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EX;’CIA Man Gathers
I,\’Ia:rket Intelligence for

‘W«' house Air Brake

E'“;’”"fé;PiCk Top Prospects|
: “OHH ighway Truck,

&
TOURNT

nurehase:  an

of sales presenta tions.

a thing of the past with us. The only way ¢
make a sale todav is to convince the cuy
tomer that the equipment you will make w:i)
do a joh cheaper and better than what the
competition has to offer”—and for this, he's
; convinced, complete, accurate information is

& system whose thoroughness reflects not only
. . ’ « «,» o lhis intelligence training but his personality.
‘on Rivals Activities | &q Green is the most organized person I've
i I known,”! says a Wabco colleague. “When he
wag & baby, I'll bet he told his mother wherg
to stack the diapers.”

Resehrching the Reds i

today has employes reading and a.nalyzing?

seent et and’are tending to base their

cost  analyses. rather than
riendship with suppliers or the showmanshiy

A8 a -eaull, says Ed, now a big-framed 55
‘the’ days of the back-slapping salesman ar¢

he major ‘“‘must."”
To get that information, Ed has organized

i
{
i

"Applying this talent to Wabco, Ed Green |

.8 budding'isales boss with a more conven-f
tional background might never have thought]

of. “I was shocked at how little was under-

i [

i i

, g
- GCPYRGHT By Freverick C. Krev
[}  PITTSBURGH — When Edward J. Green
i+ came to Westinghouse Air Brake Co. in 1953,

«fresh from a top job in the Central Intellj-
i 1y gence Agepty, he was dismayed by something’

' stood about getting and processing informa-

., men and read the trade journals and that sort

. efforts

sonurces.””

as in diplomatic planning—and especially in:

new product, design it, produce it and begin ;
selling it--and ‘“‘that's too long to waste on.a | :
: piecq of equipimicnt” that won’t sell. Moreover, -
‘many of Wabco's customers, which include:

ave A BitOd 2 RRBRY A EBLR

tion," he mays. '“We got reports from sales- |

of thing, but what we learned wasn't being
put together in an organized way in time to
aid deeisions.”’ .

So Ed Green began organizing a sort of
business CTA at "“Wabco,” and intensified his
when he became marketing vice
president in 1953. Using market researchers.;
salesmen and engineers as ‘‘agents,”’ the com-’
pany today spends about $1 million a year
collecting information on customers and com-:
petitors. And ils approach, though far re-
moved from anvihing the layman might think.
of as “salesmanship,”” has paid off in results-
any sales boss of the glad-hander school might
envy, Reversing a previous slump, Wabco's
sales of air hrakes, signaling devices, road'
graders, off-highway trucks and other rail-
road, construction and industrial equipment
have spurted almost 427, in the last two
years, to a 1963 record of $241 million.

No cloak-and-dagger work has gone inlo -~
producing these resulis. Ed Green firmly dle-
clarcs he is ““opposed lo industrial spying in
any form."”” Indeed, he thinks actual espionage
is overrated even in gathering political intel-
ligence. He had little contact with it himself; '
hiz jobs with the CIA and its predecessor, the
wartime Office of Strategic Services, were all
administrative. Even so, he says, he dis-
covered that £0¢ of the informalion collected
by the CIA came from “overtly obtainable

 Feports,

ozens of technical and trade journals, poring .
prer U.S. Census Bureau equipment shipmen|
and scrutinizing research reports;
fuch as those prepared by the Stanford Uni.-
‘ervity Regearch Institute. To get ideas for
roduet designers and engineers, Wabco even
eops tabs on Communist research, by looking
hrough the CIA's Consolidated Translation
burvey” reports on technological developments,
n Red countries.

And that’s only the beginning.,Tn gnide,
alesmen, “the company compiles exhaustive -
gossiers on customers and prospective cuse
omers. Carrently it's hizhly interested .in sell~
g automated transit gear Lo subway and ele.
ated train operators. So 3 shelf at Wabeo's,
fwitch & Signal  divizion lteadquarters  in
fwissvale, Pa.. nea. Tittshurgh, hulges with
Blue-covered. lonse-leal volymes detailing the
Flans of every major cily in the U.8. that's
qonsidering new facilitics or major service ex-
fansions. They :kelude even the nicknanie of
gvery member of every major transit author-

ify in the country.

In the field, the salc:znien themselves con..
gtantly roam through customerz’ plants and
dffices, quizzing produciion men and pur-
dqhasers on company activities, plans and
eeds, and filing regular reports, many on.
rms Wabco supplies, on any data they pick

"I see Wahco people frequently, and they're
constant touch with eur nperating penple.’”
pports John W. Barriger. president of the
Pittsburgh & Lake Erie Railroard. a long-time
abco customer. ““They ride our trains and
thlk to our foremen. They know our hrake
eeds as well as we da."

Competitors get an equally thorough check.
abco engineers, on orders from headquar-
rs, regularly attend technical talks given by’
ngineers of competing firms. ‘“Knowing what.

Attoned to the Field
But tapping those ‘overtly obtainable
sources,” Ed thinks, is as important in sales:

Wabco's capital-goods . field. The company, he

. Bays, averages about five years to think up a} i
|

theories the competition is/interested in can
i of (product)
in mind,”" says Mr.:
reen. Wabco also keeps files on all execu.;
ves of competing companies. When a rival’
f{rm names a new sales boss, it can tell its.
lesmen immediately what he did in his pre-

The system is still being refined, too. Early
Bix year, Ed began requiring salesmen to fill

squl Wabco on a contract worth,
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Waben's hid with competitors’ bids on such
things asg price and delivery time, interviewing !
the Imycr fer details if the bhidding wasn’t
puhlic. Then he must summarize why he
thinks Wabco Jost—-and he's encouraged not
,to spare himself if the fault was his own.

intellipence analysts at each of the seven
Wabco divisions, plus a central staff of three,

" market researchers—analyze such reports for
clies as to how selling tactics can be made‘

- more effective. Recently a salesman reported
that he hadn’'t called on a railroad often
enough to discover that it was about to let an:
equipment contract earlier than scheduled, and
s rival got the award before Wabco could
submit a bid. Instead of chewing him out,
Wabeo took (nis as a clue to how that railroad
iz likely to operate on contracts of the type

. involved, and now schedules regular sales

, calls to guard against future surprises. :
An Embarrassing Earful !

This was neither the first nor the most
i'striking case in which the information turned
~up by Wabco's elaborate intelligence network

proved to be embarrassingly simple-—though
| vital. In 1981, Wabco sent researchers to ask

“road builders and municipal highway depart-

‘ments why they weren't buying its road
graders. They got an earful of things that
might seem obvious, but yet had been over-
looked. Among other things, fhe customers

" complained that Wabcé's: three-model line in-
cluded neither the high-performance machines-
that coniractors need to shape roadbeds, nor

_the low-cost, low-horsepower models cities use
to maintain road shoulders, And they ob-
jected lhat the placement of controls was too’

were accustomed to operating.

S0 Wabco expanded its line to include both
high-performance graders and & low-cost
siripped-down model for municipalities, and
adjusted the placement of controls. Sales rose
14¢% in 1962, 13% in 1988, and so far this year!

$10,000 or more. The salesman must TOMDATE . BImIIar Inve:Lalions targeted coal and ore| argeted coAal and ore

Ed Green's experts--one to three full-time | success, is challenging the long-standing lead-

different from the road graders their drivers

mining and road building prospects, and Wabco
hit them all with immense success. Sales of
the Haulpak in 1961 leaped 1839 over the in-
troductory year of 1960, and have doubled
since, Wabco says. Industry sources say the
.company, on the strength of the Haulpak's

ership of General Motors Corp.’s Euclid divi|
glon in the $50-mliilion-a-year off-highway truck
~market, e
“Wabce stole a march on the industry wit
| the Haulpak,’' says R. G. Rhett, purchasing
I director of Kennecott Copper Corp. “‘Whe
they showed us we could move more ore aj}
{less cost on our particular jobs, we boughf
them.” Kefnecott since early 1962 has bough§
66 of the 85-ton-load Haulpaks, for an averagq:
1of about $100,000 each. :
|A Transit Coup? |
| Advance intellizence on customers’ need
i further has enabled Wabco to design new prod
‘ucts, or prodiict adaptations, for specific ‘ma
kels, and to piék out the best features of it
products lo emphasize in sales presentations
Late last year Wabco salesmen and e
gineers assigned to prepare bids for equip
ment to he used on a test track on which thp

S8an Francisco Bay Area Rapid Transit Dig-!
trict will try out.yarious kinds of transit gealp
picked up a tidbit of news from district er} |
gineers. They learned, and reported to Wabep
headquarters, that the district was seeking a
alternative to the castdron truck suspensid
gear long ‘used in transit vehicles, such
subway and elevated-railway cars. )
Wabco immediately went to work adapting
its Hydrair off-hizhway truck suspension syy-
tem—the one that made the Haulpak possible
—to transit cars, a totally new use. Alread],
it has won_a $284,000 contract to test the syp-
tem on the Bay Area’s 4.4-mile track. It sug-
cessful, the system could win a $2 million cop-
tract from the Bay Area Transit District, and
possibly still more lucrative contracts in othgr
areas of the country. The Bay Area test tragk

its share ‘of the grader market 219 between,
. 1960 and 1963, running a stronger third to
" Caterpiilar Tractor Co. and Jeffrey-Gallion
» Manufacturing Co.

At other times, the payoff from Wabco’'s

‘tween 1957 and 1960 the company was fleld-
testing protolypes of an off-highway truck,
:called the Haulpak, featuring a new suspen-
sion system' that allowed the lumbering. ve-
hicle to haul a bigger load on a lighter body,
increasing speed and reducing its turning ra-
"dius. While doing so, it set its .researchers to
surveying potential markets.
Tracking Down the Quarries

*Using sources such as Pit & Quarry Maga-
rine, ‘Wabco drew up a list of all 2,200-odd
" rlone guarrying operations in the U.8. It then

"‘are up 20%. And Wabco ‘claims to have boosted |

intelligence work has come in accurate selec- |
‘tion of sales targets for a new product. Be-|

has been planned as something of an industyy
showcase for advanced new equipment, ‘and
transit officials all over the U.S. will Be
walching its operation$ with intense interest,
Enter the “Pregnant Whale”

1n a different field, Wabco's Air Brake diyi-1

i sion in 1959 was awalting the outcome of rafl-
road tests of a combination of a new type
of brake rigging and brake shoe it had de-
velaped largely to make raflroad-car bralges
work more efficiently. But it knew the nqw
gesr also would enable a manufacturer to

make railroad csrs bigger without makihg
them heavier—and its salesmen reported that
car makers just then were putting on ihgir
drafting boards designs for railroad cars hig-
ger than any that had been seen. So “pe,
switched our sales approach to emphasize fhe:
weight reduction angle,” says Willlam Ayrps,:
Air Brake division product sales manage:

ana yze .their jobs to see if they were large
"enntigh to use a high-priced Haulpak (they
=08 as much as $130,000 each), and seek in-
forniation on their equipment buying plans.
It thus seiccted the 350 best immediate pros-
pects, and armed salesmen with brochures,
_ flip-charts and job analysis figures tailored
specifically to each quarry on which the sales-
men would call.

aent men (o interview many of these operators, |

This rapidly proved to be the right pit h.
{ *The fact that Wabco had such s rigging aviil-
!ahle,” and made its virtues known, ‘‘was qne.
i reason we decided to go ahead with our plg
{‘pregnant whale’ tank cars,” says Btuprt,
i Moyes, chief engineer at General Ameridan:
i Transportation Co.’s tank car division |at.
Sharon, Pa. The “pregnant whale,” comple) ed
'hl 1961, is 65 feet long, and carries a 32,400
ghllon load. Before it appeared, General Amer-
ican’s largest tank car was 55 feet long 4nd
carried 20,000 gallons. :

00064R669300240004-5




-

o,

R

“ha

NOV

18 1964

DVROLIT

3 " Wabco is particularly well situated to pick “yaynstorming. Ed- had never met Tke before

oSSz BB AL, Relens

| corporate irth. George Westinghouse founded
: Wabco in 1869 to market the original air brake
‘ha liad invented two years earlier, and the
CHrmTRRY Cogen acnuiring then a Jamilaris
wilh raiive - o op-orations that has helped sales
ever sinca. In 1886 George Westinghouse also ;
 founded Wedtinghouse Eleetric Corp., and he
headed bolih companies until 1911. But there
was no other connection betwcen the two com-
panies then, and' there is none at all now ex-
cept public confusion; the two Westinghouses
‘are headquartered in the same Pittsburgh
building, and their executives confess they

cipa
hower wanted someone who kiew military

staff procedure, Ed says, but his .:nldie.r
rviends were out. “*His advisers dida’t thizk it
. auld datk pand for s Presidential cardidale

.1 be surrounded by unifzrms, so they pickad.

Affer ths campaign Ed decided to go into
pusiness, anc joined Wabco as assistant to the
president. He has had little contact since with
either politics or Mr. Eisenhower, though Ike
has called a few times to ask about his family;
Ed hasn't tried to push things further be-
cause, he says, he was ‘‘disgusted” with

ine

wish mightily they could get the public to tell
them apart.)
Insurance, Politics and Intelligence

Still, customers say Wabco some years ago
wasn’t doing a very good job of anticipating
customers’ needs even on the ralilroads, let
alone in the other industries it sells to. Wabco

one veteran ‘railroad man.
It’s only lately that they've realized the rail-
ceptive to new ways to cut costs and improve

gervice. Wabco perked up just in time.”’
That ‘‘perking up,”” most observers agree,

i can in large part be traced to Ed Green and
Ithe fresh viewpoint he brought to the com-

pany. Ed's
enough for a sales executive;

career started conventionally
his first job-

‘any College, Bethany, W. Va., was selling 1a-
.surance. Even then he began developing the
sales approach he was to institute al Wabco,:
i “Before Ed would make a call, he'd find out
i all he could ahdut the prospect.” recalls Harry’
{T. Ice, an Indianapolis lawyer and friend of,
'Ed'a for over 30 years. ‘‘He mnever helieved
lin {he hit-or-miss approach.”

{11 1940, however, Ed’'s career took a detour
Einm politics; he was ‘elected a Republican

. sta‘e senator from an Indianapolis district. A

‘yeal' lgter he enlisted in the Navy, and two
jvea:s lat:r wound up in the OS8S, launching.
|a nine-year intelligence career. By 134t he
l‘was in ¢harge of picking men to work behind
| Nazi lines in Italy; the agents supplied anti-
Nazi guerrillas, sneaked shot-down Allied fly-
ers through enemy territory and back to

safety, and relayed information from guer--

rillas on Nazi troop movements.

In the closing days of the war, Ed was:
. military attache to the U.S. Legation at
HBerne, Switzeriand, and: there had his only
personal fling at cloak-and-dagger work—in,
‘a rather undramatic case of watch smuggling.
This occurred when the Hungarian Ambas-
sador to Switzerland discovered some country-
'men had been using his car to smugg‘le“
lwa,tch,es to the Paris black market; running
across Ed in Paris, the embarrassed Ambas~i
sador gave him some watches: to smuggle:
back into Switzerland and return quietly to-
| their makers. Ed’s later work with the CIA,:
“though only marginally connected with espion_-i
-age, was secret; to this day he will discuss it
only in the most general terms. He says only
that he held the title of director of overseas
logistics, was responsible for keeping CIA.
nverseas offices supplied, agd did gome work
on the CIA budget. o ) .
A “Forger” for Eisenhowgl : "

In: 1952 Ed went back nl¥ politics, organ.
izing Citizens for Eisenhower clubs in Inciana
and, during the campaign, becomjng Ike's per-
sonal secretary. He kept an eye on the Gen-,
eral’s farra in Gettysburg, handled his ‘non-’

po

unt:l recently was a pretty stuffy outfit,” says .
‘“‘For a long time -
they got by on their reputation for reliability. |

roads are getting more progressive—more re- |

after being graduated in 1930 from little Beth.

'the way acquaint¥nces tried to “‘force them-|

!selves” on the General during the 1852 cam-
paign. Though Ed says he has ‘‘great respect”
for Mr. Fisenhower, he didn’t agree with
reVerylhing Ike did as President; he regards
ihimself as a “‘liberal Republican’ and voted
for President Johnson this month.

At Wabhco, Ed has presided over something
of an upheaval in the sales depariments. The
cornpany’s extensive staff of marKet research-
ers and intelligence analysts is his personal
creation; the company had no full-time market
researchers when he became salesg boss in 1959.
Between that year and 1963 the company also’
hired 71 new executives, completely revamp--
ing its selliny depariments,

‘“Some Problcms”

Customers say this shakeup ‘caused some
problems stemming from inexperience’ ol the:
Inew men, but financial figures indicate these.
{now have been straightened oul.
| recovering fully from the shumip that took them:.
idown from $236 million in 1957 o $170 million
'in 1961, are only about holding their ~wn this’
;ygar. In the first nine months they were sbout
reven with the 1963 perind at $181.2 million.

‘But the total has beengbeld down ry a
;sharp slump in Melpar, I8, an electranics.
idivision, caused by Government resea:ch 3nl-
backs. Civilian sales, on which Wahco makes
i more profit, are rising strongly. Waben profits:
in the first nine months of 1964 jumped nl-
most 329 over the 1963 period, to $8,484,875.”
The climb allowed Wabco to raise its quarterly
dividend on common stock to 40 cents a share,
from the former 35 cents, beginning this pust
summer. K

Though Ed Green and the intelMgence ap-
proach he brought to Wabco are widely cred.
ited with a major role in this turnaround, they
haven't been universally popular: some puo-
'ple feel the focus on planning has been over:
iuone. Since he took office, B4 has urged deal~
ers for the company's LeTrurneau-Westing-
house earth-moving equipment division, who
are independent businessnien, to make up for-
\ma).. five-year projectionz of the buying plans
of their customers. ‘That wduld be great %

R

had a half-dezen men {0 work on jt,” says
E-W deajer. "I kind of humor (he factory:
along that I do it.” ~

In other respects, tco, Ed runs a’light ship.’
Salesmen are limited on entertaining of cus.’
tomers. They dn take customers out {requent-

ily,. but for lunches and occasional dinners

~rather than nights on the town. “We prefer

that our men stick tn business,” says &4,

The salcsmen, incidentally, ne longer get
‘commissions cither? they work for a salary
;plus incentive bonuses. Wabco wants holdars
of advanced coliege degrees as salesmen, and
feels such men won't want to gamble on com-
-mission selling—especially in a field whera:
‘sales efforts may take a long time to pay)
'off. Humphrey ‘0'Déll, & successful aa.lesman.i
isays he once had to feed a railroad technical

J mﬂ%% Kg@ﬂ%ﬁﬁ&ﬁﬁﬁl@aé@fcIA-‘R“DP75-00001‘R00030
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treports on certain Wabco equipment for three
-years before the line would: buy any.

“When you report to Ed, it has to be
1,2,3; a,be,’” says one Wahco sales official.
. “But he’s nol a martinet,” this man  adds
quickly. “He's available for help if' you need
it, and he works in such a friendly way you
can't get mad at him.” ‘
Spare-Time Work :

Ed is ‘‘available” to others besides Wabco |
salesmen. Though he rarely makes a sales:
‘call personally, he holds offices in several.
trade assnciations, writes frequently for trade;
magazines, regularly lectures on marketing at:
major universities, including Harvard and Co- .
lumbia, and is a much-sought speaker at trade
association meetings’ and management serni- |
| nars. He also is writing a book on market-
- ing which McGraw-Hill has agreed to publish.
He says he carries on most of this spare-
time activity “because marketing is my hob-
by, but indicates some of it helps Wabco's
intelligence effort, too: ‘‘Getting together with
other execulives keeps me posted on new de-
velopments.”’ ,

" Ed’'s petite, dark-haired wife Eleanor,
whom he met when she was a civilian 0SS
employe in Italy during World War II, enters
2 mild demurrer. “I think a man should spend
his spare time getting his mind off business,” :

£, she says. But she adds quickly that “Ed seems )

‘{EL;,&‘ Happy doing what he does, so I don't com-

plain.” | o T o Ca
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