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Preface

How firms manage their selling functions has changed tremendously over the past 20 years.
The Internet has had a significant impact on sales management, but at the same time,
so have customer contact centers, customer relationship management (CRM) technology,
knowledge management technology, increased global competition, greater cultural and
generational diversity, the importance of ethical responsibilities, and a myriad of other factors.
Developments such as these have greatly changed how sales teams are led.

We wanted you to understand these changes and how today’s sales managers actually
manage their personnel. But in spite of what we knew about what was going on in the field,
we realized existing sales management textbooks had changed very little over the years.
No new major sales management textbook has entered the market in more than two
decades. We believed it was time for something new.

Our goal is to offer a book that prepares you for the exciting challenges related to lead-
ing sales organizations in today’s hyper-competitive global economy. Of course, we want
to provide you with a basic theoretical foundation that will enable you to adapt to the econ-
omy as it continues to evolve, but we will balance the theory with the practical applications
one will need to know in order to lead top-performing sales teams.

What Makes This Book Different?

Our textbook emphasizes how sales management gets done. You will see the following
cutting-edge material integrated not only into the textbook and end-of-chapter questions
and problems, but the book’s accompanying instructor’s manual, test bank, PowerPoint
slides, and other materials.

Chapter-Opening Profiles

Unique to the book are the chapter-opening profiles featuring actual sales managers. The
profiles explain the day-to-day challenges these managers face, which are related to the
chapters in which they appear. We want students to get a sense of the world sales managers
live in. Our goal is to engage and inspire students to explore possible sales management
careers, as well as to hear from the sales managers who helped shape this textbook. In
addition to the chapter-opening profiles, the book’s website features numerous video inter-
views with sales executives featured in the Selling Power Daily Report.

Technology Coverage

CRM and knowledge management technology are two software applications that can
dramatically affect how both salespeople and sales managers spend their time. The ques-
tion is, how do sales managers and their reps make the most of these systems? Not only
will you find an entire chapter devoted to using technology to manage sales organiza-
tions, but you’ll also find technology woven throughout the book. Furthermore, adopters
will be able to use Aplicor, the most awarded hosted sales force automation tool on the
market today. This software is available at www.pearsonhighered.com/tanner. Aplicor
contains CRM features and a database set up with student exercises. For example, you’ll
find Aplicor exercises that will give you hands-on experience when it comes to forecast-
ing sales, establishing territories, tracking the activities of salespeople, and evaluating
their performance. No other textbook on the market today does this.

aplicar
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Coverage of Culture and the Global Sales Environment

Technology has greatly impacted the global environment of sales today, but so have other
influences such as new trade agreements and changing political alignments. Sales execu-
tives know foreign markets are their future “bread and butter.” And they are counting on
their sales managers to find ways to capture market share abroad via the day-to-day inter-
actions they have with their firms’ global partners as well as sales representatives who petr-
haps grew up or are living in other cultures. Because the sales environment has truly
become a “flat world,” the book contains a “Global Sales Management” feature that
addresses the topics discussed in each chapter, but on a global scale. There are also detailed
sections of a chapter that discuss how to understand and manage buyers and salespersons
from different cultural backgrounds. The feature is also integrated into the chapter, the dis-
cussion questions and problems, and the test bank, resulting in more complete coverage
than any other sales management text.

Ethics Coverage

Many textbooks largely emphasize the law in their ethics chapters. Our ethics chapter cov-
ers the legal aspects of sales management. However, you will also find more coverage on
people’s actual ethical beliefs and why they believe what they do. For example, can you
really “train” sales representatives in terms of their ethics? What is the difference between
a gift and a bribe? Also included is a discussion about how successful sales managers go
about developing an ethical framework to guide the behavior of their salespeople. This is
especially important when their salespeople don’t have the same ethical or cultural back-
grounds as they do—a common situation with global sales forces. In addition to a separate
ethics chapter, an “Ethics in Sales Management™ feature is woven throughout the book.

Coverage of the Sales Force’s Structure

In the past, devoting a few paragraphs to distributors and manufacturer’s reps might be all
an instructor would need to cover the topic of outsourcing. Now, however, a company
might outsource its prospecting to a call center service bureau, have another contact center
of its own working with independent field salespeople, and then outsource its customer
service to yet another service bureau—all in addition to managing self-serve channels via
the Web. As a result, what a chapter on selection or training should look like in terms of
today’s best practices is vastly different than what it was 20 years ago. You’ll still find
chapters devoted to recruiting, selecting, socializing (on-boarding), and training salespeo-
ple in our book, but the content more closely reflects the reality of the many different posi-
tions and sales force structures that exist within the realm of selling today.

Coverage of Leadership

Leadership concepts and practices have changed as professionals and academics alike rec-
ognize that there is more to leading than motivating the sales force. Leadership isn’t just
about getting someone to do what you want, but, among other things, it is about what you
do for your followers. The material in this book lies at the forefront of sales leadership
thought and practice. Not only does the book include best practices material when it comes
to U.S. leaders, but information about what sales executives and representatives abroad
believe good leadership is.
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Of all the functions in an organization, none has
changed as much in the past decade as sales manage-
ment, except perhaps purchasing! The Internet; mobile
technology; globalization; a greater focus on ethical behav-
ior; and a host of other social, economic, and political
changes have altered selling and sales management to such
an extent that the textbook had to be written over from
scratch.

No other function in the organization has the same
impact on a firm's strategy as sales management.
Salespeople talk directly with customers, testing the com-
pany’s strategy in every sales call. Information gathered
from customers by salespeople feeds directly into company
strategy. These, and other factors, make sales management
a critical part of an organization’s success.

This book presents sales management in six parts. The
first part, Strategic Planning, orients you to the role of
sales in the strategy of the organization.

“-

Sales Leadership

3 teadership and the Sales Executive  §
4 Ethics, the Law, and Sales Leadership |

three
Analyzing Customers and Markets

5 Business-to-Business {B2B) Sales and §
Customer Refationship Management

6 leveraging information Technologies §

) four

Designing and Developing
the Sales Force

7 Designing and Organizing the
Sales force

8 Recruiting and Selecting the Right
Salespeople

9 Training and Developing the
Sales Force

Successful companies don’t become that way by acci-
dent. They became successful because they had a plan and
executed it well. The beginning of a company is its purpose,
and from that purpose flows its strategy. That's why Part
One, Strategic Planning, illustrates how the sales force and
the sales function fit into the company’s strategy and how
the sales force serves the company’s mission.

Chapter 1, Introduction to Sales Management, intro-
duces you to the activities of sales managers and sales force
leaders, placing the sales force into the strategic picture of
the firm. This chapter also serves as an overview of the rest
of the book.

Chapter 2, The Sales Function and Multisales Channels,
explores the selling function further, examining the different
types of salespeople and sales organizations that are used to
reach customers. In addition, we continue the dialog regard-
ing strategy, relating how each of these sales force alterna-
tives can serve a company’s strategy.



INTRODUCTION TO
SALES MANAGEMENT

LEARNING OBJECTIVES

After completing this chapter, you should be able to:

® Define the strategy hierarchy and understand how
a firm's sales and marketing strategies affect its
overall strategy.

B |dentify the different types of selling strategies and
how the selling process varies across those types.

B Describe the sales management process and the
responsibilities and activities of sales managers.

What should we make? What should we sell? At what price? To whom?
What kind of people should we hire, and how will we manage them? These
are the questions that define a company's strategy. In turn, the answers to
these questions define the company. Yet in the minds of a company’s cus-
tomers, salespeople define the company. Why? Because salespeople are often
the only face of the company that customers ever see.

In essence, this book is about how those corporate strategic questions and
answers become sales practices that affect customers. Today, people recognize
that éligning a firm’s sales practices with its sales strategy, and its sales strategy
with its corporate strategy, is central to success. Thus, in this chapter, we not
only introduce the basic sales management process but show how a firm’'s sales
force is a central part of the broader marketing strategy pursued by the firm.



JILL AMERIE

SALES MANAGER XTREME XHIBITS
BY SKYLINE INC

Jill Amerie, a sales manager for the Austin, Texas—-based company Xtreme Xhlbits by
Skyline Inc., didn’t grow up wanting to become a sales executive or entrepreneur. In fact,
looking back, Amerie didn't remember knowing what an entrepreneur was. “Sure,
I knew people had their own businesses, but | didn‘t think about what it took to start,
manage, run, and grow a business,” she says. “One thing that | did know though was that
I needed to be my own boss. A sales career offered me that opportunity.”

Raised by an artistic mother and a father who was in sales, Amerie has always been a people
person with a passion for creativity. She says she walked into the trade-show world by accident
and quickly realized that sales was the career she wanted to pursue. “A career in the trade-show
industry isn't a career that | even knew existed. What | did know was that this career combined my
creativity and my people skills while allowing me to have fun and make a great income.” She says
the characteristics of the job have kept her motivated, passionate, and focused.

As Amerie worked in her field, she continued to perfect her skills. “A mentor once told me to
continue learning everything | could about my field (my passion) so my clients would look to me
as their trusted advisor,” she says. "So, over the years, | learned to be a 'student’ of my industry.
He also shared with me that if | was not enthusiastic about what | was doing and selling, | could
not convince my prospects to be excited about what | was about to offer them.” These words of
wisdom have stuck with her throughout her career.

After achieving her personal goals as a sales representative, Amerie became a sales manager.
She says most successful sales representatives feel pressured to eventually make the transition to
sales management. “This is a decision that must be carefully analyzed because it's not an easy
transition to go from being a player to a coach,” she says. “Most sales professionals want to be
on the front lines and have a hard time watching from the sidelines. As | mentor my team, | try to
stand on the sidelines and watch as they take the lead and develop their accounts. | struggle with
this role but realize that this is the only way to build a successful sales operation.”

A case in point: One day when she was still a representative, Amerie ran into her sales
manager, who had tears running down her face. Her manager said she was frustrated with the
members of her sales team—including Amerie—because they didn’t listen to her. “They've seen
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that 1 was successful [as a salesperson], so | don't understand why they just don’t do exactly
what | did so they'll be successful,” her boss told her.

Amerie pondered this statement and replied, “Have you asked them if they want to be
just like you?” She says the experience still resonates with her today as she mentors her own
team. That's why she prefers to call herself a sales mentor rather than a sales manager. “My
advice to other sales mentors who were former sales executives is not to lose sight of where
you came from,” she says. “Remember what it was like when you were the sales rep, and use
those positive and negative experiences to make you a better mentor/manager. Take time to
learn about your team. Learn what motivates them. Learn what their passion is and coach
them on how they can integrate that passion into their career.”

In addition to her managers and mentors over the years, when Amerie looks back at what
brought her to where she is today, she can sum it up to two words: passion and perseverance.
“If you are passionate about what you are doing and have the perseverance to continuously
push yourself forward, you will be successful in whatever you do—be it sales, sales manage-
ment, or business ownership.” #

ne of the oldest truisms of business is that “nothing happens until someone sells

something.” Clearly, without salespeople, some businesses would cease to exist.

Nonetheless, many people believe the sales profession is not a noble endeavor.
Visions of cheesy, aggressive, badly dressed product pushers dominate their view of what
sales is about. Professional buyers know better though. These buyers rely on salespeople to
bring them solutions to the business problems that challenge them. Product knowledge,
technical expertise, and business acumen are all required to satisfactorily serve the customer
and the company’s needs.

Companies recognize the importance of having the best salespeople possible.
According to a recent study by Manpower, a company that helps people find jobs, sales
positions are the hardest jobs to fill.! Sales is also one of the most expensive activities a
company undertakes, consuming more than 20 percent, on average, of a firm’s revenue.?
For these reasons, managing the sales force is one of the most important jobs in a company.

As a career opportunity, starting in sales is an excellent choice. The starting salaries
for salespeople are significantly greater than for other positions (about 20 percent greater
than other marketing positions).> Many CEOs, such as Mark Hurd of Hewlett-Packard, got
their start in sales. Moreover, along the way, sales managers tend to earn more than their
counterparts in other areas. Experts predict that the number of sales jobs will grow at a
much faster rate than other professions, at least as far into the future as 2014.# The future
for sales and sales force management is pretty bright!

From Sales Rep to Sales Manager

We will discuss the different types of sales management and leadership positions later;
some discussion is needed about the sales management career to reach the right perspective.
Sales managers are not super salespeople—in fact, many of the characteristics of successful
salespeople, such as the ability to work independently, may not be useful characteristics
for sales managers. Pat Metz, sales manager for Abbott Laboratories, realized being a sales
manager was different the first day after his promotion from salesperson. His boss ordered
him to fire a salesperson he had never met. That’s when he realized that being a sales
manager means “you’re a manager of people.”

Sam Mays, of Konica-Minolta Business Systems, discovered that his gift for selling did
not transfer to sales management. After several years as a sales manager, doing a poor job and
hating every minute of it, he was demoted by his boss. “It was the best move for everyone,”
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says Mays. Within a month, he was back on top of the sales lists and much happier. Mays now
laughs about it, “When I was promoted, the company lost a good salesperson and gained a bad
manager. Now the company has a good salesperson again and the opportunity to hire a better
manager.”

Being a sales manager means coaching salespeople so they can improve; developing
strategies and delegating the responsibility for implementation to others; trying to figure
out how to motivate people, some who are nearly twice your age; and convincing others in
the organization that what is right for the sales force is right for their departments, too.
Because being a sales manager can be so different than being a salesperson, sales success
is not the primary reason for promotion. In fact, research has consistently shown that sales
success is a poor predictor of success as a sales manager.® Companies have to have the
right skill set and abilities in a sales manager, skills and abilities that differ from sales.

This is a book about sales force management, or sales management, for short. We define
sales management as the activities required to lead, direct, or supervise the personal selling
efforts of an organization. This definition has several important aspects. The first aspect
relates to what sales managers do to manage salespeople. Our primary objective of the book
is to explain this function of managing salespeople. However, because strategy is so crucial,
we also discuss many of the day-to-day tasks that sales managers do to further a firm'’s strat-
egy goals. Once we’ve laid this foundation, a framework for the rest of the book is developed.

Establishing the Parameters of the Firm's Strategy:
The Mission Statement

A strategy is a plan designed to accomplish a mission. A mission is a set of objectives. In
military terms, a mission might be the objectives set for a unit, such as a brigade, for a campaign
or for a longer-term goal, such as Operation Enduring Freedom, the mission for the coalition
forces of building peace in Afghanistan. Because most companies are in business for the long
haul, they tend to think of missions in longer terms rather than as a single campaign. Often
companies summarize their goals in what’s called a mission statement, such as those found in
Exhibit 1.1. (You can usually figure out what a company’s mission statement is by looking at its
public financial statements or going to its Web site.) Corporate planners, which include a vari-
ety of personnel from upper management, such as employees from finance, manufacturing, and
sales, are responsible for creating the mission of the organization and the mission statement.

Mission statements should serve to inspire the members of an organization, give
purpose to their actions, and guide them when they are making decisions. A good mission
statement does more than simply organize the company’s objectives; it also serves as a
standard against which the decisions and actions employees take can be compared to
ensure that they are the right decisions and actions for the organization. Once the mission’s
objectives are set, strategy can be created.

The Strateqy Hierarchy

A firm’s corporate strategy encompasses its plans and goals for the entire organization. The
corporate planners are responsible for creating the mission of the organization, such as the
mission statements described in Exhibit 1.1. The corporate strategy will also address ques-
tions, in a general sense, such as what markets and sourcing options (such as manufacturing)
the company should engage. For example, the company’s corporate planners might choose to
outsource sales by hiring distributors versus hiring a sales force. Or the firm might outsource
its manufacturing function and focus the bulk of its efforts on marketing the products.

Once the company’s strategy is formulated, it is then communicated to the firm’s
various business units—marketing, sales, manufacturing, and so forth—who create their
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