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READY TO OUTSOURCE YOUR
HERE'S HOW TO FIND A FIR
A PRODUCTIVE PARTNERSHIP

AD SALES?
M AND FORM

that has been imposed by senior management.

nside or outside? At some point, if your publication
includes advertising, you're sure to discuss whether ad
sales are best handled in-house by staff or outsourced
to a publishers’ representatives firm.

= Might anyone have tendeneies that could conflict
with the outsourcing model? For instance, a sales man-
ager whose style is 1o micromanage could have prob-
lems working with an outside firm.

IT the magazine is a start-up, the answer is easy: ire
an advertising sales staff. That's what [ did several years
ago, when | had an interest in a new magazine—even
though 1 make my living running an independent rep
firm, Why? Because expectations for a new ventlure are
virtually impossible for either party lo manage. If the
growth is explosive, the publisher often thinks it could
have been even greater if only the entire process were
controlled in-house. If growth is slower than projected—
which is almost always the case—then the outside sales
firm is often seen as the culprit Rather than engaging in
an unproductive “blame game,” it's better not lo embark
on a relationship with outside sales representatives until
benchmarks exist.

AN INITIAL ASSESSMENT

Let's say you have an established magazine and are
thinking about hiring an independent firm to handle
advertising sales. Before making another move, assess
whether your orpanization can sustain and nurture an
outsourcing relationship. Answer these questions before
initiating a search for an outsouwrcing partner:

= Are all the key players willing to work with an out-

sourced sales operation? The whole process will be diffi-

cult to implement il 2 manager who
prefers to hire his or her own peo-
ple is foreed o accept a solution
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* |z senior management willing to monitor the rela-
tionship? They must be accessible if problems arise,

= As the publisher, are you willing Lo accepl another
work culture? Independent sales representatives may
work different hours than you or take a different
approach to travel and entertainment.

= Have you added up all the costs for having your
own direct sales operation? IF you total everything on a
napkin over lunch, you may miss more than hall of the
costs. State taxes, medical insurance, overnight deliver-
ies, and travel within the market are just some expenses
that are often overlooked.

* Have you clearly defined your expectations of an
independent firm, from both strategic and tactical stand-
points? For instance, do you expect to share sales per-
sonnel with other publications? If you want salespeople
dedicated to your publication alone, he prepared 1o pay
for that exelusivity.

WHAT'S YOUR PREFERENCE?

Assuming you've made the decision to hire an mde-
pendent firm after addressing these questions, you'll
need to find one that best meets your needs.

Should you look at big firms or small ones? Bigger
firms tend o be more systems-oriented and have their
own culture. They also tend 1o have
better databases and the ability to
leverage existing business 1o help
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you. Sometimes they will even bring togeth-
er publishers to take advantage of opportu-
nities for group sales.

Larger firms, however, generally want to
control the process; a micromanaging sales
manager isn't a good match for this type of
firm. With a smaller firm, the owner may
personally sell your magaxine and become
identified with it. You'll need to decide
whether that is an advantage or a disadvan-
lage for your association.

Some publishers may need national rep-
resentation, others regional. If you need
sales representation across the country, do
you prefer lo work with one large firm,
national in scope, or with several regional
lirms? National firms can provide central-
ized hilling and marketing continuity. On
the ather hand, they control your entire
advertising revenue. One advantage of
using a group of regional firms is their abili-
ty to offer diverse, targeted experience; the
disadvantages include the need for more
accounting and dealing with dilferent cor-
porate culiures.

Are processes such as monthly reports,
forecasting, maintenance of the comp list,

Are you willing to accept
another work culture for
outside reps?

and so forth, important o you? Some firms
are process-orienied and deliver business
reports routinely and on time. Others, par-
ticularly smaller personality-driven firms,
are mote freewheeling when it comes o
providing sales support,

Another consideration 15 whether you
prefer a “vertical” or “horizontal™ firm.
Vertically organized firms assign magazines
to salespeople, which limits the number of
fitles each one handles. These salespeople
may or may not be exclusive, but they are
dedicated to a small number of titles. This
means you'll always know who is selling
your magazine,

Horizontally organized firms assign a
geographic termilory (o each salesperson,
who then sells all of the firm'’s titles within
that area. Sales expenses are lower; the
drawback is that the same salesperson may
need to touch base with the same client for
several different publications,

The Final Rundown

| I,.'ai ..-’h“" yuu gel close 10 outsourcing advertising sales, review this list of considerations to
'V ensure your publication and the selected firm will be a good fit.

» Does the publishers’ representatives firm have the capabilities to deliver on your expectations?

* Have you checked the firm’s references carefully?

* Do you like the people and trust them?

» How long has the firm bean in business?

= |5 the firm financially sound and able to weather a downturn?

* What is its Dun & Bradstrest rating?

« Does it have established banking relationships?

+ Do the firm’s office locations reflect the image you want to project to your customers?

* |5 there a succession plan in place if the owner retires or an emergency arises?

» Does a big client dominate the firm? What would happen if that client goes away?

= Do you understand how the company is set up, including sales support and billing?

+ How guickly will the representatives be ready to sell your publication?

» Do you have a clear idea of the firm's hiring policies and expectations for employee behavior?

= Whal is the rate of staff turnover?

» Have former employees ever sued the firm?

* |5 the company able to provide additional services you might need in the future?

* Do you know what marketing rescurces the firm has, such as SRDS, Advertiser and Agency
Redbooks, and research capabilities?

* Have you examined the systems that the firm has in place?

* Does the firm have a history of adapting Lo new systems, assuming that’s important Lo you, or
are you willing to work with its existing systems?—.J.G.E.

THE UPSIDE

Onee you have selected a publishers” rep-
resentatives firm  (see “The Final Run-
down” on page 22), give this new relation-
ship time o work. Don't walk away at the
first sign of differences with your outsoure-
ing partner. Instead, commumicate clearly—
and often—with the firm's management.
MNever let 1ssues fester. After all, the rep firm
wants success as much as you do,

If your organization is prepared 1o fully
suppaort the coneept of outsourcing advertis-
ing sales, and il you have chosen a firm
carefully, the resulls can be profitable and
rewarding. As a publisher, you will be
relieved of personnel issues such as
hiring/firing, taxes, and countless other
administrative hassles. Most important, sales
can go up and expenses go down. B

James G, Ellioft is presi-
dent of fames G. Ellioit
Co., a media, markeiingr,
and sales company head-
quartered in Los Angeles,
CA. You can reach him by
phone at (213) G24-
0900, ext. 1514, or via e-mail at
S Elott@famesgelliott.com.
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