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INTRODUCTION
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In the manufacturing sector, sales teams
face a complex mix of challenges and
opportunities. Rapid technological
advancements, shifting customer
expectations, and increasing global
competition demand that manufacturers
constantly adapt their strategies to remain
competitive. Unlike other industries,
manufacturing sales are heavily influenced
by technical expertise, long sales cycles,
and the necessity of building trust with
both distributors and end-users. For this
reason, the structure and efficiency of a
manufacturing sales team can be the
determining factor in achieving market
success or falling behind.

Manufacturers must carefully consider
how to structure their sales teams to meet
these demands effectively. Whether
through an in-house factory sales team, an
independent rep agency network, or a
hybrid model, the decision impacts much
more than just internal operations. It
influences how well the business can
nurture customer relationships, penetrate
key markets, and respond to evolving

industry trends. With high stakes involved,
a one-size-fits-all approach won’t work—
sales structures must be tailored to align
with a company’s specific goals, product
offerings, and target demographics.

This guide is designed to help
manufacturing executives and sales
leaders navigate these critical decisions.
By outlining the key differences, benefits,
and challenges associated with each sales
structure, we aim to provide actionable
insights that empower leaders to choose
the model that best fits their business.
Beyond structural alignment, this guide
explores the broaderimplications for
scalability, customer satisfaction, and
long-term revenue growth.

Ultimately, a well-structured sales team
does more than just meet quotas—it
serves as a strategic advantagein a
competitive landscape. From delivering
seamless customer experiences to driving
consistent growth, the right sales structure
can position manufacturing companies for
success in a market that demands
adaptability and innovation.
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SALES TEAM STRATEGIC OPTIONS

“ Factory Direct Sales Teams

General Overview

Best Fit for Factory Sales Teams

Examples of Successful Implementations
Benefits of a Factory Sales Team

Lessons Learned from Successful Implementation

Independent Rep Agencies

General Overview

Ideal Scenarios for Independent Rep Networks

Real-World Examples of Success

Lessons for Success
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SALES TEAM STRATEGIC OPTIONS

“ Hybrid Team Approach

General Overview
Why a Hybrid Sales Strategy Works

Combining Both for Success

Hybrid Case Example

Key Takeaways for Manufacturers Considering a Hybrid Approach
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SALES TEAM STRATEGIC OPTIONS

“ Factory Direct Sales Teams

“ General Overview

Definition and Characteristics

Independent rep agencies are external sales representatives who work on a commission or contract basis. They represent multiple product lines,
often covering specific geographic territories and bringing established customer relationships to the table.

Key Roles and Responsibilities

Rep agencies provide territory coverage, manage client engagement, and handle contract-based representation. They focus on generating sales in
assigned areas, leveraging their existing networks to open doors and expand reach quickly.

Advantages

Broader Market Reach: Rep agencies can provide immediate access to broader markets, especially in new regions.
Scalability: Independent reps allow companies to scale their sales efforts without the high fixed costs of an internal team.
Reduced Fixed Costs: Companies pay commissions rather than full salaries, minimizing overhead.

Challenges

Brand Control: Limited control over brand representation and customer interactions can lead to inconsistent customer experiences.

Varying Levels of Commitment: Independent reps may represent multiple brands, leading to potential conflicts of interest or inconsistent levels of
commitment.

Potential Conflicts: Agencies may represent competing lines, creating the risk of divided focus.

www.tidewatersg.com
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SALES TEAM STRATEGIC OPTIONS

“ Factory Direct Sales Teams

“ Best Fit for Factory Sales Teams

Complex Products with Long Sales Cycles: Products requiring deep technical expertise to
address client-specific needs, such as manufacturing machinery, automation systems, or
medical devices.

High-Margin Offerings: The added cost of a factory sales team is justified by high-margin
products where the focus is on value selling rather than price competition.

Strong Brand and Market Position: Companies with established reputations and strong
customer trust can better leverage direct relationships for sustained growth.

Examples of Successful Implementations

Strategic Sales Development: Optimizing Market Facing Sales Teams

Caterpillar Inc. Products: Heavy machinery and construction equipment.

Strategy: Caterpillar employs factory-direct teams to sell its machinery, enabling close client
relationships and tailored solutions for industries like construction, agriculture, and mining.

Benefits Achieved:
*  Stronger customer loyalty through direct interactions.
* Improved after-sales support and opportunities for cross-selling maintenance services.
* Deep understanding of customer requirements leading to more targeted innovation.

Lessons Learned: Having knowledgeable sales reps trained on product features and real-world
applications is crucial for maintaining trust with clients.

7 www.tidewatersg.com
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SALES TEAM STRATEGIC OPTIONS

“ Factory Direct Sales Teams

Examples of Successful Implementations

GE Healthcare
Products: Medical imaging devices, diagnostic equipment, and life sciences tools.
Strategy: GE Healthcare leverages factory teams with deep expertise to sell sophisticated equipment
to hospitals and clinics.
Benefits Achieved:
* Faster sales cycles by aligning product knowledge directly with customer decision-making
needs.
* Greater adoption of bundled offerings, such as training, servicing, and equipment upgrades.
* Direct feedback loops from clients, enhancing product development.
Lessons Learned: Effective factory sales teams require close alignment with engineering and
customer service teams to deliver seamless solutions.

John Deere
Products: Agricultural machinery and equipment.
Strategy: John Deere uses a hybrid model, employing factory teams for strategic accounts while
leveraging dealers for broader market penetration.
Benefits Achieved:
e Better penetration in high-value markets with factory teams working on precision agriculture
solutions.
* Enhanced client satisfaction through personalized attention and after-sales care.
Lessons Learned: A hybrid approach works well when regional dealer networks are integrated into
factory team strategies.

www.tidewatersg.com
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“ Factory Direct Sales Teams

“ Benefits of a Factory Sales Team

Enhanced Product Knowledge: Direct employees are often better trained and more
knowledgeable about product features, benefits, and technical specifications, offering
unmatched expertise to customers.

Stronger Customer Relationships: Personal connections foster trust and loyalty, which
are critical for high-value, complex sales.

Direct Feedback Loop: Factory sales teams provide valuable insights from clients,
allowing manufacturers to refine products and develop innovations tailored to market
needs.

Control Over Brand Representation: Unlike distributors or third-party reps, factory teams
ensure the brand is represented consistently and professionally in the market.

Strategic Sales Development: Optimizing Market Facing Sales Teams

Customized Solutions: Close collaboration with clients enables the development of
tailored solutions, creating additional value and competitive differentiation.

9 www.tidewatersg.com
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SALES TEAM STRATEGIC OPTIONS

“ Factory Direct Sales Teams

“ Lessons Learned from Successful Implementation

Investment in Training: Companies like Caterpillar invest heavily in training their sales
teams to ensure they can address technical questions, create tailored solutions, and
manage complex client requirements.

Alignment with Marketing and R&D: Successful teams align closely with other internal
departments to provide seamless product launches, consistent messaging, and
solutions that meet client needs.

Use of Technology: Tools like CRM systems and Al-driven sales platforms enhance the
team's ability to track client interactions, predict needs, and streamline processes.

Scalable Coverage: Some companies have faced challenges scaling their direct sales
efforts in global markets. Lessons from Medtronic highlight the importance of strategic
regional hubs to maintain consistency and support.

Strategic Sales Development: Optimizing Market Facing Sales Teams
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SALES TEAM STRATEGIC OPTIONS
“ Independent Rep Agencies

“ General Overview

Definition and Characteristics

Independent rep agencies are external sales representatives who work on a commission or contract basis. They
represent multiple product lines, often covering specific geographic territories and bringing established customer
relationships to the table.

Key Roles and Responsibilities
Rep agencies provide territory coverage, manage client engagement, and handle contract-based representation. They

focus on generating sales in assigned areas, leveraging their existing networks to open doors and expand reach quickly.

Advantages

Broader Market Reach: Rep agencies can provide immediate access to broader markets, especially in new regions.

Scalability: Independent reps allow companies to scale their sales efforts without the high fixed costs of an internal
team.

Reduced Fixed Costs: Companies pay commissions rather than full salaries, minimizing overhead.

Challenges
Brand Control: Limited control over brand representation and customer interactions can lead to inconsistent customer
experiences.

Varying Levels of Commitment: Independent reps may represent multiple brands, leading to potential conflicts of
interest or inconsistent levels of commitment.

Potential Conflicts: Agencies may represent competing lines, creating the risk of divided focus.

www.tidewatersg.com
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SALES TEAM STRATEGIC OPTIONS

“ Independent Rep Agencies

m Ideal Scenarios for Independent Rep Networks
Geographic Expansion: Expanding into new markets where a manufacturer lacks an existing sales presence.

Cost Efficiency: Entering new regions with minimal upfront investment in hiring, training, and managing a
direct sales team.

Standardized Products: Selling products that require minimal customization, making it easier for reps to
manage and sell alongside their existing portfolio.

Specialized Expertise: Accessing local market knowledge, industry contacts, and established relationships.

Real-World Examples of Success

Hubbell Lighting:

Hubbell Lighting, a leader in lighting solutions, has leveraged independent rep networks to expand its
presence across North America. By partnering with agencies that already had established relationships
with electrical distributors, Hubbell accelerated its market penetration without the time and cost of
building a direct sales force in each region.

Strategic Sales Development: Optimizing Market Facing Sales Teams

Benefits Achieved:
* Rapid entry into new markets.
* Increased brand visibility and reach.
* Enhanced customer trust through local representatives.

Lesson Learned:
Clear communication of product differentiators is critical to enable reps to effectively position the brand
among competitors in their portfolio.

12 www.tidewatersg.com
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SALES TEAM STRATEGIC OPTIONS
“ Independent Rep Agencies

Real-World Examples of Success

CertainTeed Roofing:

CertainTeed, a major player in building materials, uses independent rep agencies to manage its residential and
commercial roofing product lines. Their standardized products, coupled with robust marketing materials, allow reps to
confidently approach contractors and distributors.

Benefits Achieved:
* Expanded regional coverage without a significant overhead increase.
» Stronger relationships with contractors through local reps’ networks.
* Flexibility to scale sales efforts based on regional demand.

Lesson Learned:
Regular training sessions for reps are crucial to maintaining alignment with the company’s value propositions and
product updates.

Milwaukee Tool:

Milwaukee Tool utilizes independent rep agencies to expand its distribution of professional-grade tools. Their approach
emphasizes equipping reps with data-driven insights and strong marketing support, enabling them to target contractors
and distributors effectively.

Benefits Achieved:
» Significant growth in underserved regions.
* Fasterresponse times to local market demands.
* Minimal ramp-up time for reps due to Milwaukee's well-documented product resources.

Lesson Learned:
Establishing clear performance metrics and expectations is critical to sustaining high productivity across the network.

www.tidewatersg.com
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SALES TEAM STRATEGIC OPTIONS
a Independent Rep Agencies

“ Lessons for Success

Invest in Training and Support: Ensure that independent reps are well-versed in your
product, brand, and value propositions.

Set Clear Expectations: Define performance metrics, territories, and reporting
requirements upfront.

Maintain Communication: Regularly engage with reps through check-ins, quarterly
reviews, and collaborative planning sessions.

Provide Marketing Resources: Equip reps with the tools they need to sell effectively, such
as brochures, case studies, and digital resources.

Strategic Sales Development: Optimizing Market Facing Sales Teams

Foster Accountability: Hold reps accountable for goals while offering incentives that align
their success with the company’s success.

14  www.tidewatersg.com



F

Strategic Sales Development: Optimizing Market Facing Sales Teams

15

SALES TEAM STRATEGIC OPTIONS

“ Hybrid Team Approach

“ General Overview

Overview of Combining Factory Sales and Independent Reps

A hybrid approach combines elements of both factory sales teams and independent rep
agencies. This model leverages the advantages of both approaches, offering scalability
and broad reach with the brand control and product expertise of an internal team.

Leveraging Strengths While Mitigating Limitations

The hybrid model allows companies to reach new markets through reps while using their
internal team for brand control in key accounts or high-touch relationships.

Challenges and Considerations

Managing Territory Overlap: Defining clear boundaries and avoiding overlap is essential
to prevent competition between internal and external teams.

Aligning Performance: Ensuring both teams are equally committed to the company's
goals requires a cohesive strategy and aligned incentives.

Balancing Resources: Managing internal resources alongside an external team demands
effective communication and shared goals.

www.tidewatersg.com
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SALES TEAM STRATEGIC OPTIONS

“ Hybrid Team Approach

“ Why a Hybrid Sales Strategy Works

Need Brand Control in Core Markets: Products requiring detailed technical knowledge,
brand consistency, or a consultative selling approach benefit from factory direct sales teams.

Desire Broader Reach in Less-Resource Intensive Regions: Independent rep agencies
allow access to secondary or emerging markets without the overhead of hiring, training, and
managing full-time employees.

In today’s complex sales landscape,
manufacturers with diverse product
lines face the challenge of balancing
Combining Both for Success brand control, market penetration,
and resource allocation. A hybrid
sales strategy—leveraging both
factory direct sales teams and

Strategic Sales Development: Optimizing Market Facing Sales Teams

A hybrid model allows manufacturers to take advantage of both strategies:

Core Markets: Deploy factory direct teams to control the narrative, provide in-depth product independent rep agencies—offers a
knowledge, and drive key account growth. scalable and effective solution. This

approach aligns with the unique
Peripheral Markets: Engage independent reps to cost-effectively increase reach, focusing on dynamics of core and peripheral
volume sales and broader market penetration. markets, enabling manufacturers to

maximize growth, profitability, and
customer satisfaction.

16  www.tidewatersg.com
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KPI CONSIDERATION

Customer Acquisition Rate (CAR) and Customer Lifetime Value (CLV) to gauge growth and retention.

(CAR) Definition: The rate at which a business gains new customers over a specified period.

(CAR) Formula:

New Customers Acquired in a Period

CAR = x 100

Total Customers at the Beginning of the Period

(CLV) Definition: The total revenue a business expects to earn from a customer over the entire
duration of their relationship.

(CLV) Formula: CLV = (Average Purchase Value x Purchase Frequency) x Customer Lifespan

Churn Rate (CR) to monitor customer retention challenges.

(CR) Definition: The percentage of customers who stop doing business with a company during a specific time period.

(CR) Formula:

Customers Lost During a Period «
Total Customers at the Start of the Period

Churn Rate — 100

www.tidewatersg.com
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KPI CONSIDERATION

Customer Satisfaction Scores (CSAT) and Net Promoter Score (NPS) to measure satisfaction and loyalty.

(CSAT) Definition: A measure of customer satisfaction with a product, service, or interaction, typically
expressed as a percentage.

(CSAT) Formula: Satisfied Customers (Ratings 4 or 5) o

CSAT = 100

Total Survey Responses

(NPS) Definition: A measure of customer loyalty and likelihood to recommend a company, calculated by
subtracting the percentage of detractors (scores 0-6) from promoters (scores 9-10).

(NPS) Formula:
NPS = %Promoters — %Detractors

Gross Profit Margin (GPM) and Average Revenue per Customer (ARPC) to assess profitability.

(GPM) Definition: The percentage of revenue that exceeds the cost of goods sold (COGS), reflecting the
profitability of core business activities.
COGS

(GPM) Formula: Gross Profit Margin = Revenue x 100
Revenue

(ARPC) Definition: The average amount of revenue generated from each customer over a specific period.

ARPC) Formula:
( ) ARPC Total Revenue

- Total Number of Customers

www.tidewatersg.com
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KPI CONSIDERATION

Pipeline Velocity (PV) and Conversion Rates at Each Stage (SPCR) to track efficiency in moving
opportunities through the funnel.

(PV) Definition: The speed at which deals move through the sales pipeline to closure.

(PV) Formula: Number of Opportunities x Average Deal Size x Win Rate

Sales Cycle Length (in days)

x(\‘aa\\\\w*a =SS

Pipeline Velocity =

(SPCR) Definition: The percentage of opportunities in the sales pipeline that convert into closed deals.

(SPCR) Formula: Conversion Rate = Closed Dca.ls. — x 100
Total Opportunities

Forecast Accuracy (FA) to ensure alighment of supply with projected demand.
(FA) Definition: The degree to which actual sales outcomes align with predicted sales forecasts.

(FA) Formula: Actual Sales — Forecasted Sales
Forecast Accuracy = Forecasted Sales x 100

Strategic Sales Development: Optimizing Market Facing Sales Teams

((FA) is expressed as a percentage (%), closer to 0% indicates a higher accuracy.)

Account Plan Adherence (APA) for consistency in executing on key account strategies.

(APA) Definition: The extent to which the sales team follows the strategic account plans designed to
maximize customer engagement and revenue.

(APA) Measure: Often evaluated through qualitative assessments or by tracking specific KPls tied to
account plans, such as milestones, tasks completed, or objectives met.

SALES TEAM KPIs
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IN SUMMARY

In this exploration of strategic sales development, we delved into three key
approaches to structuring market-facing sales teams: Factory Direct,
Independent Representative Agencies, and a Hybrid model that combines
the strengths of both. Each approach presents unique advantages,
challenges, and considerations, depending on the company’s goals, market
conditions, and customer engagement strategies.

*Factory Direct models offer unparalleled control and alignment with brand
priorities, providing direct accountability and seamless integration with
internal processes. Examples highlighted included businesses that thrive on
high-touch, long-cycle sales models where brand ownership and close
relationships are paramount.

*Independent Representative Agencies provide flexibility and market
expertise, leveraging local networks and reducing overhead costs. Their focus
on regional or industry-specific knowledge makes them indispensable for
companies seeking to penetrate new markets or maximize their reach in
diverse territories. The examples illustrated how this model can drive
efficiency while mitigating risks associated with fixed costs.

*Hybrid models emerged as a versatile solution, combining the control of
Factory Direct teams with the flexibility and scalability of Independent Rep

www.tidewatersg.com

Agencies. This approach capitalizes on the best of both worlds, allowing
businesses to tailor their sales strategies for different regions, product lines,
or customer segments. Practical examples showcased how this balance can
be used to align resources with strategic priorities effectively.

We also discussed Key Performance Indicators (KPIs) essential for
evaluating and optimizing these models. Metrics such as Pipeline Velocity,
Customer Lifetime Value (CLV), Gross Profit Margin, and Sales Pipeline
Conversion Rates enable companies to measure the productivity and
effectiveness of their sales teams, regardless of the structure. These KPIs
provide actionable insights, fostering continuous improvement and ensuring
alignment with business goals.

In conclusion, selecting the right market-facing sales structure is not a one-
size-fits-all decision but a strategic choice that requires careful evaluation of
organizational needs, market opportunities, and customer expectations. By
combining the right team structure with data-driven KPIls and continuous
refinement, companies can create a resilient and adaptable sales strategy
that drives growth, strengthens customer relationships, and enhances
profitability in today’s dynamic markets.
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TIDEWATER SOLUTIONS GROUP, LLC

YOUR PARTNER IN STRATEGIC SALES SOLUTIONS,

GTM STRATEGIES, & REVENUE OPERATIONS
Tidewater Solutions Group, brand alighment across all

LLC, powered by Sales channels. Tidewater Solutions
Xceleration®is a trusted partner Group is committed to

for small to mid-sized delivering impactful solutions
manufacturing businesses, that support long-term business
specializing in transforming success.

sales strategy, optimizing
marketing efforts, and
streamlining operations within
complex distribution networks.
Led by Shawn Dunahue, CSL,
with over 30 years of experience
in Manufacturing Sales,
Marketing, and Operations,
Tidewater Solutions Group
provides hands-on expertise to
develop and implement
effective go-to-market (GTM)
strategies that drive growth,
improve visibility, and enhance
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Email: sdunahue@tidewatersg.com
Tel: 941-320-2131
Web: www.tidewatersg.com
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