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This is their second go around in the independent dealer arena
after serving time in the power channel.

They brought in Acsellerate a year and a half ago in response to
a growing need for their sales reps to access a wide range of
customer information from Office Advantage’s back-end
computer system in an understandable format.

Acsellerate, they report, was a refreshing change from what
they’d been accustomed to while working in the big box world.

“The tools that the power channel had weren’t nearly as
sophisticated or relevant,” says Jewett. “Acsellerate is a superior
product because it's web-based, easily accessible, and relevant
to a salesperson in our industry,” states Jewett.

Acsellerate provides Jewett, Manson and their sales reps with the
information they need to be successful. “Sales reps want to know
who ordered yesterday, what they ordered, what they paid for it,
what the gross margin was, and if there are any problems with
the order,” says Manson.

Acsellerate also shows sales reps where they are against their
quota on a daily basis without the need to run reports. Sales reps
can even look up returns and immediately find out why something
was returned, then take that information and use it to reduce

future returns. This easy access to information enables Office
Advantage’s sales personnel to be more proactive.

“When they run that customer business review and see that they
didn’t order janitorial and break room supplies, or toner, they now
have an opportunity to open up a conversation with that
customer,” says Jewett.

“Acsellerate’s budgeting tools allows owners and sales managers
to instantly know if we’re hitting our goals,” adds Manson. “Every
day | can see where we are trending. | might map in a goal that
says we’re going to grow by 33%, then on a daily basis, | know
whether or not we’re achieving it.”

Implementing new technology can be frustrating and challenging,
but Office Advantage’s sales reps didn’t balk when introduced to
Acsellerate.

“I've never had a system before that salespeople actively and
willingly used on a daily basis without some kind of prior
coercion,” says Manson. “l can see that they log in, they’re
checking what’s going on, and | think that’s a testament to
Acsellerate’s relevance.”
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“We try to give our sales people as much
information as we can so they can be
successful in the field,” says Steve

DeMarco, managing partner. “Sales-i
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Knowledge is Power
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provides a real in-depth account snapshot.”

Not only does sales-i provide sales reps
with critical sales information, it’s also
become an important part of Midwest’s
marketing efforts. The program pinpoints
inactive accounts or accounts that haven’t
ordered specific products from Midwest
for some time, so that these accounts can
then be targeted with e-mails and special
incentives to get them back on board.

Midwest’s sales reps have learned that
knowledge is power and sales-i provides
them with an extensive array of
knowledge, which has been particularly
useful when conducting customer reviews.

“Using the information from sales-i, we’re

In a business built on relationships, success
and failure often hinges on how well you
know your customers and their buying
habits. The difference for Midwest Office
Supply in Springfield, lllinois, at least since
last October, has been sales-i, a sales
support service that monitors customer
behavior and purchasing patterns,
identifying when, why, where, and how they
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buy their products and services.

No longer do Midwest sales reps have to wait
until the end of the month to gauge customer
buying patterns. That information shows up
every Monday morning on their smart phones
via text and e-mail alerts from sales-i. This
information allows them to better connect
with customers while identifying cross and
up-selling opportunities.

INDEPENDENT DEALER

able to sit down with each customer, and
try to get more business and market
share,” says DeMarco. “In these
challenging times, you really need to stay
on top of what’s going on in the market.”

continued on page 32
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leverages the best that its DDMS system has to offer, as
well as GOPD’s web-based technology and its 411 Web
Tools, which provide real-time information to sales reps
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and customers, enabling Minton Jones to match or beat
competitors’ prices.

During the past six months the company has been

Did you know that Minton-Jones offors a full ange of
sarvices mnging from design thru instaiiation of many of
today's furniture manufacturers 7
ol your salan rep. or smail us o custnesrssnvicefliminkagenes com

converting customers to a new and improved site whose
foundation is GOPD’s OP24-7 Shopping Cart.

“We’ve got about 95% of our online customers on it now
and it’s really been good,” notes Chip Jones, president.

Minton Jones and GOPD:
A Perfect Match

Minton Jones, an office products and office furniture dealership

“Customers are giving it great reviews.”

The biggest benefit to date has been an influx of larger
orders with the average order size rising from an average
of $137 to nearly $180. “We’re up as far as our
percentage of Internet orders too—about 50% from
37%,” adds Jones.

Another benefit is GOPD’s Match or Beat program, which allows
Minton Jones to match or beat pricing from Staples, Office Depot

and OfficeMax. The company is also winning customers back
from those competitors because they like Minton Jones’ new site
better, Jones reports.

based in Norcross, Georgia, has been serving customers for 46 years
and is proof positive that you can teach an old dog new tricks.

Not content to simply conduct business as usual, the company

Installation made easy. Anywhere.

The First Network of Independent Installation Companies
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Over 250 service providers offering trouble-free office furniture
installation services throughout North America.

» Consistent performance and service excellence
nationwide

» A network of installation professionals

» 24/7 access to real-time project status
information » A one-stop solution for multi-location projects
» Online Quotes, national capability and » Moves, reconfigs, panel cleaning and more!

experience

Call 1-888-GO-INSTALL Today or go to www.installnet.com
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By Bill Kuhn

| may sound like a broken record quoting Peter
Drucker as often as | do, but it bears repeating
once again in today’s economy: “In turbulent
times, the balance sheet becomes more impor-
tant than the income statement...liquidity is
more important than earnings.”

| repeat this sage—albeit all too obvious—ad-
vice because the majority of dealers today still
focus much more on the income statement than
the balance sheet.

Your financial strength is based upon your bal-
ance sheet. The dealers of today who are in a
precarious position typically got there because
of a lack of liquidity. Survival is heavily depend-
ent upon cash availability.

| propose ten action items that should become
absolute requirements in managing and running
your dealership if you plan to survive, grow, and
prosper.

The first four are the subject of this column,
managing the asset side of your balance sheet.
The remaining six action items will be covered
in next month’s column.

1. Assess your current performance against mean-
ingful benchmarks of liquidity and leverage. Your
current ratio (that is, current assets divided by
current liabilities) measures the extent to which
your fairly liquid assets exceed your current
debt. Ideally, this ratio should be around 1.8:1 to
2:1. Anything below 1.5:1 should be of serious
concern.

A key liquidity figure is net working capital (cur-
rent assets minus current liabilities), which is a
measure of your capacity to pay off current ob-
ligations when due. That number will vary based
upon volume and performance, but it should be
at least one-half of your current liabilities.

Your average collection period (days receivable
outstanding) should not exceed 40 days, and 35
days is preferable.

Inventory turn will vary depending upon whether
you have a stock or stockless system; however,
in today’s economy, a higher turn is often a
dealer goal in order to shorten the working cap-
ital cycle (as explained in point #2 below).

Your debt-to-equity ratio, i.e. leverage, should
be no greater than 1.5 to 1. Our entire econ-
omy—driven by both businesses and individu-
als—has operated far too long on too much
credit and excessive risk.

2. Focus on asset turn and reducing your working
capital requirements. The greater your assets, the
greater the cost of maintaining those assets,
such as handling, paperwork, insurance, collec-
tion, and interest. Slow collections and over-in-
ventory create cash dilution. In contrast, greater
turnover can lower costs and improve cash flow,
which favorably affects both your balance sheet
and your income statement!

Financial management is not merely managing
dollars; it’s managing time. The working capital
cycle is the model by which to address time
management: the flow of funds from an initial
order through inventory, delivery, billing, and col-
lection. The faster the velocity (the greater the
revolutions) of the working capital cycle, the bet-
ter the cash flow for your business.

Compute how many times your cycle revolves
each year. I've seen revolutions of seven to eight
times (roughly every 45 to 50 days) to as low as
three times a year (every four months). Carefully
analyze your cycle and identify lags and possible
areas for improvement.

3. Manage receivables. On average, 45% of
assets are tied up in receivables. For dealers
with no retail stores, the average is over 50%.
Selling on credit is lending money to your cus-

tomers with you being their interest-free banker.
Begin by asking yourself, who controls your
cash: you or your customers?

Managing receivables involves two compo-
nents: credit and collection. Establish credit lim-
its and terms in a carefully written and
well-communicated policy. Change limits as re-
quired; in today’s economy, things change very
quickly. Once written, communicate and enforce
your credit policies.

Managing collections means preparing a
monthly (or more frequent) aging report by cus-
tomer, then aggressively pursuing overdue ac-
counts. The best way to keep a receivable out
of the 90-day column is to keep it out of the 60-
day column; the best way to prevent this is to
keep it out of the 30-day past due column.

Establish a collection program to ensure that
regular, persistent follow-up begins soon after
an account falls past due. And keep sales peo-
ple informed of their customers’ payment histo-
ries.

4. Understand inventory priorities—management
precedes control. Inventory management is a sen-
ior management responsibility; inventory control
can be delegated to lower organizational levels.
Inventory turn is as important as gross profit;
today, dealers cannot afford to be over-invento-
ried.

Inventory is not merely a question of investment
(dollars); it’s a question of the items you carry,
which requires an item-by-item analysis. It’s also
a function of time (back to the all-important
working capital cycle). Get everyone to support
your inventory program, which includes training
sales people on what you want them to sell.

Next month’s column will cover the six remaining action
items, some of the more challenging, yet highly critical
aspects of managing liquidity and your balance sheet.

BillKuhn1@cs.com.
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Bill Kuhn, principal of William E. Kuhn & Associates, is a noted industry consultant, writer, and speaker with over 35 years of industry experience. He
consults with dealer principals and their management teams in areas of strategic planning, leadership and organizational development, marketing,
financial management, valuation and merger/acquisition. For more information, contact Bill by phone 303-322-8233, fax 303-331-9032, or e-mail:
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The “How to DO

Krista Moore is President
of K Coaching, LLC an
executive coaching and
consulting practice that
has helped literally
hundreds of independent
dealers maximize their full
potential through
enhancing their
management systems,
sales training, and
leadership development.
For more information, visit
the K Coaching web sites
at www.kcoaching.com,
for coaching and
consulting programs and
www.opwebinar.com for
the latest online training
courses.
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Everyone knows the importance of establishing a
plan for business growth for 2009. But many
business owners and sales leaders find it
frustrating when their best laid plans are not
executed and fail to yield the expected and
anticipated results.

If you find yourself in this predicament, ask
yourself the following questions:

B Was your plan or idea well communicated,
both orally and in writing?

M Did you delegate effectively? Did everyone
understand who was responsible for what?

H Does everyone know what needed to be done,
and within what time frame?

M Did you have a system to measure, monitor,
and hold people accountable?

W Are they feeling motivated and empowered?

Many independents are developing wonderful
ideas full of great intent, but their ability to execute
on these ideas is clearly the biggest challenge we
have seen them face. To address this, we would
like to share a best practice that K.Coaching has
created, and that many independents are now
using successfully. The best practice goes by the
acronym DOGOM: Description, Objective, Goal,
Owner, Measurement/Monitoring. DOGOM is a
planning format that helps you take your idea—
the “what to do” —and clearly communicate the
“why” and “how” to do it.

The following explains how to use DOGOM to put
some real meat on the bones of your great ideas,
and also includes examples of objectives, goals,
and means of measurement. Your own DOGOM,
of course, is more specifically shaped to your
subject. But we think that once you’ve embraced
this concept and completed a DOGOM for your
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the “What to Do”

business, you won’t go back to any other method.

Description: Describe your idea in writing—the
“what to do.” This should be a one or two
paragraph statement of your strategy. At this
stage, you don’t need to include specific
objectives or goals; these will be defined in
upcoming steps. The description should simply
be a general statement of intent—clear, concise,
and easy to understand by anyone outside of your
company or industry.

Objective: Create bulleted items of what you want
to achieve. List in specific terms your intentions,
reasons, and expectations for the execution of
your strategy. For example:

H Introduce additional product categories into
current customer base

B Grow business along an unprofitable
delivery route

B Ensure customer retention and loyalty

Goal: Goals should be measurable, realistic, and
attainable. Your goals should be quantifiable: cite
specific numbers and dates for completion. For
example:

M 50 new furniture orders within current
customer base by August 30

M 100 new customers in Zip Code 27587
before December 30

M Grow customer retention rate from 80% to
90% in 2009

Owner: Identify a single individual who is
ultimately responsible for the success of the
strategy—the owner. This person should be
intimately involved in the strategy, as well as
leading the team and holding them accountable

continued on page 35
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for meeting the specific goals and
objectives for which they’re responsible.

Measurement/Monitoring: This step
defines accountability for the different
aspects of strategy execution. It can be
tied to reports and metrics, but should
contain reward and recognition for
accomplishments. Your measurements
and monitoring should be clear and
consistent. For example:

B Create a contest and scoreboard
in the conference room and update
it weekly

M Sales funnel report, managing and
monitoring sales process with
targeted prospects in Zip Code
25787

B Review retention rates and
communicate retention reports on
a quarterly basis

Create Company DOGOMs

DOGOMs should be used to clearly
define a specific strategy. Your DOGOM
should not try to address multiple
strategies, nor should it be complicated;

March Live Webinar Events

Register NOW!

When you participate, you also receive
K.Coaching’s Million Dollar Resources:

> Retentlon Strategy bample

» Sales Call Planning Guide

Session 4: March 9, 2009
11:30 ET

Retention- Creating Loyal Customers

Click HERE to register
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limit your DOGOM to one or two pages.
The DOGOM is a written format where
you can commit your creative ideas to
paper in order to share and collaborate
with others.

But the DOGOM is not the kind of plan
you create on your own and then e-mail
to everyone as a set of instructions.
Hold team meetings around the
development of your DOGOM; express
your ideas, solicit input, delegate tasks,
and gain commitment. We have also
seen sales teams, once they have set
strategy, use the DOGOM to come up
with more tactical plans. Collaboration
builds camaraderie, allows everyone to
feel a part of the plan, and empowers
them to execute and make it happen.

Creating Individual DOGOMs

A sales rep can take this exact format
and build his own DOGOM. This gives a
rep the format to establish what they
know they need to do differently to grow
their business, and puts it in a tactical
form. For example, for a sales rep who
wants to start prospecting more, a

DOGOM gives him the framework for
specifically establishing goals and
objectives. The rep can define how
many new accounts he will open and in
what time frame. He can state
specifically how he intends to take
ownership, and measure and monitor
his progress.

One of the greatest advantages of using
the DOGOM lies in its ability to help
companies better communicate
expectations. The DOGOM provides a
concrete frame of reference and
accountability. In one brief, concise
document, you can establish the
specific ways and means for
characterizing your ideas, pursuing
them, creating responsible ownership,
and measuring success.

K.Coaching hopes that you will embrace
this approach and share it throughout
your organization. As with so many other
independents we have worked with, let
the DOGOM become a part of your
culture and language: “Did you do a
DOGOM on that?”

K.COACHING, LLC

ignite your potential
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By Tom Buxton

Why is it that most ideas designed to cut overhead or
raise profits cost money to implement?

Whether it’s buying a GPS system to ensure that your
drivers are spending their time profitably or hiring a
consultant (ouch! This one hits a bit close to home),
cutting costs often involves a significant outlay of cash!

What if | told you that you were already in possession
(I hope) of an item that could cut your overhead and
keep your customers more loyal to you, while increas-
ing your profitability?

And what if | also mentioned that increasing the use of
this tool need not cost you an extra dime and would
save you money from the first day you and your sales
reps introduced it to customers?

So, what is this magical talisman that can reduce your
overhead immediately? Drum roll, please! It is the In-
ternet ordering system that many of your customers
use to purchase from you right now!

However, unless you are receiving over 60% of your
orders through this medium, your company is not sav-
ing the money it could if you had it fully implemented.

But | can already hear the objections. “Tom,” you say,
“don’t you know that there are issues with Internet or-
dering including:
B My customers want to talk to a live per-
son.

B My reps must see their customers every
week or two to keep them loyal.

B Our web site isn’t as good as the “Big
Guys.”

INDEPENDENT DEALER

The
t-Cutting
Tool You

Already Own

Let me address these one at a time.

Your customers may want to talk to a live person, but
the larger companies (both publically and privately
held) have grown their market share faster than those
who use mostly phone and fax.

Not using the Internet may have helped you retain a
few of your current customers, but the industry-leading
companies are taking market share every day from
those dealers that don’t force their reps to lead with
online options.

They understand that as important as having a regular
contact might be to an end user, less time will be
wasted when social exchanges during the ordering
process are minimized.

Ironically, if your customer wants to talk to their chosen
contact about something important without being sub-
jected to voicemail “hell,” the best thing you could do
to enable quick response from your customer service
team is to push more orders onto the web.

In the last paragraph, | alluded to the biggest problem
that dealers have had growing their Internet ordering
percentage. Ownership and sales management have
been too afraid of their reps to force them to put cus-
tomers online.

Many reps who have been in the business for over 10
years think that visiting their customer every week or
two is the key to account longevity.

continued on page 37
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These “Route Runners” visit their same
contacts week after week and month
after month in order to retain the rela-
tionship with the buyer and watch for
danger signals within their accounts.

There are just a few problems with this
strategy, however. Most reps don’t at-
tempt to penetrate the account much
past their contact and possibly that per-
son’s boss.

Therefore, competitors often bypass the
contact (which is quite often a low level
person) and move towards management
or ownership.

Managers, especially in this economy,
are looking for efficiencies and observ-
ing a rep coming in regularly to socialize
with her employees may not accomplish
that goal.

In their own defense, reps may state that
their company’s Internet offering is not
adequate, because it does not have the
bells and whistles of competing sys-
tems.

They may be correct in this assertion
and the company certainly has a re-
sponsibility to push its provider to up-
grade its service or purchase another
back office system.

However, as long as your online system
has a favorites list, your reps have the
capability needed to help their cus-
tomers become more efficient and fur-
ther insulate them from the competition.

Most customers order numerous items
at least once a month, which should
make it easy for the rep to create a list.
Once trained on your system the cus-
tomer will only need to call the rep or

customer service with questions or ex-
ceptions.

If this concept could work with even half
the customers your reps currently call
on, imagine all the extra time they might
have!

They could get to know managers and
accounting folks during account reviews
with current customers. They might
even have some time (Heaven forbid) to
follow up on referrals or make a cold call
or two!

Do you see how all of this could save
you money and possibly expand your
business as well? To succeed in the dif-
ficult months ahead, we will need to
change the way we conduct our busi-
ness and your Internet system, used
correctly, is a major key to doing just
that.

Tom Buxton is founder and CEO of InterBiz Group, a consulting firm that works with
independent office products dealers to help increase sales and profitability, for more

information, visit www.interbizgroup.com.

We can help you find the way to increased profits!
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* Evaluate Your Stocking Strategies
to Maximize Turns

¢ Help You Prioritize Expenses to
Maximize Cash

* Raise Margins While Reducing the
Risk of Customer Defection

* Renew the Excitement of Your
Sales Team to Gain New
Business
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The Other Side of
Dave Bertrand

of Superior Business Products

Ever have the kind of day that leaves you wishing you were a thousand

miles away from anything remotely to do with office products? Why not get in touch

with Dave Bertrand at Superior Business Products in Schenectady, NY? -

He might just have a suggestion for you!

- T

Dave is a true industry veteran—he’s
been selling office products at Superior
for twenty years and has become one
of the dealership’s top producers. But
even when he’s out pounding the streets
for Superior, Dave’s thoughts will still
move far away from office products—
would you believe maybe 10,000 feet
away?

Dave Bertrand is a skydiver and has been
for over 30 years. Back in 1976, he
jumped out of a plane for the first time—a
gift from a friend in return for a favor. That
first jump was relatively modest—just
3,500 ft. on a static line—but, says Dave,
it was a life-changing experience.

“You really can’t describe the feeling sky-

diving gives you,” he says. “But as most
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skydivers will tell you, it’s when you really
find out why birds sing!”

That first jump left Dave ready for more
and some 3,000 dives later, he’s still out
there about three days a week during the
season—between April and November—
ready to throw himself and about 25 Ibs.
of equipment out of an aircraft for an
adrenaline-surging 60 seconds of free-
falling excitement.

Oddly enough, he hasn’t had a great deal
of success passing on his love of the sport
to his friends and colleagues at Superior.

“Dave has asked me to go up with him
many times,” says Superior’s president
Ray Seefeld, “But even though he’s an
outstanding sales professional, | still like
the idea of keeping my own feet on the
INDEPENDENT DEALER

ground!”

While the team at Superior may be a
tough sell, that hasn’t stopped Dave
from building up a nice skydiving busi-
ness of his own. In addition to his office
products career, Dave is a proud co-
owner of Mohawk Valley Skydiving
(www.mohawkvalleyskydiving.com), and
a licensed instructor for would-be sky-
divers.

So next time a particularly demanding
customer gets you down or if you feel
like you've seen one big box Sunday in-
sert too many, give Dave a call. He’d be
more than happy to take you far away
from the stresses and pressures of the
office products world—for at least 60
seconds!
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Time for a Tier-Priced Dealer Catalog?

By Chris Franco, President
American Printing & Office Supplies
Kingston, NY

Open virtually any big box catalog today and you’ll find they
all take a similar approach to pricing: Buy 3, 6 or 12 of an
item instead of just one and you, the customer, get a nice
price break.

It’s called tier pricing and if the big boxes do it, why shouldn’t
independents give it a try?

This year, our dealership is doing just that. Working with S.P.
Richards, we have published our own Select catalog, featur-
ing tier-pricing on the top commaodity items, and have been
distributing it since January.

It is not only keeping us competitive, but is also bringing in
new business and increasing our own productivity and prof-
itability.

Our customers like being able to enjoy the same kind of price
breaks for ordering in quantity that they can get from our big
box friends. At the same time, the tier-priced book is increas-
ing our average order size, cutting down on the number of
trips we make to each customer and making us more effi-
cient in the warehouse.

We are saving on repack boxes and it’s much easier for our
warehouse team to pull a shippable carton of 12 binders right

off the shelf instead of repacking smaller quantities.

The catalog is also proving very effective from a marketing
standpoint. We go into prospects and tell them we'll put
them on End Column Pricing for the first 120 days, no matter
what quantity they purchase.

If they maintain $1,000 (or whatever the number) per month,
they stay on End Column regardless of quantity. If not, then
they need to meet the quantity breaks to get the lower price.

The result: An approach that we find has worked very well
as a way to generate initial interest from potential new ac-
counts.

Obviously, a tier-priced approach is not for every dealer. But
Office Depot, Staples, Quill and W.B. Mason use it and pre-
sumably it works for them. Based on our own experience,
we believe it can work for independents, too.

In these challenging times, that’s particularly good news and
certainly something worth thinking about as you put your
own marketing plans together for the rest of the year.

Questions or feedback? Please drop me an e-mail at
cfranco@amerprint.com.

§ o — — § PHONE A, TELEPHONE MESSAGE BOOKS .
(4] i ' £ MES§S == - = S gocme Carooneny, Bck penl e Wit i ot @ Sparco
£ i L= EE E OO S qragiic on while gy caniry dgicaes
1 bl T __PROSUCTMD, ____Drscarion iy et
[ mEssAGH o - 0 SETS/BO 59 11 50681
! S ~ ____J: \M ST T imih_ AWk
i - i S TR I A T i :
i ey g A —— E OOk i S LI’ Fom 5w mik i
i m Yo . 5. DUPLICATE TELEPHONE MessAGE ooks W JOPS,
i 1 1 -i= w T carbemites. ks rote secion on i e, Foux 4t por page
i 3. = i = . i H i Parlorsied
el : B T sy e
E missacs ] — = i WL TR WERE OUIT BN -
EH - Lo H X i ToFam Wil & Carry, 57 2177, 800 Sein B EA S
3 i 1: RO CLL BO0K : =
i: | i JOP 431 Whie 5 Coary 5052 1T, 0 5o = L. i
3 e— {i T = AR A AL BT
02301 | Gw pemmm o
| [ = o
(] 1
MARCH 2009 INDEPENDENT DEALER Page 39


mailto:cfranco@amerprint.com

