MARKETING CHUNKS O’ FRUTI – ADVANCED TRAINING 

Recently, I had the good fortune of being asked for help in revitalizing an established distribution network. Rarely am I able to find time to help individual distributors evaluate techniques and strategies that may increase their sales and profits. Keep in mind that you can easily obtain more sales without making more profit. My comments are directed toward distributors that have been in business for two years or more. New Fruti distributors can also utilize these concepts. Implementation of these sales strategies can result in a substantial increase in your total sales.  Therefore, I believe it would be in each distributors best interest to consider if any of these ideas can help increase the profitability of their business.

I. Do Your Homework

It is simply not possible to decide the best way to reach a goal if you do not know where you are beginning. The very first step is to evaluate your existing customers. Make a very simple form for yourself to evaluate sales for the past year or whatever period you feel will give you the best snapshot of your business.

Account Name: # of boxes sold X (selling price – cost per box) = Gross Profit /Account

Next list the accounts by gross profit dollars. This provides you with a starting point.

II. How Much Do You Want To Earn

Not everyone wants the same things out of their business. My example is for an owner that wants a gross income of $75,000. Change any numbers to match your own selling price or what you consider reasonable sales per freezer. If you lower your required minimum sales the freezers required increases accordingly. Your tax accountant can tell you the most effective way to amortize the cost of freezers.

Selling Price: $18.00 (.75ea) per box - $10.08 = $7.92 giving a Gross Profit Margin of 44%

Minimum Acceptable Sales Per Freezer = 12 boxes per month, 144 boxes per year.

Gross Profit Per Freezer: $1,140.48
Freezers Needed To Gross: $75,000 are 66.

III. Determining a Selling Price

The question of how to price product is one that cannot be avoided when trying to deal with competition. There will always be a lower priced competitor. Every company needs to determine their own price point and ours is driven by the cost of ingredients and freight. NFC is one of the only major brands where fruit is still our first ingredient. It is one reason that we are still growing when other companies are losing business or going out of business. 

As distributors you must continue to focus the customer on Fruti’s key attributes such as: Fruit First, Consistency, Attractive Packaging-Eye Appeal, Fair Price For Premium Quality and Excellent Service. I urge people never lower your price to keep an account. You are better off to take the equipment and place it where you can make a fair profit. If you cannot make profit on every case you are just working harder without increasing your income. Work the numbers and see for yourself. If you increase your selling price by X per case, how many fewer cases can you sell and still make the same or more profit? Factors such as total volume and high visibility should be considered but remember that you have an investment in equipment to cover. Your equipment cost is ongoing due to normal wear. 

IV. Placement of Equipment

 

Frequently another company will blitz markets placing new freezers in every store that will let them in. Try to see things from the storeowner’s point of view. It is always nice to get a brand new freezer for your stores. Here are some suggestions if you face of this type of competitor.
Purchase a number of the new Fruti freezers. I would try to acquire enough to replace 20 to 25% of my existing equipment. 

1. Go back to step I and do your homework by accurately determining annual sales per location. If you have multiple prices also determine gross profit per location. 

2. Place new freezers in your top existing locations. Place them in a brand new location only if you know that the placement will fall in your top 25% of stores. Try for a better location when you are replacing freezers. I would approach them before offering the new freezer something like, "do you think we could put the freezer in this spot if I can replace it with a new one?"  Then show them a picture of the new freezers. 

3. Take the old freezers and do a total cleaning including the condensers, paint if needed, apply new decals and replace broken parts if they can be found. Strip good parts off other freezers that cannot be properly repaired. 

4. Continue going down your list according to profit per location and swap out their existing freezers for the equipment you have refurbished. Then just keep the cycle going. I am a firm believer that the best accounts and not necessarily the new accounts should have your best freezers. 

5. Swiftly clean up all of your freezers. Don’t wait until the competitor puts equipment into all of your locations. Be proactive and you will make a better impression on the store manager. Remove any stickers or posters that have put up in the store or on the freezer in the past and replace them with new point of sale material. 

6. Change the way the Fruti Bars are stocked in the freezer. Just a little difference can catch a consumer’s attention. 

7. USE THE FEATURE FLAVORS AS A PRICE PROMOTION. Small stores can easily put one flavor on-sale. You never see them put all Nestle items on sale for the same price and Fruti bars are no different. Remember the goal is to gain new trial and win more customers to your brand.

Don’t let your equipment become stagnant. Make sure that all freezers are making money for you.

V. Move Forward

New distributors are more successful adding new account than existing distributors. Why? Because they do not know that there are accounts that cannot be sold on the importance of stocking our products. Once you have been distributing for a while there are many accounts that have said no to you, so why go back again? You know that major accounts like supermarkets are much more difficult to get in. You know that a particular food service company has contract with your area schools or hospitals. You know that the local movie theater has a national contract for ice cream. I am sure that we can find many more reasons why current distributors have more difficulty adding accounts than new distributors. New distributors constantly amaze me by adding accounts that are very difficult to sell.

Make time to find new accounts. The easiest place to start is with locations that you drive past on your existing delivery routes. Prepare materials that you can leave behind with busy managers or to be given to the owners if they are not in. It would surprise me if you could not make brief stops at 20 potential accounts per week. If an account gives you more than a brief moment of their time your odds of selling them Fruti has drastically improved. Make certain that you stop back to visit any account where you could not speak to a decision maker. 

If there is a major account that you want to sell? Make the effort to do some research before you call on them. What are they currently selling and how can Fruti improve their profits. You always need to give the customer a good reason to add another supplier. Be prepared to answer this question or stay in the car, because you will not make a good impression on this visit. How can you convince a customer that they will do well with your product if you are not sure yourself? 

Please let us know about your own success stories and if we may share them with your fellow Fruti distributors.

Good Selling!

Douglas F. Gray


Footnote: The writer has been involved in the frozen desserts industry for more than twenty-five years. He has worked in all phases of management including, sales and marketing to supermarkets, convenience stores, club stores, foodservice accounts and direct store door (DSD) distribution. Additionally, Mr. Gray is also experienced in new product development, pricing analysis and sales route development. 

