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Foreword

When Tony Carter came into my office several years ago with a
proposal that he teach the Sales Management course to our MBA
students, he promised that he would provide them with state of the
field thinking in sales management. For several years he has deliv-
ered on that promise and now has packaged much of his teaching
material into Contemporary Sales Force Management.

This book focuses on an important topic and addresses many
relevant issues. In recent years, as competition has increased and
become global in scope, in order to become more competitive, cor-
porations have focused significant attention on the cost element of
the “Profit = Revenues — Costs” equation. Downsizing, rightsiz-
ing, reengineering and other fashionable approaches for managing
organizations have been implemented with the explicit intention of
reducing costs.

Increasingly, senior management is realizing that cost reduction
alone is insufficient to propel the firm into the twenty-first century,
and as the focus begins to shift to the revenue side of the equation,
corporate attention is now being directed to managing the single
function whose explicit task is to bring in revenues, the sales force.

Managing the sales force is the focus of this book, but Contem po-
rary Sales Force Management is not a conventional sales manage-
ment text. Rather, Professor Carter has traveled widely and inter-
viewed many senior sales managers to identify those topics he
believes are critical to managing the contemporary sales force. He
focuses on those topics in this book. Included in the coverage is use
of technology in the sales force, total quality management, team-
building diversity, customer advisory boards, and crisis manage-
ment.

Each of the twelve chapters is packed full of up-to-date examples
and contains several small cases to force students to grapple with the
very real contemporary issues faced by sales managers. In addition,

xiii



xiv CONTEMPORARY SALES FORCE MANAGEMENT

the book as a whole is peppered with results from Professor Carter’s
personally conducted survey of sales managers.

Students who are fortunate enough to read this book will find
much that does not make its way into conventional sales manage-
ment texts, presented by a former sales manager who ‘““has been
there,”” and who has a passion both for understanding the very real
challenges faced by today’s sales managers and for passing that
knowledge on to his students in both the Columbia MBA and Sales
Management Executive Program and to the readers of this book.

Noel Capon

Professor of Business/

Director of the Sales Management Program
Graduate School of Business

Columbia University



Preface

Sales force managers experience rapid changes due to constant
developments in the marketplace. Managers and business profes-
sionals with customer dealings must know the relevant issues that
drive and impact revenue in their firms and they need to have ““cut-
ting edge” perspectives to be most effective. The goal of this book
is to provide a current look at sales force management. For over two
years | have worked on developing a book that reflects what compa-
nies are doing to be successful in sales force management. I under-
stand that students, professors, and businesspeople look for rules
and concepts of effective sales management and they are a necessary
ingredient of any acceptable book. This book has extensive content
in the form of theoretical principles, but is accompanied by modern,
practical examples of how the theory works in the various subject
matter areas covered in actual sales force management.

Contemporary Sales Force Management examines topical areas
such as sales force technology, globalization and its impact on sales
management, reengineering, crisis management, selling skills and
negotiation, TQM, time management, mentorships, planning and
forecasting, gender and diversity in sales force management, and
customer relationship building.m deals with the role of the
sales force manager in organizations; [Section 11 examines sales
force technology;gm looks at the strategic issues for an
international sales effort;[Section TV discusses effective sales force
management in a volatile business environment; and
deals with current selling skills, strategies, and tools. Each chapter
ends with the use of questions and case studies to demonstrate and
reinforce the principles discussed in that chapter. The emphasis of
case analysis is meant to help:

1. Define the issues or problems stated or implied in the case narra-
tive.

2. Develop analytical thought.
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3. Develop solutions, recommendations, and plans for implementa-
tion.

4. Demonstrate and reinforce the principles discussed in that
chapter.

5. Encourage thorough preparation and active participation dur-
ing case discussions and act as a training or teaching guide.

I have used surveys and interviews to examine how various compa-
nies are handling issues related to sales force management. Many
service and product-based corporations responded to the surveys and
interviews to provide me with current, relevant information on how
they achieve effective sales performance. I have made Contemporary
Sales Force Management consistent with the theme of a contemporary
look at sales force management by spending considerable time profil-
ing the sales effort at European Union offices in Brussels, Belgium,
and with various companies throughout Europe and the People’s
Republic of China.

Hopefully, business students at the undergraduate, MBA, or
Executive Education level, managers, salespeople, entrepreneurs,
and consultants will find this book unique and extremely useful.

I will always be grateful for the confidence, trust, and support that
Bill Winston and the rest of the editorial staff at The Haworth Press
gave me while I wrote this book. I am especially grateful to John
Moran, Larry Barton, Ken Preiss, Tony Williams, Harold Theurer,
Dudley Coker, Kevin Handerson, and Marta Yagos for their contribu-
tions and for being a part of this book. I also wish to convey my
sincere appreciation to Don Spiro for establishing and maintaining the
highest level of integrity to the ideals of effective management. Last, I
would be remiss if I did not give special mention to my “mentors”
Walter Rohrs of Wagner College and Noel Capon of Columbia Uni-
versity’s Graduate School of Business. They represent academic excel-
lence in its truest sense, and have been proponents of bringing sales
management into the full scope of the academic milieu.
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Chapter 1

The Role of the Sales Force Manager
in Organizations

CONTEMPORARY SALES FORCE MANAGEMENT

Sales performance levels are interesting concepts for the pur-
poses of managing the sales force. Sales is the lynchpin of capital-
ism; sales drives activity in today’s business world. As such, sales is
not just a profession, but also a process that has relevance to anyone
in business. It is the essence of business itself.

Sales managers today must develop an integrative management
style using adaptive, problem-solving, extensive information, in
many cases in an ever-changing marketplace. The overwhelming
majority of business environment workers are service providers
such as investment bankers, consultants, and information technol-
ogy specialists. Sales managers in the current business environment
must have the ability to add value, which certainly means functional
expertise in sales and marketing along with knowledge of the indus-
try. However, managers must also have the skills to lead, communi-
cate, use changing technologies, build teams, motivate salespeople,
form strategic alliances with customers, and build teams within the
sales force. Sales managers need access to a flow of reliable
information to initiate sound decision making that turns on a dime.
As a necessary precondition to high levels of sales force perfor-
mance, empowerment, and control of their own work process, sales
managers should also have a system of sharing information with the
sales force:

These are times of drastic corporate downsizing in which sales
organizations are expected to do more with less. Sales managers
must also be more knowledgeable and possess a myriad of demand-
ing new business skills. Many internal and external changes among

3



4 CONTEMPORARY SALES FORCE MANAGEMENT

organizations have dictated the need to conduct business differently.
The external business environment has experienced changing technol-
ogy, globalization, catastrophic business crisis, a more frantic competi-
tive climate, and more demanding, sophisticated customers. Internal
changes have included reengineering, accompanied by structural re-
alignments and downsizing, greater emphasis on quality levels in
product and service output, faster communication channels, and a
more educated, skilled employee base with higher expectations from
management-

Sales as a profession has had a negative connotation in our society.
It implies that salespeople are pushy, talkative, lacking in technical
knowledge, and unprofessional. Many organizations, in order to cir-
cumvent the negative stigma that sales evokes with customers, will
give salespeople a job title such as “relationship managers,”
“account executives,” “‘customer development managers,” or ‘““mar-
keting representative.” The reputation of salespeople as “sleazy”
business peddlers concerned solely with closing a sale has often led
to an adversarial relationship between buyer and seller before and
after a sale. Several studies have found that college students gener-
ally have a negative perception of the sales profession and feel the
profession lacks a variety of desired job characteristics. While the
sales profession may not be felt to make a contribution to society or
have any status or security, this is based on limited information. The
sales role has many dynamic positive characteristics. These entail
“front line” marketplace knowledge, opportunity for rapid advance-
ment, freedom to make decisions, attractive compensation, and chal-
lenges from client dealings that provide learning situations and the
opportunity to reach one’s professional goals. Sales organizations
will continue to need sharp, focused, well-skilled sales professionals
who can contribute in a highly competitive marketplacel.3 Currently,
sales is a complex process and a sophisticated profession that
requires a variety of demanding business skills. Today’s sales man-
ager must possess these skills to effectively lead a sales force to
successful results (see[Table 1 1).

Salespeople, dependlng on their level of experience, can earn a
lucrative salary in today’s sales profession. For example, in 1996
the median total cash compensation for senior salespeople was
$63,700, for intermediate salespeople it was $46,000, and for
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[TABLE 1 1]1Top Qualifications of the “Ideal” Salesperson Profile

The top qualifications of the “ideal” salesperson profile

» Good listener > Negotiation skills

» Strong communication skills, oral and written » Strong industry knowledge

> Risk takers » Financially astute

» Patient, but at the same time persistent > Analytical

» Technical knowledge > Effective time management skills
» High energy level > Integrity

> College graduate > Self-confidence

» Sales experience in a quota-driven environment > Intelligence

> Leadership skills » Problem-solving abilities

> Professonalism > Good relationship-building skills
» Team experience » Strong selling skills

> Loyalty » Highly motivated

» Broad business background » Competitive

Source: Carter Sales Force Survey (1996).

entry-level salespeople, $36,000. Accordingly, the corresponding
sales revenue that is generated on average per salesperson has
increased 22 percent in recent years to about $1,400,000 per year.
This reflects both the heightened earning opportunities and perfor-
mance demands that now exist in the sales profession. Currently,
the average age of a salesperson is thirty-seven. Women now com-
prise 24 percent of all salespeople and currently 65 percent of all
salespeople, male or female, have a college degree. On average,
salespeople remain with their companies about seven and one-half
years which has been fairly consistent in recent years-

The relationship between salespeople and customers is changing
faster than sales orders can be processed (see[Table 11 and
[11). Most remarkable is the fact that it is the customers who are
driving the change. They are asking for, if not demanding, better
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service from their vendors. The shift has radically changed the way
selling is done. Companies are building relationships, improving
technologies, processes, and systems along the way. Almost 90 percent

of 222 sales units surveyed by Hewitt Associates reported the selling
Jjob is now more complex-

[TABLE 1 2] The New Sales Force Process

Business Issues  Lowering mutual costs and building long-term customer relationships

Strategic Intent Create partnerships with customers

Key Drivers Continuous improvement, shared values

Structure Reengineered work processes, customer teams

People Team leaders, organizationally aware, tenacious
Compensation Competency-based salary bands; incentives for improvement
Culture Boundaryless organizations: “l work for the customer”

[EIGURE 11] Today's Sales Force
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DIFFICULTY IN SALES

The prospect of facing rejection in customer dealings poses the
greatest difficulty in sales. Rejection for people involved in customer
development means that they have to confront the reality that custom-
ers may refuse to do business with them. However, this is also one of
the great challenges to be overcome and is why it is important to keep
salespeople motivated and functioning at high morale levels.

Customers may reject requests for their business either because
they are not interested or they do not like something about the
product, service, or company. They may also not be able to afford the
product or just will not respond favorably to inadequate sales ability.
Whatever the reason, it is necessary to stay upbeat, focused, and at
the same time realize that rejection is actually a normal part of a
successful sales effort.

The key to managing rejection is not to allow it to impede the
customer development effort. Sales managers should use the fact
that salespeople face rejection to get the salespeople to:

* improve their sales skills and prevent complacency;
* use this feedback to develop more effective strategies, and

» realize that this challenge is the reason the job can pay well
and lead to success.

Salespeople can mentally accept the reality of rejection by devel-
oping ‘“mental toughness.” Sales managers and salespeople should
use “mental toughness” as a tool to:

» avoid making excuses for reaching a goal;

* find ways to ask for business despite being afraid that the cus-
tomer will say no; and

* rehearse new sales techniques and give one more client pre-
sentation, even when exhausted.

So, in a customer development effort it should be accepted that
rejection is really a necessary ingredient that can remind the sales
force that success in sales is a journey, not a destination.
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MOTIVATION AND MORALE

Most sales managers use motivational techniques to improve the
performance levels of the sales force because motivation and morale
have particular importance with those involved in the sales effort.
Motivation is the amount of effort that a person puts into achieving a
task. Morale involves the mental and emotional response that individu-
als express about their particular work environment. The consequences
of having a poorly motivated sales force with low morale can be
devastating. Symptoms include poor performance levels, turnover, and
complaints, internally and with customers. Other occurrances include
lost opportunity due to ineffective performance, and replacement costs
for departing salespeople. Conversely, positive motivation and morale
can mean a dedicated effort by the sales force that results in salespeo-
ple operating at peak performance levels.

The conditions that can cause problems with motivation and
morale entail employee satisfaction, career security, compensation,
job enrichment, good work environment, and a general feeling by
employees that their efforts are being appreciated. When these com-
ponents are present, salespeople will feel good about their perfor-
mance. In fact, when motivated, the sales force may not only per-
form at expected levels but go beyond and do more than asked. An
interesting study was recently done titled “Do You Know What
Motivates Your Staff?”’ In looking at the top five motivational
criteria managers ranked the following:

1. Compensation

2. Job security

3. Growth opportunities

4. Good working conditions
5. Interesting work

This contrasted with the employees rankings in order of impor-
tance. They listed the following:

1. Interesting work

2. Appreciation by management
3. Being well informed

4. Job security

5. Compensation
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This study shows that contrary to managers’ opinions, compensa-
tion may not be the most important motivating factor to employees®

MANAGEMENT EFFORTS
TO ENSURE GOOD SALES PERFORMANCE

Motivational Theory

Need-driven motivation professes that people will not engage in
certain behavior or performance until certain needs have been met.
These various needs and their impact on motivation levels were
recognized by psychologist Abraham Maslow. He believed that a
“hierarchy of needs” starts with meeting physiological needs, such
as food, drink, shelter, then progresses toward esteem, self-actualiza-
tion, knowledge, and beauty (see[Figure 1.3). This might apply to a
salesperson who has an interesting job and feels motivated to perform
because of the sense of prestige and pride that it gives him or her.

Reward-driven motivation deals with identifying a particular reward
structure (usually monetary) and building it into some desired action.

Expectancy theory operates on the principle that provides a
reward for engaging in a particular behavior or performance. When
the reward is valued by the employee, he or she will be motivated to
perform. With reward-driven motivation, the things that get re-
warded are the things that get done.

By rewarding salespersons in the way they want to be rewarded,
such as a salary raise, they may perform better and feel better about
what they are doing!:-j

Goal-driven motivation is contingent upon the ability to reach
objectives. It involves a process of identifying individual goals that
an employee must achieve. This can be done alone or with the
assistance of one’s manager.

Management by objective (MBO) is a collaborative effort between
manager and subordinate to discuss and determine how the subordi-
nate can help reach company objectives. A feedback and monitoring
system should be built into this process.

In the case of a salesperson, MBO might draw attention to the
treatment of customers that improves the reputation of the company.
With goal setting, establishing revenue goals to be reached by the
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The Role of the Sales Force Manager in Organizations 11

sales force might be used by sales managers to provide salespeople
with clear expectations and direction. In both, accomplishing these
goals can provide motivation for the salesperson:

INCENTIVE PLANS AND MOTIVATION

Financial rewards have always been assumed to motivate salespeo-
ple and improve performance, but this could be subject to debate (see
[Figure 1.3). Some research has said that the quality of work declines

over time when pay is linked to performance and employees become
less interested in what they are doing and more interested in the

[EIGURE 1 3l Financial Compensation Methods

The use of nonfinancial compensation methods, such as telling employees

they did a good job, sending them to a conference and so on, in various
organizations.

1%
YES
29%

NO

The use of financial compensation methods, such as salary, bonus, and com-
mission, rewarding salespeople in various sales organizations.

77%

YES
23%
NO

Source: Carter Sales Force Survey (1996).
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reward™d Employees under these reward systems will choose the easi-
est tasks, avoid risks, and even seem addicted to these rewards. The
research shows that the quality of work and creativity improves when

rewards are taken away. The following are critical concerns of com-
pensation plans:

* Salespeople may be unwilling to share what they know if this
helps make others in the sales force or company successful. In
fact, they may promote an attitude of ‘““my success must come
at your expense.”

 Sales managers are resorting to an easy solution that gives
temporary compliance instead of exploring the long-term fac-
tors that individually may motivate each salesperson.

» Salespeople believe that in some way this compensation sys-
tem is not fair and they become resentful.

* These are in effect just manipulative strategies to control how
people perform:

LEADERSHIP

Leadership is the use of influence over the behavior of others to
encourage them to achieve certain objectives. True leadership deals
with ideas about what to do, providing a sense of vision and opti-
mism. Leaders have a commitment to see their objectives through to
conclusion. Many possess charisma—the intangible ability to evoke
strong positive emotion in others. Two types of leaders are com-
monly seen: transformational and transactional. Transformational
leaders inspire others to strive to do better. They also:

. identify themselves as charge agents;

. are courageous;

. believe in the people that they work with;

. are value driven and principled,;

. are willing to grow and learn;

. can deal with complexity and uncertainty; and
. are risk takers.

NN DB W -

Transactional leaders approach people with the philosophy of “If

you do this for me, I'll do something for you,” similar to a business
deal.
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To motivate salespeople and maintain good morale levels, sales
managers should be leaders who have a meaningful set of values.

Salespeople as Leaders

Sales managers should also encourage the sales force to exhibit
leadership qualities. Salespeople who can develop their own sense
of vision, i.e., developing creative new ideas in an energetic way,
can be more effective on the job. To determine this vision salespeo-
ple should ask “Do clients really need our service?”’; “What are my
values, priorities, and goals?”’; or “What role do I want to play in
meeting my clients’ needs?” Vision is distinguished from goals
because, while not as measurable and focused, vision deals with
long-term values and efforts that are broader in scope:

EFFECTIVE ORGANIZATIONAL COMMUNICATION

Good interpersonal relationships are no longer a luxury but a
bona fide qualification for effective job performance. To be compet-
itive the sales force must have a responsive system for sharing
information and getting work done. From the salesperson’s stand-
point, good channels of communication and positive work relation-
ships provide social support and a sense of identification and partic-
ipation in the organizational dialogue. From the sales manager’s
viewpoint, without good communication and positive work rela-
tionships, it is tough to accomplish work. Considering that any-
where between 30 percent to 70 percent of sales managers’ time is
spent communicating with subordinates, it becomes obvious that
how this time is handled can have a clear impact on the motivation
and morale of the sales force.

Sales managers should get to know their subordinates on the
sales force for the following reasons:

1. To overcome any distrust

2. To build loyalty

3. To contribute to a stable work environment

4. To facilitate sales productivity

5. To have the opportunity to go behind the numbers to access the
performance and capabilities of the salespeople.
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So, sales managers should manage with communication by being
open, supportive, keeping the sales force informed, and being an
empathetic listener. To build trust they should not reprimand the
salespeople in public or “hit them over the head with their power.”

INFORMAL NETWORKS

The informal network is important because this is how and where
employees communicate and develop how they feel about the com-
pany. This network can provide support and informal work groups
that can enhance or inhibit motivation and morale. It can consist of
an advice network, in which prominent players who may even have
some technical expertise are sought out to assist with problem solv-
ing. Also involved may be a trust network in which salespeople
might informally discuss politically sensitive information about the
company. Last, the communication network could be used, which
provides an opportunity for employees to talk about work-related
issues. This could even take place after work hours. Sales managers
should want to tap into this informal information resource to be
better informed themselves. By either building up levels of trust
with the salespeople or using surveys or focus groups, it is possible
to gain access to some useful information:

SALES FEEDBACK AND MONITORING

A good monitoring system can help prevent possible motivation
and morale problems and identify these that have occurred. The
following methods can provide this:

 Use employee surveys that monitor the level of employee satis-
faction within the organization. Companies such as IBM use them
with their salespeople to assess the level of satisfaction within the
company as well as effectiveness of their sales manager.

e Have a channel of communication for any concerns that the
salespeople may have. This may even involve having an outlet
for complaints. Although this can be draining on a manager, in
the long run it may be worthwhile. It helps identify any pos-
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sible or actual motivation and morale problems and the sales-
people will appreciate your concern.

e It can be helpful to conduct exit interviews when salespeople
leave to determine why they are leaving and get their impres-
sions of the company

* Make a commitment to be a good listener on an ongoing basis.

OTHER METHODS

To motivate their salespeople, several companies have used “fire
walking,” which is the ancient ritual of treading barefoot over a bed of
red hot coals. Metropolitan Life Insurance Company and Digital
Equipment, in particular, are trying this motivational exercise. The
point of the exercise is to get salespeople to realize that “cold calling”
on customers is no comparison to walking over 1,200-degree coals:

Other companies such as DuPont, Digital Equipment, Data General,
and Tandem Computers are using team selling. Salespeople, engineers,
technicians, and production managers are put together on teams to
serve customers and win new accounts. Their rationale is that the
essence of a successful customer development effort entails team
building, teamwork, and cooperation.

PROFILE: Donald Spiro, Chairman, Oppenheimer Management Corporation

“The sales process is extremely dynamic and demanding. This is due to
the changes in the business world which have been incredible, mainly in the
area of technology and customer expectations. Sales managers today must
understand how to use technology effectively and expect the same of their
sales force. However, while technological skills are akey in sales and sales
management today, an appreciation for the “*human dimension” of customer
dealings is essential. A winning spirit along with a strong work ethic, persis-
tence, energy, and enthusiasm are important for success in sales.”

Source: Donald Spiro (February 19, 1997). Personal Interview. Oppenheimer
Management Corporation, New York.



