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This thesis will f ocus on the stu dy of general management in 

the printing industry and the need f or a sales management level 

training program. 

A reference manual was developed t o help management 

understand the skills needed to be effective in today's highly 

competitive printing market /industry. This manual is also a 

referenc e to assist management in evaluating their skills, the 

skil ls of those they manage, and g i ve them needed informat ion to 

increase and develop these skills. 

Many mid-size printing companies don't have rigid training 

programs f or the white collar side of their business. Many times 

new hires are hired based on previous printing experience even if 

it doesn't relate to the kind of work the compa ny does . Other 

times people are h ired because management feel s that thye may b e a 

quick learner or get along well with others. currently, this i s 

no c the best way to handle the situation and base d on the rapid 

technological change as well as the intense competition all 

companies are facing, it is imper ative t hat all employees , 

including new hires and management, are abl e to pe~form the needed 

tasks to get the job done in the most efficient manner possible. 

The purpose of this study is to not only show thac proper 

1 



training, l eadership, communica tion, problem s olving, and 

consistenc int eraction between management and sal es are necessary 

to help a company grow, but that it is vital to survive and adapt 

co the ever changing princing induscry. 
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Cha pter- I 

INTRODUCTION 

Prim: Backaround 

In the last four hundred years, many people have been 

responsible for the evolution of the printing industry. Some of 

the people who were very in£luential in the development of 

printing during this time include: John Day, who is believed to 

have been the first English designer of a Roman type face; Aldus 

Manutius, the developer of the italic face; Ben Franklin, a 

printer who was very active in promoting the industry; John 

Baskerville, considered by many to be the father of fine 

printing in England; and Johannes Gutenberg, who invented the 

printing press (International Paper Company 10-11 ) . 

Since Gutenberg's idea of the printing press, the general 

appearance of type, its casting, and t he procedures used to put 

it together have not changed dramatically. However, 

transferring the impression to paper using printing presses have 

seen radical changes. Old wooden presses of the early 1800s were 

capable of producing 300- S00 sheets in a day, while today this 
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number of impressions can be achieved in just a few seconds 

( 16 ) . 

William Bullock developed the first web press (a press that 

pri nts on roll s of paper) in 1 856 which was capable of printing 

15,000 pages per hour , printed on both sides (18). 

In 1906 Ira A. Rubel took the web press design a step 

further when he invented a press that transferred an image from 

the press cylinder onto a rubber blanket and then the blanket 

laid the impression on the paper. This type of press was called 

an offset press, because the image was transferred or "offset" 

rather than imprinted directly on the paper (18). 

There have been numerous improvements made in the printing 

industry since Johannes Gutenberg invented a press to apply ink 

to paper in 1440. Since that time the printing industry has 

seen major technological changes. Printing presses that were 

only capable of printing in one color at speeds of less than 

2 0 ,000 impressions per hour j ust fifty years ago, are now abl e 

t o print in four colors at speeds in excess of 160,000 per hour. 

In situations where type was set by hand, computers now enable 

everyone with a desktop publ~shing program to design, layout, 

and make changes effortlessly. Many other manual tasks such as 



plate and roll changes were once done by stopping the press and 

load ing them on, but are now done electronically using lasers 

and computer programs (20 ) . 

The Printino Industrv Today 

The printing industry today i s comprised of seven major 

areas: commercial printing, business forms, book printing, book 

binding, prepress services, quick printing, blankbooks and 

binders. The largest category of printing is the commercial 

market which includes books, catalogs, magazines, direct mail, 

promotional items, annual reports and other printed matter. 

Many of these printed items are resold by businesses for 

consumer use, while others are used internally by businesses. 

Examples of these include paperback books, textbooks, catalogs, 

newsletters, pamphlets, and Peoole magazine (Sixth Annual Report 

to Congress 4-5). 

These types of printers are further identified according 

to the amount of revenue they generate: 

* 

* 

Small printers - firms with revenues under two 
million. 

Medium size printers - those with annual revenues 
between two million and ten million. 

3 

* Large printers - firms with revenues of ten mi llion to 
fifLy million annually. 



* Very large printers - firms with annual revenues in 
excess of fifty million (Business Management 4 ) . 

When looking at the size of the printing industry, it is 

interesting to note that, compared to other manufacturing 

industries, printing employs more people in the United States 

than the motor vehicles and parts industry . Printing also 

employs more people than all of the airline, aircraft , and 

computer and peripheral industries combined (Sixth Annual Report 

to Congress 4 - 5) 

Whil e the printing industry is the largest employer in the 

United States, the printing labor force is growing at a slow 

pace Sixth Annual Report to Congress 5 ) . The demand is 

increasing, however, for younger workers with industry and 

informat i on technology skills. Thi s is du e to the fact that 

many aspects of the printing process today have become more 

automated and computerized. Most printing companies achieve 

sal es of less than ten million, thus it is imperative in this 

industry to find and keep good employees. According to the 1993-

94 Market Outlook for Heatset and Non-Heatset Web printers, many 

employers consider the lack of qualified personnel to be a major 

problem facing the printing i ndu stry. This is linked to four 
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major factors: 

* Skil l ed, trained personnel are difficult to find. 

* 

* 

* 

Intense competition makes it harder to keep 
a.xi.sting skilled employees. 

Since the industry is changi ng more rapidl y than in 
the past, many employees are difficult to recrain. 

Workers frequently exhibit strong resistance to 
required industry ( tech nol ogical) changes (145 -
146 ) . 

It is believed that w~th the increasing technological 

breakthroughs and the large number of printing companies , it 

will be tough to survive the next decade wi~out s hifting their 

focus from not just providing printing, but consul ting services , 

s uggestions for improvement, distri bution, and the like . This 

can only be done through employee training and broader 

management skills (Printing 2000 Executiv e Summary A- 21 ) . 

The Imoortance of Trainino 

A majority of t r aining and t eaching that is done today is 

informal and on the job. These are daily occurrences where 

questions a re raised, or as a result of an event, someone has t o 

guide, teach, explain or help someone learn new casks. Many 

companies are i n strong favor of t raining and as a result hav e 

rigid mandatory t raining programs for bo~ new employees and 
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existing ones. Other companies do not h ave training programs 

eicher because they fee l they are unnecessary , cannot afford i t, 

or are too small to integ rat e "formal training" (Filipczak 30) . 

In a survey conducte d by Trainino in 1993, of various size 

i ndustri es, the f ollowing was det ermined about the many 

f o rmalized training programs available: 

* The t ypes of employ ees likely to get the greatesc 
amount of formal training are in the professional 
field, while offi ce / admini s t rative employees get the 
least amount of formal training. 

* Total dollars budgeted for formal training i n 1 993 was 
up seven percent to forty-e i ght billion . 

* Budget predictions for 1994 from the sample group 
indicated t hat thirty-eight percent predict higher 
budgets for formal training in 1994. 

* 

* 

* 

Seventy percent of money spen t on training in the U.S. 
goes to managers and professionals who account for 
only ten percent of the work force. 
Companies with 100 o r more employees had the largest 
proj e cted budget for companies with 100 or more 
employees. 

The manufacturing, transportation , communication, and 
utilities induscries spent the mos t amount of money 
on training their employees in 1992 (Training Budgets 
Boom 38-42 ) . 

Printing industry l eaders agree t hat training requires 

spending t i me and money . Ho wever, j ust bow much t o spend and how 

often to trai n is frequently debated. I n an American Printer 

survey taken in November 1994, over two - thirds of t he 

respondents budget for training whi le t h e remainder devote 
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company dollars to training although it is not budgeted ("The 

Truths of Training" 88) . 

In terms of dollars spent on training in the printing 

industry, half of the respondents spend less than $250 annually 

per employee. Nearly thirty-one percent spend $251 to $750 per 

employee per year, and eighteen percent spend more than $751. 

This indicates that although money is budgeted for training, 

managers d o not give it much thought or consideration (88). 

Respondents also differ on the amount of time to devote t o 

training. The majority (almost forty-four percent) provide, on 

average, less than one week of training for employees per year . 

Nearl y thirty-two percent provide one full week of training 

annually, while nine percent provide two weeks and sixteen 

percent offer more than two weeks (88). 

In terms of who printers use to do the training, the survey 

indicated that thirty-two percent use outside vendors, twenty-

seven percent use consultants, nineteen percent rely on 

educational institutions and twenty-two percent utilize in-house 

personnel (88) . 

Many companies continue to spend money because they think 

that training newly hired employees is something that i s vital 
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to the success o f a company for a number o f reasons (Wex ley and 

Latham l ll ) . 

Fi rst , training initiates a person i nto t he do's and don ' ts 

o f t he company's poli cies and procedures . This avoids the need 

for corrective actions l acer on and helps a trainee become a 

l i t t l e more comfortable with his/ her surroundings (112 ). 

Second, training helps everyone l earn faster which in turn 

reduces the amount of productivity lost from the trainer as well 

as the trainee (112) . 

Third, e ffec t i ve training programs will a l so reduce 

turnover . Many peopl e get discouraged, fee l hopel ess, or e ven 

overwhel med by the workload when first s tarting. Helping one 

realize this and breaking down the tasks to be done can only 

ben e f it the company (114 ) . 

Fourth, training cuts down on mistakes and errors that could 

a nd often times results in lost earnings. Because many times 

what one learns while being trained is n ot forgotten , a trainer 

can cover many situations the employee may face. If training 

programs are well developed, they can help avoid many costly 

mis takes (115). 
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Types o f Trainincr 

There are many different types of training used throughout 

the business world to hel p facilitate the learning process for 

both new hires and employees. Some of the more popular types 

include one-on-one training , group/ classroom training , off-the-

job training , multimedia or computer assisted traiP.ing, and 

mentoring . 

One- on-one t raining is a form of training where the manager 

or trainer teaches either a new employee or an existing one bow 

to do the tasks r equired to do the job . The only people 

involved in this setting are either an experience d employee or 

trainer and t .he employee to be taught (Nilson 23). 

One-on-one training does have some advantages because 

scheduling the training time can be altered so that it does not 

adversely affect work output. This type of training is also one 

of t he least formal and inexpensive types of training . 

Distr actions from other work ers or trainers are also eliminated 

allowing t he trainee to learn at his or her own pace (23 ) . 

On the other hand, problems can arise when the trainer is 

not qualified to teach. Often times on-the - job trai ners are 

regular workers themselves and lack the knowledge t o teach and 
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crain others. This is because they either do not have the 

education or the employer has not invested in any type of 

training program. This leads to excessive learning times which 

can reduce productivity (Kim 102). 

A second method of training, called group or classroom 

training, is another way for people to learn. This procedure is 

similar to that used by college inscruccors who teach in a 

classroom setting and is often used when training groups of 

people at one time. An unsuccessful example of this method would 

be if it were used to train people how to operate machinery. 

However, it is an excellent method to use when teaching a large 

group of people about company policies and procedures . Experts 

agree that if an employee needs to learn about a subject, then 

the classroom setcing works best. The number of trainees 

involved, t h e amount of time allowed for che training, and the 

amounc of information to be given all impact the decision of 

whether o r noc to use group training (Brief and Tomilson 28). 

Of growing importance in the training field is the great 

variety of off - the-job programs. The broadest type of off the 

job training are seminars, workshops, and conferences (Mayo 67 ) . 

Many of these programs can be conducced totally in house by 
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training specialists within the company or by consul tants or 

other outside sources . More and more consultants in the 

training area are able t o provide additional materials in the 

form of videotapes, workbooks, cassettes, and other prepackaged 

programs (Gordon Sl) 

Off-the-job programs have their advantages . First, the 

group settings of most programs a l low for an exchange of views 

and helps lead people toward the achievement of specified 

objectives (Mayo 77). 

Second, off-the-job training is often conducted by 

professionals and speci alists in t he field of training and 

development who know the subject they are teaching (Lusterman 

7) . 

Using a "scattershot approach" or training employees in 

subjects which have little or no relationship to a company ' s 

goals is a major disadvantage of off-the-job training . 

Therefore, it is important t o be selective in the methods and 

programs that are used so company time and money are not wasted 

(Bernhard and Ingels 40-42) . 

A t hird type o f training in which i nteractive computer 

programs and multimedia displays are used to train new employees 
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is a new concept that is becoming increasing popular. This type 

of training enabl es real work situacions to be acted out without 

l eaving the computer terminal. This is accomplished by allowing 

new hires to practice using the actual systems they will use on 

the job. Often times role playing software is developed to give 

trainees the opportunity to face real work situations without 

real life consequences . This mec:hod eliminates interruptions, 

reduces the number of trainers involved, reduces the amount of 

costly mistakes, and helps the trainee learn at his or her own 

pace (Wallace 62) . 

For example, the Holiday Inn Hotel chain uses multimedia 

computer software to train new employees how to react to 

emergency situations a l ong with new computer systems before they 

have to face those situations on the job (62). 

Another popular form of training is called mentoring. In 

this case a mentor acts as a coach, teacher , g uide, role model, 

counselor, and sponsor for another person who is less 

experienced. The purpose of this kind of training is for t he 

mentor to serve as a trusted, wiser, more knowledgeable person 

who takes an ongoing interest in fostering and supporting t he 

often times younger person's career development (Reich 1) . 
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One benefit of mentoring is the increased self confidence 

the less experienced person gains. Through the guidance that is 

r eceived, many additional abilities are developed, as well as 

weaknesses exposed . This enables employees and supervisors to 

determine what parts o f the job they excel at and need work on 

(2) . 

However, mencors can be resentful o f having to "look out" 

for another person, while the person trained may feel t hat they 

are being kept from better jobs, receiving too much proteccion, 

or being shielded from the results of thei r mistakes (3-4). 

Of !:he many types of training, the printing industry mainly 

uses on- the- job and one-on- one training to teach newly hi.red 

staff. Most of the time, only printing companies identified as 

large or very large are able to afford both the time and money 

to send trainees to seminars and workshops for training or co 

school. I n stead, printing companies rely on one-on-one training 

to teach new hires. These current workers hold a similar 

position as the new trainee but in some cases, may not have been 

trained to do the teaching n o r know the best Nay t o train 

someone. 



statement of Purpose 

The pu:::-pose of chis chesis is to show thac training programs 

for sales personnel are necessary if printing companies are to 

remain competitive in this industry. To help with this endeavor, 

many types of craining programs used both inside and outside the 

printing industry will be evaluaced. A reference manual will be 

developed to help give managers tools to aid in the 

implementation of t hei~ training programs. 



Chapter IT 

LITERATURE REVIEW 

The role of a salesper s on is a j ob that requires numerous 

skills t o be effective. Some of these include organization, 

rea ding and writing skil l s , communication and technical skills, 

common se~se, and the ability t o s olve problems (Sasser 113) . 

As a represent ative of che company, a salesperson shoul d b e 

able to think and act in ways that match the company ' s main goals 

and objectives. These include defining and assigning priorities , 

planning and o rganizing , programming and coordi nating the 

operating tasks of a department s o t h a t the g oals of both the 

department and t he company are achieved . Good sales pers onnel 

must excel in interpersonal skill s. If they are n o t good at 

communicating with the potential customer about their goals and 

needs, often the customer i s never satisfied (113) . 

In order to meet these ever changing needs oft.be customer 

and to keep them satisfied, salespeople must a l so be well educated 

in the field they are serving. This r equires an on - g oing 

training commitment from both the sales staff and from management. 

Therefore, training programs must be set up not only to tea ch new 

h i res, but also to keep the existing sales s t aff up- to- date with 

their industry . However, this doesn ' t always happen . In fact one 

manager said "t h e company expe cts me to expl ain poli cies, 

15 
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regulations, rules and procedures to my workers, but they haven't 

been explained to me" ('!'owl er 56, 57) . 

Quice often salespeople will fall back on personal 

experiences for guidance because they have had very little 

training. Once on the j ob, they are given very little feedback 

regarding their performance. Therefore , the on- the- job l earning 

process is not effective (Bogan 76 ) . 

If sales personnel are to perform effectively, they need the 

knowledge and skills to do so. They must also have the ability to 

learn and apply what they have learned to their work situation. 

The ability to learn requires more than just basic intelligence; a 

per son has to have the desire to learn and the opportunity to 

apply what they have learned. The supervisors and upper managerne~t 

must work together to insure that these factors will exist (29) . 

Today ' s jobs demand an employee to have a strong foundation 

of the basic skills that will enable the.~ to learn on the job. 

Problem solving, listening, negotiating and knowing how to learn 

are what e.~ployers are looking for. Without these skills, the work 

force will have difficulty adapting to change (Solomon : 

"Creativity Training" 69). 

A salesperson's job is a l so very demanding. With the ever 

changing b u s i ness world many personnel lack the preparation needed 

to handle t h e task at hand, yet are expected to sell at very higb 

level. This makes the ~ole of the trainer aJ.l t he more importan t 

(Crandall 2 6 ) . 
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From Fortune 500 companies to the military, employers across 

the nat ion are aggressively developing new basic skills in their 

workers. Many of these skills, such as teamwork would not have 

been considered necessary a few years ago . The days are gone when 

a command of the three "R 's" is enough to get and keep a job. 

Today there is a whole range of new skills that employers want 

their people to possess (Carnavale : "Skills Employers Wane" 22) 

Since 1981, IBM has used a systems approach to teach new 

hires and keep current employees on the cutcing edge of 

technology. These s t eps are: 

1) Business Requirements - the specific action programs needed 

to be implemented to achieve goals and strategies. 

2) Performance Requirements - those specific subjects 

individuals have to know to do their jobs if the business 

requirements are to be met . 

31 Education Requirements - This means determining what levels 

of training are required for specific jobs. 

4) Course Development - the actual classes are designed to fit 

the needs of the job description. 

5) Delivery System - the classes and inst.ructions are g i ven to 

the student. 

6) Measurements tests or some form of feedback are bui lt: into 

the courses so progress can be tracked and 

determined(Bowsher 109-111) . 

By following these steps, IBM has been able to determine 



needs, set up programs to f ill these needs, and then measure che 

training to make sure the classes are useful (111). 

The framewor k of the systems approach can be useful to che 

princing industry because it may h e lp managers to dete.rrn.ine the 

s kills needed f o r all jobs within the company and help eliminate 

the guess work that is often u sed when training someone. 

18 

E.I. DuPont de Nemours and Co., Inc. started a study in 1985 

to look at innovation and creativi ty. DuPont began t o focus on 

these areas and what was discovered was that creative p e ople and 

companies are mor e c9mpetitive and profitable. When people are 

allowed to exercise their creat ive talents , they are happier, have 

higher self-esteem and are more productive (Solomon : "Creativity 

Training 11 6 9) . 

DuPont found that they have a very large number of 

"technical" people resources and that it could use its resources 

more effectively . Several committees, comprised of people from 

different areas of knowledge and backgrounds used these committees 

for brainstorming ideas to help solve problems . They found that it 

was very effective to share knowledge between various groups . This 

type of interaccion between people of various jobs allows them to 

s hare simi l ar problems and solutions. Because most problems are 

not unique it is often that someone has tackled a similar 

challenge or knows of a resource (70). 

DuPont believes that in the future, a lot of industrie s will 

be using the concept of brainstorming to sol ve problems . According 
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to Janee Rodgers, Research and Development, it is unbel i evable, 

the efficiency, the reduction in time to a ccompl ish tasks and the 

amount of money you can save by pooling resources (69) ... In the 

past, the problem was assigned to a smal l group of people who 

tri ed to solve it. The solution depended on eac h person ' s f ield o f 

knowledge. ( 7 0) 

By opening up the p r oblem to a more diverse group, all 

member s discovered state-of-the-art options that are open to chem. 

This greater input generates more ideas than if they were trying 

to s olve it alone (70) . 

In 1981 Frito-Lay's sales had been leveling off. Instead of 

using budget cuts to solve the problem, t he company asked Min 

Basacker, a creative thinking consultant, for help . Frito-Lay 

saved more than $500 million during the first six years with the 

help of the training t hat she provided . Dave Morrison, Frito-Lay ' s 

group manager feels that there i s a direct connection between 

employee l earning and using creative problem solving and profits 

(Solomon: "Creativity Trai ning" 69). Morrison goes on t o say, 

Particularl y in the U. S., competition on every level i s 

increasing. Every funct i on i n a company is g o ing to have t o be 

more creative to stay competitive and if management doesn"t give 

employees more say in the business, i t may be hard to retain good 

employees . (68) 

Morrison fee l s t hat any type o f trai ning, c reacivity 

included , i s a way t o gee empl oyees chinki ng. It also sends 
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signals that the employees are a valuable part of the whole 

company . Morri s on believes oat while the work force is shrinking, 

American companies should push employees to the highest level of 

problem solving and creativity (69). 

Douglas Workman, Director, Training Programs for the Graphic 

Arts Technical Foundation, thinks that managers often fail t o 

realize the potential that is available within the organization. 

This happens because no one is asked of their opinions or ideas on 

how to solve common problems. Managers view management problems as 

just that and don't involve others who may be affected by the 

decision or may have workable solutions. In order to attract and 

maintain a strong group of sales professionals suggests that all 

members be allowed to participate in company problem-solving 

(Interview). 

A two year project conducted in 1988 and 1989 by the 

American Society for Training and Development and the United 

States Department of Labor researched the area of skills that will 

be needed for the future . Besides the basic academi c skills, 

employees needed a foundation for building more specific job 

skills . 

These additional skills are: learning to learn, oral 

communication, listening, pro blem sol ving, creative thinking, self 

esteem, motivation, goal setting, personal and career development, 

interpersonal skills, teamwork, negotiation, organization 

effectiveness and leadership (Carnevale: "Workplace Basics" 21). 



From a sample of 250 Fortune 500 companies, it was 

determined that the content of most training programs were: 

communication, planning, organizing, team building, motivating, 

21 

training, production control, and performance evaluations. Through 

r esearch it was recognized that l inkage and information gathering 

s kills are needed to b e successful. However, two - thirds of the 

program creators emphasized technical skills over conceptual or 

interactive skills in training. The t raining literature indicated 

that there is a need f o r training both upward and horizontally to 

improve the relationships within the company. But no training 

programs with these elements could be found (Keys 210) . 

In 1984, New York Telephone conducted a study to determine 

the skills needed by all managers to help them become competitive 

and keep the company strong. They used a two page questionnaire 

that contained thirty skills they felt were important . The 

questionnaires were sent to all levels of management. Each skill 

was explained and the respondents were asked to rate the 

import ance of each skill using a one to five scale (one being low 

and five being high). Approximatel y 3,500 questionna ires were sent 

out randomly to all departments. 1,947 r eplies were received and 

the results showed that communication, l eadership, listening, 

decision making and coaching, we~e ranked consistently as the most 

important needed skills for effective management (McQuiqq 

Martinetz 69) . 

New York telephone developed their new training program 
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around these results and applied them from entry level management 

on up by making it mandatory to attend training classes and 

seminars on these skills (70) . 

Many companies fai l to realize that the easiest way to 

determine the needs of the sales force is to a sk them either 

through a questionnaire or some ocher form of communication . 

Following the methods of New Yor k telephone would help get a 

company pointed in the r i ght direction (71) . 

The Need f or Education 211d T~a i ning 

In 1987, the National Alliance of Business issued a report 

that gave valid reasons why the demand for job t r aining is 

increasing and will cont i nue to rise. First, workers will change 

jobs five to six times during their normal work lives. Second, 

twenty to forty percent o f those not working are functionally 

illite rate . Third , a total of 1 .5 mill ion workers are permanent l y 

displ aced each year and will require assistance to reenter the 

workforc e. Fourth, over one-fourth of all dis l ocated workers lack 

a high school education. Finally, by the year 2000, an estimated 

5 t o 15 million manufacturing jobs wi l l r equire different skills 

from tod aY,'S jobs , while an equal number of service jobs will 

become out of date {Bowsher 17) . 

Education and tra ining a~e important to the productivity and 

competitive advantage of c ompan ies . Learning in school and on the 

job are by far the most impor~ant factors behind economic growth 
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and productivity in this century (Wangel 14- 15). 

The content of training reflects an employee's culture. This 

includes the extent to which employees are to be involved in 

decision making and the methods used to maintain a productive. 

informed and satisfied workplace. Most companies emphasize 

traditional management skills in training. Employer sponsored 

courses cover t opics from basic communication and leadership to 

company pol icies and how to conduct a sales meeting (Education 

Beyond School, Report to the Department of Education, 1980). 

In the past few years, two changes ~ave come about in the 

busine ss environment. First, service- based companies are having 

severe problents recruiting. hiring and keeping employees. Poorly 

skilled employees give inferior service , which upsets the customer 

and, if it continues , leads to the dismissal of the employee. At 

this point the employer has to start all over again . Employee 

turnover is expensive and makes good training less affordable 

(Georg e s 41). 

The turnover costs when an employee quit s can be quite high . 

The American Hotel and Motel Association says the average cost of 

replacing an employee is $2,500 . The Journal of Accountancy says 

the most valued employee in its 1992 study was the engineer, whose 

replacement cost was $4,900. Other estimates are considerably 

higher: According to the Harvard Business Review, Merck and Co., 

the cost of empl oyee turnover is 1.5 times an employee' s annual 

salary (Hequet 85). 
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Good skills don't just happen . Companies known for their 

excellence such as Disney, Nordstrom, and Hewlett Packard, work at 

it by training their employees to act and react in certain ways . 

In addition to providing good service, companies like these 

realize that good training is less expensive than high turnover, 

lost customers or bankruptcy (Georges 41). 

Many industries, such as manu£acturing and high-tech 

companies are not experiencing the same recruiting problems due to 

downsizing. "Downsizing is the process of res tructuring a company 

to accommodate fe~er employees" (42) . 

A consequence of this downsizing is that there are less 

managers and supervisors per employee . The result is that more 

employees are having to act as self-managers. More and more the 

individual employee needs humanistic skills to handle his or her 

job. This need to communicate more creates an even bigger problem 

for existing supervisors, because they also need to learn to 

improve humanistic skills, but they have to do so quickly (43). 

Humanistic or "soft.• skills training has risen i n 

s ignificance and are called this because it is difficult to see 

tangible changes in behavior. This type of training builds 

employees' interpersonal skills, including communication , 

listening, problem solving, negotiating, human relations, decision 

making and customer service. These are people skills and 

organizations are realizing that individuals, not technology make 

things happen. Successfully in£luencing other people makes 
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organizations prosper, increases p r oductivity, and helps creace 

long term relationships . However, jus t offering humanistic ski lls 

instruccion is not necessarily good craining . Many managers say 

chey don't see any return on their investment from humanistic 

ski lls training because the resulcs are usuall y vague and rarely 

become on-the-j ob b ehavior s . Even worse i s the fact that the way 

t he skills are taught rarely produces true skill s (41 ) . 

If managers only teach hwnanistic skills to their employees, 

they may build good communicators, but they won't have been taught 

t h e need ed skills t o do the specific job they were hired to do 

(4 2 l . 

The link between skills and opportuni ty for individuals is 

powerful. A person's skills influence lifestyles, the type of work 

a person does, where the work is done , and what a person l earns. 

About half o f the increase in what a person learns throughout 

their career will be determined by learning in school and on the 

job. The other half i s a mix of opportunity, chosen career, 

l ocation and chance. A person with a high level o f skills can 

trade knowledge for location, employer or occupation. However , a 

person without training or education will have fewer choices and 

potential for low earnings (Carneval e: "Learning Enterprise" 28) 

Education is a particularly good investment in high-tech 

industries because it prepares the employee for the highly skilled 

jobs these industries generate . Education produces adaptable 

employees who can cope •...rich rapid change . It a l so i mproves 
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leverage for future learning on the job. College graduates have a 

fifty percent chance o f training on the job over high school 

graduates . If a person has education beyond four years of college, 

he or she has a thirty percent chance f o r getting on the job 

training over college graduates (Ca=evale 28). 

In 1983, a study on employee training in .Z\merica conducted 

by Prentice Hall Publishing and the American Society for Personnel 

Administration found that middle and upper managers received 85 . 5 

percent more training t han other employees. Another study by 

Knowledge Industries , Inc ., foun d that the average price tag for 

the training exceeded $2.2 billion annually (Lee 82) . 

Researchers Olmstead and Galloway set out to determine what 

employees were getting from training programs in return for their 

time and e ffort. They found that the training programs were set up 

to provide, 

l ) Increased knowledge, awareness, and sensitivity to the human 

element in work situations . 

2) Changes in attitudes. 

3) Improved problem solving 

4) Interpersonal skilis (82). 

This research also determined t hat most training programs 

have little effect on the on- the- job performance of employees. 

They also bel ieved that t he programs were only as good as the 

support given by upper management and that without it, training 

programs would likely fail (82) . 
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Jack Zinger, President of Zinger-Miller, Inc. believes the 

way training i s done today should be done away with. During the 

1990 's employers will have to drastically change their training by 

emphasizing additional training, continual retraining and 

relearning s kills for everybody. Of most important to Zinger was 

int erpersonal skills because if people cannot communicate with 

each other, they cannot serve their customers very well (Wangel 

14) . 

Gordan P. Rabey, a management consultant in Wellington, New 

Zealand, has a few problems with the training programs he sees. 

This is because too many programs are known for their total 

failure to produce meaningful results for the companies that use 

them and that most managers are sent to training without really 

knowing why (Gordon 82). 

Rabey suggests that managers ask themselves a few question s. 

For example, what skills or attitudes need the most attention? 

What are their company's expectations of the employee and of 

itself? What type of commitment are you willing t o make to follow-

up activities? If these questions can be answered, then training 

will have a greater impact, but many training courses u se the same 

pattern and achieve very little (82) . 

Many companies invest considerable resources into training 

programs. but most employees do not use the training when they gee 

back to the job. Two main reasons for t .his are ( 1) l ack of follow

up training, and (2) lack of support from upper management (Ramser 
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19) . 

Humanistic skills training is a h it-or- miss proposition, 

especially when subjects like managemenc., leadership, 

inc.erpersonal communication, and problem solving are the focus. In 

most t ra ining, it is a success if twenty percent of the people use 

the techniques they were taught. While t he remaining eighty 

percent might try their new skills a f ew times, they usually 

return to their old habits. Most people won't stay with any skill 

that makes them feel fake (Georges 43). 

Theref o re , continual l y upda ting, retraining, and r ep eating 

important information to current and new employees is neccessary 

to have successful training programs. It is also important to get 

the message across how important these fac t ors are to be 

competitive . 

Trainers are less effective at teaching people skills 

because they are presenting information on a certain behavior 

instead. Knowing bow something is d one or descr ibing the steps 

used to complete a task is not a skill. It i s not what a person 

does but h ow wel l he or she d oes something that determines the 

skill. Instead of teaching, skillful performance trainees are 

taught to gain performance through on-the-job practice . 

Unfortunately, this is the last p lace a person wants t o look 

awkward or incompetent (43) . 

Real s kills training involved knowing what trainees need t o 

accompl ish . At that poinc. the c.r ainee can present the appropriate 



skills and what to do with them. Effective training uses simple 

words, and as few as possible (44) . 

When talking about training and training methods, Walt 
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Disney Co., is recognized as having one of the best r:raining 

programs in the worl d. This has been accomplished by creating an 

in house university to do r:heir training with one main focus: that 

managers should treat employees the same way they would treat a 

customer. Walt Disney once said, "You can dream, create, design 

and build the most wonderful place in the world, but it requires 

people to make that dream a reality." The Disney trainers 

continually train and reinforce the needed skills for better 

performance and assess the skil l levels of employees and base 

additional trainin g on what they find . This is done through 

c onsistent communication at every level of the company. They also 

evaluate their training and make changes when needed (Solomon : 

"How Does Disney Do It " 52,57). 

Disney identifies four key ingredients to keeping customers 

happy: safety, courtesy, show and efficency. By continually 

training employees about these four items Disney has ea_rned the 

recognition as having one of the best training programs wit:h stong 

corporat:e vision (52). 

In o rder to have a good training program like Disney, companies 

must develop job descriptions for all posit:ions. There are three 

good reasons why companies should write job descript:ions for their 

sales force. First:, a job descri pt:ion est:abl ishes a priority for 
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who they should hire, which helps a manager make a clear decision 

on who would be possible candidates for a particular job . Second, 

a good job description sets up a crit:eria or standards for 

success. Job requirements, for example, that only show sales 

figures do not give a new person enough informacion to be able to 

do the job . Thirdly, accurate job descriptions can help determine 

how success traits vary from one job to another. The qualities 

desired in a salesperson will certainly differ from that of a 

recept:ionisc and the differences should be noted so in the future 

the right person can be selected for each job ("Creating Job 

Descriptions" ) . 

Accurate job descriptions may also help hire the right people 

and reduce turnover since the skills described are really required 

to get the job done. For example, Florida Power Corp. found that 

electrical line workers were turning over at a rate of 48.5 

percent per year. They determined that employees were hired based 

mostly on their performance on a written test that were not 

accurately determining one's skills (Hequet 85). 

The trainers went: to line management and asked what ne•.v workers 

really needed to be able to do an effective job. Management listed 

118 skills and then narrowed that lis t t o twelve key functions . 

The results were a performance based hiring test in which job 

applicants firsc receive some instruction in each of the twel ve 

skills, then were a sked to dernonstrat:e them. Two years later, 

turnover in the l ine depart:rnent dropped to nine percent (85) . 
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Problems Trai ning Salespeopl e in t:he o,...; nt i no Ind ustry 

There are a number of reasons why n ewly hir ed salespersons 

in the printing industry f ail to receiv e enough, if any, t raining. 

First, the maj ori ty of printing companies are s mal l i n s ize making 

it difficult to have any type of structured t rain i n g programs . 

Second, training requir es t:ime and money , which can slow down 

p roductivit:y that. many managers do not want t o s acrifice. Third, 

many managers do not have the experti se in training to be able t o 

s e t up any kind o f training procedures. This is because often 

times managers were previously craftsmen in this fiel d and did not 

necessarily have any business e..'Cperience. Fourth, with changing 

technology it is becoming increasingly difficul t to c.each p eople 

without having t o alter certain parts o ft.he training more often. 

This requires managers t o stay on top o f the latest trends and t o 

revamp any existin g programs to meet t h e change in t echnology and 

in the type of business they are in (Workman). 

Trainina Methods in the Print ina Industrv 

Many people in the printing industry have differing opinions 

about how c.o t..rain and retrain new and current employees. Torn 

Feder, a manager for over DNenty years a t Corley Printing Company , 

fee l s t hat the print ing industry is too d i ver se to say that there 

is any one best way to t rain new sal espersonnel. This i s because 

each printing c ompany has such a wi de rang e of equipment and 

foc uses on such dif f erent. types of princ.ing, that e ach k i n d 
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requires several different. types of training (Personal interview). 

However, Feder believes that a great place to st.art to train 

someone is t o have the new person learn the job of an estimator. 

The role of the escimac.or is co determine the cost. of a particul ar 

j ob based on the company's current costs for materials. l abor, and 

what machines t.he job would run on. This job is very import.ant to 

the livelihood of the company, because, if cost s are estimated too 

high, too many potential or existing customers could be lost. On 

the other hand, if the estimated figures are lower than actual 

rates, the more work the company may get, but also the more money 

that will be lost. Feder feels , 

The estimator's job is a good one to st.art with because 
it will help a new person learn what the main type of 
work t h e company focuses on, the type of equipment t he 
company has, and how it is used and when it is used . 
(Personal interview) 

After teaching the role of the estimator, Feder recommends 

training the newly hired salesperson in handling the company's 

house accounts. These are accounts such as the printing of in-

house i te.tns as time cards, job tickets, and the Chris trnas calendar 

that is given away as gifts. This experience gives the new person 

the chance to learn who they will deal with in the production 

department (Personal interview). 

Because many printing companies are smaller in size, oft.en 

times they rely on the buddy s ystem to train new people . In this 

case, a new hire fo l lows a current and experienced employee 

throughout the day in order to gee. exposure t o tbe daily job 
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responsibilities. This method of training, however, does have its 

disadvantages. First , it slows down the producr.ivity of the 

experience salesperson to sell or take care of customers . Second, 

i f the experienced salesperson is not educated in how t o train, 

the new hire may not learn as much or quickly as he/ she could 

under a knowledgeable trainer. Third, if the trainer doesn't have 

enough experience at the job they are training, r.hey will not be 

able to teach all aspects of the j ob to the trainee. Fourth, this 

type o f training doesn't allow the trainee to learn at their own 

pace because they are at the mercy of the salesperson who is 

trying to get their work done as well as train someone (Personal 

interview) . 

John Santoro, a former teacher, and now the sales manager 

f or Consolidated Press in Elk Grove, Illinois, has written his own 

training program for his twenty-one and growing sales staff . The 

first part of his program is called Sales Communication-Company 

Responsibilities. This is for new hires and trainees in the sales 

department. The seven main points covered in the ori e n tation 

include : 

1) Review job description. 

2) Mutually establish performance objective and review dates. 

3) Explain benefits and when and how the company pays . 

4) Become familiar with their individual goals and interests. 

5 ) Provide proper training and once again, let them know what: 

is e..xpected of them. 



6) Review all company directives and their application and 

interpretation to sales. 

7) Make them accountable aaily (Interview). 

These main items are designed to not only guide the newly 
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hired sales staff, but to give them clear-cut goals , skills , and 

lets them know what is expected from upper management . 

Another main section in Santoro 's training program includes 

what he calls a Sales Success Model. The three areas of 

i mportance are: l. comprehensive product knowledge which includes 

what business the company focuses on, the competition, benefits 

verses features, the global marketplace, and unique solutions. 2. 

techni cal selling skills such as planning, organizing, targeting, 

prospecting, identifying customer needs, listening ski l is, 

resolving concerns, objections, gaining commitment and follow-up 

after the sale. 3. personal management skills, including 

instilling a positive mental attitude, self confidence , self 

esteem, honesty, enthusiasm, clear goals and a commitment to the 

job; time management, teamwork, and determination (Interview) . 

The third section of Santoro's training program covers the 

difference between a simple sale and professional selling. This is 

called Professional Se lling: Steps of t h e Sale. These steps 

include: 

SECURE INFORMATION 

1) Precall planning 

2) Targeting and prospectL~g 
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3) Qual ifying and approaching 

4) Asking questions 

5) Listening 

6) Identifying problems and intensifying needs 

GIVE INFORMATION 

1) Communicating 

2) Presenting solut-ions 

3) Overcoming objections 

4) Res olving concerns 

GAIN COMMITMENT 

1) Advancing the sal e 

2) Follow- up and implementation 

Santoro also tape records his sal espeople on the phone as 

well as assists them on face to face visits with potential 

customers in order to give feedback more accurately. All of these 

points help newly hired people at Consolidated Press l earn more 

quickly, efficiently, and lets arnployees know what is expected of 

them ( Int erview) . 

Ed Sondker, president of Color Dot Graphics, feels that one 

drawback the printing industry faces is that there are no special 

training courses available that cover all aspects oft.he printing 

process from the salesperson's perspective. Since many printing 

companies are very specialized, often a new salesperson has not 

had the experience in chat particular t:ype of printing that they 

are required to sell . Therefore, Sondker believes t.hat the best. 
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way t o train sales peop le i s on the job where t hey can learn 

firsthand about the kind of work the company does . The 

salespeople at Color Dot a r e asked to spend sometime each day a t 

various stages in the plant to l earn the equipment and get to know 

those who produce the products they provide . According t o Sondker, 

an advantage to t~:s type of training is that t he new 
person gets hands on training about the work we do, 
rather than r eading books or taking classes .... However. 
on the job training takes time to l earn and can be 
d isruptive for those who are trying to be productive ... 
But I wouldn't make any changes t o the way we train our 
salespeople, because the way we do things around here 
cannot be taught in the c l assroom. (Interview) 

Sondker further bel ieves that some kind of written guideline 

could prove helpful in teaching all aspects o f a job, as long as 

it is tied into that particular company's type of business and i s 

done by someone within the company that has experience in that 

job . 

Others in the printing indust::y disagree with Sondker . Ann 

Caro l Yoho of Bonura Training systems, says , "Many printing 

companies idea o f trai ning is to send a new salesperson o ut on 

sales calls with an experiE:nced salesperson ." She maintai ns that, 

"Ofc.en times t.his occurs without knowiJ1g just h ow much the 

experienced person knows or i f they will even teach the new person 

anything" (Interview). This met~od of t eaching is not very 

effective and the r esul ts are o f ten less than what can be expected 

from other methods. 

Yoho i ndicates that before any company can develop a c.raining 

program, a lot of questions need to be answered. For example , how 
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is the company niched in the industry? How experi enced are our 

salespeople? What criteria do we have in looking for a salesperson 

and what skills do they need to be successful? Are there any 

issues in the company and the industry that we should be aware of? 

Do our existing salespeople have any objections or i nput that 

might help in selecting and hiring che right person for the job ? 

Answering these questions will help get a company started on che 

right track towards developing a training program for it's sales 

force (Interview). 

The best way to answer these quescions is for management to 

look within the company for the answers . Classifying all existing 

customers will help a company get an idea about what industries 

they are strong and weak in and keeping open communication between 

management and its salespeople will aid in determining both the 

niche and needs of their salespeople. 

As an expert in training salespeople in the printing 

induscry exclusively, and an author of several books on 

professional selling with over thirty years of e.xperience in 

graphic arts, Doug Wyman, President of Sales Directors, 

Incorporated, has developed numerous traini ng programs for 

printing companies that previously didn"t have any formalized 

training. Wyman states that, 

only two percent of printing companies have any type 
of full blown training program that include a mission 
statement, orientation, follow-up and a mapped cue 
system for success. Instead, they hire experts to aid 
in the development and i rnpl emem:acion of their training 
programs. ( Interview) 



Many of these companies are considered among the largest 

companies in the industry and may even have their own in-house 

training departments. These few printing companies have strict 

orientation and training programs for all new employees to go 

through . The topics covered may range from the kind of work that 

the company specializes in, who that person is t o report to, what 

their daily responsibilities are, and ideas on how to sell the 

company's servi ces . Some feel t hat onl y the larger sized printing 

companies can afford to have these kind of programs or to have 

training departments at all (Inter view) . 
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Wyman states t.-iat another eight percent of all printing 

companies have only a small form of training in which salespeople 

are sent to training seminars, programs or classes offered by the 

likes of Printing Industries of America, the Graphic Arts 

Foundation, National Association of Printers and Lithographers, 

Master Printers of America, and Dale Carnegie (Interview). 

Otherwise, these employees receive no additional training. 

This leaves the ra<naining ninety percent of print ing companies 

having no type of formal training programs for their salespeople . 

Wyman feels that training programs are necessary because they help 

companies determine what skills they require in an effective 

salesperson. Training also reduces the wasted time a salesperson 

may spend crying to figure out whac they are supposed to be doing 

(Interview) . 
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conclusions of Research 

Research has concluded that of the cypes o f training used by 

che printing indus try, on the job training is most conducive to the 

intricacies that makes each company dif£erent from one another . 

E..xperts have indicated that ninety percent 0£ printing companies 

have no formal training for their sales staff and because of this, 

many are not getting the full sales potential from their sales 

force . Therefore, it has been determined that for the following 

reasons, a training manual should be developed for printing 

companies to train their salespeople. 

1 ) Training programs reduce employee turnover and the amount of 

time it takes to train . 

2) Training gives a new salesperson the specific ski l ls required 

and desired by management . 

3) An estimated ninety percent of printing companies currently do 

not have any kind of training programs for their sales 

personnel. This results in many companies not getting t he most 

out of their sales force . 

These i ssues along with increased competition and changing 

technology are pushing printing companies into having to train, 

maintain, and continually update new and current salespeople on new 

technology, and on sharpening their sales skills to remain 

competitive. 

A training manual will be developed to aid in the t raining of 

new sales personnel in t h e printing industry . This manual will help 



printing companies develop the basic framework necessary to 

implement a t~aining program for salespeople. 

However, since no two printing companies are exactly a l ike 

this manual will not attempt to cover all aspects of a printing 

salesperson's job. Instead, it wil l prompt sales managers co 

develop a training manual t hat fits their company's needs by 

"fil ling in the blanks." 
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Materials 

Chapter III 

METHODS AND EVALUATION 

The reference manual (Appendix A) provides Sales Manager's 

with a guide to develop training programs to train their 

salespeople. It consists of six main parts that include; 

orientation, printing basics, company niche, job responsibiliti es, 

selling techniques, and follow-up. 

The first section, Orientation, takes approximately four 

ours to complete. During this time the Sales Manager initiates the 

salesperson into all aspects of the company. This includes 

getting the new hire settled in his/her office, filling out the 

necessary identification forms, learning about the various 

internal rules, a tour of the entire facility, and, depending on 

the size of the company, a personal introduction . 

The second section is titled Printing Basics . This section 

can last for various amounts of time depending on the background 

of the salesperson. Obviously, the more experience a salesperson 

has, the less time that is needed to teach this section. The 

various aspects of what goes into the main printing p r ocesses, 

including various binding methods, major equipment, and various 

digital publishing software that is relevant in the printing 
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industry should all be covered while teaching this section . 

However, it should be approached £ram a basics point of view to 

give the new hire a solid :oundation . 
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The next section i s labeled Company Niche. In this segment 

the new hire is taught in-depth about what kind of work fits the 

company's equipment and the major industries with which they do 

business. This section is meant to teach a salesperson the kind of 

work to look for in a potential customer and what quotes will not 

Eit the company's plant and equipment. 

The fourth section covers all aspects of the salesperson's 

job responsibilities at the company. This is the most extensive of 

the training one will receive. During this stage, the new employee 

will be taught how to write the specifications of a quote, learn 

h ow to estimate the basic costs of a job, fill out a job order, 

write job assemblies, bindery assemblies, shipping instructions, 

check c u stomer credit ratings, and invoice orders among other 

necessary responsibilities. 

The fifth section covers some basic selling techniques, but 

first the Sales Manager consults the current sales force and 

determines the selling style the company u ses. This selling style 

will vary depending on company size, organizational structure, and 

market niche. This style may vary from t elephone solicitation. 

with leads generated from refer=als, to those who travel a great 

deal and meet customers face to face . Determining the selling 
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sc.yle will . enable the Sales Manager to form a sell ing guideline 

for new hires to foll ow, some organization tips and how to follow 

up on leads . 

The fina l section is cal led Fol low-up. This is important 

because c.he new employees' progress must be reviewed in o rder for 

the manager to determine how wel l the employee is doing. There 

should be some preset criteria by the manager s o the salesperson 

can be evaluated correct l y and fairly. The goals that were set 

during the initial t raining are reviewed, and it is recommended 

that the review process take place after two weeks, one month, two 

months, and every six months thereafter. 

Subiects 

The two evaluators of the training manual were contacted in 

person and were asked to participate in the evaluac.ion of the 

manual because of their knowledge and experience in the printing 

industry, particularly in the Sales Manager' s role. 

Richard Niewal d was asked to participate in the eval uation 

of the reference manual because of his experience in the Princ.ing 

Industry. Niewal d has a Master's degree of Business 

Administration from the Olin Business School at Washington 

University in Sc.. Loui s, Missouri. During his cwenc.y years of 

experience i n the Industry, he has held various positions 

including, Estimac.or, Supervisor of Esc.imac.ing, Vice - Presidenc. 
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Marketing, Vice-Pr esident - Information Sys tems, and Vice-

President - Operations . Since then, Niewald has joined Corlev 

Printing Company as Assistant to the President, and Sales Manager. 

He has had extensive experience training and managing salespeople. 

Ed Sondker has worked in the printing industry for over 

thirty-one years in several different capacities. After graduating 

from Ranken Technica l School , h e worked for many St . Louis based 

printing companies such as Color Associates, Williams Printing 

Company, and West Graphics. His main responsi bilities included a 

prepress page stripper and Dot Etcher. Sondker was promoted into a 

sales position and worked both i n the Prepress area and as a Sales 

Represent ative. Eventually, Sondker became Vice- President of 

Calorific Litho in St. Louis where he managed the sales staff as 

we ll as continued to sell . In 1989, he started Color Dot Graphics, 

Inc . in Maryland Heights, Missouri where he is currently part 

owner and Sal es Manager. He manages all training and updating of 

the sales staff, as well as o ther managerial and ownership duties. 

Instrument 

The instrument (Appendix B) used to evaluate the manual was 

a self- des igned questionnaire which consisted of five questions. 

The questions were designed to determine if the plan covered all 

aspects of a salespe~son's job, was flexible enough to adapt t o 

various kinds of printing companies, and would actually aid Sales 
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Managers in developing their own crai n i ng program . 

The evaluators were instructed to answer che first four 

questions by circ ling the accurate rank of one to five, with one 

being the l owest and five t h e highest. An area for the evaluators ' 

comments was left afc.er each quesc.ion. The final quesc.i on was 

meant to give the eval uators the chance t o make overall 

suggestions for i mprovement to t he manual. 

Procedure 

Each s ubject was contacted by phone or in person and the 

training manual was explained . Each evaluator was personally 

handed a cover l etter(Appendix C) ,, an outli ne of c.he manual, the 

manual itself, and a questionnaire . The evaluato r s were given two 

weeks to read the manual, answer al l questions and then rec.urn the 

questionnaire either via certified mail or returned personally. 

Once the manual and questionnaire were returned, a bri ef 

interview was arranged with each evaluator to gain a better 

understanding of his though ts, ideas, and recommendations t o help 

Sales Managers develop cheir own reference manual . 



Chapter IV 

RESULTS 

The two experts in the printing industry thac were asked to 

evaluate the Sales Manager's reference guide were sent a 

questionnaire to till out. The questionnaire contained four 

questions which they were instructed to answer by circling the 

accurate rank of one to five, with one representing "not good at 

all", and five representing "e.xcellent . " A final question was 

added so the evaluators could. include any comment s they felt were 

necessary. 

The first question asked the evaluators how they would rate 

the ability of the manual t o help a Sales Manager develop a 

training program for salespeople in the printing industry. Both 

evaluators rated this question a f our . The responses for the first 

question were as follows: 

The material is mostly general, but comprehensive. 

The manual addresses the obvious but impor-1:ant issues which 

should be incorporated int o a training program. 

Many times Sales Managers focus on certain details and 

neglect the obvious topics t hat should be covered . 

The examples given for certain topics were very good and 

appropriately rationalized. Obviously, each company has its 

own specific policy regarding the topics you have outlined, 
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but the important point is that a policy needs to exis t for 

these issues and it needs to be communicated to the 

eniployee. 

The sales manager should spend more time with the trainee on 

sales calls. The trainee should a lso spend time working in 

each department of the plant. 

I think most questions a salesperson would have are touched 

upon. 

The second question asked how the evaluators would rate the 

order of the six major sections in the manual based upon the table 

of contents. One evaluator rated this question a four and the 

other a five. Their reasons for these ratings were as fol l ows . 

Parts Two and Three should be switched because it would be 

better to teach the company's policies and then the 

company's niche before the general printing process. This 

will allow for a better flow from what the company's rules 

to what the company's niche is. 

The sequence of events are presen ted in a logical structure 

and well organized. 

The outline was excellent and could be used as a guideline 

for developing a customized program. 

All the important topics are itemized in a rationa l and 

sequential manner, whereas one has to just insert the 

appropriate l anguage for each topic . 



48 

In "Part IV: Your Job," a list: of responsibilities is 

presented. I would suggest that a written job description 

containing these responsibilit:ies be presented dur ing the 

o rientation pe~iod in Part One . This will provide employees 

with the obvious expectations and goals to be achieved 

through the training period. I would also review the job 

description wit:h the employee on a periodic basis. 

I think your outline was logical and well organized . 

The third question asks f or the evaluators to rate the 

overall accuracy of the information in the manual. One evaluator 

gave an rating of three and the o t her a five. According t o 

evaluator one: 

The only reason I would rate this question a three is 

because each company in the real world has it's own set of 

overall rules and procedures and the one used in the manual 

is fictitious. 

The fourth question asked the evaluators to rate the format 

of the manual. One e valuator rated this question a five, while the 

other answered with a four . An explanation follows : 

Overall the forma t of t he manual is very g ood . The 

presentation follows the outline and is not too technical or 

difficult to follow. 

I would add a sample checklist 0£ topics which corresponds 

with your outline . This is a management t ool to insure that 
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all topics have been reviewed . 

I woul d suggest including s ome sampl e forms f o r such areas 

as customer profiles and customer surveys. 

I would include a table summarizing the capabilities of the 

organization at the end of Part II. 

Overall you have a very g ood plan and itinerary for training 

new employees in the Pr int Industry. 

The fifth and final que stion asked the evaluators to list 

any improvements they would make to the manual to help a Sales 

Manager put together his / her own reference manual: 

Incl ude sample forms as an aid to implementing a training 

program. Many times when a program i s conceptualized and 

executed, it starts with the use of something that is 

already in existence and then modified with experience . 

Sample forms that include t h e basic types of information 

would be he l pful and useful . 

Include checklists to monitor certain milestones and insur e 

that nothing has been overl ooked. You may want to c onsider a 

checklist for each, the manager and che empl oyee. 

Include some sample illustrations or diagrams to d emonstrat.e 

a particular concept. 

Include a basic l ist of cerrns unique to the industry. There 

is a basic set of nomencl a t ure which needs to be understood 

in order f o r one to communicate effectively with their 



customer and the production personnel. 

Keep in mind the trainees perspective when writing this 

manual. Also view the training with the company philosophy 

in mind. 
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The timing of the reviews scheduled in Part VI are probably 

too ambitious and optimistic. During the first few days or 

weeks of employment, there is normally a considerable amount 

o f interaction with the new employee. This usually provides 

frequent and ample opportunity to evaluate the progress of 

the trainee on an informal basis. I would suggest the first 

review occur after one month instead of two weeks . 

Subsequent reviews should be s c heduled at two months, three 

months, and six months, with normally scheduled (company 

policy) reviews thereafter. 

A new employee's first day on the job is usually 

overwhelming, when they are exposed to a large volume of 

information and paperwork during their orientation. I would 

suggest that a second half day be given to review the 

orientation material which was present ed initially. This 

will eliminate some confusion and help clarify the company's 

policies, procedures, and operating philosophy to the new 

employee . 

GivL~g the trainee a plant tour and intro ducing them to 

other people in the organization on the first day is an 
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excellent idea. I woul d also suggest, though, that this be 

repeated on subsequent days for the first week. This will 

help the new employee to rapidly d evelop some familiarity 

with the plan layouc and expedite interactions with other 

personnel. 

You have suggested that the trainee spend time with various 

d epartment heads to learn more about the various departments 

and their operations. I agree, but would take this step 

further in some cases. When it is feasible, I would arrange 

for the trainee co physically work in t h e department for a 

short period of time. There is no better way to learn than 

by doing. This will help them develop a better understanding 

o f the various processes as well as develop an appreciation 

for the effort s of others. Experience is a great teacher. 

I would also consider s e nding the trainee to appropriate 

classes offered by G.11.F or RIT. This would be offered during 

the latter stages of the training period, after the trainee 

has demonstrated sufficient knowledge of the company's 

operations. 

It is important to educate the trainee about the p roduces 

and services offered by the company . I feel it is equally 

important that an empl oyee know about produces and services 

which are not offered, but are offered by the competition . 

This will help one to better understand the company's niche, 
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recognize threats to that niche, and possibly identify some 

opportunities as well. 

In the printing indusc:ry, it is not possible to provide for 

every service internally. However, there are many services 

that are provided by outside suppliers. It is important that 

the trainee have a thorough understanding of the services 

that are o ffered by these external sources. A certain amount 

of training time should be dedicated to the services offered 

by subcontractors. 

I think it should be stressed that every piece of knowledge 

about customers and competitors alike is invaluable. This 

information needs to be communicated and shared with others 

in the organization . I have seen, too many t imes , an 

individual withhold key pieces of information (not 

incentionally) about an organization that at the time was 

not: considered important . Had this information been know to 

the proper people, the successful outcome of certain bids 

and proposals would have been enhanced. Therefore, t:his 

message needs to be communicated to the new employee . 



Summary 

Chapter V 

DISCUSSION 

The information received from the evaluators as stated in 

the previous chapter indicates that the Reference manual will more 

t .han adequately provide guidance for Managers to produce training 

programs for its salespeople. 

Overall, the evaluators felt that t he manual was excellent. 

Besides minor alterations involving the amount of time expected to 

complete parts one and four, the major issues that a new employee 

must know to do his/her job wer e included. The evaluators felt the 

examples given were v e ry good and appropriately rationalized . It 

was also suggested thac the content of the manual was very 

comprehensive and not too technical or difficult to follow. 

Based on the evaluations, the manual was adjusted according 

to the following comment s that were made. The second question 

asked how the evaluators would rate the order of the six main 

sections as based on the table of contents. One response was to 

switch around sections two and three. It has been decided though , 

that a trainee would have a tougher time learning the company ' s 

niche if they don't know what the different k i nds of print 

production were available. Therefore, these seccions were not 
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changed. 

It was also mentioned that the written job description from 

section four could also be presented in the orientacion period of 

section one. However, this was not changed because chere is 

already t oo much information for the trainee to take in and 

understand . Besides, the new salesperson probably has a fairly 

good idea of why they were hired in the first place . 

The fifth and final question asked the evaluators to list 

any improvements they would make to the Manual . It was suggested 

that a checklist be included at the end of each chapter. This was 

changed to r eflect the out line at the front of the manual and was 

added after each chapter so that no topics were missed. 

one evaluator s uggested that sample diagrams a n d forms be 

added to aid in the comprehension of t he information in the 

Manual. This was not added because as noted in part four, two of 

the recommended readings are the Pocket Pal and The Li thographer's 

Manual. Both of these books give detailed diagrams for all aspects 

of the printing process. These publications are included as part 

of the training so it can supplement the training Manual and are 

not me ant to replace it . 

Another eval uator felt the amount of time given to learn the 

f i rst section was nae long enough given the amount of information 

they must learn. Therefore, it was suggest ed chat the new employee 

be given an additional day to review the orientation material. 

This time was also added to eliminate any confusion the new 



employee might have and clarify the company's policies, 

p roc e dures, and operating philosophy . 
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The fifth quescion also prompted one evaluator to sugges t 

actually having the new employee physically work in e ach 

department for a short period of time. This has been included to 

help them devel op a better understanding o f the various processes 

as well as an appreciation for t h e effor t s of o t hers. 

Sales Managers often wonder why their company has high 

turnover, it takes longer for new employees to learn their 

position, and why more mistakes happen. Research indicates that 

only ten percent of all printing companies have any kind of 

formalized training programs for their sales f orce. Research also 

shows that Sales Managers feel that there is more than one way to 

train someone . This manual will solve these major problems 

printing companies face t oday because it gives t he Sales Manager 

the main items to focus on when t r aining new salespeople. This 

manual eliminates that overwhelming feeling that Sales Managers 

face when undertaking the process of building a training program. 

This i s because it takes the guess work out of determining the 

areas that need to be covered. Therefore , a new employee learns 

exactly what they need to be successf u l. Also, p r ogress can be 

tracked and problem areas discovered, by going over each of the 

main sections of the manual. For the Manual to be developed, t he 

Sales Manager needs to "fill in the blanks" in each of the major 

sections indicated in the manual that pertain co their company. 
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This manual makes t.he Sales Manager's job easier and it helps new 

employees learn more. The manual also helps reduce the amount of 

time it takes to learn and increases a new employee ' s chance of 

becoming successful . Because of these reasons, there is a greater 

chance that a company may want to go ahead and produce this manual 

to give to their new salespeople. 

Limitations 

There are some limitations to consider when evaluating this 

manual. First, t.he number of evaluators involved in reviewing this 

manual was very small in relation tot.he number of potential 

evaluators t.hat may have bee..D used. Therefore, valuable feedback 

that could have been received from other evaluators might have 

been missed. This additional information could have effected t.he 

alterations that might make this manual a better training tool . 

Secondly, if the questionnaire was longer, more feedback might 

have been received. 

Suaaestions for Future Research 

It is recommended that the following suggestions be followed 

for future research on t.his t opic . First, include several more 

evaluators than t he two that were used for this study . Since this 

manual should be adaptable to all kinds of printi ng companies, 

perhaps selecting evaluators from different sizes, locations in 

the country, and more types would give more insight to the ability 
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of t his manual . Second, lengt:.hening the questior.naire might 

provide additional feedback. 
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Part I 

ORIENTATION 

Before offering a copy of the reference manual, the Sales 

Manager should: 

1. Inform all employees that a new person has been hired , 

why t:hey were hired, and when they will start. 

2. Have the new employee's office ready wit:h supplies, a 

computer, or anything else required to do the job. 

3. Greet them at the door, warmly, when they arrive the 

first day. 

4. Extend common business courtesies such as incroductions, 

coffee, and the like. 

5. Assist the employee with the necessary new employment 

paper work. 

6. Offer them a copy of the manual and allow sufficient 

t i me to read it a section at a t:ime . 

7 . Allow sufficient time for questions/discussions before 

proceeding. 
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We1 come 

The first page of section one will begin with a brief letter 

welcoming the new person. This letter is usually written by t he 

President of the company . An example to follow is shown below. 

Welcome to Alpha International . . . 

It's my pleasure to welcome you to our staff , and wish you 

success in your new job. 

Your position with us, no matter what it is, is important or 

we wouldn't have asked you to f i ll it . We believe Alpha 

International is a leader in the industry because of teamwork, 

cooperation, and the service we provide our customers . You need t o 

understand these points in order f or us to continue being 

successful. 

This manual is prepared to help make you aware of what to 

expect from the company, and in turn, what the company wil l expect 

of you. It is not meant to cover everything in detail, so if you 

have questions or need clarification on anything, please ask. 

Again, welcome. We are glad you are here and part of our t eam. 

Sincerely, 

J.D. Smith, Jr. 

President 
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This page should state the purpose of the manual and why it is 

needed. A disclaimer about making changes without prior notice 

should be included. Listed below is an example. 

Purpose of this Manual 

This manual is meant to ease your transition into this new 

position with our company and to speed up your l earning process. 

However, this manual does not intend to cover every aspect of your 

employment. If there is any subject or area that you have questions, 

please do not hesitate to contact your supervisor. 

The contents of this manual are presented as information only. 

This information. policies, and benefits described are reviewed from 

time to time and may be revised or changed wic.hout prior notice. 

Some of the items mentioned in this manual are in abbreviated 

form and are drawn from detailed documents (insurance coverage, for 

example). Questions should be referred to your supervisor or 

manager, who will direct you to the proper source. 

This section should give a background of your company, how and 

when it was formed, and what it is doing to survive. If there are 

any future plans, these also can be listed briefly. 

introduction is shown below. 

About Alpha International 

A sample 

Since you are now part of the team, it will be helpful for you 

to know a little bit about where we came from. what we are and where 

we are going. The following wi ll help you get t o know us better. 
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Hisr.ory 

Alpha Internar.ional began in 1979, and has been satisfying our 

customers with quality printed material e v er since. For the first 

ten years of business we manufactured only Four-color magazines on 

one heat set web press. During this time most of our work was coming 

from marketing and design firms. 

In 1989 , the company shifted focus to include a complete 

digital prepress department that specializes in converting digital 

files to plate-ready film. Our company was one of the first to 

provide this beneficial service. Not only have we streamlined our 

internal p l ant operation, but we have also gained market share and 

additional revenue from other printing companies who have used our 

prepress services. 

This page should discuss where the company is today and me."ltion 

briefly the company niche markets. Include with this a list of major 

industries and major customers. For example, 

Today 

We are a full service provider, and always seek work that 

utilizes our equipmenr. and skills. We have a compler.e digital 

infrastructure, a small conventional litho prep department, three 

heat set web presses, complete bindery services, and shipping and 

mailing services. 

Productwise, our main specialty includes four color magazines, 

directories, brochures, training and computer manuals and the like. 

We utilize our equipmen~ for high run, medium page counr. 
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publications. Our prepress department converts digital data from 

various forms of disk media, modern, and through our on-line web site 

on the Internet. 

Our customers fa l l in several broad categories, including 

automotive, computer, parts manufacturers, directory publishers, and 

other printing companies. Our customer base is in excess of eighty-

five throughout the country. We are currently listed in the Printing 

Impressions Industry 500. 

In this section, the company's Operating Philosophies should 

be stated in succinct, bullet-point stateme.~~s so they stand out and 

can be read easily. If your company has not determined its reason 

for being in business, now it should be done. The sample company's 

Philosophy is shown below as an example. 

Ooeratina Philosophy 

Alpha International Company believes that if we don't take 

care of the customer, someone else will. And to take that a step 

further, if we don't maintain a satisfied customer, we won't be in 

business for very long . Therefore, we have determined the four rules 

by which we operate our business. 

1 . we will get to know our customers business and their 

needs so we will be better able to serve them. We will 

only be as successful as our customers are. 

2. Our product is of high quality, and we stand behind it. 

We display national awards to back this up. 

3. We excel by providing excellent attention to detail and 



66 

outstanding service. 

4. We are aware of che rapid changes occurring in the 

graphics industry and will be poised to adj ust with the 

industry and exisc for a long time. 

The next several sections are meant to layout the company 

policies and procedures for all office employees . This is broken-

down into six subsections . For example, 

Time. Duties. Pav 

Working Hours 

All full-time employees will work 8 hours per day, 5 days per 

week, £or 40 hours per week. The company's normal business week is 

Monday through Friday, 8:00 a.m. to 5:00 p.m. with an unpaid one 

hour lunch break. 

Work Presence 

In order to properly plan and carry out our work, we must 

count on your regular and prompt attendance. You should be at work 

by your established starting time (8:00 a.m.) and prepared to work. 

When you can't report to work because of illness or other 

reasons, it is your responsibility to call your supervisor as early 

as possible before your starting time. If your supervisor is 

unavailable, leave a message with the Sales Manager, or the 

receptionist. 

Previous permission from your supervisor is required for 

absence from work for personal r e asons. 

Tardiness of a few minutes does not require a call in . 
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However, if you anticipate a delay of 30 minutes or more, call your 

supervisor. 

Payroll 

Each Friday you are paid for work completed by the previous 

Saturday. Your check will include deductions and pay information for 

that period. It is recommended that. the stub be kept. for tax 

purposes. 

If payday f alls on a holiday, you will be paid the day before. 

If you will be on vacation for a week or longer , you may request for 

advance payment. through your supervisor. 

Pay Rates and Reviews 

Alpha International Company periodical l y reviews overal l pay 

rates internally and externally to try and maintain a competitive 

pay scale for our employees. This usually occurs twice a year, at 

the start of our fiscal calendar on J anuary 1, and at the midpoint 

of July 1. 

For new empl oyees, a performance review will be given at three 

weeks , six weeks, t hree months and every six months thereaf ter. 

Overtime 

All full - t ime employees will not be paid for work over 40 

hours per week . 

In the next section, cover those areas t hat you may forget to 

mention s uch as personal phone call rules, persona l mail being sent 

to work, the company policy on visitors, and complaint procedures 

and rules about company property. 
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Personal Items 

Any personal items which you bring to work are brought at your 

own risk. The company will not be responsible for any loss , 

breakage, or the£t. 

Personal Mail and Telephone Calls 

The handling of personal mail is not a company responsibility . 

Should mail specifically addressed to an employe e be received, it 

will be directed to the employee. However, since is it often 

difficult to discinguish personal from business mail, the company 

reserves the right to open all mail received. The company will not 

assume a ny responsibility for the contents of personal ma il. 

The telephone syscem is maintained for company busines s 

purposes , not for persona l use . The pay phones in the lunc hroom may 

be used for personal calls during non-working times. Please advis e 

anyone who may b e inclined to c a ll you during work to do so onl y 

when necessary. 

Vi s i tors 

Visitors are not allowed in the plant without prior approval 

from management . All v isitors are to enter through the front door 

and lobby. No one who is not an employee of the company is to ente r 

through any of the back doors e xcept drivers involved in delivery 

and pick up. 

Complaint Procedures 

Alpha International Company has what we consider an open door 

policy. You should feel f ree to t a lk to your immediate supervisor at 



69 

any time. At that time, your supervisor can either help solve the 

problem or direci: you to someone who can. If you feel it i s 

inappropriate to deal with your supervisor or if you £eel your 

complaint has not been resolved, you should then seek an appoinonent 

with your department manager. 

If your complaint is st.ill noi: resolved, arrange an 

appointment through your department manager to deal with the chief 

executive of the company . 

Company Prooerty 

Materials used at work, found in the supply room, or given to 

you to use at work, including motor vehicles are for use by 

authorized personnel only unless you have been g i ven specific 

permiss ion. Failure to follow these rules or the carrying of 

unauthorized passengers , will result in disciplinary action . 

The following section should include detailed items about 

compl aint procedures and much of the legal information regarding 

harassment, discrimination, drugs and a l cohol , testing, 

rehabilitation and substance abuse assistance. Talk this section 

over with your Human Resource Manager and/or l egal counsel for 

proper wording of t hese delicate subjects . One example is shown 

here . 

Harassment 

ABC Print ing Company does not. tolerate harassment. of our 

employees or customers. Any f orm of harassment related to an 

employee's race, color, sex, religion, national origin, age , 
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citizenship status, or handicap is a violation of this policy and 

will be treated as a disciplinary matter . For these purposes, the 

term harassment includes, but is not l imited to slurs, j okes, other 

verbal graphic, or physical conduct relating to an individual's 

race, color, sex, religi on, national origin, age, citizenship 

status, or handicap . Harassment also incl udes sexual advances, 

requests for sexual favors and other verbal, graphic, or physical 

conduct of a sexual nature. 

If you feel that you are being harassed by another employee 

based on the ite.'115 mentioned above, you should at once m~ke your 

fee lings known to your immediate supervisor. The matter will be 

investigated, and where appropriate, disciplinary action taken. If 

you are not satisfied with the way your report was handled, arrange 

for a conference with President. 

The next major group within part one should be titled 

Benefits. This group should list all insurance programs available, 

profi t sharing, or 401k plans the company has to offel':". This 

information can also be obtained from your Human Resource Manager 

and any questions should be directed to that person. It is not 

meant to cover all aspects of the bene fits the company provides , but 

mainly mention those items that will be offered t o the employee . 

Here are some examples: 

Benefits 

Life Insurance 

Each employee is provided basic group life insurance and 
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accidental death and dismemberment insurance, good whether on proof 

the job. 

Medical Benefits 

Costs such as physic:.an and surgery fees, hospital bills, 

tests, and prescriptions are covered, at reasonable levels . Most of 

these require you to pay a once-a-year deductible. After that you 

pay a portion of medical costs . 

Dental Bene£its 

After a deductibl e, a portion of reasonable and customary 

preventive and corrective care costs are covered. Should your 

employment at Alpha International Company cease, your coverage and 

that of your dependents will end as oft.he last day of work. 

social Security 

As required by law, a fLxed percentage of your income is 

deducted from your gross pay each week and deposited with the Social 

Security Administration. In addition, Alpha International Company 

contributes a like amount to your account . You are entitled to 

certain benefits in the event that you become disabled before age 

65, you die before age 65, or you elect to retire. Full infonnation, 

and status of your account, is available from a local Social 

Security Administration office. 

Retirement Income (4011< Plan) 

A.lpha International Company has establ ished a Company wide 

profit sharing plan t o aid in suppl ementi ng your social security and 

oth er investments toward your retirement income . 
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The next major sect:ion t o include are some miscellaneous 

company policies l ike vacat:ions, holidays, funeral leave, sick 

leave, and jury duty. A few examples are shown below. 

Vacations 

Full-time employees earn vacai::ion on a calendar year basis : 

service 

l full calendar year 

5 full calendar years 

1.0 full calendar years 

Vacation 

10 working days 

15 working days 

20 working days 

Vacations will be scheduled according to your choice to the 

extent possible. However, t he company reserves the right of final 

decision on the requested vacation time to assure that your business 

responsibili ties can and will be covered. 

Holidays 

The following eight paid holidays are observed here at Alpha 

International Company: 

New Year's Day 

Memorial Day 

Independence Day 

Labor Day 

Thanksgiving Thursday 

Thanksgiving Friday 

Christmas Eve 

Christmas Day 
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It is also r ecommended that the on the next page(s) the Sales 

Manager determine different levels of offenses when it comes to 

rules of conduct. This includes a list of do's and don'ts and the 

results of the actions. Don't be vague in this section o t herwise the 

sales manager can be called on a technicality if an offense happens . 

Here is a sampl e. 

Rules and Regulations 

Rules of Conduct 

If any company rules are violated, actions taken by the 

company will fall into one of two broad categories: 

1. Immediate Discharge: Certain offenses call for an end 

to our relationship . When a situation occurs, the 

involved employee will immediately be suspended with 

pay. The matter will be reviewed by a company o fficer, 

and if the grounds are substantiated, the employee 

discharged . The matter will be brought to a conclusion 

within one week. 

2. Progressive Discipline: Corrective discipline will be 

applied on a progressive basis, according to nature 

and frequency of offense. There are four levels: 

1. Correction: Oral warning and instruction, with a 

repori: filed. 

2. Rep~~mand: Written warning , with a copy filed. 

3. Punishment : Suspension, without pay. 

4. Discharge : For certain offenses, and/ or for 
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accwnulation of offenses. 

The following rules are grouped according to the seriousness 

of the action. These liscs are not meanc to be all inclusive and 

actions not listed may also result in disciplinary action. 

Group A - Maximum Offenses 

Discharge will normally result if the company determines the 

employee violated any of the following rules: 

1. Engaging in unlawful conduce on or off company 

premises which affects the employee's relationship to 

his/her job or fel low employees or adversely affects 

the company. 

2. Falsifying work or attendance records; falsifying 

employment applications, or falsely claiming to be 

ill. 

3. Theft from the company, employees, or customers. 

4. Possession. use or sale of i llegal drugs, including 

marijuana, on company premises at any time, or testing 

positive for the presence of any such illegal drug in 

the employee's system. 

Group B - Major Offenses 

violation o f these rules will normally result in a two day 

suspension. 

1. Ente~ing premises outside of working hours without 

permission. The mere possession of a key does nae 

constitute prior permission. 
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2. Reporting to work under the influence of alcohol or 

illegal drugs, or testing positive for the presence of 

alcohol or illegal drugs in che employee's system. 

3. Harassment, as described in this manual. 

4. Misuse, destruction, or damaging any company propercy, 

equipment or the property of any employee or customer. 

Group C - Minor Offenses 

Violation of these rules will follow a step procedure: 

Initial Report: Oral correction and note for the personnel file. 

Second Report (for same or other matter): Written reprimand, with 

copy to personnel file . Third Report (for same or other matter) 

suspension without pay for two days and written report to 

personnel file. Fourth Report (for same or other matter): 

Discharge. 

1. Unsatisfactory work, carelessness, job mistakes, or 

failure to maintain required standards of production. 

2 . Exceeding specified time for lunch or any other break 

in work. 

facilities 

The Sales Manager should also have a group titled facilities 

in which a map of three items consisting of the plant floor plan, 

the parking lot, and the nearby pre.'llises including hospitals, 

eating establishments, and shopping. This will help the new hire 

to find his/her way around easier. Since printing companies 

involve machinery that can be dangerous, it is i mportant that the 
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Sal es Manager go over the plant floor plan before any t ype of tour 

is taken so that the employee c an be forewarned about any 

potential dangers . 

Safety 

Another part of Section one should be titled Safety. This 

should have a n explanation of company safety practices as well as 

what to do in case of an emergency, fire, tornado, or plant 

injuries. Consulting the Safety and OSHA associa tions will help in 

determining the best plans in emergency cases . 

After the new salesperson has read section one, allow time 

for a question and answer period. If there are any questions that 

you cannot answer , let them know you will find out for them by 

writing them down and ask that person who deals with that s ubj ect. 

For example, if they have questions r egarding payrol l, ask your 

Accounting Administrator . 

Organ izational Chart 

Next, the Sales Manager should develop an organizational 

chart outlining the levels of the or ganization includi ng 

department heads in the plant . This will help t he trainee learn 

what peopl e he/she will need to get to know and work with day to 

day . The Sales Manager should get this information from the Human 

Resource Manager. 



Employee Introductions 

The n ext step to take in a salesperson's first day is t o 

take the trainee around to meet ev e ryone. Proper introduction is 
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important in deve l oping a good beginning and establishing positive 

feelings . All ow each current employee t he opportunity to welcome 

the traine e and explain their role with t h e company. After a 

review of the plant layout , and organizational chart , t here s hould 

now be a tour of t he building and plant, s o the new salesperson 

c an learn where everything is, get a n idea of how the plant look s, 

how work flows through t he plant, etc. 

All of the information in Part one has now been r eviewed 

with the new employee. This whole process should have lasted about 

two days. If not , a llow the trainee time on the second day to 

review all o f the information that has been covered. Include a 

question and answer peri od at some point t o clear up any questions 

he/she might have. 
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P.r..RT II 

THE PRINTING PROCESS 

Now that all of the work place basics have been covered, the 

new employee has found out about whac time they are expected to 

come to work, filled out all che necessary employment forms, met 

everyone, and so on, it is now time to learn about the princing 

process. This is necessary because if a person is going to sell 

printing, they better know what printing is al l abouc. 

The main purpose of section two of a salesperson's training 

is to give the individual some basic knowledge about the printing 

process. Granted, the advertisement for the job may have mentioned 

whethe r any printing experience was needed and during the 

interview process this subject probabl y was discussed, but the 

Sales Manager needs to find out j ust how much the trainee knows. 

This part of the training may last just a short time if the 

trainee already has experience in the printing induscry. 

The second section should cover general information about 

the printing industry, various methods of princing, and binding. 

It is important for a salesperson to be aware of some of the more 

popular methods o f the printing process so they have a strong 

background of the industry and can communicate effectively with 

customers. This section is not meanc to cover every single method 

of the printing process because it is not important for the 

salesperso n to know about all of the obscure ways to print. 
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Recommended Readings 

The first thing a Sal es Manager should do is purchase three 

suppl eme ntal books that wil l a id in teaching this section of the 

training and should be given to each and every new sal e s e..-rnployee. 

The first book titled Pocket Pal is considered to be the best at 

g iving an explanation of the printing process f=om an overall 

broad view. The second book, The Lithograohers Manual, is a 

detailed look at specifically how the various processes work in 

the p rep ress a r ea. The third book, The Pocket Guide to Digital 

Prepress , covers all aspects of digital prepress which is a 

subject t hat will continue to become more and more important. All 

three of t hese books are available through paper suppliers or the 

Graphic Arts Technical Foundation. 

The Sales Manager, Production Manager , and Plant 

Superint endent should be ins t rumental in teaching t his s e ction . 

The new trainee will not be able t o grasp this section by merely 

reading a book about the printing process. Instead, the process 

should be broken down into several parts that will make the 

learning easier. If it i s possible each section shoul d be taught 

by the particular department supervisor . Fo r example, the bindery 

leader (or similar titl e ) could aid in t eaching t he bindery 

section. 

However, many wel l -skilled craftsman may not be g ood 

teachers. Put together an outline of the major points to be 

covered in each section of the printing process and review each 
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with the plant superintendenc and the various depart:rnent heads. 

Try to get their opinion about setting aside time to teach new 

hires about the particular part of the printing process they are 

i nvolved in. In this second section the Sal es Manager could cover 

the following printing basics with the new employee. 

Customer Provided Arcwork 

In the first step of the printing process , a customer wil l 

supply one of the following: 

1. camera copy (paper, art boards) 

2 . single page film 

3. computer disk 

4. plate ready film 

If artboards, copy, or paper is supplied, thi s information 

must be phocographed by a graphic arcs camera to produce film. The 

cameras used in the printing industry are large and either in a 

vertical or horizontal position. Various printing processes 

require the film to be produced as negatives so that when printed 

on paper the result is a positive image . When nega~ive film is 

produced the light portions of the film is actually heavy deposics 

o f silver, and the dark portion of the copy are light or 

transparent (International Paper Company 72 - 73). 

Platemakina 

There are various way s plates can be made including 

mechanical, pbotomechanical and eleccro mechanical among others. 

The photomechanical method is the most universally used method in 
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platemaking. The image from film is produced photographically and 

processed according to the requirements of the printing me thod. 

The plate is an integral part of transferring the image co the 

press ( 112 ) . 

MAJOR PRINTING PROCESSES 

Offset Li thography 

The most popular of the printing processes, Offset 

l ithography is based primarily on two principles : 

1 . That grease and water do not mix. 

2 . Ink is offset first from the plate to a rubber 

blanket, and then from the blanket to the paper. 

When the printing plate is made, the actual image is made 

water repellent and grease receptive, while the non-printing areas 

are water receptive and ink repellent. Once the plate is moun ted 

on the plate cylinder, it rotates and comes in contact with 

rollers t hat are wet by a dampening solution and other rollers wet 

by ink . The dampening solution wets the non-print ing areas of the 

plant and prevents t he ink from wetting t hese areas while the ink 

wees the image areas. The image on the place is then transferred 

t o a rubber blanket cylinder which comes in contact with paper as 

it passes between the blanket cylinder and the impression 

cylinder. Remember , the p late does not touch the paper (28) 

There are two main presses used to produce offset printing. 

First, sheet-fed presses are p resses when sheets of paper are 
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manually fed into the back of a machine that contains between one 

and eight printing units. These presses can only print one color 

per unit . For example, a two unit sheet-fed press can print two 

colors on one side at a time. There are sheet- fed perfecting 

presses howe ver, that turns the sheets over bet~een printing units 

to allow for printing on both sides . Sheet-fed presses can handle 

various sheet sizes and are mainly used for greeting cards, 

posters, and packaging (1 33) . 

The second major kind of press used in offset printing is 

called the web offset press which uses roll stock of paper that is 

loaded and fed through s everal p rinting units. Both sides of the 

paper is printed at the same time as the paper rolls through the 

p r ess using the offset method . Most web presses have in-line 

folders that can take l arge the paper and f o l d it down into 

signatures . Other in-line operations include paste binding and 

perforating . Web offset presses are used for newspapers, 

magazines, mail order catalogs, books, and commercial printing. 

The offset method is the most popular of the four main printing 

processes (132). 

Gravure 

The Gravure printing process uses a depressed surface for 

the image that i s etched into a copper cylinder. The p l ate 

cylinder rotates in a bath of ink and the excess is wiped off the 

surface by a steel blade . The ink remaining in the thousands of 

recessed cells forms the image by directly transferring the image 



to c.he paper as it passes between the plate cylinder and the 

impression cylinder (27) . 
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Gravure presses, like letterpress, are used to print on 

either sheets o r rolls of paper. Some examples of Gravure include 

Sunday newspaper supplements, color preprints for newspapers, 

wallpaper, and stamps. The cost of placemaking is high limicing 

its use to longer runs. Gravure is the second most common method 

in printing today (137). 

Screen 

Screen printing uses a porous screen of silk, Nylon, or 

Dacron mounted on a frame. A stencil is produced on the screen in 

which the non-printing areas are protected by the scencil . 

Printing is done by applying ink with a paint-like consistency to 

the screen, spreading and forcing i t through the fine mesh 

openings with a rubber squeegee. 

Screen printing i s versatile because any surface can be 

printed including wood, glass , metal, plastic, or fabric in any 

shape or design in any size or thickness. This method is most 

commonly used for banners, decals, advertising, counter displays, 

and wallpapers. It is t i me consuming because of the amount of ti.me 

it takes for c.he ink to dry (138-139). 

Letcerpress 

The oldest and most versatile method of printing is 

letterpress. The process is done from cast metal type or plates on 

which the image areas are raised above the non-printing areas. Ink 



84 

roll ers only touch the top surfa ce of the raised areas and the 

recessed area does not receive ink. 

The letterpress method takes a considerabl e amount of time 

in makeready to get the correct impression. This is caused by the 

variable pressure exerted by different size images in p r inting. 

Makeready is needed t o even out the impression so that highlights 

print cor rectly and do not puncture the paper and the solids print 

even and dense. However, it is useful for jobs that reprint often 

with little or few changes. The most common kind of printing 

include legal work, advertising, packaging envelopes, and 

letterheads. Th e convenience o f typesetting via the computer is 

rapidly reducing the letterpress method and currently is the least 

used o f the four types mentioned above (24-25). 

Types of Binding 

Fol ding 

Paper is usual ly f olded on a buckle cype folding machine by 

carrying the s heet on con veyor belts from an automatic feeder, 

where rollers force the sheet into a fold p late tha t is adjustable 

to the length of the fold. The sheet stops in the fold p l ate, 

buckles, and is carried beb .;een two other r olle::s which fold the 

sheet. There are two kinds of folds: parallel and right angle. A 

paral lel fold r equires two folds parallel to one another . An 

example would be a letter which requires two parallel fo l ds for 

mailing. A right angle fold is CNO or more folds, with each fold 

at right angles to the preceding one. Mose formal invitations i s 



an example of a right angle fold . Many presses have folding 

machines in- l ine to f old do1'm paper into signatures (147). 

Collating 

Once the printed signature is folded, the next step is to 

gather or collate the signatures in a predetermined order . 

Collating signatures i s often done in-line wi th many binding 

machine operations. 

Saddle-Stitch 
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Once the signature s are gathered, they can be stitched 

together by placing the book on a saddle beneath a mechanical 

stitching head, and stapl es are forced t hr ough the backbone of t he 

book . This method is the simplest and least expensive of the more 

popular kinds of binding. Time magazine is an example of the 

saddle-stitching process (1 5 0) . 

case Binding 

After the signature s are fo l ded , four- page end leaves are 

pasted on the outside o f the first and last signa tures . The 

signatures are t hen gathered by machine and sewn togecher by 

special sewing machin es. After be ing sevm, the books are trimmed 

t op, front and bottom, and the sewn edges are coated with g l ue. 

Each book is passed through a r ounding machine which rol ls the 

backbone to allow the cover to open and close properly . Next:, a 

strip of gauze i s glued to the ba ckbone in such a manner that the 

cloth extends outward from both sides of the backbone. The cloth 

covers are then added on a casing-in machine which applies paste 
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to the end leaves and fits the cover in place . The finished books 

are then dried in special hydraulic presses and wrapped in printed 

paper jackets. Other than the expense, case binding is widely used 

for textbooks and encyclopedias (151). 

Perfect Binding 

The perfect binding method was developed reduce costs and 

avoid the need for special sewing and case binding machines. The 

perfect binding method holds collated secs of signatures together 

by a flexible adhesive. This is done by grinding off the back of 

the gathered signatu=es and applying adhesive on the backbone. The 

cover is then glued into place . The adhesive is strong and will 

l ast a long time. The Yellow Pages and paperback books are 

examples of perfect binding (152). 

Mechanical Binding 

For books that must open flat, mechanical binding is used. 

The sheets are punched with a series of rowid or s lotted holes on 

the b inding edge and wire, plastic coils, or rings are inserted 

through the holes. Looseleaf books and notebooks are examples of 

mechanical binding. Many people in the printing industry r efer to 

this method as spiral binding (152). 

finishing Options 

Trimming 

Once signatures are folded, gathered, and bound, they are 

not in a finished, even form and they require a final trimming. 

This is usually done in-l ine with the binder or on a separate 



machine. This machine trims the three sides not bound shut and 

gives a smooth finish and enables books to be trimmed to various 

sizes. 

Drilling 
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For many industries, it is necessary to drill holes near the 

binding edge of the book so they can be inserted into binders or 

sales racks. Most drilling equipment can drill various size holes 

at different spaces apart. This equipment Is often in line with 

the binding and trimming operation. 

Miscellaneous Additional Options 

There are various options at a printers disposal that 

include shrink wrapping, thumb edge printing, and several finishes 

for covers such as varnish, film lamina t ion, and aqueous coating. 

There are others, and it is up to the Sales Manager as to how in 

depth this needs to be covered depending on the kind of work the 

company does. 



PA.RT III 

COMPANY NIC'!IB 

The purpose of part chree is to cake the trainee a step 

beyond knowing the basics of princing by teaching them in- depth 

about how che company thrives and what type of work it 

specializes in. This section i s important because in order for 

someone to sell effectively, they need to know what they are 

selling . At this time a Sales Manager should take the new 

salesperson on additional trips through the plant so they can 

learn to match the equipment with the type of work the company 

does. For example, if Alpha Internacional Company specializes in 

four color process work on coated paper stocks, it would be a 

waste of time for a salesperson to t ry and sell princ jobs that 

consisted of black ink on uncoated papers. To avoid this, 

salespeople need to be taughc exactly the kind of printing they 

will be selling. 
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The Sales Manager should take a long hard look at their 

cuscomer base and first gather informa tion about the existing 

customers served and the industries they reside. The following 

information can be gathered by reviewing the company customer 

lisc, identifying the industry they are in, and more specifical ly, 

the main characteristics of the work the company does as a whole . 

Currenc Customer Profi le 

1. Who are my customers? 

2. What induscries are they in? 
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3. What are the main characteristics oft.heir princ jobs? 

A. Total number of jobs produced for each main 

customer 

B. Average page count 

C. Average run quantity 

D. Most common types of cexc paper 

E. Most common types of cover stock 

F. Average turnaround time 

G. Average sales per job 

4. What months are busiest for eac~ indust-cy? 

5. What monchs are bus iest for each customer? 

6 . What months are busiest for our company? 

Most Common Copy Provided 

Next, the Sales Manager should review che manner in which 

customers provide artwork. This will help determine the most 

common method of supplying information being used by your 

customer s . This section will also help determine if all prepress 

equipment is being fully utilized. The answers to these questions 

will also aid the new salesperson to probe a pocencial customer 

for relevant answers co what kind of artwork the company can 

expect so quotes can be escimated correctly. 

1. What form do our cuscomer's provide artwork in? 

A. Digital file 

1. Whac p l ac=orm was che publ icat~o n produced on? {PC, 

Macintosh, Unix) 



2. What program was the publication created 

on?(QuarkXPress, for example) 

3. What version is the software used? (version 3.1, 

for example) 

4. What media is the informa tion stored on? 

(Bernoulli, Syquest, 3 ½ floppy, Optical, Dae, 

Zipp) 

B. Laser copy 

C. Single page film 

D. Digitally imposed negatives in plate-ready form 

E. Printed sample (worst case) 

2. What does the a rcwork consist of? 

A. Ink (black, spot color, four color process) 

B. All line art (type, line illustr ations, etc.) 

C. Some screens, solids 

D. Halftones, h e avy screen densities 

Equipment List 
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In the company niche section, the Sales Manager should also 

take a physical inventory of the entire plant. Once this is done, 

a meeting wic.h all depar tment heads should be arranged giving some 

advance notice. In this meeting a complete unders tanding of all 

equipment capabilities and limitations should be determi::ied. 

Feedback should a lso be gathered about ways to i mprove e xisting 

processes. All of this information should help t~e Sales Manger 

determine not only if the company is max imizing the organization 's 
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equipment capabilities, bu t analyze future potential markets that 

may f it . A master l ist can t hen be put together for the 

salesperson to refer to . This equipment list will enable the 

salesperson to match potential customer 's needs wich the 

capabilities of the company and get an understanding of what each 

piece of equipment is used for. 

Next , the Sales Manager needs to d etermine what direction 

the company is heading in. Maybe the company has aging equi~ment 

in certain areas of the plant and a new instal l ation is in the 

woLks. If this is the case, a l l sales people need to be aware when 

the installation will take place and what are the advantages and 

disadvantages of t he equipment. When meeting with a potential 

customer, the sales force needs to be provided with plenty of 

anununition that will allow them to sell the s ervice the company 

provides, so supply them with the necessary informatio n that shows 

the customer exactly what the c ompany has to offer . 

service Mission 

Next, the company must determine exactly what ic does better 

than the competition i., order to differentiate itself in the 

marketplace. A brief survey of your existing customers on a 5 x 7 

postcard with return postage may help find out why they prefer 

dealing with you and not the competition. Three simple questions 

that could help gather this information include: 

1. Why does your company do business wic~ us? 

2. What do you feel are t he qual i ties we posses that 



separates our company from the rest? 

3. If your company c ould choose three items to improve the 

r ela tionship between us, what would it be? 

4. What direction in terms of equipment and service would 

you l ike t o see our company t urn to? 
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PART IV 

YOUR RESPONSIBILITIES 

After cover ing the first three sections, the new employee 

should now have a clear understanding of company policies, a 
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background of the printing industry, and a grasp of the company's 

specialty. Now they need co be taught those skills that are 

needed to do t:he job. 

In order to do this, all aspects of the salesperson's job 

needs to be looked at. J ust what does the salesperson do all day 

besides sell? Do they have forms to fill out, people to deal with, 

sales appointments to meet, phone calls to make, estimating 

problems co solve, costing and sales figures co worry about? To 

determine these answers and any ochers when it comes to sales 

within your organization, the Sales Manager should look no further 

than the company's existing sales force. The Sales Manager should 

have several talks with the sales department to determine the 

level of skill that is needed and just what they have to do and 

deal with on a daily basis . The Sales Manager should also observe 

and be aware of most occurrences in the sales department, that way 

a list can be formed from the meetings. The following is a sample 

list of specific responsibilities for salespeople. This is needed 

so the new hire will know what is expected. 

l. Seek, qualify , and develop new accounts . 

2. Communicate with both prospects and customers , and 

correlate their needs and requests with our manufacturing 



capabilit.ies. 

3. Learn the print related needs of prospective as wel l as 

ex.iscing accouncs. 

4. Suggest, recommend, and of=er ideas to facilitate the 

needs of the customer. 

5. Make on-site visits to buyers and deliver formal 

presentations, when appropriate, to potential and 

existing accounts. 

6. Insure that customers are fully informed about the 

company' s capabilities, products and services on an 

ongoing basis. 

7. Document accurate and complete specifications for 

customer requests. 

8 . When appropri ate, check original artwork for accuracy, 

conformity to quoted spe~ifications. 

9. Present bid proposals, review proofs and artwork. 

1 0. Inform cus tomers of special charges, schedule 

adjust:ments, and at.her circumstances that may change 

customer expectations. 

11. Keep the company informed of significant marketplace 

developments. 
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12. File timely and complete sales call, e..xpense, and o cher 

required reports to the Sales Manager. 

13. Assist in the collection of overdue accounts receivable, 

but only upon request by managemenc. 
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14. Represent the company in accordance with company policy . 

1 5. Attend all sal es meeting as determined by the Sal es 

Manager. 

16. Arrange for and a t ten d b uy er plant tours and press 

approvals. 

17. Keep abreast o f technical developments and educate 

Buyera. 

18.Keep customer service representatives informed of non-

r outine c ustomer needs, problems and c oncerns. 

19 . Maintain sales and profit budget while ope r ating within 

the expense budget. 

20. Perform other relevant duties as directed by the Sales 

Manager. 

Neces sary Paperwork 

Part four should a l so cover several other topics pertinent 

t o the salesperson's daily j ob. This includes all n e ces sa_ry 

paperwork such as call tal ly sheets, c r edit appl ications, quote 

forms, job t ickets, job assemblies, bindery assembl ies , invoice 

forms, and shipping i nst:::uctions . The Sales Manager should start 

by taking a previously completed job that best represents the 

average job done at the company and gathe ring all pertinent 

info=ation and forms together. Next, arrange the forms in the 

order that they are f i l led out . Note: It is up to the Sales 

Manager to determine the proper order of these items a nd c o 

include additional f orms or remove from those listed below. The 
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order to review could b e as fo l lows: 

1. Call Tally s heet - Us ed to track number of sales calls 

and appointments made da ily. 

2. Quote sheet - Us ed to record the specifications of a 

print job . 

3. Credit form - Used to determine credit terms as s et by 

Accounting. 

4. Assembly sheet - Used to identify what every page of a 

l ive job will consist of. 

5. Job ticket - Osed to give all spe cificati ons of a live 

print job. (number of pages, type of paper used, trim 

size, etc.) 

6. Bindery sheet - Identifies all items that will make 

the finished product (customer furnished inserts , 

cover , postcards , etc.) 

7. Invoice form - Used to record a l l c harges associated 

with the print job. 

The next step for the Sales Manager to take is t o review 

each form by taking the trainee through these three steps for each 

fonn the company uses. 

1 . Review a blank form explaining each section and its 

purpose. 

2 . Review a completed form e xplaining each answer that was 

filled in. 

3 . While g iving answer s, have the trainee fill out a blank 



form to test their ability to underscand what are 

possible answers. 

Escimating 
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It is very important that the Salespers on be able to 

escimate the basics of most print jobs, as wel l as read a escimace 

to double check it for accuracy and co make sure it matches a 

request for quote proposal. Therefore , the salesperson should 

spend a considerable amount of time with the escimacing deparcment 

learning how to estimate. Since most printing companies have 

v.arious labor rates for several departments and che equipment used 

has very different characteristics and s~eeds, many companies may 

be using either a manual or computerized estimating program. No 

matter which way a company may estimate, the salesperson shoul d 

understand the basics and the costs for both labor and materials. 

Osing the updated equipment list the lead estimator should take 

the salesperson through a completed quote and explain the formulas 

for each labor process and equipment as well as how to dete:?:"mine 

the materials needed for the job. The basics of the job should be 

divided into three pares with labor and mater ~als bei~g 

subsections of all three . An exa~ple is shown for Alpha 

International Company below. 

1. Prepress 

A. Labor 

B. Hacerials ( film, places, etc.) 

2. Pr ess 



A. Labor 

B. Material s (paper, ink) 

3. Bindery / Shipping 

A. Labor 

B. Materials (careens , pallets, misc. shipping 

supplies ) 

98 
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PART V 

SELLrNG 

The salesperson also needs to be able to sell the product 

once they have learned about it . Sect.ion five is meanc co aid i n 

s elling and maincaining accounts. There are several books 

available that will help, but looking within the organization ac 

the existing sales scaff for input is often a good place to start. 

There is a possibility some sales people may have some bad habits, 

so it may be necessary to exclude some of their traits as t.he 

information is being gathered, but this will help in developing a 

do's and don'ts l ist as wel l as determine any trouble specs that 

don't allow the sales department to spend enough time selling . The 

following are some probing questions co help the Sales Manager 

determine the selling style t.he company has . 

Company Sellina Style 

1 . How long has our sales force been working at this 

company? 

2. How do the sales people get their leads? 

3 . What method do our salespeople communicate with our 

customers? 

4 . How much time do the salespeople spend out of the office 

seeing customers? 

5. How much money does my company allow for its sales people 

to travel to see current cuscomers and prospective 

cuscomers? 



6. Where are most of our customers located? 

7. What markets or territories do the salespeople already 

maintain? 

8. What are the average yearly sales per salesperson? 

9. How many customers do the salespeople have and what 

percentage does their largest customer have of their 

total sales dol lar? 
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10.Does the sales s taff have enough support: c.o allow them to 

sell rather than put out daily fires? 

11.What contact software is the sales staff using? (or how 

is the staff organized?) 

12. I s ther e anything tha t the sale s sta ff should o r should 

not be doing? Dot.hey know this ? 

The answers to these questions will allow t.he Sales Manager 

c.o build a set of sales criteria for c.he sales department and now 

should be able to dee.ermine exactly what role any new sales staff 

will have. This includes quotas for lea d generation, setting sal es 

goal s, b udgets for t ravel, a n d a better idea of how the sales 

depa rtment is using its time. 
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PART VI 

FOLLOW-UP 

For new employees there can be enough stress just crying to 

absorb the overwhelming amount of information tha t is thrown at 

them i n a short period of time. Therefore, it is important i n the 

previous section to sec up some s hort-term goals and allowing time 

to review them. It is recommended that a t set time interval s the 

sales manager check-in with the new salesperson to review thei r 

performance, answer questions, and g i ve feedback. Set aside time 

to spend with the trainee after two weeks, fo~ weeks, two months, 

a nd every six months after that . s ome of the items to be reviewed 

should be mutually agreeable goals sec b e tween the salesperson and 

the Sales Manager. This might i nclude number of sales calls made 

per week, number of jobs sold, and sales dollar goals. The 

following shows some example goals and review points to go over at 

each of the review times. 

Two weeks 

After t wo weeks the salesperson should have an understanding 

o f the following: 

1. What company rules are regarding starting and quitting 

time , lunches, breaks , etc. 

2 . The basics of the printing process 

3 . The kind of work Alpha International Company specializes 

in 

4. How to compute formulas in building a quote 



--

Four Weeks 

After four weeks the salesperson should have a strong 

understanding of the following: 

1. How to estimate all bas~c quotes received. 

2. Understand how the chain of command flows and who the 

major players in the company are. 
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3. What equipment the company has and ic:s capabilir.ies and 

limitations. 

Two Mont hs 

1. Have a compl~te understanding of the selling style the 

company has. 

2. Have made the minimum number of sales calls each day for 

the last three weeks as determined by the Sales Manager . 

3. An evaluation of the Salesperson's presentation skills 

should be critiqued by r eviewing these maj or points: 

A. Appearance 

B. Or gani zational skills 

C . Follow-up with prospects 

six Mont hs 

1. Has the salesperson mainr.ained the mio..:..mum number of 

sales pr ospects sales ca l ls per week? If not, determine, 

why or why not . 

2. Has the salesperson generated the required number of new 

accounts or prospects as determL~ed by che Sales Manager? 

Many items should be reviev-1ed at each succes sive evaluation 
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meeting after s ix months. This could include sue~ things as sales 

dollars, sales forecasting, and seccing goals co accracc new 

accouncs. 



Appendix B 

INSTRUMENT 

Please answer each of the fo l lowing ques tions by circling the 

accurate rank of one to five, with one representing not good at 

all , and five representing "excellent" . In t he space p r ovided 

after each question, explain your answer as completely as 

possible . 

1. How would you rate the ability of thi s manual to hel p a 
Sales Manage= develop a traL.ing program for salespeople 
in the princing indu stry? 

Not good at all 
1 

Poor 
2 

Fair 
3 

Give three reasons f or your rating: 

l. 

2. 

3. 

1 04 

Good 
4 

Excellent 
5 

I I 



2. 

3. 
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How would you rate che order of the six major seccions in 
the manual based upon che Table of Concencs? 

Noc good ac all 
1 

Poor 
2 

Fair 
3 

Good 
4 

Excellent: 
5 

Give three suggestions to improve t:he order of chese 

seccions. 

1. 

2. 

3. 

How would you rate the overall accuracy of the 
informacion concained in the manual? 

Not good at all 
1 

Poor 
2 

Fair 
3 

Good 
4 

Excellent 
5 

Lise che areas that are inaccurace and explain. 

1. 

2. 

3. 



How 

5 . 
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woul d you rate the f ormat of the manual? 

Not good at all Poor Fair Good Excellent 
1 2 3 4 5 

What suggestions do you have for impr oving the forma t of 
this manual. Explain. 

1. 

2 . 

3 . 

What improvements would you make to the manual to h elp a 
Sales Manager put together his / her own Reference Manual? 

List and explain the rationale for these improvements . 



-

July 8. 1996 

1728 Goldenhorn Court 

Appendix C 

COVER LETTER 

Maryland Heights , Missouri 63043 

Dear 

Thank you for participating in the evaluation of t he Sales 

Manager Reference Manual designed to aid in developing a training 

program for salespeople in the printing industry. As per our 

telephone conversation. enclosed is an outline 0£ the manual, the 

Reference Manual itself, and a questionnaire. 

The manual itself consists of s ix main parts. The first part is 

developed to g e t the new salesperson acquainted with the company, 

its background, and basic wo rkpl ace rules. The second phase is 

meant to teach the new salesperson about printing basics and what 

the printing industry i s all about. The third section deals 

specifically with the company's niche and the kind of work it 

speci alizes in. The fourth part is designed to teach the 

salesperson how to do the various internal tasks required of the 

job. The fifth part covers several selling techniques to be 

applied on the j ob. Finally, the sixth section consists of follow-

up and a n evaluation of the salesperson's progress after two 

weeks, four weeks, two months, and six months on the job . 

The first section should take two days of training . The second 
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secti on will vary depending on the amoun~ of experience the n ew 

p erson has in the printing i ndustry. The third section should l ast 

one half a day. The fourth section will be an ongoing segment that 

ma y las t up to three weeks depending on how qui ckly the new 

s alesp erson learns the job res ponsibilities. The fifth s ection 

will also be an ongoing process as the new salesperson becomes 

accustomed t o the environment, and gains experience prospecting . 

The final section wi l l consist of approximately half hour segments 

at each review point. 

Please read the outline/manual and t a ke a few minutes to fi l l 

out the questionnaire. Your arrswers a re important to the success 

of this manual, because your input will be used in revising and 

improving the manual. Please answer truthfully and completely. 

If it is possible, please return all items with your commen ts 

and answers to me at your convenience. Should you have any 

questions or p r oblems, ple ase contact me a t (314)576-2188 or at 

(314 )739-3777 during daytime hours . 

Again, thank you for taking the time out to revi ew and critique 

the manual. Your assi stance is greatly appreciated . 

Sincerely, 

David E. Adam 
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