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If You’re Not Here –
You’re Not Growing!

Build a Profi table Business with Super Regional, 
Regional and Emerging Chain Accounts

By Rob Hardy, Associate Principal 

Super Regional, Regional and Emerging chain accounts are driving 
growth in the foodservice industry. These chains are growing faster than 
National accounts because their smaller size allows them to adapt their 
menu and / or complete concept to emerging menu trends.  National 
chains, due to the shear number of units and complexity involved, are 
challenged in their ability to change their entire concept to be out in 
front of trends.  

The opportunity exists for foodservice manufacturers to generate prof-
itable growth by doing business with Super Regional, Regional and 
Emerging chain accounts. However, very few manufacturers are enjoy-
ing success because of a failure to target, prioritize and service these 
chains appropriately.  
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While there is currently no industry standard defini-
tion or criteria for chain account groupings, The Hale 
Group defines National, Super Regional, Regional, 
Local and Emerging chain accounts as noted in the 
chart on the previous page.

The Opportunity
Building business with Super Regional, Regional 
and Emerging chain accounts will yield several ben-
efits to the manufacturer.

 Drives Profitable Sales – Regional chains do 
not typically have the buying clout due to their 
smaller scale which leads to higher selling pric-
es and improved margin.  In addition, the sales 
cycle time for Regional chains is usually shorter 
than with National accounts because their leaner 
organizational structure can streamline the ap-
proval process.

 Balances Customer Portfolio – Selling to Re-
gional and Emerging chains mitigates risk and 
provides “balance” in your customer base by 
preventing too much reliance on a few top 50 
accounts.

 Improves Customer Loyalty – Due to a lean 
organizational structure, there is an opportunity 
to develop strong relationships with Regional 
and Emerging chains by offering resources that 
arenʼt available within the chain. Providing value 
through a “Category Captain” approach further 
strengthens relationships with these accounts.

 Increases Product Innovation and Branding 
Opportunities – National accounts often require 
proprietary products and have the internal re-
sources to develop them. Regional and Emerg-
ing chains have limited resources, and are more 
likely to rely on key suppliers to help meet their 
product development needs as they create / up-
date new menus to reflect current trends. Small 
to medium-sized Regional chains rely on suppli-
ers to provide existing branded products or are 
interested in working with suppliers to develop 
innovative new products. 

 Strengthens Distribution of Products – Re-
gional chains use a broadline distribution system 
to service their units. If a chain has a “must use” 
spec on a product, the distributor field sales force 
can sell the products into its street accounts re-
sulting in increased sales. 

Why Manufacturers Fail? 
In the following paragraphs, we discuss some of the 
common pitfalls manufacturers encounter when at-
tempting to build their Regional and Emerging chain 
business.

 Lack of Focus and Priority – The sheer num-
ber of Super Regional, Regional and Emerging 
chain accounts (over 600) makes it difficult for 
manufacturers to determine the priority target 
accounts.

 Super Regional chain accounts are typically 
handled by the National Account organiza-
tion, yet they tend to be lower priority than 
the top 60 accounts and, therefore, do not 
receive an appropriate amount of time and 
attention required to build relationships and 
business.  

Source: The Hale Group, Ltd.

Key Success Factors

4 Hire and Train the Right Resources
Provide Regional Chain Account
Managers with the necessary skill set.

3 Build Strong Relationships with
National Distributors

Target top broadline distributors that
service regional and emerging chains.

2 Provide Resources Key Chains Lack

Fill resource and knowledge gaps.

Focus on “Good Fit” Chains1
Focus on chains that match your go-to-
market positioning and strategic direction.
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 Regional and Emerging chain accounts are 
most often the responsibility of the Field 
Sales organization.  These accounts tend 
to get less share of time and mind because 
the Field Sales organizationʼs primary focus 
areas are distributors and local leverage op-
erators (LLOs). 

 Opportunities to partner with Emerging 
chains early in their development phase are 
often missed due to the difficulty in identify-
ing and prioritizing those accounts with the 
potential for rapid unit growth.   

 Insufficient Training of Sales Staff – Within 
the Field Sales organization, the responsibility 
for these chains typically lies with Regional Man-
agers or Chain Account (or Key Account) Man-
agers who previously held Regional Manager or 
other field sales positions that sold to distributors 
and / or LLOs. Selling to Regional and Emerg-
ing chains requires a unique style, approach and 
skill set that is different from the skills required to 
work with distributors and LLOs, and training is 
often insufficient.

 One Product Doesnʼt Fit All – Often, products 
and programs offered by manufacturers are not 
valued by Regional and Emerging chain ac-
counts. The productsʼ value propositions are 
not tailored to meet the chainsʼ needs as many 
manufacturers attempt to sell stock products and 
off-the-shelf programs. Larger Regional chain 
accounts want to receive custom solutions in-
cluding both custom products and programs. 
Only a few forward thinking manufacturers are 
responding to this challenge.  

The Process
To build a profitable business with Super Regional, 
Regional and Emerging chain accounts, manufac-
turers must: 

 Focus on “Good Fit” Chains – Due to the large 
number of Regional and Emerging accounts, The 
Hale Group recommends that manufacturers 
narrow the focus to 50-60 high priority chain ac-
counts that match their go-to-market positioning 
and strategic direction. The graphic at the right  
depicts a disciplined targeting and prioritization 

process that will create a highly focused effort 
and an increase in ROI for chain account re-
sources.  This process will create separate Tier 
One and Two priority account lists. We recom-
mend beginning the pursuit of chain accounts 
by focusing on approximately 5 to 8 accounts 
for each tier that best meet the manufacturerʼs 
positioning and strategy.  

The targeting and prioritization process should 
also be used to identify potential high growth 
Emerging chain accounts. While the available 
data may be limited, financial data and growth 
rates should be reviewed.  The objective of this 
process is to build relationships and value with 
Emerging chains so that if they achieve their ag-
gressive growth goals, the manufacturer partici-
pates in this growth as well.  Another key benefit 
is the potential of creating product innovation for 
the manufacturer. 

 Provide the Resources Chains Lack – One of 
the characteristics of Super Regional, Regional 
and Emerging chains is that they tend to be very 
lean in the support function areas such as Mar-
keting, R&D, Training and QA.  

Source: The Hale Group, Ltd.

The Chain Account Targeting
and Prioritization Process
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This is an excellent opportunity for manufactur-
ers to step in and provide assistance where gaps 
exist. 

 Fill their knowledge gaps by providing re-
search on your category, competitive intel-
ligence, and consumer insights. (Manufac-
turers typically have this information in their 
retail organization.)

 Create a unique and defensible “bundle of 
offerings” that will provide meaningful value 
to these targeted operators such as:  

– Co-creation of Demand initiatives  
including promotions and wait staff 
incentives

– Supply Chain Efficiencies designed 
to drive costs out of their system

– Programs and Services such as 
customized research and training 
programs

 Build Strong Relationships with National 
Distributors – The majority of Super Regional, 
Regional and Emerging chain accounts utilize 
broadline distributors. A key requirement in pur-
suing this group, therefore, is strong distribution 
at the top broadline distributors.  In order to have 
significant reach with Super Regional, Regional 
and Emerging chains, your company should be 
selling at least 70% of the individual locations of 
Sysco and / or US Foodservice. Forcing distribu-
tion at all but the largest of the Super Regional 
chains is becoming very challenging. Distribu-
tors are restricting the number of slots allotted 
for chain accounts. 

 Hire and Train the Right Resources – Manu-
facturers will need to put the right players in the 
Regional Chain Account Manager slots and train 
them on how to build relationships and business 
in the chain environment.  Regional Chain Ac-
count Managers will be required to gain a thor-
ough understanding of the Tier One and Two 
chain targetsʼ business models.  This will include 
performing a pre-call protocol / deep dive analy-
sis in an effort to gain a thorough understanding 

of an operatorʼs business model. The protocol 
identifies the operatorʼs brand image and posi-
tioning, strategic imperatives, customer demo-
graphics, operational issues, equipment capac-
ity utilization, service system, menu theme, unit 
decor, cost drivers, food cost expectations, etc. 
This information will be used to develop account 
objectives, strategies, and, ultimately, innova-
tive menu solutions and support programs.  

 Regional chain accounts have “raised the bar” for 
Regional Chain Sales Managers.  They expect 
sales personnel to be able to effectively interface 
with all key departments including marketing, 
R&D, QA, Operations, Purchasing and Finance.  
In order to meet this challenge, Regional Chain 
Account Managers should be trained on how to 
perform needs investigation sessions, how to ef-
fectively influence and deal with all of the buying 
influences at a chain (i.e., Purchasing, Market-
ing, Operations, Finance, etc.), and how to build 
a business case for their concepts.  

Super Regional, Regional and Emerging chains 
represent excellent opportunities for manufacturers 
to innovate and grow their businesses profitably.  
Manufacturers who develop a focused, targeted ap-
proach to these accounts will achieve success.  

About The Hale Group

The Hale Group is a consulting and advisory partner 
assisting companies develop fact-based strategies to 
contend with an evolving landscape.  The underlying 
philosophy of the firm’s efforts on behalf of its clients, 
and in collaboration with them, is to formulate strategies 
that enable clients to break through the market clutter 
and identify platforms for growth.  

The Hale Group has developed proven processes 
and tools to help organizations gain perspective on 
the opportunities and challenges within an industry.  
The level of The Hale Group’s participation can take 
many forms from addressing the overall process or an 
individual part of the process. However, in whatever 
capacity we participate, the desired outcome is for our 
clients to be successful.

Our products and services include:

    Strategy     Organizational Effectiveness
    Market Research    Operating Efficiencies
    Opportunity Analysis    Mergers & Acquisitions

For more information about The Hale Group or to 
view other Strategic Initiative articles, visit our website 
at www.halegroup.com or call us at 978.777.9077 
(Boston) or 415.285.3616 (San Francisco).


