scorn for advertising, and tell me advertising is an economic waste, I would like to check with that man, because I can
prove to him that personal selling is one of the greatest economic
wastes we have. Do you know that the average salesman is actually selling 4 hours out of 44 hours a week? 'Do you know the
hours spent in going and coming, in waiting for the prospect —out
today, playing golf, too busy, and a dozen and one other reasons?
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Have you ever analyzed in your business what the average cost per
sale or average cost per call is? Is there anything more tragic today than cold canvass? They come to my office by the score. I
try to see a good many of them —I am not able to see them all. Going away —no idea of whether he is a prospect or not. I could
take you over on Ra ndolph at St at e and sta nd on t he corn er
and show you the greatest tragedy in business in America today. I ca n sh ow you a li ne t wo bl ocks l on g, tr yi ng t o
get into the Oriental Theatre, and over 50% are men with portfolios under their arms. That is no joke; it is serious —your
salesmen and mine. That is the tragedy of it. There is where the
waste is. I want to say to you we are in a period of intensive selling. No longer can we employ wasteful methods, and the cost
accountant should no longer confine himself to factory production
costs. That is not the problem. Factory production costs are
solved. The biggest cost question that you as accountants have
before you is sales costs, how to establish lower sales costs;
whether it is profitable to handle this dealer's account when his
business does not justify it; what should be done by your firm with
this dealer who is getting a certain amount of business, and how
can you increase business in profitable sales; whether it is profitable for you to continue that man in Michigan with 1470' sales cost
as against the man in Illinois with 7°fo. What does the analysis
show? What are you doing to prove to your firm from the sales
promotion standpoint that these costs are necessary? Those are
the things today that are all important.
,
I say the cost accountant should enter into the sales problem of
business as he has never entered into it before. He should see
that a more intensified job is done. He should show his organization, his sales manager, or his chief exactly how he can accomplish certain things on a more concentrated effort, and he can only
do that by qualifying himself with sales knowledge. What the
advertising man must know regarding cost and finance, the auditor
and accountant must know in the future regarding marketing and
merchandising. If you ask me tonight, "What can I do to equip
myself from the sales viewpoint ?" I will say, "Read everything
you can get on marketing and merchandising. Apply it to your
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particular field so you will be in a better position to apply your
cost and accounting knowledge to the problems of marketing and
merchandising. Qualify yourself for a bigger position in your
business."
My message to you is simply this: The sales promotion man,
the sales manager of your business welcomes or should welcome
an analysis of sales costs by territories, by men, by item, by prod uct—in fact, give him as many details as you can, because that is
the big problem in business today.
I think I could take thirty men with a sales promotion plan behind them, costing about what you are paying your forty salesmen
and get twice the business the forty men are getting, because you
would put an intensive plan behind them to make their work more
valuable.
Results show us that 857x' of orders are not placed with cold
prospects. They are placed on and after the fifth call. 8590 of the
orders given by merchants to a new man are given on and after
the fifth call! Are you going to have him do cold canvassing?
Are you going to ask the salesman to go out and do missionary
work? Or are you going to pave the way for him?
The biggest and most alarming problem in marketing today is
the high cost of distribution and I think that can best be illustrated
to you in a crude, homely story told by W. H. Ingersoll when he
was addressing a convention of retail jewelers in St. Louis which I
happened to be attending. He said: "An Indiana woman was
peeling potatoes in her kitchen one evening and she cut into the
hollow of a potato and found a note from the farmer who grew
the potato —`How much did you pay for these potatoes ? "' Out
of curiosity, and amused at such an unusual experience, she wrote
to the farmer, "I paid $4 a bushel for the potatoes. Why do you
ask?"
The farmer replied, "I got 68 cents a bushel for these on my
farm. It could not cost more than 32 cents to transport them to
you. Who the devil got the $3 ?" My friends, distribution got
the $3 and that woman felt she paid too much for distribution and
not enough for potatoes, and she could not eat distribution. The
farmer feels he is not getting his just and logical share. He is not
getting enough for what he is producing and he is compelled to
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pay too much for the necessities he buys. You have got to find
some way of cutting down the cost of distribution and a large part
of that cost is for the sale and resale entering into it. We have to
study that problem. There is where the cost accountant is going
to exert his efforts —not in the factory, on the unit production per
machine and all that. He is going to give more attention to this all important question that I have given you tonight. I say to you
that the cost accountant and the auditor in any business who will
take this cue, equip himself with sales knowledge, study all he can
about merchandising and marketing, be prepared to analyze this
from the sales viewpoint, is going to be a most valuable man.
You must know what it costs to put a new customer on your books.
How many men could raise hands tonight and tell me what it
would cost in your business? If you knew you would go back and
fire a lot of people in your complaint department. Mark you this
—the average American business, outside of the mail order houses,
does not know the cash value of a customer. If they did, they
would employ a little better help to handle them. Do you know
what is happening in your business? You can go into any one of
your businesses and on the first of January and on the first of
July your accounting department has a great big binder called a
transfer ledger. In that transfer ledger they put the sheets with
the names and addresses and records of once good accounts. What
does the accounting department do with that ledger? They send
it down to the shipping department and get the largest piece of
paper and the largest piece of clothes line and wrap it all up. And
where do they take it? They take it down stairs to the vault, there
to remain for one, two, or three years. Did you ever see an auditor
or a bookkeeper or a cost accountant pick up the transfer ledger
and walk right straight back to the main chief's office and say,
"Good morning, chief; I have a very important message for you
this morning."
"What is it, Sam ?"
"I have under my care the names of Soo accounts that once gave
us business that are not giving it to us now. Don't you think the
sales department should make a concerted effort to find out why
these people have stopped? Are our prices wrong? Are our practices wrong? Is our service wrong ?"
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Did you ever know one who did that? Of course not, there is
not any such. I say that's your job. I think the average president
of any business would keel over backwards if the auditor ever
came in that way and would say, "My God 1 where did you get the
sales viewpoint ?" Why is it that the ledger clerk and accountant,
monthly, quarterly, semi - annually, will turn over the ledger sheet
of an inactive account and never report it? Because they do not
understand the cash value of a customer.
I will tell you why the customer quit buying. Take the names
of loo, take the first loo names you come to of people who bought
from your house in 1925 that have not purchased in 1926 and
1927, and I will tell you why they quit. I have been through it so
often I can tell you exactly why. 687x' of that loo quit because
of indifference. What is indifference? The failure to tell your
customers frequently that business is appreciated; indifference to
little things; the discourteous letter from the credit department,
saying the account is past due, and not properly handled. Here
is what is going on in your business. The sales department sells
a bill of goods to a customer, a dealer out in Waterloo, Iowa. He
has bought a bill of goods, say, one dozen heating irons. The shipment arrives on the loth of the month. When the dealer opens the
shipment, he finds one of them is damaged, so he writes the firm
a very courteous letter and says the shipment arrived O.K., but on
unpacking he found one damaged or one short. He holds the bill
with the correspondence in file and does not pass it for payment.
That, of course, comes into the claim department. You know if
there is any place in a business where they have the viewpoint of
sales, it is the claim and adjusting department. This man's claim
comes in and in the course of io or 15 days an answer may come
forth. You have seen that. The cheapest help they can get in any
business they employ in that department — Nellie and Mamie and
Annie. The statement comes to this dealer in Waterloo, Iowa, and
he pins it to the claim he has. The bill carries terms 2 / t o di scount or 37o' by the 9th day. The collection department writes this
man and says, "You have let the discount date go by." The fellow says, "That's the kind of bunch they are up there." Four or
five days afterwards the salesman comes in and gets "hell." Three
departments, but no coordination. The customer is sore. The col -
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lection department is trying to get the money; they are concerned
only with getting the money. The claim department tries to see
how little they can do to make an adjustment. The salesman calls
on the chap and he gets "hell." That's lovely. But, men, it is so
serious. It is going on all the time. I venture you can go into
your business and find the same thing taking place —lack of coordination and cohesion in these things. The claim department
writes, "We have investigated the records of the shipping department, which show there were 1 2 irons in that shipment."
The mail order houses know better how to handle such a situation. They know it costs them $ro to put their customer on their
books, and they are not going to let anything transpire to lose that
customer. When a woman writes in to a mail order house and
says, "I ordered two dozen bars of soap and there were only one
dozen and eleven bars in the package," they do not write and tell
her their records show there were two dozen; they merely wrap
up one and send it to her. They know the value of a customer.
They know 99.570 of the people of America are honest and they
know they will get stung on Y %.
I say there are two departments in most businesses that have
vinegar in their veins, the credit department and the claim department. Should we criticize the credit department? No, not at all,
but I say no sales meeting in any business should be held without
the credit man being invited in. If that sales manager and credit
manager could sit down together and lock arms, in full appreciation of what it costs, the struggles and trials and tribulations to get
that customer, the maneuvering and strategy to get that cusomer,
the credit man would be more careful in handling that customer
in the future. The credit man should be a sales counsellor and
business counsellor. He should never put the screws on. If you
men ever get into any position where credit is part of your job,
never put the screws on a customer. There are only two reasons
why a man does not pay a bill, he either has not the money or he
has overlooked it.
Now I hope, gentlemen, in this rambling talk tonight I have left
a suggestion so you can go back tomorrow, or next week, or next
month and apply it in your business. I hope I have dropped an
idea which will enable you to improve your opportunity with your
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present connection. I hope I have dropped an idea or suggestion
that will make your work more appreciated if you apply some of
these facts in your business. If I have succeeded in doing that,
my effort will have been worth while and I will feel compensated.
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