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Goodyear Tire & Rubber Co., of Akron,
Ohio, manufactures tires and rubber
products for automobiles, trucks, and
heavy equipment, and sells its products
throughout the world. Atthe end of 1994

~ | ithad 16 percent of the world's market

- | for tires. Its sales were growing at an

e r annual rate of 4.2 percent versus an in-
: | dustry average of 2.5 percent.

' The picture was very different in

- 1991, At that time the company was
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GOODYEAR AUTOMATES ITS SALES FORCE

heavily debt-laden and was losing
money rapidly. It had a 14 percent share
of the world's tire market. In June of that
year Stanley C. Gault became the chief
executive officer (CEQ) of Goodyear.
Gault had previously been the senior
vice president of General Electric fol-
lowed by a turn as CEO of Rubbermaid.
During his stewardship of Rubbermaid,
he led the transformation of the com-
pany from a little-known maker of
household cleaning items into a $3-
billion-a-year maker of 4000 different
products. Given this record, he was
brought to Goodyear to turn the com-
pany around.

Gaultaccomplished the turnaround
through a series of policies. He quickly
sold off Goodyear's nontire businesses,
freeing the company to focus its core
skills. He engineered a sharp reduction
in staff, led the development of a range
of new products, and expanded sales
by changing its distribution policy. He
also issued new stock which helped to
reduce its immense debt. By 1993
Goodyear's debt had been drastically
reduced. Moreover, not only had the
company returned to profitability, but
its profit of $388 million that year was
more than all other tire makers in the
world combined.
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The changeindistribution channels
was a major shift in policy. Historically
the company had sold exclusively
through independents, many of them
selling only Goodyear products. In 1992
Gault initiated a policy to begin selling
tires through large retailers in addition
to independents, starting with Sears,
Roebuck & Co., the largest tire retailer
in the United States. The following year,
he announcedthatGoodyearwould also
beginsellingitstiresto Wal-Mart Stores,
the nation’s largest retailer, and to
Discount Tire, a major tire discounter.

Not surprisingly, this move to major
retailers generated a great deal of an-
tagonism amongindependent Goodyear
dealers. In early 1995 the company re-
vamped its salesorganization. Thismove
was preceded several years earlierby a
sales force automation (SFA) develop-
ment project to automate Goodyear's
sales and marketing systems.

Widespread interest in automating

sales forces is a 1990s phenomenon. A’

number of technological developments
contributed to the growing popularity of
SFA, including lightweight portable com-
puters with multimedia capabilities and
graphical user interfaces, the prolifera-
tion of LANs and WANSs, and integration
of databases distributed throughout the
enterprise, thus enabling easyaccessto
awide range of enterprise data. The pop-
ularity of such fourth-generationtools as
spreadsheets and word processors
have made SFA systems easier to use
and more productive, as has the spread-
ing use of electronic mail.

Observers believe these systems
offer a range of benefits to organiza-
tions. Their most basic benefit is that
they canincrease the productivity of the
sales staff. This has been a driving force
both because of the intensified compet-
itive environment putting pressure on
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sales staffs, and because of the busi-
ness need to keep costs low (in some
cases downsized sales forces are ex-
pected to increase sales). Traditionally,
many salespersons had spent a signifi-
cant amount of time prior to a sales call
collecting information from various
computers and via telephone (see
Figure 8.15 to obtain a picture of the
sales process). For example, a study
demonstrated that the sales staff of
Deere Power, a maker of diesel engines
and other heavy equipment, often spent
a full day collecting data before a sales
call. Studies indicate that the average
sales call now costs about $250, up from
only $80 as recently as 1975.
Efficiencies can be achieved in a
variety of ways, as illustrated in Figure
8.16. First, these systems can help sales-
persons to select the best sales
prospects. Moreover, with an SFA sys-
tem, the salesperson can quickly load

1 Contacts sales
administration for =
a rundown on the
b best leads.

W

2 Requests sales’

literature and other
fresh matesial from -
marketing. .
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- A powerful laptop computer
= dialsinto the corporate network
0 give sales rep access to most
ital information. It can prepare
emos, send faxes, and commu-
icate via electronic mail. It can
how customized marketing
resentations, foo. A single call
. backfo the headquarters net
ork.can fap into all relevant
eparment dota bases. The
aptop can validate configuro-
ons of complex products, too.

FIGURE 8.15
The sales process before and after automation. Laptop computers and corporate networks can radically streamline the sales process and

give sales representatives new capabilities. Adapted from: “Anatomy of the Sales Process, " Business Week, October 25, 1993.
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onto his or her laptop computer all the
latest data needed for that day's calls. In
addition to customer and product infor-
mation, the computer will carry produc-
tion and product availability data, order
forms, pricing information, an electronic
calendar and a tickler file, word pro-
cessing integrated with mail-merge ca-
pabilities and reporting facilities, and
even access to e-mail. Studies also
show that the average sales rep tradi-
tionally spends 9 to 11 minutes per day
per account on paperwork, offering im-
mense room for savings through the use
of the software on the laptop. For exam-
ple, with an SFA system, the sales staff
will no longer need to write product de-
scriptions, add up orders, call in about
production status, or checkthe order for
errors, leaving them more time for sell-
ing. Many systems even electronically
transmit the orders to the organization.

Automated systems also can result
in higher quality sales calls. While the
salesperson will actually be in the cus-
tomer’s office, she or he is able to re-
spond as if the customer had come into
the salesperson’s own office. The
salesperson not only will be able to talk
about the product and show catalog
pictures (stored on the computer) but
also might be able to show short video
clips. The computer files will include
up-to-date production data, allowing
the salesperson to respond immedi-
ately to a customer’s timing requests.
Moreover, because the salesperson’s
computer carries all that data, the
salesperson does not need to tie up the
client’s telephone trying to get cost or
production data prior to closing a sale.

SFAs usually offer the ability to
forecast sales, to calculate commis-
sions, and to adjust sales guotas, all
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while in the field. They also support
team selling which is particularly valu-
able for large corporate accounts. They
have proven to be valuable in generat-
ing new sales. For example, they aid in
closing the sale on the spot because of
the availability of production data and
access to full pricing data so that the
salesrepis able to respond immediately
to a competitor's price. Companies have
also found that after the installation of a
sales force system, their current cus-
tomer attrition rate drops.

Problems do exist with sales force
automation systems. First, studies indi-
cate that a new system costs from
$7500 to $15,000 per salesperson to de-
velop. Once in place, they usually cost
$2500 to $3500 per salesperson per year
for maintenance and support. SFAs can
be expensive, resulting in multimillion-
dollar systems. Moreover, some com-

-availability for customer...

Sales manager: Reviews (30N
“‘gustomer activity; adds ;
action item for fi efd rep‘

Sales rep: Records produ

requirement for new lead -
_from telemarketing; adds
contact name.

FIGURE 8.16
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The following software vendors .
claim database synchronkzation
beyond a conventional import/
export facility. Note fhat each
provides a different level of ops

i synehromzatinn capabdit

* Appintec Com 's Telem:
-Dakland, Calif.
+ Brock Control Systems.
Brock Activity Manager, Al
» Contact Software Intern:
‘“tional’s Act, Carroliton, Te
i » Cornet, Inc: sCorscan
- Springfield, Va. ..
-« Data System Su
. Orange, Calif. . '
'» Delta Business Syst
" Profits, Lanham, Md:
= GE Information Services,
Engetwood, Colo. = -
* HWA mtematlonal Inc:"s

. Nevada City, Calif. ;
+ National Management Systems
Ltd.'s Sales Manager's:
. Workstation Builder, Viennd,
.» Richmond Technologies &
Software, Inc.'s Maximize
Burnaby, British Colombliz
e SalesKit Software Co
“touis
« Sales Technology; it
Manchester, NH.*
¢ Saratoga System’s SPS
- Campbell, Calif. ... :
« Software of the Futire;
-+ MarketForce Pius, G;and Prairle
- Texas .

The power of sales force automation. If properly designed to take advantage of powerful networks, databases, and desktop computers, au-
tomated sales force systems can deliver a wide range of capabilities. From: “The Hardest Sell,” Computerworld, September 20, 1993.
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panies install them without redesigning
the sales function and other related

functions. Without changing the way .

the sales staff works and the way the
organization both supports the sales
staff and makes use of sales data, that
company will probably benefitvery little
from the new, expensive system.
Applications that cut down on adminis-
trative time for sales reps don't auto-
matically translate into more sales.
Another key problem s the failure of top
salespersons to use the system. Sales
persons’ strengths include individual-
ism, a strong memory, and their people
skills, and many reject the idea that car-
rying a laptop computer can help them.

Goodyear's North American tire di-
vision, with more than 500 sales staff,
covers allthe United States, from Maine
to Hawaii, from Florida to Alaska. The
sales force automation projectbeganin
early 1992. The major goal of the project
was to boost the efficiency of marketing
and sales departments, to make them
more effective, and to boost customer
relations (especially with the indepen-
dent dealers). Management believed
thatthe sales staff putintoo much wind-
shield time (hours spent traveling be-
tween home, office, and customers).
Document communication was by reg-
ularmail, overnightdelivery,andfax.The
division management seldom was able
to talk with the sales staff—after all, the
division covered five time zones—
and so they felt out of touch. The previ-
ous system tracked orders and deliver-
ies on Goodyear’s Amdahl mainframe
running custom COBOL applications. As
with many older mainframe systems,
Goodyear's had very poor reporting and
analysis features and was difficult to
use. Moreover, it had no repository for
institutional memory.When salespeople
left, they took everything about the
customer with them. Goodyear did ex-
pect to improve customer service and
customer satisfaction. Management
wanted the systemto supporttheir sales
reps in assisting dealers with every-
thing from advertising and sales, to busi-
ness trends, cutting customer ex-
penses, and running special events and

promotions. They planned a system that

would replace inadequate or absent
technologies with an integrated sales
and marketing system that would also
work well with Goodyear's suite of fi-
nancial applications.

Goodyear equipped its sales staff
with laptop microcomputers, fax
modems, and application and commu-
nication software. The core application
of Goodyear's sales force automation
system, dubbed Samis (Sales And
Marketing Information System) is SPS.
SPS distributes customer records to
sales staffers, engineers, and techni-
cians. The system also uses Metaphor,
an IBM data access tool that extracts
data from Samis and integrates it with
the old COBOL executive information
system (EIS). For communications soft-
ware Goodyear used Advantis Passport.

With the new system, the sales per-
son is able to download data from
Goodyear's mainframe DB2 database in
the morning into his or her. laptop mi-
crocomputer, carry all the data needed
that day in the laptop so that sales per-
son will not normally need to go on-line
during the day, and then upload any new
data (orders, customer-contact reports,
e-mail) in the evening. Samis also con-
tains software to lighten the paperwork
load. The sales staff can generate mail-
ings to targeted customers; store small,
useful details about the Goodyear
dealer;and analyze data on shiftsin con-
sumer demand and in buying habits for
the customer. The system supports key
word searchesinthe DB2 database, en-
ablingthe sales staffinone areatolearn
about and monitor sales programs and
promotions in other areas. Samis also
supports the customers directly. For ex-
ample, according to Jim McDonough, a
Goodyear franchisee and owner of the
Millburn, New Jersey, Tire & Auto

Service, “We go on-line all the time to -

track my accruals.” Finally, the system
is much more than a laptop system.
Middle management uses the system to
communicate with the 26 sales offices
and corporation management.

Goodyear's marketing department |

tracks how its staff uses the sales force
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automation system. According to Al
Eastwood, Goodyear's VP responsible
for replacement sales to franchisees
and independent dealers, the company
believes Samis is a worthwhile invest-
ment, even though its benefits can’t be
quantified. “How did you run your busi-
ness before you could pick up a
phone?” he asks.m

Source: Zachary Schiller, “And Fix That
Flat Before You Go, Stanley,” Business
Week, January 16, 1995; Timothy
Middleton, “Tire Maker Burns Rubber,”
Information Week, October 31, 1994;
Jack Falvey, “The Hottest Thing in Sales
Since the Electric Fork,” The Wall Street
Journal, January 10, 1994; Michael
Fitzgerald, “Users Trying Again with
Sales Force Automation,”
Computerworld, November 28, 1994;
and John W. Verity, “Taking a Laptop on
Call,” Business Week, October 25, 1993.

Case Study Questions

1. What problems did Goodyear
face, and what competitive strat-
egy did the company follow to
address these problems?

2. How did sales force automation
fit in ‘with and contribute to its
strategy? How did the fact that
the Samis system was networked
support Goodyear’s strategy?

3. Evaluate both the benefits and
shortcomings of the Samis sys-
tem. How could it have better
supported the company’s strate-
gic goals?

4. Evaluate the role of Samis in ad-
dressing the disgruntled small deal-
ers and franchisees. Was this a suc-
cessful move? Was Goodyear’s
overall strategy successful? Explain
your answer.

5. What management, organiza-
tion, and technology issues had
to be addressed when Goodyear
implemented sales force automa-
tion? ) o
If Internet was available then, should
Goodyear develope the system

based on the WWW technology?
Analyse. | ' o
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