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In its early formation and development, the electric util- 
ity industry was largely a technical management problem The 

recent business depression has brought into importance the 

problem of obtaining more business and the need for developing 

a sound business-getting organization. 

The operation and management of the Wisconsin Power and 

Light Company during recent years demonstrates the manner in 

which load. building has becoie a fundamental function in its 
operation instead of an incidental one. 

In the formation of a basically sound load-building organi- 

zation, the functions of its various units and the responsi- 

bility of individuals in the seheme of business-getting must 

be defined. Personnel must be selected in a scientific manner, 

and. some form of organized training must be developed using a 

Yundamental selling process as the formula for the training 

program 

To make such an organization effective, a sound new busi- 

ness policy must first be adopted. Such a policy may be defined 



as follows: "A successful load-building program (a) builds 

profitable load, (b) at a reasonable cost, and (o) at a satis- 

factory pace, (d) using methods which improve trade relations 

vith other outlets." 

In order to ascertain the progress and results of a suc- 

cessful load-building program, certain "measuring sticks" in 

estimated annual revenue (E.A.R.) should first be established 

for each unit of new business and the amount of net profit in 

each should also be determined. A cost control system must 

be set up for the load-building operation. Anplan must also 

be provided for co-operation with other trade organizations 

building utility load. 

The comparison of the load-building plan of the Wisconsin 

Power and Light Company with that of a fundamental scheme of 

business or industrial organization proves that it, too, is 

fundamental and favorably affects all who are in sorne degree 

interested in the progress of the electric utility industry, 

namely: customers, stockholders, dealers, and employees. 
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LOAD BUILDING: A FUNDAMENTAL FUNCTION 
OF 

ELECTRIC UTILITY OPERATION 

INTRODUCTION 

The electric utility industry had its beginning in the 

United States little more than half a century ago. It has 

now grown to an industry representing an investment of ap- 

proximately $13,100,000,000 and an annual business of ap- 

proximately l,92l,O77,OOO (Electrical World January 4, 1936) 

arid serves a greater part of the industrial, commercial, 

domestic, and rural population of the United States. 

At the outset the problems of management were largely 

financial, engineering, construction, operation, and main- 

tenaric e. 

As means of transmitting electrical energy greater 

distances became more economical, it became profitable to 

extend transmission lines to new load centers. Smaller 

operating units could now be interconnected for greater 

economy and greater guarantee of continuity of service. It 

no longer was necessary to constri.ìct factories at the sources 

of power since power could now be transmitted to the more 

economical location of the factory. 

The rapid development of new uses for electricity, the 

design of devices for these new applications and the rapid 



expansion of generation, transmission, distribution, and 

utilization facilities required the services of men who were 

for the most part technically trained. So much new load was 

immediately available that there was little necessity to de- 

velop a business-getting responsibility on the part of the 

operating managers of electric utilities. 

In the more thickly populated areas of the United 

States, utility companies extended lines into new territory 

just to get there before some other utility could do so. 

In general, there was sufficient business to warrant the ex- 

penditure of capital necessary to adequately serve the new 

territory. There was, therefore, little thought given to 

the problem of "thickening" the amount of business on such 

lines. Not much attempt was made to induce new customers 

to connect to the lines nor ;vas much effort made among exist- 

ing customers to create a demand for additional uses of elec- 

trical service. 

As a result of this physical situation in the early 

stages of development of the business, the managers of elec- 

tric utilities were selected largely for their technical 

ability with but little thought given to their ability to 

organize, select, and supervise new business activities. 

During periods of credit expansion and generally prof- 

itable business conditions, the frailty of such a type of 
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business organization Is not In evidence. It Is not until 

depressed business conditions and the continued demand for 

lower rates begin to affect the revenues of utilities that 

It becomes necessary to investigate the strength of their 

new business organIzations. 

Rate structures of electric utilities were first re- 

duced largely because of the extension of service into new 

territory ar the interconnection of smaller operating units, 

resulting In wider division of general overhead expenses, 

and greater diversity of generation and transmission facili- 

ties. 

However, when effects of the recent great depression 

began to be felt as early as 1930, there were few new ter- 

ritones to be served and yet there were continued demands 

for more rate reductions. In order to meet these demands, 

operating expenses including wages and salaries of employees 

had to be reduced as far as possible. Dividends paid to 

stockholders also were sharply curtailed and in many in- 

stances large amounts of preferred stock were held by cus- 

tomers of the utility. 

The only substantial way to get out of such a dilemma 

was to develop a business-getting attitude on the part of 

the utility management and to transmit it to the entire 

operating personnel. With this new urge on the part of all 
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employees to get business, old company policies could be 

adapted to the new scheme of operation, making business- 

getting a principal function instead of an incidental one. 

Let us, therefore, observe the details of a specific 

case, which v'ui include (a) the development of a New Busi- 

ness organization, with an outline of the functions of its 

various units; (b) the application of fundamental principles 

of a successful load-building program; and (e) some conclu- 

sions. 
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NEW BUSINESS ORGANIZATION 

The organization and development of a New Business or- 

ganization as a fundamental function of electric utility 

operation will be observed in the operation and management 

of the ?Jisconsin Pov:er and Light Company, especially during 

the period from 1933 to 1935 inclusive. 

This company has general offices at Madison, Wisconsin, 

and ftirnishes retail electric service to approximately 275 

communities in south central Wisconsin. Only four of these 

communities have a population of more than 20,000 and the 

largest one has a population of 40,000. There are about 12 

communities ranging in population from 2,000 to 10,000. Ap- 

proximately 150 of the communities served have less than 

1,000 population each. The Company owns and operates ap- 

proxImately 3,000 miles of rural farm lines which serve 

9,000 farm customers. ApproxImately 30 communities purchase 

energy wholesale from the Company. 

The Company serves about one-fourth of the area of the 

State of Wisconsin, by means of approximately 2,500 miles of 

transmission line energized from one large modern steam 

plant, two rather large hydro plants, and several small hydro 

plants. Eighty-two per cent of the Company's business Is 

electric, 11% gas and the remaining 7% consists of water, 

heating, and transportation business. The gross revenue of 
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the Company in 1935 was about 8,000,000. 

in the year 1913, 205 communities now in the territory 

served by the Company were without electric service of any 

kind; 54 communities had part-time service; and 67 other 

communities had so-called 24-hour service. 

The Wisconsin Power and Light Company through the build- 

ing of its transmission line network and the necessary power 

plants has brought 24-hour service to the 205 communities 

which were without service; 24-hour service to the 54 com- 

munities that had part-time service; and adequate 24-hour 

service to the 67 communities which had so-called 24-hour 

service. 

Need for a New Business Organization. At a,conference 

of utility executives in Chicago on February 12, 1936, Mr. 

G. C. Neff, President of the Wisconsin Power and Liht Corn- 

pany, describing the development of the Company and the need 

for a New Business or Load-Building organization, said in 

part: 

"During this development period, the princi- 
pal problems were acquiring existing utilities in 
the territory, building the necessary transmis- 
sian lines and substations to properly and effi- 
ciently tie these utilities together, building 
other transmission lines to extend service to 
communities not served, building the necessary 
generating stations to supply the requirements 
of the territory, rebuilding many of the dis- 

tribution systems of the existing utilities and 
adjusting the whole development so that satis- 
factory and efficient service was supplied. In 
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other words, the operating organization of the 
Wisconsin Power and Light Company during this 
expansion period dealt primarily with construc- 
tion and operation problems. 

"As the depression made itself felt revenues 
began to decrease. As our construction and oper- 
ating problemsÌ.d diminished at the end of the 
expansion period, it was possible for us to some- 
what offset the decrease in revenue by decreasing 
operating expenses. The operating organization 
was cut down to a minimum and the small load- 
building organization we had was practically 
eliminated because it was felt that our custom- 
ers were in no mood to spend money for anything. 
We were not, however, able to reduce expenses 
as fast as the revenue decreased and the net in- 
come decreased as the depression lengthened. 
Our customers' income was also being adversely 
affected by the depression and this, of course, 
brought from them a demand for lower rates. 

"This demand increased to such a point that 
we felt it was necessary to actually cut rates, 
which, of course, further decreased the net of 
the Company. By 1932, the condition had become 
so serious that we were actually worried about 
our ability to earn bond interest. We felt that 
expenses could not be further reduced, and the 
only way out of our dilemma was to increase our 
revenue through an intensive load-building ef- 
fort. We felt that this was necessary not only 
to secure increased revenue but also because it 
was apparent that rates for service in the fu- 
ture would be lower than in the past. The only 
way to get more revenue at reduced rates is to 
gp out and get some new business.t' 

Executive Support and Departmental Co-operation. The 

Wisconsin Power and Light Company has a typical operating 

organization consisting of major departments as follows: 

Executive, Treasury, Auditing, New Business, Rates and Re- 

search, Engineering, Purchasing, Generation, Transmission, 

and District Management. Fach of these departments is 



directed by a Department Head; while each of fourteen geo- 

graphical divisions of the Company's territory is under the 

supervision of a District Manager. 

The District Manager is in responsible charge of all 

activities of the Company in his District and reports for 

general supervision direct to the Executive Vice-President, 

and through the various Department Heads on specialized ac- 

tivities. Some of the Department Heads report to the Presi- 

dent, and others to the Executive Vice-President. 

One of the first and indeed the most critical factor in 

the establishment and development of a new and important ac- 

tivity in any large organization is that it must have 

"executive support". The chief executive must not simply 

passively acquiesce but must take an active interest in the 

program. Such a program can be made effective only in the 

proportion to which the chief executive requires the active 

support of all of his subordinates. 

Mr. D. C. Green, President of Middle West Corporation, 

Chicago, Illinois, addressing in February, 1936, the Presi- 

dents and other executives of the several operating companies 

owned by Middle West Corporation, said: 

"My observations on load building are: 
(1) that load building is not a one-man job; 
(2) employee co-operation is necessary to do a 
real job; and (3) the President of the Company 
must let the employees see, hear, and know that 
he is back of the program." 
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While lt Is the function of the New Business Department 

to supervise all plans and policies pertaining to getting all 

classes of new business and holding existing business; yet 

in the actual application of such p1an and policies in the 

field, lt is vitally important to secure the interest and 

business-getting co-operation of every other department and 

of the District Manager. The need for promotional type of 

rate structures demands close co-operation with the Rate De- 

partment; the need for use of more money and analysis of cus- 

tomers' credit in new business activities requires the at- 

tention of the Treasurer; the proper installation of cus- 

tomer appliances needs the analysis of the Engineering De- 

partment. In fact, all department heads must be made con- 

scious of the need for load building as a fundamental func- 

tian of operation of the utility if the mo't effective and 

co-orclinated net result is to be obtained. 

District Manager Leadership. The District Manager has 

direct supervision over by far the greatest number of opera- 

ting employees and his leadership in the job of building 

load will determine to a great extent the co-operative in- 

terest of his employees. If he takes up the responsibility 

enthusiastically and intelligently, his employees will do 

likewise and there will result a co-operative interest of' 

all employees, and especially those who do not have full-time 



responsibility in the New Business Department. This sort of 

employee interest is very essential background in maintain- 

Ing the morale of the full-time New Business organization. 

Then, too, the so-ctlled "bird dog" work of finding pros- 

pects for new load by general operating employees, and es- 

pecially by cashiers, meter readers, and servicemen who have 

contact with a large number of customers, makes the opera- 

tion of a New Business Department much more efficient. 

Development of Organization. In March, 1933, at the 

bottom of the depression, the Wisconsin Power and Light 

Company's New Business organization consisted of a few 

General Office employees and a few sales representatives, 

some of whom had other part-time responsibilities. 

There had been in progress for some time a rate analy- 

sis by the .VIsconsin Public Service Commission and early in 

1934 a drastic rate reduction was ordered. Up to this time 

almost everything possible had been done to reduce operating 

expenses, but it now became apparent that something must be 

done to force revenues upward. While It had already been 

determined that a New Business organization was necessary, 

this drastic rate cut made it all the more essential that 

plans for enlarging and increasing new business activities 

be expedited. 

After careful planning, a form of New Business organi- 

zatlon was set up, which Isthowri on the chart (page 11). 
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The solid lines on the chart Indicate the flow of direct 

authority and the dotted lines indicate the flow of res- 

ponsibility from the directing and planning organization 

to the field organization for application. The figures 

shown opposite the titles of the various positions indicate 

the number of each recommended for adequate coverage of the 

territory of the 7lisconsin Power and Light Company in 1936. 

Vice-President in Charge of New Business. It will be 

observed that the New Business Department is in charge of a 

Vice-President. It Is an essential element in any kind of 

business management that wherever a responsibility is placed 

the equivalent amount of authority must be provided to exe- 

cute the details. Since now the New Business Department was 

to be greatly enlarged and had the responsibility of carry- 

Ing out its plans with more than usual speed, it seemed de- 

sirable to make the head of this department an executive of 

the Company. 

It was iriportant at the outset of this program that 

the head of the New Business Department be cognizant of and 

fully understand the problems of the District Manager both 

for the purpose of co-ordinating the plans of his department 

with other operations in the District, and also that he 

might be able to advise intelligently with the District Mana- 

ger in carrying out the new business activity. 

District Manager Responsibility. Since the District 
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Manager had charge of all other activities of the Company 

in his geographical division or District, it seemed highly 

desirable to place upon him the responsibility of getting 

new business, i-le was in a position to co-ordinate this new 

activity with all other District operations. 

In the beginning most of the fourteen District Managers 

had had little training in business getting. Most of them 

had been located in one community for a great many years 

and had become so familiar with the characteristics of their 

territory and its people that they had the somewhat fanciful 

idea that very little more new business could be obtained in 

these areas. 

To change this situation, most of the fourteen District 

Managers were promoted and moved to new Districts, and a 

few new ones were appointed, so that from 1933 to the end 

of 1935 eleven of the fourteen District Managers were new in 

their jobs. All had been promoted to better jobs with in- 

creased salaries, but with a new responsibility - that of 

getting more new business. In this position the District 

Manager became the so-called Sales Manager of his District 

and the business-getting function became an important one. 

The same general situation existed among the 46 Local 

Managers and Local Representatives. Local Managers are in 

general charge of smaller divisions of the District and have 

one or more employees reporting to them. Local Representa- 

tives have the same responsibility but have no other 
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employees reporting to them. Many of them adapted them- 

selves to the new responsibility; others did not and were 

either moved to other jobs or their territory covered by 

sorne other sales representative. An extra sales compensa- 

tion plan assisted materially in enlisting the active sup- 

port of many of these operating men. Their salaries had been 

reduced during the depression and this new business activity 

provided a means of restoring their income and at the same 

time enlarged their operating responsibility. 

New Business Department Heads. The new businìess acti- 

vities of any electric utility have essentially four divi- 

sions as follows: (a) sale of appliances to the residential 

or domestic customer; (b) promotion of better lighting in 

homes, stores, and other commercial establishments; (c) sale 

of power and heavy duty heating applications to commercial 

and industrial establishments; and (d) sale of power and 

light to farm customers. These foui- divisions cover practi- 

cally all of the retail customers of a utility. 

In the New Business organization of the Wisconsin Power 

and Light Company, each of these divisions is supervised by 

a New Business department head and there is located in each 

District a correlated group of new business employees. 

The Advertising Manager, Merchandise Manager, Lighting 

Supervisor, Farm Sales Supervisor, Commercial and Industrial 

Supervisor report to the Vice-President in Charge of New 
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Buslr.ess; while the Chief Salesman, Comerc1a1 Lighting Rep- 

resentative, Home Lighting Advisor, Local Manager, and Local 

Representative report to the District Manager. 

Advertising Manager. The Advertising Manager has general 

responsibility of preparing the budget of expenditure for ad.- 

vertising used to support all divisions of the load-building 

organization and to select the mediums through which to ad- 

vertise. An advertising agency is retained as counsel upon 

all advertising matters. This agency prepares layouts, art- 

work, and all mechanical work in production of advertising 

copy. It is the responsibility of the Advertising Manager 

to maintain contact with this agency and supervise its work. 

He also plans other sales promotion activities such as sales 

campaigns and contests. 

Residential Sales 

Merchandise iianager. The Merchandise Manager has the 

responsibility of directing the sale of appliances to resi- 

dential customers. He selects the appliances to be sold by 

salesmen and provides the plans by which they are to be sold. 

It is his job to co-ordinate the activity of the Company with 

that of all other sales outlets selling similar load-building 

merchandise. He must maintain a proper turnover of stock in 

order that capital is not unnecessarily tied up in this acti- 

vity. 
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The Merchandise Manager superintends preparation of 

salesmen's compensation plans and execution of sales contests. 

He is responsible for training of new salesmen and re-train- 

ing old salesmen. He assists the District Manager and Chief 

Salesman in the selection of new salesmen and advises with 

them on the necessity for removal of unprofitable sales em- 

ployees. 

While working In the District, he functions as a spe- 

cialized assiEtant of the District Manager, deriving his 

authority from him but working directly with the Chief Sales- 

man. 

Home Service Representatives. Many load-building appli- 

ances, especially electric ranges and refrigerators sold In 

the home, reouire actual demonstration and testing after 

they are installed. For this function there are required a 

number of women Home Service Representatives. There is not 

enough of this kind of work to support a full-time employee 

in most Districts and for this reason all Home Service Rep- 

resentatives report direct to the Merchandise Manager, who 

arranges a schedule for each to work in the several Dis- 

tricts assigned to them. While In a District, the Home Ser- 

vice Representative likewise derives her authority from the 

District Ianager or from the Chief Salesman when so dele- 

gated by the District Manager. 

Gas MerchandIse Manager. The Wisconsin Power and Light 
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Company is a combination gas and electric utility and the 

Merchandise Manager has on his staff a specialized assistant 

designated Gas Merchandise Manager to supervise sales of 

gas appliances. 

Sales Supervisor. iUso assisting the Merchandise 

Manager is a Sales Supervisor whose specific duty it is to 

train salesmen in the field through the medium of an or- 

ganized sales-training course which Is coupled with actual 

application of a fundamental selling process. 

Chief' Salesman. The Chief Salesman Is the supervising 

employee who has direct charge of merchandise sales in the 

District. He has direct charge of other salesmen in the 

District and functionary supervision through the District 

Manager over domestic appliance sales made by Local Managers 

and Local Representatives. It is his job to see that his 

sales people are properly trained and must assist them in 

closing bard sales. He orders merchandise, maintains con- 

trol over stocks, and sees that appliances are properly dis- 

played in display rooms. He also has the responsibility of 

preparing certain District reports of residential New Busi- 

ness activities. 

In every District there are located a large number of 

business firms such as specialty appliance dores, hardware 

stores, furniture stores, electrical contractors, and gen- 

eral department stores, who sell load-building appliances 



and who report these sales to the Company each month. The 

Chief Salesman has the responsibility of maintaining a 

friendly contact with all of these co-operating dealers. 

In the larger Districts the Chief Salesman is a full- 

time supervisor; but in the smaller Districts, he is as- 

signed a definite retail sales area and is required to make 

his own quota of sales besides supervising sales of several 

other salesmen. Then the number of salesmen is five or more, 

it is desirable to appoint a full-time supervisor. 

Coverage. At the beginning of expansion of the New 

Business Department, only a few salesmen were employed and 

their territory represented from 2,000 to 5,000 residential 

cuztomers. It was obviously impossible to make any sort of 

organized coverage of the territory with these few men. 

With reasonably good business conditions the territory 

of the Wisconsin Power and Light Company is expected to 

yield from Company sales alone from 10 to 25 per residen- 

tial customer in load-building appliances. A territory of 

700 customers should, therefore, yield from 7,000 to 17,500 

in gross merchandise sales which may be considered an average 

range of production for salesmen selling in this area. 

The size of the domestic sales organization shown on 

the chart (page il) is desigzd to provide a coverage of ap- 

proximately one full-time electric salesman for every 700 

residential customers. 
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Hiring Salesmen. In 1933 when the decision was reached 

to materially increase the sales force, the first problem 

vthich presented itself was that of finding trained salesmen. 

Cf course, they were not to be found, so a plan was formu- 

lated to hire men with reasonably good salesmanship quali- 

fications and then train them for the job. 

At first the job of finding salesmen was left to the 

District Manager. It soon became apparent that the number 

of applicants was very limited and that the expansion of the 

residential sales program would be greatly retarded if the 

hiring of salesmen was not speeded up. 

It was found also that a salesman hired by a District 

Manager, who had only a limited experience in sales work, 

would remain on the pay roll for as long as three to six 

months before it was determined that he did not have funda- 

mental sales qualifications. This was, of course, an ex- 

pensive process since the Company had from 3OO to $600 in- 

vested, in the new employee with only a gambler's chance that 

he would make good. 

The first step to improve this situation was to require 

that before a salesman could be put on a District pay roll 

he must first be interviewed by the Merchandise Manager, or 

by the Sales Supervisor. 

An interview, at best, is only a preliminary tool in 

the selection of a salesman but it can be materially more 
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effective if organized and done in a scientific manner. 

There are certain first impression characteristics of an ap- 

plicant which are recognized in his first contact for an in- 

terview. Often these first impressions have much to do with 

the ease wfth which a new salesman gains the good will and 

interest of his new boss and his fellow employees. They 

also materially affect his approach to prospective customers. 

In order to make first interviews as effective as pos- 

sible, a Personal Rating Sheet (page 21) was prepared for 

use by the interviewer. It covers only general first im- 

pression characteristics of the applicant and requires only 

simple marking while the interview is in progress. 

It does not, however, take the place of a more com- 

plete application in writing. A more or less standard ap- 

plication form is required to be filled out by the applicant 

in complete detail (pages 22, 23, 24). 

As will be described later under the heading of "Sales 

Training", the Company had decided to require all salesmen 

to complete an organized sales training course, known as 

the General Electric-La Salle Home Appliance Salesmanship 

Course. A Boston utility recently decided to start a mer- 

chandising program, advertised for salesmen, hired 50 ap- 

plicants, and then proceeded to bring them into a seven-day 

training school, using the above training course as a basis. 

They were then sent into the field to sell electrical 
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PERSONAL RAT I SBEET 

Into rvi ewed 

Nane 

Add re 55 

Birth Age Hgt Wgt_________ 

Appearance - Excellent Good Fair Poor________ 

Hands_______ _______ _______ _______ 

Cloth es ________ ________ ________ ________ 

Physic al ________ ________ ________ ________ 

Inte iligence ________ ________ ________ ________ 

Voice - - Pleasant Coarse Strong Weak_________ 

Education - Major Minor_____________________ 

Experice- Homiai:ing Teaching Selling Busizss________ 

Hobbies: 

Drive Car? Own one?____________________________ 

Attitude + or - 

Language - 

Polso - 

Family - 
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APPLICATION FOR EMPLOYMENT 
Wisconsin Power and Light Company L 

It i. u!Ider5tIIoI and 4grld t1' t ni. nt t.nte i n ' ... i.. n.. :,.I.. ti ''t't i rl atiti up 
"n the truthfunvs.s of the following t,1Ii%fnt. 

I 9 

Name ir' Full 

Preent Àddrets - - it.v 

Permznent Addre - - . . - 

CIty - _ State . 
11w king hav viii lived ihir. 

Date of Birth . 
Place f Birth . - 

i tt uf accident 7lutify 

I':xtractioii (English-Irish-Hebrew. etc.) .A(idre.z - 

Age - - - -- Single, married. divorcttl. widowed. or t'parated ? . 

i-IiighL J ------ --- How iong married? ----------- __110 liwg separated? . 

Weight - -- Children' ---------- Age . ----- ()th'r t1ependent .. - 

Sex - --- --- . Reni orown home? . .ßoard! ---------- Livc with l)arenIs 
e 

t(,101 ------- I),) 3'i)U OVili r,a! . ----- Sti,cki or l,4)T(li -------------- 

r\HV defects in 
. 

,-- 
Do you carry liatiihty tnurance . - .. ------------- Amount 

,peech - - - Have you ar'y Iz-tn or debts I)a$t due?_. - Explain if you care to _______ 

Hearing - - - - - 

Sight - ----------- 
Llave you a:y othir income besides what you my ieeeive from u' 

}eet . . 

Do you CBIIy iiisuranee: Lilo? ------ I-Ir'alth? . . . Àccident. . 

Others --w hat are your church aililiations, if any? - - 

Are you willing to take a 
physical examination at our llavi you ev&r h- ¡n our employ hetore W here? - - - 

e.penie - - - - - ------- --- 'When? -- -------- In whtt capacity? - 

How much time have you 
lost through illness in past 

- 

flY ¡clauses in our employ - - - 

2 years - - -- llave you ever been ljondcI? - . What ¡tmunt? 

What is your present con- 

dition of health 

Has bond evel been iefusd ? - 1f so, why? 

Can you give bond at our expense -- - - - - - - - 

V--,, s-our rarnings during the past 12 calendar months in excess ¿if l8011. ? 

}t('marks --- - 

Are you receiving Unemployment ('omp.n--itinn lliiw m;iny steek 

- 

still due? -- - From whnm? - 

- 

. ignat'lrt' f :\ 1i1iht,i; 
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GENERAL EXPERIENCE AN!) EDUCATION 

Location of grammer sehooL ------------------- ear graduated --------------- 

Location of high school ---------- eargraduated - ------- ___ 

Name of college ---------------------------------- Y ear graduated. . Degree _________ 

Name of night school, special study courses. etc ----- -- ----------------------------------- - 

Did you earn all or part of your college expense? ___._ - What age did you leave school? - - 

RECORD OF BUSINESS EXPERIENCE 

From To pren*1t3 First 
Addro.s Natur. uf Work Monthty Rrs.on for 

Are you an American citizen? ------------- _Were you ever in the Army orNavy - 

Io what organizaUom. l'le.. iic. d you belong' - 

What is your hobby or favorite recreation? - - ------------ -. - -_ ______ 

What languages other than English do you speak? - - ---- - - - 

Iind of work desired? - ------ - - 

CHARACTER REFERENCES 

Do not roler to mere acquaintancri, pr.vious mploy.rs or r.Iatvrs. R.frr to p.-ortr wl, knos, you welt personally. 

Name Occupation Address 

o 

3 -- -- 
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APPLICANTS FOR SELLING POSITIONS-COMPLETE PAGE 3 

Are you at present employed? of employer-present or last1 ------------------------- 
Reason for leaving or wantingtoleave -------------------------------------------------- 

Does any prev.ous employer claim any unpaid balance against you ? . ------------------------- 
What classes of selling have you done? ---------------- F loor sacs? ------- Hou8e to haase? ---------- 
I.)ealers? ----------- - Jobbers? - - - - - ..Manufaeturers? ----------- i-tow long of each? ___________ 

\\'hat type of sellingdoyou prefer? ------------------------------------------- 
- 

What type of territory do you prefer? City-Small town or Rural" ------ 

lIov many concenm have you worked for in the past 3 years? - 

%'hatexperiencehaveyou inourhne? - 

Salesforpastyear? . ---------------------- . ..--_----_-___-____-___- 

Vhat compensation do yøu expect nnd in what form ? --------- . ------------------------------ 

Vhy do ()tl desire a selling position with us and why do you think you would make a successful representative? 

1!siback ofpagt if rkecssary - -------------------------------------------------- 

a 

Sigiiature of Applicant 
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appliances but practically no sales resulted. A hurried 

call to the General Electric Company brought a representa- 

tive of the La Salle Extension University, who immediately 

gave these prospective salesmen a mental test and found the 

average mental age to be about eight years. The ability of 

these men to absorb a training program, however good it 

might be, was very small. 

factor" was very low. 

Their so-called "absorption- 

To obviate such an error, the plan of hiring salesmen 

for Wisconsin Power and Light Company now provides that 

after 15 to 30 applications have been taken, a six-day 

school is arranged at sorne central location. Applicants are 

not placed on the pay roll but are paid 3.00 per day for 

living expenses while attending the school. 

The school is in charge of the Sales Supervisor and 

his first job is to administer a mental examination. There 

are many forms of such examination in use, but the one used 

by Wisconsin Power and Light Company is the Otis Group In- 

telligence Scale devised by Arthur S. Otis and published by 

the World Book Company, Yonkers-on-Hudson, New York. In 

addition to the mental test an examination is given the 

prospective salesmen on mechanical aptitude. The test used 

is known as Stenquist Lechanical Aptitude Test by J. L. 

Stenquist, Director of :esearch, Baltimore, Maryland, and 

published by the World Book Company, Yonkers-on-Hudson, New 



York. This examination discloses his aptitude both as to 

fundamental mechanics of the appliances he is to sell and 

the mechanical or analytical manner in which he uses figures 

and sales facts in constructing an organized sales presen- 

tation. 

Following these examinations, the prospective sales- 

men are presented the principal part of the General Elec- 

tric-La Salle Course by means of sound slide films. The 

Sales Supervisor gives a written examination on each sub- 

ject to determine the "absorption factor" of these men. 

As the school progresses, those who do not measure up 

to the standard on the various examinations are paid their 

expenses and sent home. 

To really complete the examination of an applicant, 

another examination should be made to determine his interest 

in this particular field. None has yet been developed by 

the Wisconsin Power and Light Company. 

It must be clearly understood that these tests are 

not designed to classify all of the applicants in the order 

of their sales ability. An attempt is merely made to elim- 

inate the obviously unfit by Interview, mental examination, 

physical examination, mechanical aptitude test, and analy- 

sis of ability to absorb information. A continuous applica- 

tion of the principle of eliminating at least the lower 

third of the sales organization will in time greatly improve 
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sales production. 

Then, too, an employer of men has a moral responsi- 

bility to see that men fit their jobs - that square pegs 

are not placed in round holes. It is not a disgrace for a 

person not to be qualified for sales work, hut it is un- 

fortunate that many employers do not undertake a serious 

study of the fitness of their salesmen for their jobs and 

prevent so many sad endings of well-intended careers. 

No end of schools and examinations will substitute for 

the kindly, sympathetic he1pfu1nes of the employer in help- 

ing an employee to self-train and help himself. Nothing 

will contribute more to real loyalty af an employee toward 

his boss, his job, his Company, his Industry. 

Sales Training. When salesmen have been continuously 

engaged in selling specialty appliances for five to ten 

years, and the Sales Department to which they are attached 

has been highly organized for a long period of time, it may 

not be necessary to undertake a continuous sales training 

program. But new men require supervised training and if a 

training program is to be organized to include proper super- 

vision, it must be a uniform plan for all groups. 

The course selected from among a large number of per- 

haps equally good courses was that known as the General 

Electric-La Salle Home Appliance Salesmanship Course. It 

was prepared by a division of the La Salle Extension 



University In cc-operation with the General Electric Corn- 

pany. 

This particular course was selected for the follow- 

Ing reasons: 

(a) Since the Wisconsin Power and Light Company was the 

sales agency for General Electric refrigerators, a part of 

the cost was borne by the manufacturer and distributor; 

hence, the course could be purchased at a reasonable price. 

(b) It was adapted to selling all major load-building 

appliances. 

(c) It provi.ed for supervised training and included 

complete outlines for the Sales Supervisor to follow. 

(d) It provided for written examinations by the sales- 

man to be sent to the La Salle Extension University. 

(e) It provided for periodic classes of salesmen. 

(f) Sound films were a part of the presentation equip- 

ment for the purpose of visualizing the training program. 

(g) It deals with a fundamental selling process which 

when applied provides self-training by the salesman. 

Fundamental Sales Formula. A graphic presentation of 

the basis of the General Electric-La Salle Course is shown 

on the chart (page 29). 

À salesman, armed with certain pre-approach informa- 

tion about the customer together with a thorough knowledge 

of his product, uses a fundamental selling process, I.e.; 
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stating advantages, proving them, and getting committments, 

appealing to five principal buying motives of the customer 

to gain the five fundamental buying decisions which result 

in sales. 

All regular salesmen and Chief Salesmen are re.uired 

to take the course. Various plans of purchasing the course 

have been used, but in each case the salesman is required 

to contribute a part of the purchase price. Upon comple- 

tion with a satisfactory grade, a part of his contribution 

is reimbursed. 

Other employees are also encouraged to take the train- 

Ing course. At the beginning of 1936, 30 had completed and 

85 more were In various stages of completion. 

The proof of the value of such a training program is 

demonstrated in the results obtained. 

The chart (page 31) shows the gross merchandise sales 

per salesman per month for the years 1934 and 1935. In 

spite of the fact that about one-third of the sales force 

were new men hired in 1935, the average production per 

salesman per month In 1935 was 34 per cent more than for 

1934 . It is significant to note that an even higher in- 

crease is recorded for the last four months of 1935 over 

1934. 

The training course was started in February, 1935, and 

it will be noted that sales production showed a small 
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increase over the same month in the preceding year for Marct 

April, and May. A plan of selling water heaters on a trial 

basis distorted the production figures for June, July, and 

August; but it' the results of these three months were aver- 

aged, the increase would be similar to that of the previous 

three months. But the real effect of sales training be- 

came apparent during the usually dull selling months of 

September, October, November, and December. '.7hile Some of 

the increase ray be attributed to slightly better business 

conditions, no business indices show such percentage of 

sales increases for this period. It may, therefore, be con- 

cluded that the training program contributed in a large 

measure to this increased production. 

An analysis of the production of salesmen who had been 

employed several years also showed an increase of 34.2 per 

cent in 1935 over 1934. So it may be reasonably concluded 

that re-training of old salesmen is quite as profitable as 

training of new salesmen. 

One of these salesmen was Injured in the employ of 

the Company a number of years ago, and he was assigned to 

the New Business Department merely as a place to take care 

of him temporarily. Although he had a poor sales record, 

after some encouragement he was induced to take the sales 

training course. His production for 1935 increased 75 per 

cent over 1934 and his own testimonial of its value follows: 
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UI want you to know that the La Salle Sales 
Training Course which I subscribed for early in 
1935 has been very beneficial to me in my sales 
work vith our Company. 

"Before taking this course, making a sale 
with me v;as more or less a hit-and-miss proposi- 
tion. But after studying the course, I feel 
that it has trained me to organize my sales 
presentation so that i can keep before me a pic- 
ture of the progress of the sale to the customer. 
It has taught me to state advantages of' the dif- 
ferent appliances in an orderly manner and also 
how to show the economy made possible by the use 
of the different appliances. 

"Before taking this course, I was somewhat 
timid in approaching people and asking them to 
buy our products, because I thought they were do- 
ing me a favor when they purchased. That atti- 
tude has been entirely changed and I now feel 
that I am doing them a favor when I insist on 
the order. 

"I believe as a result of the course, that 
my income In the coming year will be increased 
at least 25 per cent because I know now why 
the buyer buys, how the buyer buys, and what the 
buyer buys." 

A training program for salesmen if properly designed, 

applied and supervised speeds up the productivity of the 

new salesman, improves the production of the old salesman, 

and provides a means of making salesmen out of employees 

transferred from other operating departments. Furthermore, 

the transfer of an employee from an operating job into a 

successful sales job has much to do with the attitude of 

other operating department employees toward the job of load 

building. Without an organized training course, this pro- 

cedure would be uncertain as to results and probably 
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expensive. 

Lighting Sales 

Lighting Supervisor. The Lighting Supervisor directs 

the sale of more and better quality lighting service to 

homes, stores, and commercial establishments, and to all 

business and other institutions who are customers of the 

Company. He is responsible for presentation of the sub- 

ject of "Better Light for Better Sight" to civic clubs, 

commercial associations, and other organized groups. He, 

too, assists the District Manager in selecting and training 

lighting sales representatives. 

The work of his department is carried out in the Dis- 

trict by Commercial Lighting Hepresentatives and Home Light- 

ing Advisors. These are confined to the larger Districts 

for regular work, but are made available in adjoining Dis- 

tricts upon request of the District Manager. 

Commercial Lighting Representatives. The Commercial 

Lighting Representative is required to contact every com- 

mercial customer in his area. ''iith the aid of a General 

Electric Lighting Kit (1) and the scientifically developed 

instruction for its use, he demonstrates to the customer 

the value of properly directed, reflected, and diffused 

(1) Developed by the Incandescent Lamp Department of the 

General lectric Company, NELA Park, Cleveland, Ohio. 
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light, the importance of correct voltage, the economy of a 

fixture-cleaning schedule, the resultant benefit of proper 

selection of paint colors, the necessity for elimination of 

glare, and other details. 

The proof of these values is greatly facilitated by 

the use of a foot-candle meter called a Sight Meter using 

the principle of the electro-chemical cell, and better 

known as the "electric eye." The first commercial develop- 

merit of this meter was by the Weston Electrical Instrument 

Corporation, Newark, New Jersey. A significant expansion 

in the commercial use of this meter came as a result of a 

change in the reading scale. By changing the readings from 

"foot-candles" to zone readings indicating "adequate for 

critical seeing", etc., the meter could be easily read and 

understood by nontechnical observers. This change In read- 

Ing scale was largely developed by Mr. Earl L. Canfield, 

President of the Sight-Light Corporation, New York, N.Y. 

After the Commercial Lighting Representative has made 

a complete kit demonstration to a customer, he than makes 

written recommendations for such changes as are necessary. 

When the changes are made, he assists the customer in his 

arrangements with wiring and paint contractors. 

Each Commercial Lighting Representative is responsible 

for an area of approximately 1,000 commercial meters. He 

can make approximately four calls per day and should add 



from five to ten kilowatts of new connected load per month. 

Home Lighting Advisors. The Home Lighting Advisor 

works in a similar manner among residential customers using 

the same type of Lighting Kit, adapted, however, to demon- 

stration of home lighting. 

.lornen who are generally selected as Home Lighting Ad- 

visors, should have sorne ability in Interior decoration al- 

though a reasonable amount of good taste and a good per- 

sonality for contacting customers are more essential. These 

women can average approximately three new demonstrations per 

working day and should add approximately three kilowatts of 

new connected load per month. 

Better LIht-Better Sight Movement. The Illuminating 

Engineering Society, the national trade association in the 

lighting field, during the year 1933 established a set of 

specifications standardizing the minimum requirements for a 

floor or table lamp to be used for seeing tasks in the home. 

Standard I.E.S. tags are sold to lamp manufacturers to be 

attached only to those lamps which meet the standard speci- 

fications. The promotion of this excellent idea by the 

principal table and floor lamp manufacturers, by incandes- 

cent lamp manufacturers, by utilities, and by dealers, has 

greatly stimulated the sale of light for better seeing, as 

distinguished from the old idea of selling "lighted orna- 

ments". The idea is promoted by surrounding It with an 
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all-industry co-operative movement known as the "Better 

Light-Better Sight" movement. The result has been that 

utilities have been able to economically enlarge their 

lighting sales activities, especially In the home lighting 

fie ld. 

Whereas the former level of illumination for average 

seeing tasks was from three to five foot-candles, the ree- 

ominended minimum level now Is fifteen to twenty foot-candles 

and no one can foretell what will be the top limit. The ac- 

ceptance also of the principle of better light for better 

sight by the medical profession and especially by eyesight 

specialists as a contribution to human welfare and health 

is of far greater economic significance to utilities than 

can be now estimated. 

Farm Sales 

Farm Sales Supervisor. In the territory served by the 

t.'Jisconsin Power and Light Company, dairy products represent 

the principal farm production although it is well diversi- 

fled with hog production, grains, tobacco, and other farm 

crops. Although the farmer's Income was greatly reduced 

during the recent depression and the extension of farm ser- 

vice was greatly curtailed, there is now evidence of im- 

proved farm Income and a limited demand for extensions of 

electric service to farms. 
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A Farm Sales Supervisor has been appointed to promote 

light and power sales in this market. The activity of his 

department in Districts is carried out by Local Managers and 

Local Representatives who have regular contact with farm cus- 

tomers. When farm conditions warrant it, an expansion of 

this department is contemplated to include full-time farm 

sales representatives. 

Commercial and Industrial Sales 

Commercial and Industrial Supervisor. The Commercial 

and Industrial Supervisorhs the responsibility of direct- 

ing the sale of power and heavy duty heat applications to 

commercial and industrial establishments. He assists the 

District Manager in selecting and supervising Commercial 

Sales Representatives, who contact all commercial customers, 

for the sale of power for air conditioning, commercial re- 

frigeration, small motor applicatirns, small strip heater ap- 

plications, and other commercial uses. 

Commercial Sales Supervisor. The Commercial Sales 

Supervisor is responsible for the sale of the smaller power 

and heating loads, such as air conditioning, refrigeration, 

heavy duty cooking and baking operations. Much of such 

equipment is sold diTect by the manufacturer and it is the 

responsibility of the Commercial Sales Supervisor to C31- 

lect prospect information from the field forces, transmit 
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it to the correct manufacturer and otherwise assist In 

closing sales. 

Commercial Sales Representatives. Commercial Sales 

Representatives are located in the larger Districts, but 

certain employees are appointed in the smaller Districts as 

part-time Commercial Sales Representatives. In many cases 

these are Local Managers and Local Representatives. It is 

the duty of these men to contact all commercial customers 

at least twice a year. 

Industrial Engineers. The sale of power to large in- 

dustrial plants is supervised by the Commercial and Indus- 

trial Supervisor. He Is assisted in the field contact by 

three Industrial Engineers whose job it is to contact all 

large Industrial users of electrical service. They also 

contact isolated plants having some other source of power 

for the purpose of selling electric power service. It Is 

often necessary to run extensive tests in the customer's 

plant to determine the economics of competitive service. 

These Industrial Engineers run such tests and prepare the 

rcessary reports. 
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A SUCCESSFUL L0D BUILDING PR0GFAM 

There are certain aspects of' the job of load building 

by an electric utility company which distinguish it clearly 

from a domestic appliance merchandising program, or from 

the sale of lighting fixtures, or heat and power apparatus. 

The sale of appliances, fixtures, and apparatus may be an 

important part of the load building program but as will be 

seen, do not constitute the whole program. 

A successful load-building program (a) builds profit- 

able load, (b) at a reasonable cost, and (c) at a satisfac- 

tory pace, (a) using methods which improve trade relations 

dth other outlets. 

Early in its load-building program the Wisconsin Power 

and Light Company adopted the foregoing as a fundamental 

definition of the job. 

Estimated Annual Revenue. In order to evaluate the 

results of a load-building program, one of the first steps 

is to establish for each unit of' new load added to the 

lines an accurate estimctte of the gross annual revenue to 

be produced. These figures for estimated annual revenue 

should be auite accurate since the final result in deter- 

mining tt cost of securing new load and its net profit to 

the system depend much upon them. The figures should be 

based on actual field tests on the system of the utility 
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company using them and should not be based upon general 

estimates. 

The domestic appliance market, being the largest and 

considered most stable In times of' depression, was attacked 

first for load promotion by the Wisconsin Power and Light 

Company. Electric refrigerators, ranges, water heaters, 

washers, and ironers were established as major appliances. 

Estimated Annual Revenue (E.A.R.) figures were determined 

for each by rather complete field checks by the Rates and 

Research Department. For example, to establish the E.A.R. 

value for a refrigerator, a detailed analysis was made of 

the accounts of 268 electric refrigerator customers rep- 

resenting 3,187 customer months. Only customers were se- 

lected for the analysis whose billing record was complete 

for a year before installation of the refrigerator and a 

year following installation. A typical example follows: 
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Electric Refrigerator Analysis 

Individual Customer Data 

Before the After the 
Installation Installation 

Month KWH Rev. KWH Rev. 

January 79 $ 4.92 122 6.10 
February 53 4.14 78 4.89 
March 53 4.14 81 4.98 
April 40 3.36 87 5.16 
May 37 3.15 84 5.07 
June 34 2.95 88 5.19 
July 21 2.05 79 4.92 
August 24 2.26 70 4.65 
September 33 2.88 99 5.52 
October 42 3.50 88 5.19 
November 57 4.26 116 5.95 
December 63 4.44 96 5.43 

Totals $42.05 1,088 63.05 

The final summary for the group analyzed showed that 

the average monthly energy consumed increased from 44.9 

kilowatt-hours to 75.2 kilowatt-hours or an average of 30.3 

kilowatt-hours when a refrigerator was added; while the 

average monthly bill increased from 3.18 to 4.46 or an 

increase in revenue of 1.28 per month. This gives a re- 

frigerator an Estimated Annual Revenue value of 15.36 at 

the rate of 4.2 cents per kilowatt-hour. For round figures 

16.0O is now used as the E.A.R. figure for a refrigerator. 

In a similar manner, E.A.R. values were established 

for other appliances and other types of load as follows: 
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Annual Additions Rate Per 
Number Per Unit Kw-Hrs. for 

Appliance Analyzed Kw-Hrs. E.A.R. Additions 

Range 193 1182 $40.80 3.45e 
Refrigerator 268 364 15.36 4.22 
Water Heater-Domestic 244 3000 35.28 1.18 
Water Heater-Commercial 51 4164 45.00 1.08 
Home Lighting 

Per Kw. Added 507 366 15.16 4.14 

With the foregoing information, it now becomes a simple 

matter to calculate the total Estimated Annual Revenue from 

load building by multiplying these values by the number of 

units of load placed on the lines by the Company and other 

co-operating agencies. 

Commenting on the use of this "measuring stick" by 

Commercial Managers, Mr. V. H. Moon, Vice-President, Middle 

West Service Company, Chicago, Illinois, (1) said: 

"He must make allowance for the fact that 
some of his sales villi have no load-building 
effect at all because they are merely the re- 
placement of existing appliances. He must 
realize that improvements in the appliances 
themselves have progressively lowered operating 
costs. He must anticipate rate reductions that 
are in the immediate offing or recognize the au- 
tomatic rate reductions that usually apply when 
energy consumption is largely increased. And 
he can't acquire the basic information on lNhjCh 
these considerations are erected without making 
actual field checks of appliance operation in 
his territory." 

(1) V. H. Moon, "As One Merchandiser to Another", Electrical 
World, February 15, 1936 - page 36. 
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Use is made also of these E.A.H. figures in the sales- 

mants compensation plan to keep him cognizant at all times 

that his is a job of load building and not simply merchandis- 

ing of appliances, fixtures, and apparatus. 

Reasonable Cost. Having established the revenue value 

of new loads, it is important to determine the cost of se- 

curing the new load and then calculate the cost per dollar 

of nev; revenue secured. 

Since the revenue secured is based upon incremental 

additions, it is reasonable to use only incremental costs 

of load building, that is: the actual added cost of adding 

load above that of operating the system without such an ac- 

tivity. It is probable that if no new business organiza- 

tion were maintained for the purpose of adding load at least 

some semblance of an organization would need to be main- 

tained to preserve existing business. 

It is necessary, therefore, to maintain a classifica- 

tian of cost accounts that will reflect this true picture. 

The Wisconsin Power and Light Company has In use such 

a cost analysis and a monthly report is prepared known as 

the New Business and Merchandising Report. The summary of 

this report is shown on page 45. All new business acti- 

vities of the Company are listed and a calculation is made 

showing the cost per dollar of E.A.R. for each class. It 



SUMMARY OF NEW BUSINESS ACTIVITIES M. W. Stand. 96 Page 

WISCONSIN POWEB AND LIGHT CcPANY Company DEC1RRR 1935 

Souro. of Estlmat.d Annual Revenu. 

Current Month Calendar '(sar to Date 

Coet to Secure Estimated Annual 
Revenue 

Cost Per 
$ E.A.R. Cost to Secure Estimated Annual 

Revenue 
Cost Per 
$ E.A.R. 

Company Activitle.: 

LIectric Merchandising (Form 96.A) 
7,030.52 
1,09832* 
5,932.20 
1,063.51 

864.O 

2,2215O 
7?565O 
2449.9O 

375.00 

1.27 

.76 

.43 

2.31 

102,845.79 
1O9O9..55 

113,?5534 
7,058.28 

_ 
7,048.92 

9O,189.O 
23,R7..5û 

114,057.00 
7,522.20 

8,998.00 

114 
.46 

1.00 
.24... 

.78 

Gai Merchandlalng (Form 9$-A) 

Totil 
Home LIghtIng (Form 97.A) ________ 

Firm ElseirHIcatlon 

Comm.rolal LightIng 862.07 2,534.15 .J.3,200.30 26,326.11 .50 
Other Commercial . 

Pow., 
1,401.68 27,880.00 .05 Q,571.21 150,582.00 .20 

_____ 
L95 

23.56 

3,743.09 

____________ 

U,709.40 
______ 

,32 

House Heating 

Commercial and Induatrlal Gas 
____________ 

776.48 
__________ 
399.00 

Tot& Company Activities 
1O,9oo.44 41,394.55 .26 175,400.70 319,194..9L . 

Osais,. ActivIties (Form 97-A) : 

Domsitlo Appliances-Electric 
1,502.19 3,401.50 

676.50 
- 

1.0? 
.90 

29554.90 
Q16.22 

35,330.50 .84 
Domestic ApplI.ncs-Gaa 

Q4 12,142.50 .50 
House Heating 

________________ _____ __________________________________ _______ 

Total Dealers Aotivites 2114,23 2,078.00 1.02 35,571.12 47,473.00 .75 
rota' Company and Dealers 13O14.67 43,472.55 .30 210,971.82 366,667.71 .58 

Red Figuro 



will be noted that the cost for all Company activities for 

1935 is 55 cents per dollar of E.A.R. and when the results 

of other dealer activities in load building are included, 

the cost is 58 cents per dollar of E.A.R. 

Large power and industrial business may sometimes be 

obtained in large blocks with reasonably low costs; while 

merchandising of appliances in a stubborn and backward mar- 

ket may cost l.00 per dollar of E.A.R. as was true for the 

Company in 1935. 

What may be a reasonable cost for one Company for load 

building may not be reasonable for another. If a company 

has a well-organized merchandising department with little 

or no competition and the market is very responsive, it may 

be possible to make sufficient merchandising profit to en- 

tirely eliminate load-building costs. 

Something below 70 cents per dollar of E..R. may be 

considered a reasonable cost of load building for Wisconsin 

Power and Light Company new business operations under con- 

ditions existing In 1935, but it is expected that this cost 

can he materially reduced as the organization becomes more 

efficient and seasoned in load-building technique. 

In order also to help control the cost of load build- 

ing by individual employees, especially in the domestic 

field where the largest number is employed, a cost record 

is kept which records the production of each salesman. 
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This form is shown on page 48. It is prepared monthly by 

the Auditing Department and the results are made available 

to the supervisors of the salesmen. 

Profitable Load. For the purpose of developing a load- 

building program, it is simpler and, therefore, satisfac- 

tory to use gross E..R. values for various types of new 

loads. If a company has only a limited amount of money and 

man power to put into a load-building program, it should be 

spent in promotion of those loads which are most profitable 

from the standpoint of net revenue. It is only net revenue 

that can be reflected in lower rates to customers, higher 

dividends for stockholders, and more wages for employees. 

The !1sconsin Power and Light Company has since 1933 

selected five appliances in the domestic field for promo- 

tion, namely: refrigerators, water heaters, ranges, ironers, 

and washers. However, the degree to which each provides net 

profit determines largely the attention each is given. For 

example, refrigerators are found to be most profitable and 

the Company has inaugurated a plan of intensely cultivating 

the interest of all other dealers In the sale of this ap- 

pliance. Water heaters are found to be next most profit- 

able and special "free trial" plans are developed to stim- 

ulate sales; id range sales are helped through cooking 

schools. These three are included in all intensive major 

appliance campaigns; while ironers and washers are sold 
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only by year-round canvassing methods. 

In a report dated January, 1936, prepared by Ir. 

Glydewell Burdick, Rate Department, Wisconsin Power and 

Light Company, Madison, Wisconsin, and Mr. Jay Samuel Hartt, 

Consulting Engineer, Madison, Wisconsin, there appears under 

Schedule RI-1.4 (page 50) a summary of the cost of serving 

and net earning from a domestic electric refrigerator using 

investment and cost figures of the Wisconsin Power and Light 

system. 

It sill be noted that after load-building costs are 

amortized and using average cost figures for 1934, a domes- 

tic refrigerator will show a 17.7 per cent net return upon 

the investment to serve it. If figures projected for 1944 

are used, the net return is 23.8 per cent and if "incre- 

mental costs" are used, this return becomes 31.2 per cent. 

It is observed, therefore, that a determination of what 

is profitable load can only be obtained by a careful study 

of the physical characteristics of the system to which it 

is to be connected and the operating characteristics of the 

load itself. Here again the use of general average figures 

means little. 

Satisfactory Pace. The speed with which a load- 

building program may be developed and executed is within 

reasonable limits a function of the cost. A very small 

volume of merchandise may be sold and the profit therefrom 



Schedule RI-1,4 

SUÌ2ARY OF 

COSI' OF SEHITING AND NEf EARNINGS FRA 
A DOL3TIC ELECTRIC R'RIGERÊPOR 

COST TO SERVE1 INC. 7% RETURN 
DenBild Cost 
Exrgy Cost 

Total Power Cost 

Based upon Based upon 
Average Costs IncreriEta1 Cost 

1944 (Steam Gener- 
1934 Estimate at ion) 

3.64 2.90 2.24 
1.15 1.02 1.33 
4.79 3.92 3,57 

Distribution Costs .44 ; .43 41 
Utilization Costs .19 .17 .16 
Conmrcia1 Costs - - - 

tincollectible Aects, .06 .06 .06 
3% Tax on Sales .27 .27 .27 

TOt&l 5.75 4.85 $ 4.4? 
Amortization of load building ex- 

pise each o first fi've years 4.19 4.19 4.19 
Total cost dur.ng each of first 

five years,lncluding 7% Return 9.94 9.04 $ 8.66 
Less retui on investment 2.12 1,73 1.31 
Cost at no return,ffrst five years 7.82 $ 7.31 $ 7.35 
Incrennta1 Revenue (Low Cost 

Rate Pian) 9.00 9,00 9,00 

Return per year,first five years $ 1.18 1.69 1.65 
Rate of Return,ti rat five years 3.9% 6.8% 8.8% 

Return per year,after fifth year 5.37 $ 5.88 5.84 
Rate of re1irn, " 17.7% 23.8% 31.2% 

Note: No allowance has beexi made for inoeme taxes 

IWE311MENT PER U1IT 
Power System Dennd $26.36 2l.16 
Power System Errgy .04 .06 
DlstributlDn System 2.53 2.53 
General Items 1.30 .96 

Investirent per Unit $30.23 $24.71 

Load Building expense per unit added to 1is - 1935 
Annual Artization, five years at 5% 

$15.64 
.09 

2 53 
.46 

$18.72 

18.15 
$ 4.19 
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may pay all of the load-building cost but the amount of load 

built is also very small. A more expansive load-building 

program may create sorne merchandise losses which, when re- 

flected into the cost per dollar of E.A.R. gained, may still 

provide a better financial position for the Company than the 

smaller program. 

In the case of V1sconsin Power and Light Company, the 

trend of revenues was downward from 1930 to 1933 (page 52). 

Then the rate adjustment in 1933 further reduced the earn- 

ing capacity of the system and the situation became so 

critical that lt seemed important to expand. revenue building 

activities at a greater pace than would be true under normal 

conditions. 

Then, too, when a Companyts rate structures are abnor- 

mally high as were those of Wisconsin Power and Light Corn- 

pany in 1933, a load-building program must of necessity be 

built faster to take care of the demand of customers for 

lower rates. 

The chart (page 53) demonstrates graphically the ef- 

fect of the load-building program started in 1933, upon the 

curve of kilowatt-hour consumption per residential cus- 

tomer and the resultant benefit in lower average rates. 

Dealer Co-operation. In every community there are 

located hardware dealers, furniture stores, sppliance shops, 
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K. W. H. Consumption per Residential Customer 
and Average Rate per K. W. H. 
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electrical contractors, and other outlets for the sale of 

domestic load-building appliances, lighting fixtures, power 

apparatus, and farm appliances. The support of these may 

be enlisted by the utility in building load by offers of 

home service assistance, the use of lighting and power 

specialists, participation in co-operative demonstrations, 

and other similar means. 

The Wisconsin Power and Light Company operates upon 

such a policy and provides that a regular contact be main- 

tained with dealers by the Chief Salesman or District Mana- 

ger. 

Lt is necessary for the utility company to remain ac- 

tively in the domeetic merchandising field to pioneer new 

appliances and stimulate the sale of accepted ones. But 

much greater results may be obtained by enlisting the in- 

terest of dealers through co-operative programs and co- 

operative advertising. 

During 1935 dealers in the territory of the Wisconsin 

Power and Light Company increased the sales of refrigera- 

tors approximately 60 per cent over sales in 1934 although 

nationally the increase was only about 30 tier cent. The 

Company also increased its own sales about 60 per cent and 

it is probable thìt this extra stimulation created dealer 

sales. 

To make such a plan effective, it is necessary that 
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salesmen and all field representatives realize that dealers 

are not competitors, but are allies of the utility. To 

accomplish this, each salesman is assigned a restricted 

area and he is paid a load-building bonus for all sales 

of certain appliances made in his area both by himself and 

by dealers. It becomes his responsibility to assist dealers 

with hard sales - he is paid to co-operate. 
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CONCLUSIONS 

In his study of the fundamentals underlying individual 

effectiveness, Mr. Gaurn (1) describes the principal ele- 

ments of an effective business organization as follows: 

(a) There must be a scientific development of 
the whole job and of each of its parts. 

(b) Square pegs must be fitted to square holes, 
i.e., men must be fitted for their jobs. 

(c) A mutual understanding must exist between 
the management and the men - between those 
who plan and those who execute the plans. 

(d) The work must be properly divided as to 
responsibility and application between all 
elements of the organization. 

The load-building program of the Wisconsin Power and 

Light Company seems to fit all of these qualifications 

fundamental to an effective business organization. 

The job has been clearly defined and has been broken 

dozn into smaller units for execution. A scientific analy- 

sis of "measuring sticks" and cost controls has been made, 

and only those methods have been selected which will pro- 

duce results. 

By job-analysis, shifting of old employees, personal 

examinition of new men, training and sympathetic super- 

vision, men have been fitted to their jobs of load building. 

(1) C. G. Gaum, B.S., M.E., Pennsylvania State College, 
"Personal Efficiency", 1928 - page 8 
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The planning of activities in complete detail with an 

abundant amount of sales promotion backing up the efforts 

of men "on the firing line" and frequent conferences for 

transfer of information and enthusiasm have all transpired 

to bring about a mutual understanding between executives, 

department heads, and all new business representatives. 

And finally by greatly enlarging its organization for 

the specific job of load building, the work has been so di- 

vided that if each worker does his share, the greater re- 

suits will bring lower rates and happier living conditions 

to customer, greater dividends to those whose money is in- 

vested in the utility business, better wages to employees, 

and a host of other co-operating agencies will be benefited. 

All of which indicates by example that the utility in- 

dustry is a fundamental one and Load Building is a funda- 

mental function of electric utility operation. 


